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PROJECT SUMMARIES

INTRODUCTION,

The project summaries describe some of the projects implemented by USAID/Senegal during the
past twenty years These projects have all been completed and evaluated  Active, on-going
projects are not included 1n these projects summaries, they are described 1n the document entitled
"Overview of the Cunient USAID Program mn Senegal "

As tor the History ot USAID/Senegal, ot which this document constitutes Volume I, the Project
Summdries dre written primdnly for the use of development professionals, rather than for the
non-speciahzed general public  Each Project Summary comtains tive sections

L 4 Project Title and Number Project Duration (Fiscal Years i which the project
began and ended) fotal Cost ot Project in mitlions of dollars (expenditues, US
contribution only)  Sources used for the preparation of the project summary

¢ Project Description, based on the description given mn past overviews of the
USAID program 1n Senegal

¢ Implementation Experience, describing project implementation, and major
constiaints and problems encountered during project design and implementation
This section 15 based on the source documents described n the first section
mdependent final evaluation 1eports, USAID/Senegal Pioject Assistance
Completion Reports (PACRs), USAID/Washington Special Studies and Evaluation
Reports, etc

¢ Project Accomplishments This section 15 based on the source documents
described 1n the first section

4 Lessons Learned  This section 14 based on the source documents described 1n the
first section

All the source documents used tor the prepaiation of these Project Summaties aire available n
USAID/Senegal Documentation Centel

Special attention has been given to the sections on Implementation Experience and Lessons
Learned, as they are meant o convey informdtion that may be usetul for future project activities
constrdints, dattitudes, recurrent problems, events, mistakes made 1n past design and
implementation ot projects, etc

Only essential information 15 given, 4as tightly "packed” as possible  Yet, these two sections dre
sometimes lengthy because of the complexity of the pioject, the wealth ot information obtaned,

the unusual situations encountered, or the likelthood that situations stmildar to those described will
be encountered again



SUMMARY OF SUMMARIES

The sectzons on Implementation Experience and Lessons Learned of the Project Summaries show
that, over the years, the same mustakes, the same weaknesscs keep commg up 1n project design
and implementatton Here are the most recurrent ones

n Wrong assumptions at the project design stage, based on uachecked, erroncous,
outdated or unreliable information and data

u Overly ambritious, unreahistic, overly complex project design Undertunding

m Overestimation of implementing agency’s capability to cffcctively manage and
implement the project Wrong chowce of implementing agency

= Unclear description of lines of authonty, of management and implementation
responsibilities

- Complex project management and implementation structure

= Slow start-up ot project due W contracting problems, especially under the Host

Country contracting procedure

= Poor supervision and monitoring by project managers, implementors, and USAID
Poor planning

n Dewviation during project implementation from Project Paper and/or Grant
Agreement project terms

n Poor coordinatton and cooperation among project mdanagers and implementors
Confhcting understandings, among project partnes, of then respective roles and
of project objectives

L Information and data produced by project not <hared, not used

- GOS’ tatlure to provide financual contribution and/or logistical support 1 a
timely fashion

i @
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PROJECT SUMMARY

i

CASAMANCE REGIONAL DEVELOPMENT 685-0205
Project Duration FY 78 - FY 36
Total Cost of Project $21 4 million
Source USAID/Senegal Program Overview, May 1984

Draft Evaluation Report, umidentified author, May 1986

1

PROJECT DESCRIPIION

The purpose of the project was to ncrease agriculturdl production 1n the Lower Casamance by
strengthening the regional development agency (SOMIVAC) with 1ts extension arm (PIDAC),
and by hnking this work to on-site experimentation and trials conducted by the national
agricultural 1esearch orgamzation (ISRA)

USAID provided technical, material, and financial support to all three orgamzations PIDAC
worked with local taimers on theu rice, corn, pednut and mullet crops (during the 1982-83
agricultural season, PIDAC worked with 62,000 farmers on 3,985 ha of nice, 1,763 ha of corn,
6,617 ha of peanuts, and 3,264 ha of millet) The ISRA reseaich station at Dyibélor, which
concentrated 1n the past on rice, expanded 1ts program to include other crops 4and to carry out
tarming systems resedrch

The project established a seed farm of 20 ha m 1981 Other project activities mncluded setting
up & Iiteracy program (0 tramn fdimer groups to mdnage tarm mputs and credit, constructing
village and zone warehouses as well as salt bdrrier dikes, surveying the health impact of the
Guidel dam under construction by the African Development Bank, studywng the socio-economic
role of women in the Lower Casamance, providing village health care, and constructing a
trammng center, laboratories, and other facilities tfor SOMIVAC, PIDAC, and ISRA

IMPLEMENTATION EXPERIENCE

Project implementation had 4 slow start  grant agreement signed m August 1978, mnstitutional
contract tor technical assistance signed m August 1981

The first project evaluation (July 1981) noted that basic assumptions described mm the Project
Paper (PP) presented an oveily opumistic view of the development potential of the Lower
Casamance, and that the PP had not given enough attention to the highly significant decrease
total rainfall, and the varying quality ot soils, as constraints for agricultural development

Project experience confirmed the above findings the PP assumptions failed to take mnto
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consideration the implications of the changed rainfall pattern for agricultural production,
particularly for the expansion of transplanted rice production The PP also assumed "existing
proven production packages” ready for extension These packages did not exist for the Lower
Casamance tarming zones, and 1t was only in the last three years of the project that substantial
effort could be made 1n the area of agricultural extension activities

Experience demonstrated that 1t was not necessary to finance a4 PIDAC seed farm n order to

have gh quahty seed for distribution to farmers Seed multiplication was obtaned through
contracts with individual farmers

L he health component outlined 1n the PP had to be redesigned, as 1t was determined that the
proposed approach duplicated the planned activities ot otha agencies such as UNICED  This
component was eventually started in the fall of 1983

The PP institutiondl analysts overestimdted the capability of the principal host country
implementing agencies to manage and implement the project SOMIVAC/PIDAC did not have
the capability to function effectively  This constiamnt had serious negatrve implications in project
implementation and, as a consequence, USAID had to devote substantial time to project
umplementation

Ihe PACD had to be extended three times

PROJECT ACCOMPLISHMENTS

1 Agnicultural Production

- Techmcal packages well defined As a result ot applied research, coupled with
PIDAC field experience, farmers were able to get mcreased yields for nice, corn, and mullet

- Increased vegetable production as result of irngation obtamed from hand dug wells
A hand pump costing approximately $75, which can be constiucted and tepaired locally, was
introduced by the project Increased vegetable production was dlso the result of an intensive
cropping program ustng restdual morsture found wn the soil after the rainy season

- Successful program developed for the multiplication of unproved varicties of seeds
through contracts with individual farmers

- Successful primary school agricultural program which enabled students to earn money
to cover the needs of the school It also provided an opportumty to expose teceptive young
people to the appropriate use of fertilizer, new varieties ot seeds and 1mproved methods of
farming

- Successful credit program which provided loans to mdividual farmers to obtain inputs

o e
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which helped inciease agricultural production  All loan repayments were deposited 1n an account
which was used to finance new loans atter project completion

- Small anti-salt dikes built, which protected rice lands, stored water of 1ainy sedson and
allowed the water table to rise

- WID Division ostabiished by PIDAC to 1atse consciousness ot host country project
mdanagers concernming the participation of women mn the project  As 4 result of the work of
female village agents 45 women’s sections were organized within village producer groups, which
enabled women to parucipate in project supported activities

2 Soual Action (I deracy and Health)

- Self supporting lueracy progtam in locdl language started  Text madteridal used to
iemforce technial themes (appropriate weeding, importance of clean water, etc )  Literacy
program also provided functional trtaining to the Piesidents and Secretaries of farmers’ groups
in bask bookkeeping for the credit program

- Laboratory constructed to conduct blood and urine tests relating to water-borne

diseases  Study of the population i the Guidel dam aied undertaken to determne eftect of dam
i wdter-borne disedses

