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Summary 

The ASDG I1 policy objectives and approaches are well suited to USAID/NigerYs 
Strategic Objective 3, and are designed to be results-oriented. Likewise, the NGOtPrivate 
Sector sub-component of the Program offers the team and A.I.D. unique opportunities for 
having a direct and immediate impact on the livelihoods of rural Nigeriens, through the Grants 
Program. 

Instead of looking to change the ASDG I1 approach, a greater attention to management 
is the key for achieving targets. This means providing tools and mechanisms through which 
people can better manage their time, funds and results are monitored, information is shared, 
and perhaps most importantly, stakeholder interests are addressed and coordinated. 

This report highlights a series of recommendations made to the ASDG I1 team during 
a consultancy conducted from June 14 - July 4, 1995. Drawing from experience gained during 
implementation of the USAIDIGambia Agriculture and Natural Resources (ANR) Project, 
recommendations are intended to refine certain elements of the ASDG I1 approach, whereby 
facilitating the achievement of results. The assignment was focused on two aspects of the 
ASDG I1 program: how the linkages between the various ASDG I1 components can be i 
strengthened and more closely tied to A.I.D. strategic plan, and refining the NGOIPrivate 
Sector Grants Program to ensure broad participation in the program. 

Natural resource management policy reform requires input from several sectors, 
commitment to a long-term objective, and a clear yet flexible plan of action. Actions must be 
coordinated across government ministries, within bureaucratic levels of authority, and must 
extend beyond the administrative center out to the village and district level. The number of 
actors involved requires that efforts are managed strategically, taking into account the 
incentives, relationships, and technical constraints which will lead to the intended results. 

Strengthening Linkages 

ASDG I1 is working with and promoting inter-ministerial entities such as the Cellule 
de Gestion des Ressources Naturelle (CIGRN) to enhance coordination and linkages. Along 
with technical support services currently provided to the Government of Niger (GON), 
adjustments in management structures, communications vehicles, and institutional connections 
can improve the linkages to enhance the outcome. 

Recommendations include: 

Improve ASDG I1 delegation and coordination of responsibilities through creation of 
a Deputy Chief of Party position, clearly defining the role of the ASDG I1 National 
Coordinator, and by conducting routine weekly team meetings. 
Improve communications with partners by sharing weekly activities with A.I.D., 
CIGRN and the ASDG I1 National Coordinator. 
Reduce number of overlapping and duplicative committee structures relating to ASDG 



I1 and combine meetings with Strategic Objective and Results Package Teams. 
Improve the two-way flow of information through monitoring and evaluation efforts, 
encouraging M&E efforts to be integral to the policy decision making process rather 
than exclusively for impact reporting purposes. 
Encourage both GON and NGO "hypothesis testing" perspective through the Grants 
Supervisory Committee and the C/GFW. 

Re-examining Conditions Precedent (CP) 

With the anticipation of modifications to the GARI (Gestion dlAdrninistration et 
Reform Institutional) or institutional conditions precedent, there are only minor issues with the 
ASDG I1 conditions precedent (CP). In large part, these problems can be addressed by better 
managing the CP portfolio and by increasing the communication between the partners 
regarding progress and achievement of established targets. 

Recommendations include: 

Formal instructions need to be provided to GON in order to adequately respond to the 
A.I.D. response to the request for Tranche I1 A. 
Divide Tranche 111 into two sub-tranches, and split the existing CP concerning the 
completion and adoption of the national NRM policy strategy into two actions: I11 A, 
completion of the strategy; I11 B, adoption of the strategy. 
In place of the GARI component conditions for Tranches I11 and IV, substitute CPs 
relating to establishment of a national Environmental Information System. 
Revise NGO and associations CPs in Tranche I11 and IV, to reflect the desired 
improvement of dialogue and cooperation between CON and NGO, and to remove the 
requirement to continue to modify the legislation since GON has already recognized 
and legalized NGOs and associations. 
General conditions need to be more closely monitored and supported, so that when 
technical conditions are met the disbursements can be made. 

Accomplishing Synergy through a Geographic Focus 

Increasing the flow of information coming from field interventions, and better 
coordinating existing data will help to realize the synergies of A.I.D. initiatives, as well as 
other donor and national programs. With a desire to encourage the Nigerien people to more 
actively participate in their development, rather than using a top-down approach, ASDG I1 
efforts are encouraging communities to choose for themselves how they wish to participate in 
NRM efforts. The NGO grants program is designed to facilitate grant giving to a wide range 
of customers, not just well established NGOs. Therefore, it is not advisable to limit the 
geographic focus of ASDG I1 efforts but rather to seek greater information flow between 
initiatives. 

NGO/Private Sector Grants Program 

The NGOJPrivate Sector sub-component of ASDG I1 was designed to increase, improve 



the effectiveness of, and expand the range of NGO and community based organizations' 
participation in the natural resource management sector. The establishment of the grants 
program is well underway, as the Supervisory Committee, composed of GON, NGO, and 
A.I.D. representatives, is expected momentarily, the basic parameters of the program have 
been established, and numerous NGOs have expressed interest in the Program. Based on the 
assessment of NGOs operating in Niger, the Grants Management Unit (GMU) can anticipate 
receiving a number of fundable proposals from qualified NGOs. At the same time, they 
should also expect a number of proposals which do not meet the qualifications either in design 
or institutional qualifications. Furthermore, community based organizations which do not 
have representation in Niamey should be encouraged to participate in the grants program. 
This strategies should allow the Grants Management Unit (GMU) to effectively and efficiently 
manage the grant requests while also providing support to NGOs to increase their capacity to 
work in the natural resource management (NRM) sector. 

Recommendations include: 

Diversify grants program into two categories, small grants and NGO grants. Small 
grants should be primarily targeted to community based organizations (CBOs) and 
should be directed at the introduction of new NRM technology. Within the NGO grant 
program, establish boundaries to encourage inexperienced NGOs to target smaller field 
interventions requiring less management experience. At the same time, NGOs with 
extensive NRM field implementation experience can be encouraged to submit proposals 
at a higher level, and also include a more complex range of field activities. 

Prepare two different proposal guidelines, corresponding to the Small Grants Program 
and the NGO Grants Program. Those groups requesting small grants should be 
instructed to use an application form to facilitate proposal development, while potential 
NGO grantees would be required to submit formal proposals. 

NGOs with little experience in submitting proposals should be provided with additional 
materials, such as a proposal development workbook, to assist them in preparing a 
proposal. In the process, groups requiring additional support may be identified for 
training to increase their program development and NRM field implementation skills. 

Financial and administrative requirements should be commensurate with funding levels 
and "risk" factors. Financial risks are present at all levels, and appropriate measures 
should be taken to assess the financial integrity of all groups requesting funds. That 
said, community based groups may not have sophisticated financial monitoring 
systems, and they should not be required to establish such systems. The Small Grants 
Program should have straight-forward reporting formats, and also provide 
supplementary training to these groups in the principles of financial management and 
accounting. By diversifying the approach to awarding grants, the NGOIPrivate Sector 
Grants Program can increase the likelihood of reaching community based 
organizations, which are the primary target for assistance despite the financial risks 
involved. 



The GMU and the Supervisory Committee need to be committed to "discovery" and 
have a spirit of testing hypotheses for community based natural resource management. 
Placement of the grants program within the larger results context should be routinely 
emphasized. Lessons learned must then be fed back into the national NRM policy 
strategy. 



1. Scope of Work 

The Scope of Work was divided into two areas: the overall ASDG I1 Program, and the 
NGOIPrivate Sector Grants Program. While separated into two tasks, there was considerable 
overlap between the two elements of the SOW and this theme of linkages is reiterated 
throughout the recommendations. 

1 .  Overall ASDG I1 Program 

Inform the ASDG IIIIRG project staff and partners about the ANRIGambia experience 
from the standpoint of the linkages between community-based activities supported by 
small grants, the policy reform agenda, and the overall program objectives. 
Recommend ways of strengthening these linkages within ASDG 11. 

Examine the remaining conditions precedent within the context of USAID/Nigerls new 
results-based framework and the ASDG I1 mid-term evaluation and recommend ways 
of reformulating them. 

Examine the issue of geographic focus for the ASDG I1 program, particularly within 
the context of USAID/Nigerls request that the NGO Private Sector sub-component and 
the programming of Non-Project Assistance (NPA) funding for GON investment 
budget maximize impact and be synergistic with other elements of the Mission's 
portfolio. Recommend ways of incorporating the Mission's request into the selection 
process of the Supervisory Committee and the programming process for NPA funds. 

1.2 NGOIPrivate Sector Sub-component 

Make a presentation to the Grants Management Unit and interested partners, especially 
the Supervisory Committee (provided that it has been established by that time), about 
the ANR/Gambials experience in administering a small grants program. Make 
recommendations, based on the discussions after the presentation, on the administration 
of the ASDG I1 small grants program. Include input on how to publicize the 
NGOIPrivate Sector sub-component (i.e. assist in the formulation of an information 
dissemination strategy for launching the program), using a collaborative approach, 
involving all stakeholders (e.g. GMU, GON, NGOs, and USAID) 

Review the Guide de RequEte and recommend ways of improving the document 

Review the ASDG I1 manuals on accounting and administrative procedures for grantees 
and recommend ways of improving the two documents 



1.3 Deliverables 

Prepare a report with a series of recommendations on each of the aforementioned tasks. 

2. Summary of Activities 

The consultancy covered the period from June 14 - July 4, 1995. Issues and 
opportunities were discussed at length with the ASDG 11 team members. Meetings were held 
with GON counterparts and USAID staff to ensure that stakeholder and partner interests were 
being considered when developing recommendations. 

2.1 Overall ASDG I1 Program 

Reviewed ASDG 11 program and project papers, USAID strategic planning and results package 
documentation, mid-term evaluation, revision of GAR1 position, and historical records of 
policy reform and conditions precedent achievements. 

Looked at overall organizational structure of ASDG I1 Project. Reviewed the draft 
organizational chart, with an eye to improving linkages between project components, managing 
dual responsibilities on the part of the Chief of Party and other staff, and organizing work 
between two work sites (CIGRN and ASDG I1 Project Office). 

In a series of informal meetings with Project staff, shared experience from ANR/Gambia, 
highlighting linkages between community based activities and national policy reform. 
Reviewed project organizational structures as well as governmental institutions charged with 
drawing connections between policy and local level actions. 

Met with the Socio-economist, Mr. Djibo Garba, at the CIGRN to discuss the CIGRN role in 
coordinating community based natural resource management activities and promoting 
collaboration between GON and NGOs in NRM. 

Attended the first SO3 result team "A" meeting where the concept of focusing on results and 
operating as partners was shared with GON officials. 

2.2 NGOtPrivate Sector Sub-component 

Reviewed relevant documentation, in particular the "Guide de Requete" , financial management 
and administrative manual, and materials developed for the Supervisory Committee. After 
reviewing and making comments on these documents, reviewed revised versions and made 
further suggestions. 

Met with Mme. Capo, Head of the NGO/Association Service, Department of Regional 
Development (DDWSONG) of the Ministry of Finance and Planning (MF/P), to review the 
topics to be covered at the formal presentation to the Supervisory committee members, met 
with GAP Permanent Secretary, M. Ayindi Guillaume to review proposed structuring of 
grants program. 



Shared ideas with the NGO Grants Administrator, Organizational Advisor, and 
TraininglPrograrn Advisor and reviewed the objectives of the grant program and developed 
ways of increasing the likelihood of achieving the intended results. 