- Agnicultural extension agents tidined to deliver basic health messages on better
nutrtion, improved sanitation practices and oral rehydration therapy

- Self suppoirting village pharmacies organized

3 Long Term Development

- Additional puichasing authonty obtamed for SOMIVAC  Functional autonomy
obtatned for PIDAC

- Methodology developed for SOMIVAC to evaluate impact of extension agencies such
as PIDAC Reliable system developed tor the collection ot agricultural statistics

LESSONS LEARNED

1 Any tuture activity in Lower Casamance must take into consideration changed ramtall

pattern, problem of salt intrusion, and varying quality of soils Water management should be
d priority for future project activity

2 Important factors that impact on host country implementing agency’s mstitutional
development and ability to carry out project implementation (4) ability to take implementation
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decistons, and to order/recetve commodities, 1n a tumely tashion, (b) financial accounting system
and mnventory system meeting USAID standards, and (c) rating system 1n place to evaluate and
act upon job performance of host country employees

3 Above requirements should be 1n place betoie project implementation starts
Accordingly, project design should provide for "pre-implementation™ technical assistance

e

s men om e ws S
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PROJECT SUMMARY

1

BAKEL SMALL IRRIGATED PERIMETERS 685-0208

Project Duation FY 77 - FY 86
Total Cost of Project $7 8 million

Souice USALID/Senegdl Progiam Overviews, Febiuary 1982/May 1984

AID Evaluation Special Study No 34, December 1985

1

PROJECT DESCRIPTION

The project purpose was 1o mtroduce technologies of rngated culture m 23 villages dalong the
Senegal River 1n the Bakel area, and to demonstrate the technical and economic feasibility of
irrigation  Project outputs included ntroduction of improved practices for dryland crops,
development of 1,800 hectares of wrrigated small perimeters m 23 villages, and improved
understandmg of the atea’s health situation  The project strategy was to build on the ettorts
already begun by farmers to install small irrigated perimeters by assisting Société
d’ Aménagement et d’Exploitation des Terres du Delta et des Vallées du Fleuve Sénégal et de la
Faléme (SAED), the Goveinment implementing agency, to supply taimers with necessary
gurdance, wnputs, and extension services, while tarmers supply labor to develop the perumeters

The health component was to help the population create a healthier environment by teaching
techniques of basic health cate and monitoning water systems  Secouristes (first-aid men) were
to staff health huts under the supervision of nurses The huts provided basic medicines and first

aid  They weie to be self-supporting  The project wds also to fund a survey of water-related
diseases n the villages

IMPLEMENTATION EXPERIENCE

1 Dryland Agriculture

Very little intormation was included 1n the Project Paper regarding the strategies for improving

dryland agriculture  Reseaich, extension, and training activities in dryland agriculture nevei
really got underway

2 Irmigated Agriculture

Project implementation wdas not trouble-free CIDR, 4 French NGO onigindglly contracted by
USAID/Senegal to provide technucal assistance, left after approximately one year because of a
dispute over salary levels, the project was without technical assistance for a full year before a
U S contractor wdas brought in Duiing the mterim, SAED continued 1ts program, with



monitoring by USAID/Senegal

SAED technical performance was uneven tn these early years Imtial topographic and soil
studies were poorly done, SAED had difficulty getting bulldozers and other equipment to Bakel
to level land <o that farmers could build dikes and canals  [he tarmers thus constructed these
works according to their own plans, creating problems and additional 1ebuilding costs  Pumps
and spare parts were unavatlable when needed, the fuel supply was erratic, and frustrations were
gredt

Relations between SAED and the farmers were also strained, essentially because the tarmers,
who had ultimate responsibility for the management of the unigated petimeters, were oftered few
incentives to do so  For example, under the terms of their contract with SAED, the tarmers
were to sell to SAED all of the production surplus not used for the taimers domestic
consumption, prices were set by the GOS, generally well below the parallel market prices paid
in Maurttania or Mdli, particularly tor rice  Not surprisingly, quantities of rice kept by the
farmers for therr "domestic consumption” rose substantually to the detriment of quantities sold
to SAED

Other mushaps occurred, and the nift between SAED and the farmers giew to the point that
tarmers decided not to work with SAED  Each party accused the other of not living up to 1ty
contractudl obligations  The dispute was taken to higher level authorities 10 no avail  Finally,
the implementation by SAED of its new decentrahization policy, and the actions of a newly
appomted, energetic, director of SAED m Bakel, helped give a new start to the SAED-farmer
relattonship By 1985, at a time of poor rans, all seemed commutted to making rrigated
dgriculture in Bakel work with a mmimum of strain

3 Related Agricultural Activities

As part of 1ts new approach, SAED increased 1ts support to villagers 1n their efforts towards
diversification A Peace Corps Volunteer wdas reciuited to work with villages in frut tree
cultivation, primarily bananas and guavas Demonstration farm personnel, notably the American
agronomist, worked with women and youth groups 1n vegetable gatdening The farm undertook
trials 1n 1rigated maize and sorghum, n addition to rice trials  An American advisor posted n
SAED/St Lows worked on seveial labor-saving devices, ncluding rice decorticators  These
related activities, many of which were done on technicians’ persondl time, helped enhance
SAED’s new image 1n Bakel

4 Health Services and Surveillance

The health component was treated as a sepdrate component, under scpdrate management at the
national and locdl levels It was to establish village health huts n the 2% villages under the
auspices of the Mimistry of Health (MOH), with trained secouristes (village health workers) and
midwives supervised by village health committees operating small first aid pharmadcies on a
revolving fund basis

T
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By December 1980, 17 villages had health woikers operating pharmacies  Management and
supervision of these people was fraught with problems, as Bakel 15 far from MOH regiondl
headquarters  Problems 1elating to supply lines for pharmaceutical products and the 1elationship
between Bakel district activities and the regional health authorities were not resolved until late
1982, when management was moved to Bakel By 1985 the health workets and midwives were
1eportedly still in place and working, although the pharmacies were not expected to cover costs

The health surveillance activity was run independently out of Dakar Umiversity’s Department ot
Parasitology and the National Campaign Agamst Parasites The head of both of these entities
was the same well-qualified Senegalese doctor, so coordination was not a problem From 1980
to 1983, teams were fielded, baseline studies were undertaken, incidence of schistosomiasis and
other diseases monitored and tieated, and laboratory technicians were tramed and equipped to
continue survelllance This component was discrete and simple to manage, and 1t achieved 1ts
objectives

5 The Solar Pump

In early 1978 4 new purpose was added to the project to test the feasibility of using a solar
pump for rrigation purposes The 1dea for this new component grew out of a series oi
discussions held among various paities 1n Senegal, France, and the U S The pump was
designed to provide enough water to wrigate 200 hectares In cooperation with the French
Government and DGRST, the Senegalese orgamization for scientitic 1esearch, a prototype solar
pumping station was mstalled near Bakel By 1982 1t was conceded that 1t would be able to
irngate only 32 hectares at top etficiency, and m early 1983 all work ceased on the pump

6 Fisheries

Based on positive results of a 2-year etfort in the Dagana and Podor iumigated perimeters, i 1982
the project took on a village fish ponds component  The rationale behind the component was that
since water was being pumped from the river for irrigation, some of 1t could be used to maintain
the ponds and provide fish for consumption and income 1n the villages The ponds were to be
managed by the existing wrigation groupements, which would be assisted by Peace Corps
Volunteers (PCVs) The fish in the Senegal River had never regained their pre-drought number,
and the fish ponds would meet an expressed need ot the people

The program wads mitiated n collaboration with the GOS Department of Water and Foiests 1ather
than with SAED, but management was shifted to SAED 1 March 1983 The program actually
covered the whole Senegal River Valley, fiom the delta to Bakel Thiee PCVs worked i the
Bakel areq, and two tormu PCVs were contiacted by USAID/Senegal to oversee the work By

late 1983, 12 willage ponds were under constiuction 1n the Bakel perumeters, each capable ot
producing 2-4 tons of fish per yeat

By mud-1985 this component was to be picked up by Catholic Relief Services At that time the
program counted five operationdl fish ponds, although none had yet had a harvest, problems cited
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included poorly bred fingerlings, siting of ponds on porous sotl, lack ot interest by the villagers,
and villager tendency to eat the fish too soon A new group of PCVs was scheduled to arrive
i July 1985 tfor traiming and eventual placement, and some wete taigeted for Bakel Because
of success at other sites, the program was to be continued

PROJECT ACCOMPLISHMENTS

Although the project met only 50 percent of 1ts quantitative output objcctives, the purpose of
introducing the technology was certainly achieved

Agriculture programs were active mn 25 villages A total ot 3,500 tarmcrs were orgamzed nto
28 village-level groupements Over 900 hectares were urigated, with an average yield of 4 tons
ot rice per hectare recorded 1n some areds (see "Project Revisited” below)

The project constructed an operations base near Bakel that included a guest house, equipment
repair center, parts stockroom, offices, conference rooms, and apartment for staff A
demonstration farm conducted applied research, produced seed, and provided extension services
to tarmers  In cooperation with Peace Corps, fish culture was introduced

The project traned or improved the skills of most farmcrs participating in nnigated agriculture
in the project zone through a series of crop production workshops n villages and visits by the
farmers to the demonstration farm In addition, tiamning was provided to SAED mechanics
{pump reparr and maintenance), village pump operators, etc , and to 4 long-term students sent
to the U S to study agronomy, agricultural management, and agricultuial engineering

LESSONS LEARNED

1 Projects should carefully assess socto-cultural and economic characteristics of a target
population during project design A project considering inttoduction of new technology mdy be
mote successtul 1t 1t starts 1n an area where people atc mote open and have experience outside
of a village or area

2 A project management strategy will be more etfective 1f 1t fosters local participation
in management decistons and permuts local orgamzations to build on indigenous stiuctures and
practices mn the area  Allowing the orgamization to choose its own officers and management
style, tor example, will foster organizational, and hence project, sustainability

3 Appropriate government policy changes may be necessary to enable target populations
to participate effectively in project decision-making - Although a project may be pertorming well
in the field, incentives may be neffective for project sustainability 1f ndtiondl or regional
policies (e g , pricing) are wnappropriate

oy s e
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4 A hands-ofi approach to a pioject by a donor can be etfective management under
certain conditions  If host country staff 15 adequately trained, a4 loose management style can
foster a sense of ownership of the project among ths statt  This sense of ownership may be an
essential mgredient for sustaining key project efforts dafter donor funding ceases

5 A stiategy fostering beneficary participation requires concomitant and comprehensive
traming  Providing responsibility with little means to exercise 1t may prove frustrating and
unproductive A carefully designed and executed traminhg program can help build beneficiary
ownership of project objectives and actions  In addition, appropriate trammng for mid- and
upper-level managers can have sigmificant project impact, particularly when remforcing needed
policy changes

PROJECT REVISITED

USAID/Senegal Program Overview of February 1987 presented this project 4s a success story
(a) crop yields reached 6 tons/ha for rice and nearly 3 tons/ha for maize, the lghest yields pes
hectare of any 1rngation system in the Senegal River Valley, (b) there was heavy demand both
for new 1rrgation systems and for expansion of existing systems, (c) building upon the high
overdll returns from irrnigation and the strong local participation  building new 1rrigation
systems, the project had more than doubled the anticipated irrigated area for the 1985-1986
sedson, targeted at 150 new hectares

However, the mid-term evaluation of a follow-on project (Irrigation and Water Management
Project 685-0280), conducted 1 May-June 1990, noted that not a single irnigated perimeter
constructed in the Bakel area since 1977 had been financially successful

The PACR for the follow-on project noted that data used m 1ts PP had been taken from reports
1ssued under the Bakel Small Irmgated Perimeters Project The evaluation of this follow-on
project revealed that most of the data used were maccurate and misleading See Project
Summary tor the Irrigation and Water Management Project (685-0280)
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PROJIECT SUMMARY

SINE SALOUM RURAL HEALTH CARE 685-0210
Pioject Duration FY 77 - FY 84
Total Cost of Project $3 2 mithon
Source USAID/Senegal Program Overview, Maich 1983

AlD Project Impact Evaluation Report No 9, October 1980

Draft Joint GOS-USAID End ot Project Evaluation Report,
July 1982

AID Evaluatton Special Study No 20, "Prospects fot Primary Health Care in
Africa”, April 1984

PROIJE ESCRIPTION

The project godl was to help the Government of Senegal (GOS) develop a model, self-financing
health services delivery system for the rural population of the ex-Sine Saloum Region (presently
the Fatick and Kaolack Regions) The project was to establish a network of 600 village health
posts statted and supported by 1,800 community level personnel 1n six departments of the ex-
Sine Saloum Region

Project activities entatled developing infrastructure, training village heglth personnel, estabhshing
a supervisory system, furmshing supphies and equipment, and providing decreasing levels of
budgetary support over the lite of the project

The project assigned much of the responstbility for the local hedlth operation to the villagers
themselves The villagers were to build health huts through a network of management
committees and rural community councils They were also chaiged with replenishing these huts

with basic drugs The cost of the pharmaceutical products and of services were to be borne by
the client villagers

IMPLEMENTATION EXPERIENCE

In Apnil 1980, USAID conducted an mmpdct evailuation which disclosed that the project had
sertous problems One-third of the village health huts opened had already closed The
evaluation noted the principal problems to be the lack of financial viability, support and
supervision, and poor pharmaceutical replenishment  Other problems cited conceined the
selection of village health workers (VHWS), transport for superviston and logistics, location of
huts, payment of VHWs, and village health committee support
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The GOS and USAID/Senegal redesigned the project to address the problems cited n the 1mpact
evaluation The redesign emphasized the need for (1) improved management structure, (2)
additional traming tor village management commuitees, (3) retraming for village health workers,
(4) improvement in the drug 1eplenishment system, and (5) health hut financial viability  The
redesign limited the project activities to four departments within the ex-Sme Saloum Region, and
proposed that the project tocus on only 20 rural commumities and 60 selected villages within
those communities The purpose ot the more limited focus wdas to slow the pace of
implementation m otder 1o have more time to effectively orgamze and tram village health
commuttees and develop a health infrastructuie that would adequately support the system

!

PROJECT ACCOMPLISHMEN S

Project eftorts led to the creation of a basic health services dehivery system composed ot
approximately 378 village health huts m four out of s1x administrative departments of the ex-Sine
Saloum Region A total of 48 goveinment-operated health posts, stafted by nurses and
enviionmental health agents, provided supervision to the village health workers Each health unit
recerved basic drugs which were sold to create a revolving fund for financing further supplies
Aumed toward the achievement of an effective, self-sustamimg village-based health system, the
project directed assistance at tiamming village health workers, village health commuttees, and
government supervisory personnel at the dispensary level

A GOS-USAID/Washington evaluation was completed 1n the summer of 1982 The evaluation
recommended 4 Phase I to carry out project activities mn the two remaimng departments and to
reinforce the health services delivery system 1n the other four with specific interventions to
address malnutrition, vaccine preventable diseases, malaria, and diarrhea-related mortality
These medsures were technically simple and mexpensive  Once perfected, they were to
significantly reduce the childhood d4nd maternal mortality n the region and improve farmes
productivity duting the critically important agricultural season, June-September

Project 685-0242, Rural Health Services 11, constituted the recommended second Phase

LESSONS I EARNED

A Project Destgn

I Community patticipation in management and fmancial support is essential for

preserving contmuity and gudranteeing village support  Outside resources should not preclude
local participation