Made a presentation to the provisional Supervisory Committee. While the institutional 
positions have been approved for the committee, the individual members have not yet formally 
been selected. Each of the identified organizations were contacted and invited to the 
presentation. Of the nine organizations on the Committee, seven sent delegates. The 
presentation focused on the structure of the Gambia Grants Administration Committee, the 
mechanics of the grant selection process, and special items were raised for consideration by 
the Supervisory Committee. See Annex A for a copy of the presentation and list of meeting 
participants. 

3. Overall ASDG I1 Program: Recommendations for Strengthening Linkages 

Even though the ASDG I1 Program was designed well over five years ago, the 
approach, concept and objectives clearly fit into the new A.I.D. strategic plan for the period 
1995 - 2002. The policy reforms called for under ASDG 11 are directly related to promoting 
democratization, empowerment of communities, and facilitating partnerships. While there 
have been delays in the disbursement of funds to the GON, and a realization that the intended 
results for the institutional and management component of the program were not going to be 
met due to the complexities of the bureaucratic changes (see the ASDG 11 Mid-term evaluation 
and IRG concept paper for revision of the institutional component), all in all, ASDG 11 is well 
placed to support the Strategic Objective 03 and to play an active role in producing results. 

Although a formal action has not been taken to extend the project completion date 
beyond December 31, 1995, all assurances were given by A.I.D. that this action will be taken 
and it is anticipated that ASDG I1 will be extended until December 1998. With this in mind, 
the following recommendations are made to support additional strengthening of the effort. 

3.1 Exploring Linkages at all Levels 

As a country experimental lab (CEL) for USAID's re-engineering initiative, 
USAID/Niamey is in the forefront of shifting from a project orientation to a results-focused 
approach. In this position as a CEL, USAID/Niamey and the ASDG II team have a significant 
opportunity to explore mechanisms to make this new approach operational. The question of 
linkages is largely a management issue. It is essential that managers identify those elements 
which are within their control, acknowledge those which are out of their control, and seek to 
maximize those actions over which they can have influence. Being aware of the vested 
interests of stakeholders will allow people to organize activities to achieve results rather than 
responding to events after the fact. Strategically used management tools can assist in adapting 
to a changing environment and strengthen important linkages. 

3.1.1 Encouraging Linkages Within the ASDG I1 Team 

Operational linkages within the IRG team should be strengthened. While the technical 



advisors communicate effectively, due to busy schedules and a focus on immediate work 
responsibilities, the connections are not being drawn between the components as well as they 
could or should be. Recommendations for accomplishing this are: 

The organizational structure of the IRG team currently reflects that the integration of 
ASDG I1 components falls on the shoulders of the Chief of Party. Due to the fact that 
the Chief of Party also serves as the NRM Policy Advisor, it is imperative that he 
spend a considerable amount of time at the C/GRN as well as other GON agencies. 
The Gambia ANR Project designated a Deputy Chief of Party to share in meeting the 
administrative and management responsibilities, and to assist in reinforcing the 
coordination of project components. Officially naming a Deputy Chief of Party should 
assist the COP in making the linkages between policy and community level actions. 
While it would not require adding an additional person to the team, it would require, 
as with the COP, that another person take on a dual technical and management role. 
Given the length of assignments, and the technical area involved, the position most 
suited for this dual responsibility is the Grants Administrator. It should be stressed 
that the atmosphere of partnership and teamwork which currently permeates ASDG I1 
should continue. Naming of a Deputy Chief of Party is not intended to create a 
hierarchical and rigid management style, but rather to make a more direct linkage 
between the program components. 

The ASDG I1 National Coordinator's roles and responsibilities should be spelled out 
and coordinated with the Chief of Party and Deputy Chief of Party. The addition of 
this national position should assist in improving the management of the Program. As 
a GON official, the National Coordinator will able to facilitate actions within the GON 
and maintain momentum for the activities. The comparative advantage of the different 
actors should be sought in order to increase the management efficiency of the team. 

Management tools, such as staff meetings and weekly minutes, should be used more 
regularly to encourage closer integration between activities. The IRG team have been 
holding meetings, but not as routinely as they could. At weekly staff meetings, team 
members should be encouraged to share the events of the week, discuss 
accomplishments, raise issues which need resolution, and inform other team members 
of upcoming meetings. The meeting notes should be brief and to the point. It is 
important that the notes are recorded and circulated so that all members of the team are 
aware of the activities of the other advisors. The notes from one meeting will then ' 

become the agenda for the next meeting, thereby avoiding the need for multiple , 
documentation. While the IRG team has done a good of sharing information with its 
implementation partners, sharing the weekly minutes with partners such as A.I.D. and 
GON counterparts, namely the National Coordinator for ASDG 11, will increase the 
awareness and facilitate the linkages between components. This is an attempt to 
increase the information flow and maintain open channels of communication. In The 
Gambia, these minutes served as a management tool within the Project, informed the 
partnership of current activities, without requiring the Team to produce specialized 
reports for either A.I.D. or government counterparts. 



3.1.2 Clarifying Linkages with Strategic Objective 3 

While there has been a modification of the conceptual framework for ASDG 11 with the 
re-engineering of USAID, as well as changes from the GON side, the basic premise behind 
ASDG 11 still remains intact and valid. There is a clear logic between program components, 
linking the policy and community based activities, as well as tying in the information and 
management issues. Upon reviewing the strategic plan and results packages, an effective 
mechanism for strengthening the linkages between the ASDG I1 program and the results 
package teams would be to integrate a quarterly review process for both ASDG I1 and the 
results package team. 

Quarterly Results Package Reviews. One quickly recognizes that accomplishing 
Strategic Objective 3 requires that a number of actors work together. In order to 
coordinate the stakeholders and maintain open and constructive dialogue, there needs 
to be a semi-formal mechanism in place for discussion. As was done in The Gambia, 
quarterly performance reviews proved to be an effective way to bring together all key 
stakeholders to discuss accomplishments, issues, and plan activities for the next 
quarter. The meetings were attended by the USAID Program Officer, relevant 
IRGIANR Project staff, key government counterparts, and any other actors considered 
critical to meeting the objectives. A similar quarterly review could be instituted to 
combine the Results Package Team (RPT) sessions or the Strategic Objective 3 
meetings with the ASDG I1 quarterly reviews. At each meeting, stakeholders could 
highlight progress in obtaining results, discuss problems encountered, and plan out 
activities for the next quarter. In The Gambia, the objective of the meeting was to gain 
feedback from the partners, and to identify and agree upon actions for the next quarter. 
In the event that a party did not meet the target agreed upon at previous quarterly 
review, the delay was recorded and targets were re-established. It was imperative that 
the appropriate person responsible be held accountable, rather than have another party 
be used as the excuse for inaction. This process of regular monitoring of progress 
facilitated the linkages between the components as well as the linkages between the 
stakeholders in the Program. Notes from quarterly reviews were finalized and 
submitted as a quarterly report. 

Reduce the number of committees currently convened under the auspices of ASDG 11. 
There are a number of officially constituted and convened committees both within the 
GON and A.I.D. which all serve the purpose of reviewing ASDG 117s progress. Given 
that the Strategic Objective 3 is the overarching framework for all work done under 
ASDG I1 it is recommended that a single comrnitteetmeeting structure be established 
with joint A.I.D., IRG, and GON membership. This committee would bring the actors 
together, reduce the number of meetings, and improve the flow of information between 
the partners. 

Keep track of progress in satisfying ASDG I1 Conditions Precedent. In addition to 
monitoring the progress towards results, a critical step in maintaining progress towards 
achieving results is making sure that the budgetary support is released to GON. In 
addition to the technical aspect, ASDG I1 has a number of general conditions and 



activities required for the release of funding to the GON. With the number of 
conditions precedent involved in the ASDG 11 Program Agreement, it would be useful 
to monitor the progress of the CPs on a quarterly basis. By tracking this progress on 
a quarterly basis, there can be negotiations for assistance, and a clear delegation of 
responsibility. See Annex B for a draft matrix for tracking conditions precedent. 

3.1.3 Increasing Linkages Through Monitoring and Evaluation 

Another area where linkages are critical is monitoring and evaluation. The tendency 
in monitoring and evaluation is to leave it until the end of an activity, and then going out and 
measuring the impact in order to transmit the outcome back to the project. ASDG II redesign 
for the institutional component addresses this need to link monitoring and evaluation into every 
aspect of the effort. As outlined in the Monitoring and Evaluation of NRM Interventions in 
Niger: Strategy and Workplan for ASDG II, by Philip DeCosse, the first task identified is to 
improve the impact monitoring of NGO and Community Based Organizations (CBO) activities. 
Following this methodology, it is essential that information gained from field level activities 
are fed into the national NRM information system in order to effectively influence policy 
formulation. The relational data base being developed by the Grants Administrator will also 
facilitate this linkage by providing both spatial and non-spatial data associated with field 
interventions hnded by the NGOIPrivate Sector component of ASDG 11. Upon placement 
of the NRIM Advisor, the Grants Administrator and the NRIM Advisor should work closely 
together to link this Grants Management Unit (GMU) data base into the national data base 
already established under the earlier ASDG II efforts (MAGIEL NRM project listing, etc.). 

The linkages must, however, go beyond the creation of data bases. The information 
generated must be integrated into the policy formulation and decision making processes. With 
the addition of the Natural Resources Information Management (NRIM) component to the 
ASDG 11 effort, there will be considerable opportunities to support linkages between various 
GON technical and interministerial coordinating bodies, donor projects, and field initiatives. 
A number of issues will need to be addressed during implementation of the information 
management component, such as what are the incentives for using this data and what is the 
nature and level of GON commitment which is necessary in order for information management 
to become self sustaining within the GON. 

3.1.4 Establishing the Institutional Connection between NGO/Private Sector Grant Fund 
and the National NRM Strategy 

The notion of hypothesis testing at the local level to feed into policy reform needs to 
be a prominent feature of the NGO Grants Program. The Supervisory Committee, with 
support from the Grants Management Unit, needs to realize the importance of taking a learning 
approach when reviewing proposals and evaluating the results of field initiatives. They need 
to be encouraged to consider how proposals fit into the broader policy context. 

Grants which are directly linked to new policy reforms will provide critical input for 
testing policy assumptions. The policy reform may be necessary in order for the community 
to take responsibility initially, but it is unclear whether it is sufficient for the community to 



maintain responsibility and to properly manage the resource. 

One way to encourage this linkage would be to assign a number of points in the 
proposal rating system related to the proposal's linkage to policy issues. For example, 
initiatives which propose to connect into decentralization or Rural Code initiatives 
would receive points for addressing and promoting policy linkages. Another example 
would relate to community forest management schemes as measured under Result 3.1. 
By funding a number of grants which seek to establish community forestry 
management schemes, the policy and institutional requirements for promoting 
community forestry management schemes can be investigated and expanded. 

The NGO Grants Supervisory Committee has been formally convened in order to 
oversee the NGOIPrivate Sector Grants Program within the context of the ASDG I1 
Program. However, in order to promote the conceptual linkage and monitoring of 
community based natural resource management (CBNRM) beyond the boundaries of 
a project framework, the GON should be encouraged to establish a CBNRM focal 
point. The mandate and interministerial constitution of the C/GRN makes it an 
appropriate home for such a focal point. The C/GRN has already initiated a number 
of CBNRM activities in along these lines, and should be encouraged to do more in this 
area.' The C/GRN focal point would stay in close contact with DDR, Groupement des 
Aides Privies (GAP), DPROIGER, and other agencies supporting the emergence of 
community-based development institutions. Once the Supervisory Committee is 
officially convened, the CIGRN could also be invited to participate on the Committee 
as a "standing or permanent" observer. This may encourage the C/GRN to become 
more active in promoting developments in this area. 