2 The mid-level health wortkers (MLHWS) are the pivotal cadres 1n a primary health
care (PHC) progiam Then support and supervision 1s essential to village level health
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improvement MLHWs ment a concentiated and sustained tramming etfort to develop then
cepabilities to support village health workers (VHWSs)

3 Samtation agents play an important role in preventive health activities and maintain
4 balance between curative and preventive health care at the village level

4 Availability of essential drugs are vital to establishing health hut credibility  Initial
drug ventories should reflect hut utilization rather than population size

5 Cooperative country mputs should be caretully analyzad to determine possible negative
consequences of contributions, 1 e low Mimstry of Health personnel indemnities

B Project Implementation

1 Project staff and project participants, including villagers, should be able to makc
mistakes without risk of having support terminated Growth, as evidenced by this project, comes
from having the time and support necessary to learn from mistakes

2 Successful implementation depends on competent personnel as well a5 on sound
project design  Charismatic personalities should not be mistaken for tcchnical competence and
genuine motivation to achieve project objectives

3 The capacity ot project implementation principals and statt to contront problems,
analyze them and seek solutions 15 an indicator of project potential for success

4 Open channels of communication and support at every level darc essential to program
development and sustainabihity

5 Careful screeming and selection of technical assistance as well as timing ot technical
assistance 15 critical to effective implementation

6 Imtial training 18 very important but equally important 15 continued m-service training
Ot particular importance 15 regular remntorcement ot village health commuttees

7 Data collection and analysis systems should be well designed and simple to use

8  All concepts and training materials mntroduced must be as simple as possible locally
adaptable and locally maintainable

9 Project implementors must be sensitive to the right time to wean the project from
outside nputs including materials, finances and technucal assistance .
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C Project Evaluation

1 Jomnt evaluations have great value as an educational and sensitizing experience tor all

2 The western concept of "balanced books" should not serve as a criterion for hut
viabihty  The pricing and sale of pharmaceutical products follows strong social customs and
pressuies, villages have various ways of replemshing tunds to purchase essential medications

3 Future evaluation of community participation in PHC programs should include
assessment of the effects of community participation on the development process The
community dction, decision-making and support relating to PHC programs appear to enhance
other aspects of wndividual and community development

D Mandgement

I The Senegalese decentralized administrative structure i1s complementary to and
remforces the community participation n PHC  The structure allows tor and encouages village
orgamization and decision-mdking which has 4 sigmificant positive influence on the development
ot village bascd health caie

2 Decentiahzing health seivices to the village level has enabled the GOS to meet
heretotore unmet demand tor health care services

Tdaken from A 1 D Evaluation Specidl Study No 20, "Prospects for Primary Headlth Care 1n
Afirca", April 1984

"Most Primary Health Care (PHC) programs 1n developing countries experience problems
of implementation and viability  Senegal’s Primary Health Care program 1n the Sine
Saloum region was no different "

“The prncipal lesson learned trom Senegal’s PHC program 1s that a thorough, critical
evaluation, when taken serously and acted upon by a donor and the 1ecipient developing
country government, ¢dan turn 4 failing program dround "

"The Sime Saloum PHC program 15 not without problems, however For example, the
progiam 1s largely curative, 1t has had hittle success introducing preventive measures, such
as improved health and hygiene behaviors, ordl rehydration therapy, dnd family planning
information and services The program’s near exclusive emphadsis on curative services
results from the fact that at least at present 1t provides mainly those services that clhients
demand and are willing to pay for Lacking are the kinds of essential PHC activities -
education, outreach, surveillance - necessary to eftect the attitudinal and behavioral
changes which lead to long-term improvements m health status "
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PROJECT SUMMARY

YMCA/ORT YOU1H JOB DEVELOPMENT 685-0222
Project Duration FY 79 - FY 85
Total Cost of Project $3 2 mullion
Source USAID/Senegal Program Overview, May 1984

Mid-Term Evaluation Report, by Aurora Associates, February 1981
End ot Project Draft Evaluation Report, by Alexander Vlad and Ira ¢’ Aquino,
May 1984

PROJECT DESCRIPTION

Under an Operational Program Grant (OPG) from AID, YMCA/ORT was to build an extended
system of vocational ttatming services enabling unemployed Senegalese utban youth to dcqune
maiketable technical skills and assistance 1n job placement and adjustment The basic goals ot
the pioject were to (1) establish a viable functioning vocational tramning center (Centre de
Formation et de Promotion des Jeunes, CFPJ) statted with quahified mnstructors, (2) "senegalize™
CFPJ completely, phasing out all non-Senegalese staff and 1educing current expenditures, (3)
cnable the project to become self-sufficient, (4) establish a placement program which would
insert graduates into the economic mdinstream of the country

IMPLEMENTATION EXPERIENCE

Implementation of the project did not conform with the objectives of the Grant Agreement
Imtially, this five-year project had an estimated budget ot $1,758,427 tunded by USAID, with
contributtons of $828,000 from the GOS, $125,000 from YMCA, and $66,000 from Peace
Corps

The budget was depleted 1n two years without the Center showing any positive results (classes
only opened n 1981) The OPG was ncreased several times, to reach 4 total of $3,285,000

The mid-term evaluation report of February 1981 gives a long list (over ten pages) of mishaps
mistakes, misunderstandings, misconceptions, and misrepresentations that plagued the project
The only partner who had hittle to be blamed for was the GOS

- The GOS had provided continuous and high level support for the project and for
vocational traming 1n general It had provided qualified counterparts and contributed agreed
upon contrtbutions without undue delay  The GOS had also provided suitable land for the
Center The role of GOS overall had been one of the most posittve and successtul aspects of the
project
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Among majo1 flaws found by the evaluation team were (to cite but 4 tew)

- The onignal Project Authorization and Request for Allotment of Funds mcluded as a
Condition Precedent (CP) that prior to the disbursement of funds, the Grantee furmish to USAID
a plan for the procurement of technical traming services and equipment, including 4 schedule
which would coordindte such procurement with the construction of the Center  YMCA did not
fulfill the CP, but USAID disbursed funds

- The absence ot 4 plan and schedule made 1t difficult for YMCA to see the project 1n
its totality and the relationship of 1ts various components, and to measure shippage i the dehivery
of project components  This contributed to poor management decisions by YMCA, including
the decisions to begin providing technical services of expatriate mstructors betore there were
adequate facihties or equipment, and to delay ordering some equipment as a belated economy
measure  Delays 1n the construction of the Center by the contractor complicated the situation

- Conflicting understanding by partners ot their respective roles, described in the YMCA-
GOS protocol on one side, and the YMCA-ORT agieement on the other side, was worsened by
personality difterences and cultural differences

- YMCA operated under the belief that there was an informal verbal understanding with
USAILD that the origimal budget of $1 8 mullion would be increased YMCA operated under the
assumption that a total of $5 million would probably be made available to the project

- USAID/Senegal did not adequately monitor the project, and did not react to the fact
that the rate of expenditures was more than double what was originally anticipated, and that
funds avdilable would not be sufficient for the life of the project

The End of Project Diaft Evaluation Report states that

- Based on the 1ecommendations of the mid-term evaluation report, the assessment report
of June, 1981, and the USAID General Inspector’s Otfice audit report of June, 1981, measuies
were taken to improve the situation "The parties concerned (AID, GOS, YMCA, ORT) strove
to better coordinate activities and adhere to a development plan, while introducing necessary
ddaptations © Admumistration and management problems recurred, however, i subsequent years

- Teaching provided seemed to be of good quality and appreciated by the bustness sector
[ramming programs emphdsized practical applications of trades taught However, pedagogical
methods advocated by ORT wele not always applied at the Center, and the apprenticeship
program called tor mn the Project Paper was not followed Further, the evaluation team feared
a certain deviation in the teaching approach that would bring CFJP’s vocational training closer
to the formal educationdl system, and thus defeat the project’s goadl
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- The placement service called for in the project wdas non-existent  The Centes
succeeded, however, 1n placing 4 good number of 1ts graduates through the personal mterest and
efforts of the ORT technical advisors Employers interviewed were generaily satisfied with the
basic knowledge and competence of the Center graduates they had hned, and were willing to
continue to hire them However, n the evaluators’ opmnion, a significant number of these
employers were unwilling to pay equitable starting salaries and to otter promotion opportunities
to the graduates