3.2 Assessment of Existing Conditions Precedent 

Drawing from the ANR/Grant experience, where ASDG I1 has over fifty policy 
performance conditions, ANR had only eleven. ANR conditions precedent provided a general 
sketch of the anticipated development of natural resource policies. With only 11 conditions 
precedent all program stakeholders knew the expected outcome of the program, but there was 
adequate room to explore alternative courses of action. Another difference between the ANR 
Program and ASDG I1 was that, upon meeting conditions precedent, funds would be released 
to the Ministry of Finance and Economic Affairs specifically for debt repayment. It was 
believed that through reducing the debt servicing burden, adequate funds would be freed up 
and channeled into budgetary support for the agriculture and natural resource sectors. After 
releasing US $ 4 million to the Government of The Gambia (GOTG), there was no indication 
that budgetary support was increased to the two relevant ministries, Agriculture and Natural 
Resources. In fact, the annual budgets of these two ministries were reduced instead of 
increased. An area of shared experience is that the host country has difficulty in meeting the 
"letter of the law" concerning conditions precedent. What the host country government 

In December 1994, the CIGRN hosted a meeting to share lessons learned and experiences from Africare 
efforts in Gouri with other NGOs and GON agencies. See Compte-Rendu de Riunion sur le Projet GRN Gouri- 
Africare. 



assumes is acceptable for meeting the requirement for the disbursement of funds, may not be 
acceptable to A.I.D. After a few rounds of going back and forth, the host country government 
throws up its hands and tells the advisors to prepare the documentation, since they might have 
a better chance at "getting it right." 

Assuming a number of changes in the Institutional component, the ASDG II conditions 
precedent are not unreasonable, although they are numerous. For the NRM policies, the CPs 
reflect the general flow and direction of NRM policy development and are considered to be 
appropriate conditions for performance in this area. As highlighted in the Mid-term evaluation 
and reflected in the current redesign of the GART: component, the conditions precedent for the 
institutional component were considered to be difficult to achieve and may not have had a 
significant field-level impact. The NGO policy related conditions have in large part been met 
ahead of schedule, however the wording of the related CPs causes some confusion. With the 
exception of the institutional component, the remaining CPs may require only minor 
modifications. However, improvements are necessary in the areas of monitoring progress and 
more open dialogue between the partners. 

3.2.1 Completion of Tranche I1 A 

In December 19941January 1995 the GON transmitted documentation to A.I.D. 
regarding the satisfaction of CPs for Tranche I1 A. In June 1995, A.I.D. provided a written 
response to the GON which reflected the need to place the policy progress under I1 A in the 
context of the overall program objective, highlighting a "continuum of action" specifically 
related to benchmarks in Tranche 111. Rather than just release funds after a policy revision has 
been made, the intention of ASDG I1 CPs was to recognize progress through the achievement 
of intermediate targets as specified in the "Action Plan" adopted as a CP for Tranche I B. 
However, the official A.I.D. response did not reflect the Action Plan agreed to between 
A.I.D. and the GON. Furthermore, since it has been agreed to by all parties that a redesign 
of the Institutional (GAFU) component of the project is necessary, Tranche I1 A or B releases 
should not be tied to accomplishment of a condition precedent which will be eliminated. 

In view of the letter sent by A.I.D. in June 1995, the GON request to release Tranche 
I1 A must be resubmitted. However, with the pending revision of the Tranche 111, there must 
be clear instructions on how to proceed. 

A.I.D. needs to inform the GON on how to proceed regarding meeting of Tranche I1 
A, I1 B, and ultimately I11 and IV. This should be done through a PIL or other official 
notification. This notification will need to indicate which CPs are being removed 
andlor modified in all subsequent tranches, and how the GON should report on 
conditions in light of the deletion of related conditions in future tranches. Given that 
one element of each Tranche release is the plan of action for meeting the next tranche, 
without knowing what is in the next tranche, GON will not be able to submit an 
acceptable request for the release of I1 A. 

In the following section, conditions precedent are reviewed for the various components. 
It is assumed that conditions precedent for Tranches I1 A and B will remain unchanged given 



that the GON has already been working on meeting these conditions. Recommendations 
therefore reflect changes to Tranches I11 and N. 

3.2.2 NRM Policy Conditions Precedent 

The GON has been making strategic decisions regarding its desire to maintain 
ownership of the development process for a national NRM strategy and program. A number 
of donor initiatives are supporting the development of the strategy and all are aware of the 
need to allow the GON to take the lead. While significant progress has been made, a number 
of steps remain to follow through with this strategy. 

In order to maintain the momentum on this initiative, it would be beneficial to split the 
Tranche 111 conditions precedent into two components. Included in Tranche I11 A 
would be the condition that the "GON completed the national NRM policy strategy and 
program. " Tranche III B would then refer to the "adoption of the national NRM policy 
strategy by decree." Based on the experience to date of processing of decrees, it would 
be unlikely that the strategy would be both completed and adopted within one year 
from now. 

All other NRM policy conditions are critical elements in reaching the strategic 
objective of sustained adoption of management practices improving the conservation and 
productive use of Niger's forests, fields, waters, and pastures. Additional progress is evident 
in the areas addressed by conditionalities in Tranches 111 and IV, namely decentralization, the 
rural code, and the changing role of the forester in promoting community based natural 
resource management. 

3.2.3 Institutional Conditions Precedent 

As noted in the mid-term evaluation, the activities associated with the GAR1 position, and the 
accompanyin,o conditions precedent were unrealistic given the complexity of the institutional 
problems within the MAGIEL. Significant progress has been made in redef&g the position. 
As proposed, new activities will address information gaps and developing systems to integrate 
information into national policy making, as well as to improve local level field implementation. 
Assuming that this position is approved, it would be effective to have a condition precedent 
which relates to ensuring that the GON makes a commitment to maintaining and using this 
data. 

It would be useful to have a condition precedent which establishes the institutional base 
for information generated and collected under ASDG I1 as well as other donor and 
GON initiatives. Such an information system would also facilitate the flow of 
information between local level government and non-governmental bodies. In the 
proposed Tranche I11 B, the following could be added: 

"Progress towards developing a national environmental and natural resources 
information system, under the auspices of the CIGFW." It is important that such a 
system be supported by a unit which has relative autonomy and is charged with 



coordination. This information system should be decentralized rather than centralized, 
coordinated rather than controlled, and be accessible to anyone rather than 
characterized by limited or closed access. This information system would provide 
performance measures for R.3.2. by providing increased access to technical 
information to producers, as well as input for R.3.4 and R.3.5 as information available 
through the Environmental Information System (EIS) will improve the NFW plan and 
strategy by providing more information. 

For Tranche IV, the following conditions precedent could be added to ensure that the 
system is instituted and being used: "An Environmental and Natural Resources 
Information System is functioning and supports information requests from a wide range 
of interests. " 

To more accurately reflect the thrust of this activity, it would be better to rename this 
category Information and Monitoring Systems. 

3.2.4 NGO Policy Conditions Precedent 

In the case of Tranche 11 B, it is anticipated that the two conditions precedent regarding 
NGOs, could be met without much delay. However, it may be effective to revise the wording 
of these conditions to be more in line with the current situation and to reflect the intended 
purpose for the conditions. For example, the condition in Tranche I1 B (Program Agreement 
4.2.A.2.e) stipulates that a GON-NGO round table meeting is held and an action plan is issued 
for the implementation of the recommendations resulting from the meeting. In Tranche IV 
(Program Agreement 4.2.C.2.d) another round table is to be held and an action plan 
formulated for implementation of the recommendations. It seems that the CPs are promoting 
discussion of the issues, and action plans are being developed, but there is no condition 
precedent for actually implementing the recommendations. 

In another case, five CPs (Program Agreement 4.1 .G.4. a., 4.2. A.2. f. (I), 4.2. B .2 .d., 
4.2.B.2 .e., and 4.2. C .2.e.) call for the review of legislation and previous reforms with respect 
to NGOs and rural associations, and the establishment of any new conditionalities required to 
maintain progress achieved to date in this area. By all reports, significant progress has been 
made since the ASDG I1 program was designed in 1989-90 in modifying the legislation to 
allow NGOs and associations to operate in rural areas.2 While the intention of the 
conditionalities in this area clearly is to promote a process of liberalization for non- 
governmental organizations, the conditionalities as currently worded do not effectively 
encourage such a process. At present they serve as a check-list of something to do, but it is 
not leading to anything which wouldn't be achieved through other means. 

All conditions precedent in Tranches I11 and IV relating to NGOs and rural associations 
should be eliminated and replaced with one condition in Tranche I11 and one in Tranche 

'See materials from Kollo workshop on the Emergence of NGOs in Niger, including summary reports by 
Catherine Sagui and Souleymane Aboubacar for information on recent developments in NGO legislation. 
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IV, which call for "Demonstrated progress in improving the relationship between GON 
and NGOs and rural associations including cooperatives and credit unions. " Given that 
the general conditions precedent require a review and assurance that there has been no 
backsliding on previous reforms, these conditions in the NGO/association section are 
redundant. 

3.2.5 General Conditions Precedent 

In each tranche, there are a series of conditions which stipulate activities to be 
implemented prior to disbursement. By and large these conditions are identical at each 
tranche, yet there continues to be difficulties in meeting these conditions precedent. Because 
these conditions are essentially financial and administrative in nature and require close 
coordination of activities between MFIP and A.I.D., the IRG Technical Advisors are not in 
a good position to advise or promote the accomplishment of these items. Based on the 8% 
deduction from each Tranche for the Local Currency Trust Fund, and the roles and 
responsibilities spelled out by the Amplified Program Document, monitoring and 
accomplishing these conditions is shared between A.I.D. and the GON. In order to facilitate 
achievement of these CPs, a person needs to be designated within A.I.D. and made responsible 
and accountable for tracking progress and promoting accomplishment in order to release funds. 
While it is not A.I.D.'s responsibility to resolve these conditions for the GON, these are fairly 
routine items which A.I.D. staff should be able to facilitate on a regular basis in the spirit of 
partnership. Open channels of communication and regular and constructive discussion of these 
points could lead to the GON's meeting of the requirements, and thereby reducing the GON's 
frustration over the process of not knowing what will or won't be accepted by A.I.D. for 
disbursement. 

Another area which seems to be causing delays andlor diverting the efforts of the IRG 
Team away from technical support is in the agreement between the parties (A.I.D. and GON), 
assigning the "priorities assigned to the uses of such operating and investment budget support 
in support of the purposes and the objectives of the Program." Just as guidelines are being 
developed for NGO proposals, a standard format could be developed for proposals. In 
conversations with the ASDG I1 IRG Project Director, Mr. Juan S&ve, his review of requests 
reflected a need for a standard format for proposals, so that requests contain the necessary 
level of information and appropriate elements to support the request. In S h e ' s  review of 
proposals, he developed an effective standard for reviewing proposals. However, the process 
would be facilitated with the articulation and adoption by the GON and A.I.D. of a standard 
format for requests. 

Develop proposal guidelines for budgetary support and investment plans. Present a 
brief training program to the technical departments within MAGIEL, MH&E, and 
MFIP, which are the three ministries identified for receiving budgetary support. 

3.3 Supporting Synergy Through a Geographic Focus 

Up until now, the ASDG I1 Program has focused primarily on national level policy 
reforms and support to GON institutions. As the ASDG I1 NGOIPrivate Sector Program 



prepares to review grants, and as future tranche disbursements will involve GON investments 
in the rural areas, the matter of a geographic focus becomes a point of consideration. Several 
factors should be addressed in this regard. 

As the A.I.D. country strategy plan states, "the foremost principle guiding development 
of this statement is that the fate of Niger should and will be determined by its own people" . 3  

The concept of empowering communities and listening to customers, falls in line with the 
approach of encouraging communities and intermediary organizations to come forth with their 
ideas for NRM interventions. In The Gambia, the ANR Program was regularly encouraged 
to focus efforts in one geographic area. While there are compelling reasons for having a 
geographic focus for an activity, in the long-run, certain customers will be excluded because 
they fall outside the geographic area selected. It is highly preferable to encourage a bottom-up 
approach, whereby communities are empowered to self-select themselves for participation, 
rather than the program pre-selecting targeted areas for intervention. 

It is clear that by focussing efforts, the synergies of various development efforts would 
be maximized. The country strategy goes on to highlight that the Mission will seek out 
wherever possible the complimentarities and synergies between health and population, the 
environment, democracy, economic growth and humanitarian assistance. USAIDlNiger has 
highlighted access to credit as a key element required for successful and sustainable field 
interventions, and one which should be considered in the overall selection of field activities. 

One clear way to promote synergies among A.I.D. efforts is .through effective 
information systems. A number of initiatives have been undertaken through ASDG I1 to 
identify the existing NRM interventions in Niger and to build on those efforts. For example, 
ASDG I1 has worked with the C/GRN and others to support informal meetings, networks, and 
information exchanges among NRM donors, projects, and technical staff to share experiences 
on different technical subjects and project activities throughout the country. Much of this 
information has been included in a database of NRM projects and has recently been entered 
into a geographical information system (GIs) to illustrate where projects are overlapping, and 
which areas of the country are not presently being served. Continuing in this vein, World 
Resources Institute is integrating digitized video data into the GIs framework which will be 
overlaid on the existing project information. At this point, the project intervention information 
goes to the arrondissement level and not the village level. However, with the commencement 
of the NGO Grants Program, information will be provided down to the village level. 
Furthermore, the monitoring and evaluation system will be providing significant amounts of 
data which can be integrated into this tracking system. Similar types of data from other A.I.D. 
programs can be included in this system to see the impact of the various sector approaches. 

It is beyond the ASDG I1 technical scope to ensure that synergies with other sectors are 
identified and promoted, since they are not abreast of all A.I.D. programs (nor should they 
be encouraged to be since they have a "full-plate" as key actors for achieving the SO3 results). 
However, the A.I.D. representative to the NGOIPrivate Sector Supervisory Committee will 

Proposed Country Strategy Plan, USAIDINiamey, March 1995, Pg. 11. 



be in a unique position to identify possible synergies when reviewing grant proposals. The 
Grant Supervisory Committee can be made aware of the synergies which exist. Building on 
synergies with other A.I.D. efforts however, should not be a selection criteria. Since the 
intended result of the grants program is widespread adoption of NRM practices, the grants 
should be selected based upon their potential for achieving results for this objective, and not 
to seek to build on complimentarities and synergies. That said, when opportunities arise (and 
there is no doubt that they will), they should be actively pursued. 

4. NGOIPrivate Sector Grant Program 

In line with promoting decentralized and participatory development, the NGO\Private 
Sector component is directed at providing financial and technical support through non- 
governmental organization to improve natural resource management among rural resource 
users in Niger. In comparison to the limited pool of potential NGO grantees in The Gambia, 
Niger has a sizeable number of potential grantees. However, as in The Gambia, many of these 
groups have little field level institutional experience and they will require additional support 
to increase their effectiveness in promoting and transferring improved NRM technologies. The 
following recommendations are made with the intention of building on the lessons learned in 
The Gambia and thereby expediting field activities which will have a direct impact on rural 
producers. 

4.1 Tailoring the Grants Program to Fit Existing Capacity 

Reviews which have been conducted in Niger4 indicate that there are a number of 
NGOs which have the capacity to develop suitable project proposals and to carry out the NRM 
field activities while accounting for funds and monitoring results. However, it is also clear 
that there are many "post box" NGOs, which exist on paper and have never implemented a 
field project. At the community level, there may be groups which are organized and motivated 
to try new NRM technologies, but they require financing to embark on such efforts. With 
these various types of organizations existing in Niger, it is worthwhile to diversify the 
approach in order to tailor the grants program to meet the different levels of these groups. 

Rather than designing one program which tries to meet the needs of all potential types 
of grantees, develop a set of programs which are specifically tailored to the different 
levels. The different programs should have established boundaries relating to grant 
size, type of interventions, and reporting requirements. Since the GMU has already 
established the broad outlines of the program, it should be easy to adjust the 
requirements for each program. 

In effect, it is recommended that the NGOIPrivate Sector Grants Program be divided 
into two separate programs. A Small Grants Program directed to community based 
organizations (CBOs) and emerging NGOs, and an NGO Grants Program which is designed 

Recent reviews of NGO capacity in Niger include, Projet Energie I1 study, UNDP proposed NGO 
Support and Community Initiatives Project documentation, Development Innovations and Networks (IRED) 
recommendations paper on Nigerien NGOs, and Solidarite Canada Sahel (SCS) materials. 



- for operational NGOs, whether or not they have extensive experience in NRM. For a brief 
summary of the proposed grants program, see Table 1. 



Table 1. S u m m q  of NGOIPrivate Sector Grants Program 

national or  international 

which will have a direct 

Id be limited to 6 months, 
the ability to build on 

It is assumed that Grantees 
have sufficient institutional 

ext of a NRM field 

more experienced NGOs, team with small, national 

instructions for outline instructions for 
submitting requests. 



4.1.1 Small Grants Program 

Focus on the introduction of a single or limited number of NRM technologies. 
Limited funding is recommended. Funding levels should be able to cover the basic 
costs of introducing the technology. For example, a community may want to try 
planting hedge rows. Rather than start out with a project to teach the entire village, 
start with a limited group. Funding of the activity would just cover the costs of 
materials, organization of activities, training, and other activities related to supporting 
the adoption of the NRM practice. Funding level should not exceed 10,000,000 CFA 
(roughly US $20,000). 

Encourage the community to take ownership of the funds and the activity. If possible, 
integrate support mechanisms (i.e. Peace Corps volunteers, or Voluntaires du Progrks) 
to provide oversight of the activity, while still maintaining the sense of ownership 
among the community. In addition to introducing a new NRM technology and having 
an impact on the resource base, the program also seeks to allow groups which have not 
formally managed funds before to develop some management capacity. 

Reporting requirements of the grant should be commensurate with the funding level. 
For a small amount of money, neither the grantee nor the GMU should have to spend 
significant amounts of time in reporting. By developing basic control systems for 
including financial, progress, and impact reporting, the program can be managed 
efficiently and results achieved in the short-term. 

Use local networks where possible to verify the sincerity of applicants, monitor 
progress, and make linkages to other activities. 

Accompanying program support should include training for CBOs and exchange visits. 
These funds however should not be included in a grant to the CBO, rather integrated 
into the GMU organizational support function. 
Other Factors: Seek to integrate these small grants where possible into other 
initiatives. For example, if there is a credit, cooperative, or rural code initiative, seek 
to tie into these efforts, so as to make the connection between the NRM interventions 
being implemented through the small grants program, and the broader policy context. 
This does not necessarily, and most likely will not, require additional funding, it is 
merely placing the grant activities in the context of the larger, national strategy. It is 
likely that after one small grant is successfully completed by a community, the CBO 
would submit a request for additional grants. Given the long-term nature of NRM 
interventions, linking of grants is a good way to encourage communities to continue 
to expand their NRM skills. However, caution should be exercised so as not to create 
expectations of funding by guaranteeing funding up front. 

The GMU and Supervisory Committee will maintain a proportional balance of funds 
available for the Small Grants Program. It is important to reserve a certain level of 
funding for the Small Grants Program so as to avoid the accessible funds being 
obligated to a few large NGO grants. 



4.1.2 NGO Grants Program 

It is recognized that the well established NGOs will be better able to respond to the 
request for proposals than the local NGOs. This is due to their experience in developing 
proposals as well as their record of project implementation. While Strategic Objective 3 is 
directly related to improving NRM practices, it is also necessary to increase the number of 
intermediary organizations specializing in NRM in order to support the strategic objective over 
the long-term. Therefore, local NGOs should be supported when possible but in the context 
of NRM field interventions. In order to address these two levels of NGOs, it is recommended 
that the NGO Grants Program be separated into two levels: A few large Grants would be 
granted to NGOs with NRM experience and proven track record of managing grant funds, and 
more medium size grants would be awarded to newly established NGOs or NGOs without 
NRM experience. In essence, NGOs will be eligible for funding which corresponds with their 
experience level. 

Given that access to funding for the Grants Fund is dependent upon the GON's 
successful completion of conditions precedent for Tranche releases, the GMU and Supervisory 
Committee must monitor the proportional distribution of grants between the small, medium 
and large size grants. It is clear from initial proposals (See Annex D) submitted to the GMU, 
there are several NGOs requesting in excess of US $500,000. Awarding a number of large 
grants early on could 1) obligate all of the current balance in the fund, with no guarantee when 
the next tranche will be released, and 2) the overall fund could be obligated before the ASDG 
I1 program is over, leaving the GMU in a position of cl'osing down before the rest of the 
program. Once the Supervisory Committee is fully functioning, a quota system should be 
discussed and provisions established to monitor this proportional balance between funding 
levels. 

For an NGO with little to no experience, the GMU should not fund a complex project 
which requires highly technical skills transfer, training of communities, accounting for large 
budgets and/or goods and services. It is best to work with this type of organization with a 
basic level of funding, and focus on NRM field interventions. In The Gambia, we noted that 
smaller NGOs were by far the most presumptuous when requesting funding for salaries, 
housing, vehicles, office equipment, etc . 

Suggested funding levels for NGO Grants: For well established NGOs (national or 
international) with proven experience in NRM: Up to 250 million CFA (roughly US 
$500,000). For newly formed NGOs (national or international) with no experience in 
NRM, no paid project staff, and limited project management experience: Up to 
30,000,000 CFA (roughly US $60,000) 

Note: In The Gambia, the small grants program was limited to US $5,000, and inexperienced 
NGOs were limited to this amount as well. In part, this was due to the fact that the grant 
funds were solely the responsibility of the Contractor, and as such, IRG would be held 
accountable for all funds. With this added element of risk, it was determined that $5,000 was 



sufficient to introduce NRM technologies, and in the event that funds could not be accounted 
for, the exposure was limited. This amount would have inevitably been increased with 
experience in managing this amount. Figures in this case are significantly higher based on a 
number of factors. There are several NGOs which have managed large budgets and would 
therefore be able to manage these size grants. Furthermore, the costs estimated for basic 
NRM interventions in Niger are higher due to such factors as average well depth. However, 
it should be stressed that larger budgets will not necessarily result in better projects, and the 
GMU and Supervisory Committee are advised that in many cases, NRM projects do not 
require significant inputs, but rather effective guidance in community planning processes and 
environmental education. If all NRM projects require large amounts of funding, the chances 
of sustainability are going to be very low. 