PROJECT ACCOMPLISHMENTS

- The Centre de Formatton et de Promotion des Jeunes (CFPJ) completed and operated
by GOS, with Senegalese staft Courses offered n textile skills, masonry, metalwork,
electricity, plumbing, dratting and electromechanics

- Sixty-tour students participated 1n an on-the-job apprenticeship training program with
Dakar-based companies and firms during August-September 1983, and graduated in June 1984

- Approximately fifty graduates placed in part-time or permancnt posttions

LESSONS LEARNED

1 The assumption that traiming and placing unemployed school leavers into productive
employment or self-employment 1s feasible, 15 valid  Whether the center s establishment, design
and mstitutional framework 1s the optimal means to achieve this end at the minimal cost 15
problematical

2 The project was marred with problems not because hikely difficulties were unforeseen,
but because measures which were recommended 1n the original giant agreement were not
followed, and USAID disbursed funds without requiring that they be followed The ongmal
OPG predicted all too well the types of problems likely to be encounteied and urged that steps
be taken to minimze them These recommendations were not, for the most part, adhered to

3 The project design and the cost/benefit ratio should be examined to learn 1f the same
objectives could be achieved for a larger number of beneficiaries using a ditferent approach than
the construction and statfing of an mstitution stmuilar to the CFPI

e mem A Se T 0
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PROJECT SUMMARY

4

NATIONAL PLAN FOR LAND USE AND DEVELOPMENT 685-0233

Project Duration FY 81 - FY 85
Total Cost of Project $2 0 million
Source USAID/Senegal Progiam Overview, May 1984

In-Depth Evaluation Report, by Dr John Bursink
and M1 Chatles Dorigan, TAMS, December 1983
USAID/Senegal Assessment Report, January 1985

PROJECT DESCRIPTION

The project was to provide important data needed by the Government of Senegal (GOS), dlready
being supported by the United Nattons Development Program, to prepaie 4 nationdl plan for the
management and optimal utilization ot Senegal’s natural resources (Plan National
d’ Aménagement du Teinitorre) The project was prumarily concerned with the development ot
basehne resource maps and interpretations trom Landsat and aerial photography concerning
vegetation, soils, geomorphology, land use and land capability

The project was to support both the National Land-Use Planning Agency (Dépdartement
d’Aménagement du Territoire, DAT), a division ot the Secretariate of Decentralization, and the
Umversity of Dakar The project was to provide traiming, equipment, and three techmcal
assistance personnel under a Title XII arrangement with South Dakota State’s Remote Sensing
Institute (RSI)

IMPLEMENTATION EXPERIENCE

‘This three-year project was mitially placed under the supervision of the Ministry of Housing and
Utbanism  Although substantial office space was required to house the project, only a
combination of rooms and hallwdys was mtially provided for the Contiactor and project
personnel  Because of lack of adequate spdce, the project moved offices twice n 1ts first yedr
and a half of existence, and finally settled 1 a rented villa, 1n May 1983

An estimdted four to s1x person-months of RSI technical time was probably lost, and
implementation of project activities delayed, as 4 result of this situation  Also, during 1983,

responsibility tor project management was shitted from the Minstry of Housing to the Mmistry
of Decentralization

There were problems with project personnel On RSI’s side the first Chief of Party’s (COP)
assignment wds reduced from 36 to 24, then to 22 months, a second COP wds named 1n June
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1983  Short-term consultant person/months were significantly reduced  On the GOS «ide, of
the three counterpart positions, only the Project Manager was imtially filled, no soil scientist was
found, and a jumior, msufficrently qualitied person, was assigned to the third position
Evcntually, the soil scientist position was filled by an expert hired under contract  But continuity
was broken when the COP’s counterpart left for tramming atter one year on the project

RSI was to prepare an Operational Plan 1n cooperation with DAT, by June 1982, showing how
activities under the RSI contrdct were to be implemented As ot December 1983, date ot the in-
depth evaluation, such plan had not been prepared

The evaluation noted limited project progress map production was behind schedule, tormal
traimng was done for only half of the GOS personnel planned, trainmg had benefitted project
work to only a very linmted extent, communications among USAID, GOS, and RSI project statt
was less than adequate, etc

The assessment conducted by USAID/Senegal 1n January 1985 noted that

a4 The ongial choice of the host ministry was 4 poor one  The shift of DAT to the
Ministry of Decentralization was only slightly more appropriate but did not substantially improve
GOS understanding of 1ts role of supervision, ds neither of them had the technical capabilities
required The n-depth evaluators noted that the University of Dakar’s Geography Department
repeatedly expressed its desire to collaborate closely with RSI

b The Contractor demonstrated lack of authority, 1t should have tried harder to ensure
that the GOS met 1ts commitments rather than risk jeopardizing the attainment of project
objectives The m-depth evaluation noted that the fnst COP, a competent soil scientist, had to
handle details of coordmation, find work space, and cairy out other administrative and
managenal tasks, at the expense of making maps, collecting intormation and advising project
scientists and counterparts  The second COP, a geomorphologist, found himself behind 1n his
techmcal tasks for many of the same reasons, eventually he chose to concentrate on these tasks,
at the expense of bureaucratic work and communication between RSI and DAT

¢ USAID should have been more supportive of the Contractor s cfforts  The Project
Otticer could have more closely momitored project implementation and acted as mediator
between the Contractor and the Grantee when problems were impeding progress towards the
achievement of project objectives

PROJECT ACCOMPLISHMENTS

1 Baselire resource maps and inter pretat;gzns t

As a result of the December 1983 in-depth evaluation, map outputs were 1evised and lumted to
tour sets each of four categories of maps (vegetation, land capability, geohydrology, and soils)
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at a 1/500,000 scale  As of December 1984, preliminary work (interpretation and field work)
on vegetation and land capability was completed, and was behind schedule for geohydrology and
sotls maps Finahizdétion work (analysis, drawing, legends) was well behind schedule for the tour
categories  Printing of maps and preparation of reports had not even been started

The USAID/Senegal assessment team recommended 1n January 1985 that the project be extended
s1x months to finsh techmical work on mapping, to write reports/legends, and to carry out the
printing, m order to get at least one objective of the project accomplished

2 Tramng

4 Formdl traming the two short-term U S traming programs (one person each) were
merged 1nto one ten-month traming program for one person (the DAT natural resource planner)
Regarding third-country traiming, three out ot four mid-level officials were sent to Ouagadougou
Apparently they were not satisfied with the tramning level received  Two of the participants went
to France for degree work immediately after their return from Quagadougou Thus, formal
training was of limited benefit to the project

b Non-formal tratning quantitatively, the on-the-job traiming component did not achieve
its target  Only three counterparts, out of fifteen projected, worked on d permanent basis with
the expatriate experts  According to project staff members interviewed, this training wads of very
limited benefit to the project

Most GOS counterparts felt that they did not have the opportunity to be tramed i thematic
teledetection techniques, the primary Iimitation was that the expatriate expeits lacked the
communications skills essential to make this on-the-job traming possible, 4lso, communication
between experts and their Senegalese counterparts was limited to personal technical work instead
of an "mtegrated thinking mechanism"™ which would have better enabled transfer of technology
(The n-depth evaluation 1eport of December 1983 noted that counterpdrts were "squeezed” nto
the expatriates’ program of project management, mapping, training, and mstitution building Not
dll the counterparts provided had the specific taming, for example m geology o1 pedology, to
benefit from dnect instiuction from the expatriate pedologist and geologist Pressed for time,
the expatriates tried to work together with their Senegalese counterparts as well as possible,
knowing that their counterparts would not remain 1n the project m a capacity of geologists or
pedologists )

¢ Semundrs the seminars redched ninety-five people mstead of the eighty planned n the
tevised project objectives However, dccording to some project staff members, the course
duration wds too short, and provided only very basic remote sensing skills to the participants

3 Institution Building

The USAID/Senegal assessment team found that since the beginning of project implementation,
the mstitution building component was considered a seconddry objective by USAID, the



22

Contractor and the GOS ministries mvolved  In spite of efforts and advice trom the University
of Dakar staff involved i this component, the two host mmstries did not provide the necessary
support to make mstitutionalization happen, and 1t was believed that Senegalese staff members
would not be able erther to take over or to manage mapping studies by the end of the project

The 1n-depth evaluation brought up a fundamental question were the godl and purposes, and the
means for the accomplishment ot this project, ever appropriate and teasible?

The project purposes essentially tried to focus on the needs ot two difterent GOS o1 ganizations
the National Remote Sensing Center at the University of Dakar, and DAT  This notion was
reflected throughout the Project Paper, and culminated 1n the requuement, as a condition
precedent to disbursement of USAID funds, for a service agreement betwecen DAT and the
Untversity ot Dakar

However, 1 doing so, two substantially different 1ssues were confused 1n project design (a)
directing technical assistance toward mstitutional development ot 4 national 1emote sensing center
at the Umversity of Dakar, and (b) directing techmcal assistance toward the development of a
national land-use plan (within strict time schedules), and simultaneous institutional development
of the GOS agency concerned with this objective (DAT)

Each of the two objectives called for a totally different approach, and the requirements in terms
of personnel, equipment, time hmuts, etc , were totally different for each of these objectives

1t was unrealistic to expect that they could be accomplished by a two milhon dollar project which
allowed for only two long-term expatriate staff In other words, the project purposes, as stated,
were appropriate for two projects, but were not attainable with one project

Interestingly, though, the project godl - the preparation of a national plan for management and
optimal utilization ot Senegal’s natural resources - had alieady been met some twenty baseline
resource maps had been provided to DAT by two parallel UN projects At the time of the in-
depth evaluation, a prelimmary land-use plan was bemg completed by DAT for submission to
the respective GOS agencies concerned It was expected that this plan n its final form would
be ready by June 1985 to serve as a basis for the 7th four-year development plan

However, the redl needs of Senegal in remote sensing and land planning techniques had hardly
been addressed

LESSONS LEARNED

A From the USAID/Senegal assessment report

1 Chiefs of party should understand USAID proceduies, have basic experience m
personnel management and, as part of their in-country orientation participate 1n cross cultural
seminars

/I
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2 Selection of the host entity must be based on a tull review of the functions and skills
mvolved 1n 4 given project

3 USAID monttoring should mclude reviewing and redressing 1f necessary even those
basic elements on which a4 project may be based such as the selection of the host entity, the
1esponsiveness of the host government, the selection of contractor personnel, etc

4 Project Implementation Plans should ndicate relative timing of key events and
benchmarks, but should not be date specific until matenals are n place, offices found, and

counterparts appointed

B Fiom the m-depth cvalugtion report of December 1983

1 Collaboration between 4 U S umversity and 4 host country university cannot be
accomplished through contractual arrangements with 4 host country government agency Direct
collaboration between RSI and the Umiversity of Dakar would have provided the best means for
effective transfer of remote sensing technology, mdnagerial and orgamzational capabilities to
operate a Remote Sensing Center

2 1t1s wrongly assumed that, 1n 1elatively small projects, costs may be cut by asking

the techmical people to cairy out both technicdl and managerial tasks, with hittle administrative
assistance

3 Piroject managers working aganst deadlines and budget constraints will typically try
to produce a tangible product - a product by which s or the project’s financial or technical
success or failure 15 determined - at the expense, perhaps, of less visible tasks such ds training
and admimistrative woik

4 Personality o1 communications problems are worsened by (a) the host country
manager being overwhelmed by 1equests for people and assistance, (b) the 1ebound etfect of the

U S mdnager’s frustration for not getting what he/she needs (and by binding agreements, should
get) to perform his/her job
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PROJECT SUMMARY

FAMILY HEALTH AND POPULATION 685-0248
Project Duration FY 85 - FY 93
Total Cost of Project $21 03 mithion
Source USAID/Senegal Program Overview, March 1993

Final Evaluation by Devres, Inc , October 1991
USAID/Senegal Project Evaluation Summary, September 1992

PROJECT DESCRIPTION

The purpose of the project was (a) to achieve an effective, nationwide family planning program
oftered through public and private sector institutions, and (b) to improve the demographic data
base tor more eftective development planmng

This project, a follow-up to the Family Health Phase 1 Project (685-0217) had five principal
activities (1) expanding family planning and family health service delivery so that services would
be available 1n all health centers and 1n 25% of the health posts, as well as through a variety of
private channels, (2) training of medical and auxihary health personnel and members of other
appropriate orgamzations and groups to manage the nattonwide family planning (FP) program,
(3) supporting Information, Education, and Communication (IEC) activities to establish a sohd
public awareness and acceptance ot FP and health services delivery, (4) enhancing the
demographic data base to improve development planning, and i particular, assisting with the
1988 National Census, (5) fostering population policy development to solidity the support of
policy makers and planners mn both the public and private sectors  Approxunately 10% of the
resources were devoted to increase the role of the private sector 1n the delivery of FP services

By the end of 1992, approximately 101,100 Senegalese women ot reproductive age were
expected to have benefitted trom this progiam, and then offspring should also have had a better
chance to develop into healthy children 1t birth intervals were prolonged

The focus of the last two yedrs of the project was (1) to consolidate the I'P system 1n place with
particular emphasis on improving the quality of care, and (2) to support the embryonic Sencgal
Nattonal Famuly Planning Program (NFPP) and the critical integration of the project activities
under the NFPP

IMPLEMENTATION EXPERIENCE '

In 1989, the Ministry of Social Development (MSD) undcr which the project was originally
designed, and which had supervised the project for the first five years, and the Mimnistry of

N
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Health (MOH) which provided the techmical support and FP personnel, were both abolished
A new Mimstry of Public Health and Social Action (MPHSA) was created which assumed the
responsibilities of bbth abolished ministries and took over the management of the project

At about the same time, because of suspicions of mismanagement, the USAID Regional Inspector
Generdl (RIG) and the GOS Inspector General audited and nspected the project  Both found
considerable evidence of malfeasance, which led to the change of the GOS Project Director,
Project Accountant and Logistician

Also 1n 1989, the Chiet ot the Health, Population and Nutrition Division at USAID/Senegal, and
the Chiet of Party of the technical assistance contractor (ISTI) completed their tours  These
changes resulted 1 a major loss of experience, operational knowledge and mstitutional memory

The project evaludtion plan called for three evaluations to determine progress towdid dttainment
of project objectives, 1dentify problems, assess information needed to overcome those problems,
and judge the overall development umpact of the project

The first two evaluations were never carried out  The project went for five and 4 half years
without an overall independent progiam teview  The final (and only) evaludation was carried out
during the sixth year of the project (1991) The evaluation team found 1t difficult to locate
primary data, to speak with people who could help the team understand 1ecords and reports, or
to get first hand views on what "really” occurred in specific cases

1 PTO]GCt ddministration and mdndgement

Supervision of the project by two ministries established vertical processes and, sometimes,
parallel development of programs This vertical and parallel development 1solated FP from other
health activities and cieated frustiation, and rivalries between the munistries

Withm the project, cach of the three components functioned, to 4 gredt extent, on 1ts own
Coordination among components and with the regions was poor With the creation of MPHSA,
coordidtion mmproved, weekly meetings were held at the central level  Yet, the meetings were
reported to be ineftective because of the large amount of materidl to be examined, and
mnsufficient time devoted to each problem  Eventually, a technical advisor was appointed within
MPHSA to tollow 1ssues relating to the project