4.2 Proposal Guidelines 

Develop two separate proposal guidelines to accompany the two different grant 
programs. 

The Small Grants Program. Guidelines should be brief and direct and in should include 
an application form. Since the amount of funding is at a low level, the documentation required 
for receiving grants should not be too complicated. Also, given that one of the key purposes 
of this type of grant is to encourage participation by groups who are generally not included in 
grant programs and who have a direct interest in success of the field activities, the grant 
proposal process should not be intimidating. The form should lead the requestor through the 
process of identifying the need, the target beneficiaries, the implementation tasks, timing of 
the initiative, and budget requirements. The instructions should be in simple and straight- 
forward language. 

NGO Proposal Guidelines (Guide de Requetes). Significant work has already been 
done on establishing these guidelines drawing on the experience and documentation used for 
the ASDG I and other grants programs including the GON procedures for the national NGO 
grant program and the PVO Co-Financing Project sponsored by USAIDIMali. Only minor 
modifications should be made to this document in order to explain the two funding levels, and 
other support features of the program. In the introduction to the guide, preferably after the 
emphasis is made on the NRM experience, it should be spelled out that even though some 
NGOs may not have experience in NRM, and furthermore have relatively little field 
experience, the NGO/Private Sector fund will accept proposal requests from these groups. 
However, funding for such groups will be limited to the established range, and proposed 
project activities still must focus on NRM. The existing guide spells out the critical elements 
to include in a proposal. However, some inexperienced groups may have difficulty following 
this guide given their lack of exposure to preparing proposals. For such groups, they should 
be encouraged to contact the GMU for additional guidance on how to prepare a proposal for 
the Program. In this way, the GMU is not pre-judging which NGOs are capable of producing 
a comprehensive and well organized proposal and those who aren't. By clearly stating that 
NGOs can get additional guidance, it is hoped that these newly formed, and less experienced 



NGOs will self-select themselves for the smaller NGO grants. In the event that an NGO 
submits a proposal for a large NGO grant, and yet they clearly do not have the requisite 
experience, this group can be directed to reapply for a smaller NGO grant, or in some cases, 
the CBOISmall Grant Program. For NGOs which don't have NRM experience, if they 
establish that they can implement such a program or they are "partnering" with an experienced 
NGO, such a proposal should be considered. 

4.3 Support to Inexperienced NGOs in the Proposal Process 

Develop a proposal development workbook for those NGOs which request assistance 
in proposal development. 

The workbook would lead the potential requestor through the process of preparing a 
proposal. It should include all of the elements necessary to develop a fundable proposal under 
the NGOIPrivate Sector Program. The workbook would present a series of questions which 
prompts the potential grantee to think through the critical elements of the proposal. For 
example, they would be prompted to think about their proposed program and how it will 
impact on the natural resource base. It would also show them how to link their requested 
budget directly to the proposed project intervention. With this workbook, those organizations 
that need assistance can receive additional guidance, but at the same time, it does not become 
the responsibility of the GMU to write a proposal for these groups. The workbook should be 
easy to follow and will provide a suggested presentation format. Even in the event that the 
NGO's proposal is not fundable under this program, the GMU has provided a resource to the 
NGO which will be applicable for other programs as well. Along these same lines, a listing 
of other grant programs should be developed and made available to these groups so in the 
event they do not receive funding under the NGOIPrivate Sector Grants Program, they can 
contact other programs. The objective of this workbook is to provide additional support to 
NGOs which are just getting off the ground, while at the same time, allowing the GMU to 
effectively manage the numerous requests which will be received by the Unit. 

4.4 Program Brochure 

Develop a brochure to announce the Grants Program and provide basic information 
regarding the structure and contact information 

In no more that three pages, the brochure should highlight the program background, 
describe the two types of grant funds available, give examples of fundable activities, and 
define who is eligible to participate, and who to contact for more information. The brochure 
should be distributed widely, so that you see it "everywhere." Certain locations should be 
designated as dissemination points, such as the DDR, GAP, and USAID. Other institutions 
such as the University of Niamey, organizations such as Peace Corps and AFVP which have 
volunteers in the field, other donor projects, embassies, research institutions, etc., could be 
encouraged to post the brochure on notice boards. Special attention should also be made to 
disseminate this brochure to women's associations and NGOs. 



4.5 Dissemination Strategy for the Grants Program 

In May 1995, the GMU hosted an informational meeting for NGOs to introduce the 
NGOIPrivate Sector Grants Program and highlight the overall objectives of the initiative (See 
Annex E for summary of this meeting). Building on this initial briefing and expanding on the 
formal structure of the program, a series of steps should be taken to "formally launch" the 
program. 

Once the specific elements of the Grants Program have been formally accepted by the 
Supervisory Committee, the program should be announced through a number of vehicles. A 
wide range of stakeholders should be brought into the process at the early stages, and the 
should be given responsibility for promoting and fostering a positive response to the Program. 
The following steps are recommended: 

A. Workshop to Launch the Grants Program 

Call a general meeting for key stakeholders, including representatives from the 
CIGRN and other GON technical departments, GAP, USAID, other key individuals 
from NGOs and other organizations. The objective of this meeting is to present the 
various aspects of the program to the group. It is imperative that the program be 
clearly defined and the procedures explained. Having members of the Supervisory 
Committee present different parts of the program would be an effective way to building 
national ownership of the program. 

At this meeting, complete information on the two grant programs should be 
available, including the Small Grants Program application form and guidelines, as well 
as the NGO Grants Program guidelines and reporting forms. At this meeting, a formal 
presentation should be made on the proposal submission, review, and awardkejection 
process. This presentation should cover training and other GMU support features 
associated with the grants and place the Grants Program in the overall ASDG I1 and 
Strategic Objective framework. 

Given that the representatives of this workshop will primarily be representatives 
from Niamey, this would be a good opportunity to have the attendees participate in 
defining the outreach component of the program. By working in small groups, 
participants could define strategies for disseminating information on the program in 
rural areas. This kind of teamwork could establish a network which could last 
throughout the initiative. After the workshop, GMU would review the 
recommendations emerging from the workshop and develop an action plan to be 
approved by the Supervisory Committee. 



B. Mass media 1 Newspaper, Radio and Television Coverage 

The workshop could be reported on in the local newspaper(s), radio and 
television. This would serve to disseminate information on the Program to a broader 
audience. 

C. Targeted Dissemination Efforts for Groups Based out of Niamey 

In addition to the workshop, the GMU should also develop some strategies for 
the different level programs. For CBOs, target information dissemination to field 
personnel who have first hand experience with these groups, i.e. Peace Corps 
Volunteers, Voluntaires du Progrks , other field level projects, i.e. 
health~education/micro-enterprise projects. Other project representatives may know 
of groups who are interested in NRM, but their project doesn't address that sector. 
Share application with local level institutions, including traditional and governmental 
structures. Tap into the decentralization mechanisms, i.e. if there is a rural code 
committee in a region, make sure they understand the objectives of the program and 
application forrns. Women's groups should be identified and encouraged to apply. 

Given that you are targeting field based groups and there may a limited capacity 
to read and write French, it will be good to have the materials translated into local 
languages. Obviously if you produce the materials in local languages, you need to 
have GMU staff who can read the proposals, or have the proposals translated into 
French. 

D. Specific Meeting with NGOs 

Initially a general mailing should be sent out to all NGOs who have been 
identified as being involved in NRM (see the report prepared under ASDG 11, 
Repertoire des Organisations Non Gouvernernentales Au Niger, 1994). As a follow-up 
to the May 1995 meeting of NGOs organized by the GMU, a broad range of NGOs 
should be invited to a general meeting to present NGO grant program and field 
questions from the NGOs. The distinction between the two types of programs 
(medium and large grants) should be made explicit, as should the evaluation 
procedures. Included in the evaluation procedures should be a description of the types 
of financial assessments which will be carried out to determine the financial integrity 
of the organization. Describing a typical grant would be helpful - develop a short case 
history to give exarnpIes of the types of organizations involved, the types of projects, 
the procedures to follow, etc. The intention of this workshop is to point the different 
NGOs in the right direction so that less time will be spent on saying no to proposals 
and more time can be spent implementing activities in the field. 



E. Coordinate with Other Grant Programs 

A preliminary review of different grant programs has already been developed through 
DDR and GAP. This effort should be fortified and a manual produced which provides 
critical infomation on the various grant programs. The manual can be used by the 
GMU, DDR, GAP, and other grant program managers. In the event that a group 
submits a proposal which is not qualified under this program, they can be directed to 
another grant program which is better suited to their proposed activity. This type of 
coordination should be promoted through DDR and GAP so as to encourage continued 
collaboration between these two agencies. 

4.6 Functioning of the Supervisory Committee 

As highlighted in the presentation to the Supervisory Committee (see Annex A), the 
role of the Supervisory Committee for the NGOIPrivate Sector Fund is critical to the 
effectiveness and cohesiveness of the Grants Program. As recommended in the ASDG 11 
Training Needs Assessment Draft Report (May 1995) by Felipe Tejeda, a team building and 
training session should be held with the GMU and the Supervisory Committee as soon as 
possible after the Committee has been formally convened and membership assignments 
finalized. In addition to coming to agreement on the process of technical review and the 
selection project activities, this training session should also address issues such as conflict 
resolution, communication techniques, and more broad interactive exercises to develop a 
shared understanding of the grants program, the focus of a "results-oriented approach", and 
building of a team spirit. 

This type of team spirit is necessary because regular and consistent participation by 
members is important. Most committee members serve on other boards and committees, and 
as such, their schedules are very tight. If there are going to be alternates named to the 
committee, they must have the full endorsement of their sponsor to take decisions and fully 
participation in the review process. A constantly changing membership will reduce the 
productivity of the committee. 

Questions were raised at the presentation regarding the role of the Committee in 
monitoring and evaluation. It was stressed that while the GMU is responsible and equipped 
to provide financial, progress, and impact monitoring services, the Committee should be 
encouraged to periodically visit project sites, meet with Grantees, and discuss with rural 
producers. This will greatly increase the likelihood that the Supervisory Committee will 
perceive the grants program as a hypothesis testing exercise and they will seek to expand the 
concept of community based natural resource management. If the Committee is only interested 
in who gets the money, and not in what impact has resulted from the interventions, then the 
selection of future grants will not have the benefit of learning from past experience. 



4.7 Selection and Review of Proposals 

One of the first actions of the Supervisory Committee will be to agree on the review 
and selection process. Prior meetings and background documents have established that the 
GMU will be the Secretariat to the Supervisory Committee and GMU will prepare a 
preliminary analysis of proposals. A grant summary will be developed for each proposal 
which is considered a potentially fundable grant. The following are a few comments on this 
process. 

Using a numeric scoring system provides a solid basis for evaluating proposals. 
Evaluation criteria should address the extent to which the proposed activity fits with 
Program objectives, the requestor has experience in carrying out this type of 
experience, and the community/customer will participate in the effort. During the team 
planning exercise with the Supervisory Committee, this scoring protocol should be 
reviewed in order to provide the GMU with the authority to score proposals prior to 
Committee review. 