The mvestigation conducted in 1989 by RIG and GOS resulted 1 the project being left with hittle
o1 no duection on the GOS side, and the suspension of most project activities  USAID and ISTI
took 4 more dactive role to fill the vacuum, their actions gomng from the definition of project
plans, to the contiol of the local account budget by ISTI  The GOS project personnel resented
not tecerving teedback trom ISTT on 1ts financial management of project resources, not receving
reports of consultants, not being involved 1n the selection of contractors, etc
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At the time of the evaluation 1n 1991, the situation was changing, dnd the 10le of the new project
leadership had 1mproved There was still a need, however, for clanfication and redefimtion of

roles, and a shift ot greater authority and responsibility to GOS and to the Senegalese project
personnel

On the financial side, because of GOS’ fatlure to provide tts conttibution, resources tor local
operating costs for vehicles, gas, per diem, local tramning, utilities, etc wete insufficient  Many
GOS and project personnel wrongly believed that was the result of USALID’s freezing the US
local currency contribution  USAID did not insist that the GOS meet 1ts financial commitment,

nor did USAID substitute U S funds tor the local contribution the GOS tailed to provide to the
project

2 Information, Education and Communication (1EC)

The [EC program was, 1n general, well planned and executed Its major focus was on FP/child
spacing, with a secondary goal of providing information on S1Ds 4and fertility  The subject of
STDs and AIDS, because of its complexity and uniqueness was not given the special attention
it deserved

Overall educational planning was done well, and nvolved a wide range of protessiondls and
techmcians  However, detailed planning, 1dentification ot specific sub-groups of the population,
and the development of specific strategies to reach them were not adequate

The mass media campaign was particularly noteworthy, combining message research,
collaborative planning, creative production, and close working relationships with the Senegal
Radio and Television Office (ORTS)

A large number of 1EC agents and commumty volunteers were tramned 1in FP communication

Fhese volunteers, however, were disproportionately distributed 1n the six Regrons of the project

Their recruitment and performance 1n certamn areas were less than hoped for, probably due to the
lack of remuneration or mcentive

The involvement of health workers in FP IEC, particularly of midwives working at health centers
and health posts, a major goal of the project, was not met Inetficient use was made of
dudiovisual and print materials

Supervision was insutficient due to the lack ot vehicles, fuel, and per diem atter 1989, and to
the unrealsstic supervision programs and schedules imposed on extension workers

Important IEC-related research was undertaken  Information on women, men, and overall socio-
cultural characteristics of the population was made available to 1EC planners Much of the data,
however, was too general, and was not translated into a form uvseful to them  No sigmificant

research was undertaken nto the knowledge, attitudes, and practices of Senegalese concerning
STDs and AIDS

-
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Family Life Education, an important element of the project, was not treated sufficiently The
Mimistry of Education’s reluctance to approve the mtroduction of population 1ssues i the primary
and secondary schodl curricula until 1989 was a significant barrier to project etforts

Community leaders were reached ndirectly through press and television, but no specifically
designed, concerted, campaign was developed to reach national, regional, and local religious,
political, and traditional leaders

No pre- and periodic post-campaign audience evaluation was carried out  No performance
evaluations were carried out on personnel tiamned by the project  As a result, project staft were
undble to assess the success of therr efforts and take remedial measures  No archive of project-
produced materials was kept, thus depriving tuture planners of a basis on which to develop new
programs, and limiting the thoroughness of evaluation ettorts

3 Family planmng clinical services

[he project increascd the avarlability of FP services for the general population  The number of
FP clinics mcieased from 17 m 1985 to 123 n 1990, and the number of active clients from
8,543 to 39,000 over the sane period

Although health chinics were improved, eftective management ot the system was lacking some
climes wete over-burdened while others were under-utilized, allocation of financial 1esources
tor operations of the clinics was msufficiently related to need, etc

The quality of clinical services was found msutficient women were not well-counseled on the
advantages and disadvantages ot different contraceptive methods, mstructions provided to women
on the proprer use ot contraceptive methods was not complete, etc

The number of midwives and physicians trained exceeded the project objectives, but few nurses
1ecerved FP traming  However, a core of national tramers was created, making 1t possible to
mstitutionalize in-country traming

FP data collected at the clinical level was maccurate and unreliable  Collection of reliable data
wads hampered by the lack of guides or protocols and of clear defimitions of data categories, the
isutficient trammg of nudwives and FP workers, the non-avatlability of client records, ete

FP climcs did not 1ecerve adequate supervision from national or regional level staff, due to
insufficiency of funds for travel, per diem, and gas, confusion over organizational roles, etc
Private and para-public sector clinies recerved significant supervision

4  Sexually transmtted diseases (STD) and infertility

There was msufficient attention to treatment of STD and nfertility patients m the implementation
of the project  Services provided to patients were poorly handled and of low quality There was
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inadequate use of STD laboratories n the diagnosts of STD cases

There was little coordination between the project STD component and the National STD and
AIDS programs There was a lack of tramming given to [P workers 1n special counseling,
screening, etc  Equipment and supplies for STD laboratories were kept in warehouses for 18
months betore they were released for use

5 Bio-medical and psycho-social research

While many research studies were carried out no cential research plan had been developed, and
no one had been assigned overall research management responsibility  No organized process was
introduced to review research proposals, evaluate, or disseminate rescaich results  No central
library was established as a depository for research papers and reports

The operational reseaich activity was not well-managed There weie major deficiencies in the
coordination process There was lack of dissemination and use of results  Some surveys were
planned but not executed

Loo much bio-medical, psycho-socidl, and academic research was carried out, 1n comparison to
needed operational studies

6 Construction and renovation of facilites  Maintendnce of equipment

The project was relatively successful 1n meeting planned output targets for constiuction and
renovation of facihities, outpacing the ability of the system to eftectively use the new and
expanded FP centers

Equipment was tnsutficient i 67 percent of the centers  kquipment avatlable in somce centers
was poorly maintaned

7 Contraceptive logistics mdnagement

To coordinate contraceptive inputs, a "Contraceptive Products Requuements Committee” was
formed among donors, principally USAID and UNFPA

Stocks of contraceptives were generally sufficient at the central and 1¢gtondl levels  Paodic
"stock outs” were reported, however, at all the FP clinics visited by the evaluation team  Supply
problems resulted from weaknesses m the distribution system (lack of project vehicles and fuel
at the regional levels were often cited)

Control of mventories was poor at both the central and clinical levels no clear control over the
central warehouse, no ventory cards or stock tegister, 1egiondl and clinical methods for
inventory controls varied considerably

[
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The management mformation system did not produce the data dnd 1eports necessdry to manage
logistics  Data 1nconsistencies existed throughout the system, numbers conflicted between
logistics-based data and chimc-based data

Logistic statt had not been sutficiently trained in many basic concepts of logistics management

8 Women 1n_development sub-projects

Attempts to develop small scale projects to generate women’s mcome and to increase women’s
exposuie to FP intormation were not successful

Few of the 62 WID sub-projects envisioned under the original Grant Agreement met minmmum
credit criterta

The GOS agency responsible for management of village-level development projects did not seem
prepaied to provide the management and staft 1esources to administer the WID sub-projects, the
project statt was not cquipped to deal with the kind of nstituional requisites necessary to
manage these sub-piojects

These women activitics scemed to be marginal 1o the central chimical thrust of the project

9 The Private and Para-Public Sector (PPPS) project component, and
contraceptive social maiketing (CSM)

PPPS clinic workers were highly motivated, facihities and equipment seemed well cared for
Salaries paid to PPPS clinic statt were often higher than salaries paid to public sector personnel

Famuly health and population activities of PPPS orgamzations generally conformed with the
health policies of Senegal and turthered project objectives Client satistaction at PPS FP chinics
compated very favorably to chient opinions at public sector facilities However, theie were no
appdrent funds that could continue 10 support PPPS chinics 1f USAID funding were terminated

Considerable effort was made n the planming and design of a CSM program for Sencgal