In addition to the basic evaluation criteria listed above, additional points should be 
awarded for special attributes. For example, extra points would be awarded for 
proposals which attempt to coordinate with policy reform efforts (such as 
decentralization or rural code), or coordinate efforts with other national or donor 
programs. Extra points can be gained by linking into other efforts. A proposal should 
not, however, be penalized for not doing this. The more "hoops" that you create for 
NGOs to jump through, the more difficult it will be to award grants. 

Independent technical review is important in order to ensure that the NRM technologies 
are being correctly applied in the specific situation, and that new technologies are being 
promoted when available, and that past experience is being taken into account. This 
technical review should ideally be included as part of the preliminary review process. 
Relevant government technical departments can be asked to review the relevant 
sections of the proposal. Reviews should done with minimum delays and should 
provide a statement as to the soundness of the approach or suggest ways to improve the 
proposed intervention. In some cases, NGOs may have direct experience with a 
similar type of intervention and they might be able to comment on the viability of the 
proposed approach given their experience. In The Gambia, in initial discussions with 
government staff who would be called upon to provide technical review expressed 
varying levels of willingness to fulfill this function. Some people felt that they would 
need to be compensated for conducting technical reviews of ANR grant proposals while 
others considered that technical review fell in line with their routine work 
responsibilities. The incentives issue will have to be considered when deciding how 
to ensure the soundness of a proposal. 

In addition to technical review, an institutional and performance review for potential 
grantees should also be conducted. A number of international and national NGOs have 



been working in Niger in the area of NRM, and the impacts of their efforts may have 
mixed results. As a part of the review process, funding agency references must be 
checked, formal evaluations reviewed if they exist, and if possible, field visits to past 
projects should be conducted to verify the impact of their approach and interventions. 
While it is clear that in some cases exogenous factors may have prevented the 
maximum impact to be realized, a basic evaluation of the performance of the NGO 
should be considered during the selection process. 

The financial integrity of the organization should be evaluated during the review 
process. Similar in purpose to an audit, a number of procedures should be established 
to determine the sophistication of existing financial accounting systems. The Grants 
Accountant should examine: prior record of accountability, reference checks with 
other grant programs, physical examination of financial records and verification of 
bank accounts. While in certain cases a formal audit may be called for prior to award, 
this option should be used judiciously, as it could potentially lead to serious delays in 
the review and selection process. 

Some proposals will be submitted to the GMU for review which, after evaluation, will 
be considered ineligible or non-responsive. The GMU data base should track all 
proposals submitted to the GMU and any information regarding the approval/rejection, 
and any follow-up actions taken. This information should be printed out and circulated 
at each Supervisory Committee meeting. 

4.8 Financial Monitoring and Administration Procedures Manual 

Like the Guide de Requete, a solid document has been prepared for monitoring and 
administering the grant funds. This document clearly spells out the critical elements required 
for NGO financial accounting of grant funds. It effectively leads the reader through the 
appropriate roles and responsibilities for staff within an organization. Based on this format, 
this manual could easily be used as the foundation for a training course on NGO financial 
accounting. Overall the document was considered to be effective and only a few suggestions 
were made to improve the document. These suggestions included: 

The manual, currently in the form of an official handbook, needs an introduction, and 
instructions on how to use the manual. One essential element of this "how to use" 
section, is a statement that for those NGOs which have pre-established and fully 
functioning systems, they need not follow these procedures step by step, however a 
comparable system, with no less financial and asset control, is required by the 
Program. Similarly, information contained in the manual regarding reporting 
requirements to be submitted to the GMU by the grantee should be reiterated on a one 
page chart which could be used by the grantee to track their deliverables to the GMU. 

For the Small Grants Program, a separate and significantly condensed, manual should 
be developed. Two basic financial reporting forms have been designed which will be 



included in h s  manual. Like the application form for the Small Grants Program, the 
financial requirements need to be commensurate with the level of funding. If a group 
is managing a very small amount of funding, they cannot be expected, nor encouraged, 
to have a paid accountant. Since the funds are primarily to facilitate the 
implementation of a field level intervention or introduction of a NRM technology, the 
financial monitoring and accountability should be suited to this. There should be an 
element of flexibility in this system. For example, there may be a case where it is 
easier and more effective for the GMU to directly purchase goods and deliver them to 
the community if there is a sense that accounting for the funds will be a problem. In 
other cases, the community based group may be well organized and managing these 
funds would be a critical step in building their capacity and confidence in this area. 
Each case will need to be determined on its own strengths, but the GMU financial 
accounting procedures should identify the critical elements essential to the management 
of the project, and then define different ways to achieve this end and still work with 
these village based and newly emerging groups. 

Procurement of Services. For training activities in particular, it is envisioned that 
rather than disbursing traditional grants, it would be more efficient to contract a 
training provider for a specific service. In this way, funds would be disbursed based 
on agreed upon benchmarks, and the financial monitoring obligations are reduced. 
Training activities will be limited in time and have clear deliverables. It is 
recommended that for training activities organized by the GMU, fixed price contracts 
be negotiated. Initial budget reviews must be rigorous to ensure a fair price for the 
contract. In other cases, training will be included under a large NGO proposal, and 
the NGO is responsible for monitoring the training and the expenses associated with 
the training. Service contracts should be used to the extent possible by the GMU so 
as to minimize the financial tracking requirements, whereby allowing more attention 
to be paid to monitoring of field grants which will require significant monitoring. 

Other points were covered during the review of the financial and administrative 
manual, however they reflected only minor adjustments to specific items in the manual, and 
will not be covered here. 

4.9 Monitoring and Evaluation 

Following on the Monitoring and Evaluation plan outlined in DeCosse's report (May 
1995), it is essential to have baseline data in order to adequately assess the impact of grant 
interventions. The program outlined in the M&E Workplan is an effective way of ensuring 
that the necessary data is collected and this data will serve multiple purposes. 

For the Small Grants Program, a brief and focused questionnaire should be prepared 
to assess the baseline situation before the project. Then a follow-up questionnaire will 
be completed after the intervention. With such limited funding, you don't want to get 
caught up in requiring the community based organization, or newly emerging NGO to 



develop and implement a monitoring and evaluation plan. The M&E Specialist in the 
GMU can assist communities to complete these questionnaires, and train the 
community in data collection, recording and basic analysis, whereby encouraging the 
community to evaluate the impact of interventions themselves. 

The NRM "Toolkit", as recommended in the ASDG I1 Monitoring and Evaluation 
Strategy and Workplan, should be developed as soon as possible. Even the most 
qualified NGOs in The Gambia had limited capacity in collecting NRM relevant data. 
Most NGOs were able to collect production data, but did not have measures for 
biophysical impacts or changes. These toolkits will be an essential part of the NGO 
grant package after approval. In order to have baseline data collected on all grants, 
the toolkits must be developed within the next two-three months. If monitoring is 
delayed until after grants get started, it will be difficult to introduce it later. 

The GMU is designing a relational data base which will incorporate organizational, 
personnel, and grant specific data, including financial transactions, and equipment 
inventory. This data base can be expanded to include impact data, both quantitative 
and qualitative, as well as NGO training and support information. 

4.10 Institutional Strengthening 

Building capacity of NGOs is an important element for ensuring the sustainability of 
efforts in the natural resources sector. It is not, however, the primary objective of the 
NGOJPrivate Sector Grant Fund. Therefore, all efforts to strengthen the institutional capacity 
of NGOs under the grant fund should be done within the context of a NRM intervention. 
That said, institutional strengthening may take a number of different forms. For some groups, 
training sessions may be identified by the GMU for finanical accounting and management 
techniques. For others, a specific NRM technology may be the subject of a training. In 
another context, exchange visits where one community group is taken to witness the efforts 
of another group would also constitute institutional strengthening. For large grants, training, 
exchange visits, and publicity campaigns may be included directly in their grant. An 
experienced NGOs may partner with a less experienced NGO to provide a mentoring 
relationship to strengthen the capacity of the smaller NGO. The GMU should monitor grantee 
skills levels and identify the best way to train the identified groups, either through private 
training providers, GMU staff, or other institutions such as GAP or other NGOs with 
sufficient training capacity. 
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Program Background 

The goal of the Agriculture and Natural Resources (ANR) Project was to increase rural 
incomes by increasing incomes from crop, livestock, and forest products. The purpose, which 
was to achieve sustainable increases in the value of production on land under improved 
resource management practices, was to be achieved through two sub-purposes: to establish 
a policy and regulatory environment that was conducive to the adoption of improved natural 
resource management practices, and; to further the adoption of improved resource 
technologies. The project was designed to link community-level experience with national 
policy forrnulation for improved natural resources management. This linkage between the 
local level actions and national policy was to be achieved in large part through the 
development of Community Resources Management Agreements (CRMA). CRMAs were 
envisioned as formal agreements between the Gambia government and a community, in which 
the government would authorize shared control over a natural resource, such as a forest or 
rangeland, previously controlled exclusively by the government of the Gambia. Specifically, 
the agreement would spell out the control, management, and use rights of a particular common 
land area. 

The similarities between the ANR Program in The Gambia and the ASDG I1 program 
are many. Like ANR, the policy component of ASDG I1 focuses on establishing policy 
conditions which promote improved natural resource use. The institutional component of 
ASDG I1 seeks to strengthen the institutional and human resource base for implementing 
natural resource management interventions. As such, the NGOIPrivate Sector fund supports 
field level activities which will provide feedback to policy reform efforts. 

Today, I 'd  like to share with you some of my experiences in coordinating the NGO 
grants fund in The Gambia. I will specifically address the elements of the grant selection 
process. I will limit my presentation to this area for now, and if you have other areas of 
interest, please feel free to raise them after the presentation. 



Grants Administration Committee 

In December 1993 a core group of government representatives, who each had a 
technical responsibility for overseeing the development of community resource management 
within their ministries, was brought together to form the Grants Administration Committee 
(GAC). The group was composed of representatives from the Ministries of Agriculture, 
Natural Resources, and Local Government and Lands, as well as the USAID Project Manager 
and the ANR Grants Administrator. The GAC considered including an NGO representative 
on the committee. However due to the limited number of eligible NGOs in The Gambia, we 
felt that it would give undue advantage to one NGO if they were included on the Committee. 
Likewise, The Association of NGOs (TANGO) did not have a staff person who could be 
assigned to the Committee. Therefore it was decided that the GAC would be limited to five 
voting members so as to encourage and ensure active participation. 

Initially the group felt that a broader institution, the Agriculture and Natural Resource 
W o r h g  Group, co-chaired by the National Environment Agency and the Ministry of Natural 
Resources, should provide a conceptual framework for promoting community-baaed resource 
management in The Gambia, and that the GAC should function primarily as the administrative 
body to disburse funds to NGOs. However, it became apparent that the larger, more loosely 
grouped ANR Working Group did not have the same action orientation as the GAC. 
Therefore, the GAC members found themselves becoming more involved in the conceptual and 
policy ramifications of community resource management. While this role was not originally 
envisioned for the GAC, this proved to be a positive development, as the GAC members 
became effective communicators and advocates of community participation in long-term 
natural resource management planning. 

In the Gambia, the funds were a part of the USAID Program but were not a part of the 
Sector Grant to the Government, as they are here in Niger. 1.8 million dollars were available 
through the grant fund, and the funds were intended to support field level activities, 
specifically to be utilized by NGOs and community based organizations. The funds were 
transferred from USAID to the institutional contractor, not the government. So unlike in 
ASDG 11, the funds were not officially transferred to the government. With three of the five 
GAC members coming from Government, Government had the ability to influence grant 
selection. However, because the institutional contractor had direct access and responsibility 
for the funds, the Grants Administrator was a voting member and had an exclusive right of 
veto. All grants had to be approved by USAID as well. Clearly here in Niger, the funds are 
the responsibility of the Government and the Grants Management Unit, and specifically the 
Grants Administrator, facilitates the monitoring and control of those funds. 

The GAC held regular monthly meetings. In the event that there were proposals to 
review, we met twice a month. Observers were welcomed to the meetings, notably, 
government officials who managed related programs. In order to promote participation and 
active involvement in the GAC, the position of chairman rotated monthly among the members. 
In addition to leading the discussions for each meeting, the chairman was also responsible for 
providing meeting space. Given that NRM is cross sectoral in nature, it was important that 
GAC members became aware of the various issues confronted by the various ministries. By 



sharing the responsibility for leadership among the members, we were able to foster a strong 
team spirit and all members were sensitive to the technical and institutional demands of the 
other members. As the ANR Grants Administrator, I served as the Secretary to the 
committee. I prepared all materials for committee approval and prepared minutes of all 
meetings. A majority decision was required for all actions. In the event that one of the 
members couldn't make a planned meeting, a substitute was to be sent, and that substitute 
should be fully prepared to discuss issues at the meeting. Because the committee was small, 
we were able to keep in constant contact with each other, so even if someone couldn't make 
a meeting, we had discussed the issues on the phone prior to the meeting The members of the 
GAC did not received remuneration for their participation. This was made clear from the 
onset. Given that the grant fund was a part of the Government of The Gambia's strategy for 
improving the environment, and given that their ministries had selected them to serve on the 
Committee, this was clearly a part of their normal work requirements and they therefore did 
not receive any extra payment for their participation. 

Prior to each meeting, all members received a package of materials, and each member 
was expected to have reviewed the materials prior to the meeting. During the first two 
meetings the ground rules of the GAC were established. These included the terms of reference 
for the committee, the roles and responsibilities of Committee members, and standard 
operating principles for the Committee. This included the decision to have committee members 
periodically travel to the field to meet with farmers and to observe NGO field activities. An 
agenda was prepared before every meeting, which included a specified time for starting and 
finishing the meeting. In the event that there was a special topic, a separate meeting would 
be called, rather than allowing the special topic to dominate the routine business of the 
committee. 

Grant Selection and Proposal Process 

We started receiving proposals in March 1994. In the first months of receiving 
proposals, we decided to allow the NGOs to submit proposals using their own formats. By 
reviewing these "rough" proposals, we were able to get a realistic feel for NGO capacity in 
The Gambia to submit suitable proposals. This process allowed us to open up a dialogue with 
NGOs that were interested in the ANR Program. 

The first proposals varied widely in regards to the presentation of information, the 
suitability of proposed activities, and budget size. Proposals ranged from highly professional 
submissions to 1 page hand written requests. It was clear from these initial submissions that 
the international NGOs clearly had an advantage based on proposal presentation. Of the three 
international NGOs which submitted proposals, all three required substantial modifications in 
scope and budget. Had we funded these initial requests, we would have obligated the entire 
fund within the six months of the project. On the other hand, we received several proposals 
from national NGOs which ranged from a one page letter requesting funds, to a more 
formalized proposal, which didn't include much more information than the one page letter. 
The national NGOs had problems in relating their proposed projects to their proposed budgets. 
It was clear from these proposals that the local NGOs were searching for funds primarily for 
salaries and office equipment, and there was little attention paid to the specific NRM program. 



We concluded that while these first proposals had elements of what would be 
considered a fundable proposal, none of them fit what we needed. Sensing that we could 
spend the entire fund on NGO support and never have an impact at the field level, we started 
to investigate working with community based organizations. After several trips up-country, 
we discovered that there were a number of women's groups and village based groups that 
needed assistance on a small scale and that these activities could easily be linked to NRM. 
Several community groups expressed frustration over NGOs promising to help them and then 
the NGOs would not come back to the village for several years. 

In order to find a fit between the size of the organization and the grant program, we 
develop two funds: a CRMA Grant Fund which was open to established and experiences 
national and international NGOs who sought to promote a long-term natural resource 
management perspective in a village, either by establishing a CRMA or some kind of 
participatory natural resource planning activity for a community. NGOs would need to have 
demonstrated experience in NRM and proven management systems in place to account for the 
funds and implement the activities. 

Groups which did not meet these requirements were directed to the Small Grants 
Program. The Small Grants Program was less demanding in terms of reporting requirements, 
both financial and impact, and funding level was limited to approximately $5,000 (or 
2,500,000 CFA). A simple application form was developed which allowed a community to 
be directly involved in making the request. It was envisioned that Peace Corp Volunteers and 
other international and national volunteers would assist the community based organization or 
newly formed NGO to oversee the funds, however the responsibility was ultimately the CBOs 
or the emerging NGOs. We sought to empower these smaller groups and to allow them to 
gain experience in managing a project, while learning a new natural resource management 
technology, and having a field level impact. 

We distributed the Small Grants Application form at the end of May 1994, and within 
one month we had received 12 proposals. We also hatl three proposals for CRMA grants 
which looked very promising. 

Unfortunately, the military coup of July 22, 1994 ended all USAID programming in 
The Gambia, and so we were not able to disburse the funds. The GAC was scheduled to make 
a final decision on the proposals the day after the coup. However, we never formally met after 
the coup per U. S . regulations. 

Considerations 

I'd like to highlight a few elements which I believe are important to consider when 
reviewing proposals: 

1. One needs to be aware of the rural work calendar. The reality for many NRM technologies 
is that they are limited by the crop calendar. Men and women's labor is in peak demand 



during planting and harvesting of crops and therefore they are less able to work on special 
projects during this time. When proposals are being submitted, some NGOs take this 
scheduling into account and they will allow adequate time for the review process. If the 
proposal is not approved within a certain time frame, the intervention may have to wait for 
another 9-12 months. If deadlines are set for the submission of proposals, they must allow 
adequate time to review and decide on proposals to fit into the labor cycles in the villages. 
This timing is especially important for community based groups. 

2. The role of women in projects needs to be addressed. In many projects, women are listed 
as participants and beneficiaries, but rarely as the decision makers. In many parts of the 
Sahel, a woman's day revolves around her access to natural resources, for example fire wood, 
water, etc. Women are very aware of environmental problems which face them and grant 
projects should seek to build on their environmental awareness and support women's 
organizations. Women should be considered leaders of projects and not just beneficiaries. 

3. Consistency and fairness should prevail when reviewing proposals. Reviews should be as 
objective as possible. At the same time however, there needs to be room to allow for 
exogenous factors which are not easily measured. When discussing proposals, individual 
responses should be as specific and constructive as possible. Detailed comments provide a 
basis for discussion among group members and allow for a clear understanding of whether or 
not amendments can improve the proposal, or if it does not merit funding, or if the requesting 
institution may be a candidate for training. 

4. Independent technical review is critical in order to test the soundness of the approach and 
to ensure that the project fits into established government policy. For example, if an NGO is 
proposing to initiate a livestock management program, and they will be providing vaccinations 
free of charge, and the government policy calls for "cost-recovery" of animal vaccinations, 
then the NGO may be creating a long-term problem by conflicting with established government 
policy. 

5. Recognize that most institutions, particularly indigenous NGOs have an established level 
of institutional capacity and the mere presence of a new grant fund will not spontaneously 
increase their capacity. There will be a need to provide support to increase NGO capacity to 
design, implement, and monitor programs. One way to ensure the Program can fit into the 
reality is to define the grant program broadly enough to as to allow a match between local 
needs, institutional capacity, and the ultimate funding objective. It is helpful to diversify the 
grant program options, and establish specialized programs with clear boundaries suited to the 
various types of potential grantees. The goal is to realize field activities which have an impact 
on the natural resource base. If very few organizations can meet the requirements of the fund, 
you'll end up either giving out only a few grants or giving a few large grants to a few qualified 
NGOs and private sector groups. 

6. Build on on-going, related efforts. If other programs are working in similar technical 
areas, try to join forces. Some ASDG I1 grants may compliment other activities in the same 
region. Building on other efforts will allow projects to learn from each other and to maximize 
impact . 



7.  Encourage the use of existing or emerging local level networks - As an example, in The 
Gambia, monthly meetings were held at the district level which brought together all technical 
departments in the district, all NGOs and other development workers, in addition to elders and 
religious leaders. At these meetings, each entity shared their experiences, identified problem 
areas, and asked for assistance where necessary. This district level network served as a 
clearing house for all development activities in the District, and allowed for improved 
communications between government and NGOs. The grants program may be able to use such 
networks to disseminate information about the program. Furthermore, once field activities are 
up and running, participation in this type of network can promote the sustainability of efforts 
as well as give recognition to emerging organizations. 

I will conclude my comments with that and if you have questions or comments, we can 
continue the discussion. Thank you. 



Linkages between ASDG II and Strategic Objective 3 

Strategic Objective 3: Sustained widespread adoption of management practices improving 
the conservation and productive use of Niger's forest, fields, waters and pastures 

Adoption of 
improved NRM 
practices by gender 

1) Small Grants Program will reach communities (customers) directly. 
Grants will focus on introduction of NRM technologies and special 
attention will be paid to women's access to funding given their special 
relationship and daily interaction with the natural resource base. 
2) NGOlMedium and Large Grants use NGOs as intermediaries to 
support customer needs and spread the adoption of NRM practices 

Result 3.1: Niger's rural producers, men and women, gain greater control over their 
productive environment 

Community 
institutions are 
registered and 
actively managing 
natural resources 

Community Forestry 
Management 
Schemes are adopted 
and implemented 

Intermediary 
organizations 
specializing in NRM 
are registered with 
GON and 
implementing NRM 
activities 

Awareness of new 
legislation by gender 

1) Through the Small Grants Program, introducing community 
institutions to improved NRM practices 
2) Through the N m  policy reform, addressing the legal foundations 
for NGO, rural associations, and community associations involvement 
and responsibility for NRM. This will facilitate the registration and 
formal recognition of these groups in NRM. 
3) Support to community institutions through training and NGO grants 
will advance their technical capacity in NRM as well as their 
organizational capacity to maintain the effort after the grants program is 
over. 

1) NGO Grants to work with communities to sensitize and organize 
customers on the need for and technical tasks associated with 
community forestry management. 
2) NRM Policy component to provide advise and support for continued 
development of decentralization policy, code rurale, and the role of the 
forester in Niger. This policy foundation is critical for ensuring that 
community forestry schemes will have a legal foundation and will not 
dissolve after financial support to the community has been depleted. 

1) NGO Grants to strengthen NGO skills to implement NRM 
interventions. By splitting the grant program into various funding 
levels, the opportunity increases to provide funding for a wide range of 
intermediary organizations. By supporting more intermediary 
organizations, more rural customers can be reached. 
2) NGO Policy reforms focus on regulations which facilitate 
registration of NGOs and rural associations. The grants program 
encourages groups to register, but does not require that a group be 
registered with the GON to receive funding. 

1) NRM rural code policy reforms include district committees and 
awareness campaigns. 
2) NGO training program to include modules on interpretation of the 
rural code and techniques for conducting effective awareness raising 
campaigns in environmental education and land tenure issues. 



Result 3.2: Increased producer access to technical information 

Knowledge of 
technical information 

Awareness of new 
NRM technologies 

1) NGO Grants Program to extend technical knowledge of NRM 
technologies 
2) NRIM to collect information through grants program, surveys and 
videography to develop data base for national inventory. This data 
base is designed for use at national, regional, and local levels. 
3) NGO grants will include dissemination and publicity campaigns to 
spread information on technologies and increase knowledge of 
environmental issues. 

NGO awareness and publicity campaigns will provide information to 
customers and will encourage exchange visits between communities, to 
broaden the awareness of NRM technologies. 

Result 3.3: Increased capital available for communities and individuals to invest in NRM 
practices 

National NRM 
project financing 
levels 

Access to funding 

In the short-term the NGO grants will provide increased funding for 
communities and individuals to invest in NRM practices. The 
availability of funds is contingent upon the GON meeting conditions 
precedent. 

By splitting the grant fund into different categories, increase access to 
funding by different groups. In this way a greater number of customers 
can be served and empowered. 

Result 3.4: National 

Implementation of a 
national scale short- 
term impacts 
monitoring system 

National NRM Plan 

capacity to promote and sustain results 1, 2, and 3 is improved 

Monitoring and evaluation system being developed for NGO and Small 
grants program focuses on a "toolkit" to ensure that the monitoring 
system is implemented without needs for extensive training on 
methodology and theory, the toolkit is flexible, so to adapt to the needs 
of the customer and intermediary organization, and this information 
will be fed into the national information system. 

1) NRM policy advisor providing support to GON in support of 
achieving this result. Working to integrate numerous national plans and 
structures, whereby creating synergy among the plans and increasing 
the impact of the national plan. 
2) NRIM advisor to support information system which will provide 
input for improved policy formulation as well as making linkages to 
community level through easy access to information. 
3) NGO grants to provide pilot sites to test the effectiveness of national 
NRM policies and find ways to incorporate a decentralized and 
participatory approach to national level NRM policy formulation and 
implementation. 





Demonstrated progress in the implementation of 
the GON's decentralization policy; specifically, 
implemented the previously adopted 
recommendations of the study on decentralization 
of NRM responsibilities as described in Section 
4.1 .F.4 of the Agreement -- 
Implemented the previously adopted 
recommendations of the study on forestry agent 
field experience as described in Section 4.1.F.5 
of the Agreement 

Demonstrated progress in the implementation of 
the national NRM policy and program 

Demonstrated additional progress in the I I I 
implementation and application of the revised 
Rural Code 

Demonstrated additional progress in the 
implementation of the GON decentralization 
policy; specifically, demonstrated progress in the 
implementation of the recommendations of the 
study on NRM decentralization as described in 
Section 4.1 .F.4. 

Demonstrated additional progress in the 
implementation and application of adopted 
recommendations of the study on forestry agent 
field experience. 

Institutional Comnonent 

4.2.A.2.a I1 Developed and made a commitment to implement 
an action plan for the installation of systems for 
sectoral and regional information and 
coordination of development activities in the 
MAL 



i 

Proposed - Delete all tranche 111 
and IV references to 
institutional component; replace 
with Information Systems 
component, to include in 
Tranche IIIB - Progress in 
establishing EIS system in 
CIGRN, Tranche IV - 
Establishment of an EIS in 
CIGRN. 

Established an information system on personnel, 
equipment and infrastructure in MAL. 

Implemented the study specified in Section 
4.1 .G.2 of the Agreement on the human potential 
and personnel assignment policy of the MAL. 

Held the workshop on management by objectives 
specified in Section 4.1 .G.3 

Delete -- Tranche I11 elements pertaining to 
Institutional Policies 

4.2.A.2.b 

4.2.A.2.c 

4.2.A.2.d 

I1 

I1 

I1 

NGOIRural Associations - Component 

4.2.A.2.e 

4.2.A.2.f 
(1) 

I1 B 

I1 

Held a GON-NGO roundtable meeting with 
respect to NGOs and issues an action plan for the 
implementation of the recommendations made at 
such meeting 

Complete a review of the status of policy reforms 
accomplished under the ASDG I program and, 
following a review of action taken with respect to 
Tranche I,  agreed with A.I.D. on the 
establishment of any new conditionality required 
to maintain progress achieve to date in 
development of economically viable cooperative 
movement and rural credit union systems. 

Planning underway for 
roundtable to be held in 
September (?) 1995. 



-- 

Agreed to contribute the FCFA equivalent of US$ 
1 million from Trance I1 to a bank guarantee fund 
for cooperatives operated under the Rural 
Organizations Development Project 683-0260 
being implemented by CLUSA 

Agreed that the Guarantee Fund can continue to 
function after the completion of the ASDG I1 
Program as long as management systems are in 
place and operating which meet normal banking 
standards . 

With respect to NGOs, made revisions and/or 
changes in regulatory texts as specified in Section 
4.1.G.4 to provide specific permission for NGOs 
to operate in Niger and serve in community 
development roles in rural areas, with direct 
contacts with community organizations. 

With respect to rural associations, completed a 
review of the status of policy reforms 
accomplished previously and, following a review 
of actions taken with respect to Tranche 11, 
agreed with AID on the establishment of any new 
conditionality required to date in development of 
economically viable cooperative union systems. 

With respect to NGOs, held a second NGO-GON 
roundtable meeting and formulated an action plan 
for the implementation of the recommendations at 
such a meeting. 

Proposed: Demonstrated 
progress in CONING0 
collaborative ventures 

Proposed: Delete CP, since CP 
4.2.B.6 requires that no 
reversals have been made. 

Proposed: Continued 
demonstrated progress towards 
improving GONINGO 
relationships 



4.2.C.2.e IV With respect to rural associations: a review of the 
status of policy reforms accomplished previously 
and, following a review of actions taken with 
respect to Tranche 111, agreed with AID on the 
establishment of any new conditionality required 
to maintain progress achieved to date in the 
development of economically viable cooperative 
movement and rural credit union systems. 



Summary of ASDG II Conditions Precedent - General Conditions (Current Date) 

DRAFT - NOT FOR CIRCULATION 

General Conditions 

I1 A Reached agreement with AID, in writing, as to (1) the percentage apportionment of 
Tranche I1 funds (less the 8% of these funds will be deposited in the Local Currency 
Trust Fund Account) among (a) the NGOIPrivate Sector Funds and (b) the GON 
operating budget and investment budget, and (2) the share of the NGOtPrivate Sector 
Fund to be reserved for the private sector (including cooperatives), and the priorities 
assigned to the uses of such operating and investment budget support in support of the 
purposes and objectives of the Program. 

I1 Given instructions to the BCEAO: 
(a) to transfer 8% of the proceeds from the Tranche I1 resource transfer to the Local 

I I Currency Account 

Submitted to AID, in form and substance acceptable to AID, financial and activity 
reports (as described in subsections (b) and (c), respectively of Article 2.A.3 of the 
Amplified Program Description) relating to Tranche I describing in summary form the 
level of financing accorded to each of the various elements of the Program, including, 
but not limited to, information on the governmental institutions supports by the local 
currency funds disbursed under Tranche I allocated to the operating budget to support 
the purposes and objectives of the Program. 

4.2.A.4 
(b) 

4.2.A.4 
(c) 

I1 

I1 

4.2.A.6 

Given instruct'ions to the BCEAO: 
(b) to deposit the FCFA equivalent of US $ 1 million to the Guarantee Fund 

Given instructions to the BCEAO: 
(c) to deposit agree upon amounts to the NGOtPrivate Sector Fund Account and to the 
Special Grantee Accounts for the GON operating budget and investment support 
programs 

I1 The Grantee has not discontinued, reversed or otherwise impeded any action it has 
taken in satisfaction of any conditions precedent under the ASDG I program or in 
satisfaction of any of the conditions precedent under Tranche I of the present Grant. 



Reached Agreement with AID in writing on the specific terms of a plan for 
implementation of specific actions and policy changes proposed to be achieved (and the 
specific measure of performance to monitor the extent of their achievement) prior to the 
disbursement of Tranche I11 of US $ under the Grant. 

Reached agreement with AID, in writing, as to (1) the percentage apportionment of 
Tranche I1 funds (less the 8% of these funds will be deposited in the Local Currency 
Trust Fund Account) among (a) the NGOIPrivate Sector Funds and (b) the GON 
operating budget and investment budget, and (2) the share of the NGOIPrivate Sector 
Fund to be reserved for the private sector (including cooperatives), and the priorities 
assigned to the uses of such operating and investment budget support in support of the 
purposes and objectives of the Program. 

Given instructions to the BCEAO: 
(a) to transfer 8% of the proceeds from the Tranche I11 resource transfer to the Local 
Currency Trust Fund Account before any other transfers are made 

-- 

Given instructions to the BCEAO: 
(b) to deposit agree upon amounts to the NGOIPrivate Sector Fund Account and to the 
Special Grantee Accounts for the GON operating budget and investment support 
programs 

Submitted to AID, in form and substance acceptable to AID, financial and activity 
reports (as described in subsections (b) and (c), respectively of Article 2.A.3 of the 
Amplified Program Description) relating to Tranche I1 describing in summary form the 
level of financing accorded to each of the various elements of the Program, including, 
but not limited to, information on the governmental institutions supports by the local 
currency funds disbursed under Tranche I1 allocated to the operating budget and a 
description of the activities (including programs, projects, etc.) undertaken with such 
local currency funds allocated to the investment budget to support the purposes and 
objectives of the Program. 

The Grantee has not discontinued, reversed or otherwise impeded any action it has 
taken in satisfaction of any conditions precedent under the ASDG I program or in 
satisfaction of any of the conditions precedent under Tranche I or Tranche I1 of the 

present Grant. 



Reached Agreement with AID in writing on the specific terms of a plan for 
implementation of specific actions and policy changes proposed to be achieved (and the 
specific measure of performance to monitor the extent of their achievement) prior to the 
disbursement of the fourth increment of US $ under the Grant. 

Reached agreement with AID, in writing, as to (1) the percentage apportionment of 
Tranche 11 funds (less the 8% of these funds will be deposited in the Local Currency 
Trust Fund Account) among (a) the NGOIPrivate Sector Funds and (b) the CON 
operating budget and investment budget, and (2) the share of the NGOfPrivate Sector 
Fund to be reserved for the private sector (including cooperatives), and the priorities 
assigned to the uses of such operating and investment budget support in support of the 
purposes and objectives of the Program. 

Given instructions to the BCEAO: 
(a) to transfer 8% of the proceeds from the Tranche 111 resource transfer to the Local 
Currency Trust Fund Account before any other transfers are made 

Given instructions to the BCEAO: 
(b) to deposit agree upon amounts to the NGOIPrivate Sector Fund Account and to the 
Special Grantee Accounts for the GON operating budget and investment support 
mograms 

Submitted to AID, in form and substance acceptable to AID, financial and activity 
reports (as described in subsections (b) and (c), respectively of Article 2.A.3 of the 
Amplified Program Description) relating to Tranche I11 describing in summary form 
the level of financing accorded to each of the various elements of the Program, 
including, but not limited to, information on the governmental institutions supports by 
the local currency funds disbursed under Tranche I1 allocated to the operating budget 
and a description of the activities (including programs, projects, etc.) undertaken with 
such local currency fi~nds allocated to the investment budget to support the purposes 
and objectives of the Program. 

The Grantee has not discontinued, reversed or otherwise impeded any action it has 
taken in satisfaction of any conditions precedent under the ASDG I program or in 
satisfaction of any of the conditions precedent under Tranche I, 11, or I11 of the present 
Grant. 
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