Political support had been secured from key sectors, but support from GOS and the medical
establishment was still to come

10 Demographic data base improvement

Basic census reports were published within thiee years of the census, as specified m the project
logframe Regional demographic surveys were not carried out as planned

Information prepared by the National Bureau of Statistics (BNR) was not adequately diffused to,
or used by, the clinical sub-components and other data users Existing surveys and census data
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were not fully exploited to assist the FP program 1n planning and evaluation of impact

In-country, long-term and short-term overseds traimng was achieved as planned, and provided
needed skills to census statt

During the project, the BNR had tour different Directors, and underwent a number ot

reorgamizations which disrupted the continuity and coherence of the BNR component of the
project

PROJECT ACCOMPLISHMENTS

The project achueved most of the project outputs, 1n form or substance [ he number of facilities
providing services exceeded project targets

As a result of the evalvation, (1) measures were taken to consohdate key activities within the
project and to ensure the financial integrity of these activities, so that objectives could be
achieved within the time frame, (2) 4 logistics management system, ¢ resedarch strategy, and
special criteria fo1 WID sub-projects were developed, (3) 1eview of [EC materials was
undertaken

1 Increased awareness of demographic factors

The project helped to increase the awareness of GOS planners and policy makers to the
importance of demographic factors in development planning  As a result, a National Population
Policy was adopted 1n April 1988, and a National Family Planning Policy was put 1nto effect in
March 1990

2 Increased access to modern famuly planning methods

The IEC campaign of 1988-1989 was very successful 1n increasing overall awareness and
acceptance of FP

T'he number of active contraceptive acceptors increased trom 7,500 i 1985 to 29,890 in 1990
at public sector climcs  In the private sector, that number 1ncreased from 1,000 1n 1985 to 9,111
in 1990 Against the onginal project goal of 200,000 acceptors by 1992, there were, 1n 1990,
70,107 acceptors 1n all sectors using modern contraceptive methods

3 Tramnng

The development of a core of national trainers was 4 notable success of the project With the
institutionalization of in-country tramning capability, mote in-country tiaining and less USA based
training was provided, and the training targets set 1n the project were surpassed (the number of
midwives and physicians tramed exceeded project objectives)

ERROR
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The project provided useful technical assistance and traming to BNR staft in demography and
census methodology  Traming and semunars m population policy and the impact ot population
growth on developnient helped to mcrease GOS awareness of population 1ssues and contributed
to the development of a national population policy

4 Demogiaphic data base improvement

One 1mportdnt dactivity of the project was to improve Senegal’s demogiaphic data base  This
activity mcreased awareness of the relationship between rapid population growth and overall
economic and social development, and allowed more eftective development planming to take
place Two important demographic and FP sutveys and a national census of population were
carried out during the project pertod

LESSONS LEARNED

1 Qverdesign and undertunding ot the project

a The project purpose wds too optimistic and unredlistic to be accomplished within the
proposed time frame and given the cultwal and policy position of Senegal at the time the project
was tirst designed

b The muuber of project components was too laige to be successtully managed by
USAID, the GOS, or the Contiactor, during the anticipated lite of the project  The number of
dctivities to be carticd out under each component wds too large, and therr focus too wide

¢ The diffusion of authority among many pioject components made 1t difficult to
determine who was ultimately responsible for many decisions

d The level of financal resources provided by USALID and/or available hrom the GOS
was msutficient to support the laige number ot components and activities  GOS accounting
system was mnefficient 1o control advances of U S funds

e The progct provided msufficient tramming and technical assistance to develop dan
adequate number and quality of local management and techmcal staft capacity to sustain all
project components and dctwvities

f USAID should take mto account the GOS ability to financially support a project, and
track whetha the GOS {inancial commitment 15 being met

g USAID should make flexible grant agreements, s0 as to tie USAID contributions to
pre-determined project performance or other criterta
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2 Project evaluation

4 In large projects, separate technical evaluations of independent project components
should be carried out before conducting an integrated program and management evaluation

b The lack ot relevant evaluation critena, of a system for collecting operational data,
and sufficient time on the part of the evaluation team limited an evaiuation of management
15sues 10 any depth

¢GOS urged that the evaluation team give attention to project administration, especially
to the cost effectiveness of project components If efficient project management that assured

project sustamability, was a goal of the project, criteria for evaluating management eftectiveness
should have been included in the Project Agreement
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PROJECT SUMMARY

ENEA RURAL MANAGEMENT TRAINING 685-0256
Project Duration FY 82 - FY 88
Total Cost of Project $3 1 mullion
Source USAID/Senegal Program Overview, February 1987

USAID/Senegal Project Assistance Completion Report, June 1988

[

PROJECT DESCRIPTION

The purpose of this project was to develop the capacity of the Ecole Nationale d’Economie
Appliquee (ENEA) to train lower- and middle-level 1ural development cadres in managerial skills
relating to project design, implementation, and evaluation The tramng program dimed to
support rural employment and selt-sutficiency 1 Senegal

ENEA has served for many years as a key traming institution for government rural development
agents The project built upon ENEA’s established training system, combining extensive field
exercises with classroom work  Through technical assistance and curriculum redesign, the
project developed "tramning of tramers” techmiques that provided local o1gamzations with project
management skills  The project also included an iformal hiteracy traiming component designed
to atd ENEA graduates in mitiating literacy projects in rural areas  ENEA also accepted foreign
students from other Sahelian countries, lending a regiondl impact to the project

The project provided a three-person technicdl assistance team from Texas Tech Umiversity, plus
short-term consultants, and sent ENEA faculty members to the U S for management training
A US personal services contractor developed mandgement related literacy techmques, to be used
in the traiming of management trainers

IMPLEMENTATION EXPERIENCE

The project was implemented in a timely fashion Al project inputs and other elements were
in place  Implementation was etfective and the established yearly targets were attained

Despite the project’s success i meeting 1ts original objectives, ENEA’s ability to carry these
gams forwaid or translate project success mto meaningful training programs was constrained by

4 number of reahitics which were not perceived at the time the project was designed and
authorized

Fhese constramts included (4) a "top-down” management structure unsuited t0 an academic
mstitution, (b) a lack of regular communication between ENEA, the orgamzations which used
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it, and other traming nstitutions, both governmental and privdte, (¢) 4 cumbersome bureaucracy
at ENEA that hindered the planning and execution of routie tasks, (d) 4 fack of reliable financial
support trom GOS, which made acquisitions or expenditures problematical, (¢) a policy of staft
training, work assignments, and arbitrary promotion that did not always reflect the capabilities
or contributtons of individuals

Due to the above conditions, the ENEA staft was on the whole pootly motivated, or motivated
by financial considerations alone  Many were dissatistied with working conditions and wanted
to leave This included several graduates of Texas Tech who had not been given teaching
assignments commensurdte with their training since returning to ENEA

I'he implementation of the in-service traming workshop was an mnnovation for ENEA  This
traiming showed great potential for the systematic upgrading ot <kills of the protessional statt

An informdtion management component of the project enhanced the pertormance of ENEA’S
library and research umits, aiding the teaching staft to etficiently handle the information
exchanges within ENEA  However, commumcdtion and dissemmadtion of information generated
by divisions within ENEA were not always distributed to othar divisions

PROJECT ACCOMPLISHMENTS

Nine out of ten participants successfully completed gradudte training  Seven new mdnagement
courses were ntroduced into ENEA’s core curriculum and speciahzed college programs A
traimng book translated into four nationgl languages and other teaching matenals were tested and
disseminated  Seven semunars and tramning woikshops 1n mandgement and computer operations
were completed Two n-service training sessions for ENEA graduates were carried out

The project umproved ENEA’s specidlized courses ENEA’s ability to deliver traiming tor rural
management was improved, 1ts teaching statt upgraded and its curriculum made more relevant

LESSONS LEARNED

1  Without certain reforms, such as a real decentralization ettoit and financial support
on the part of GOS, the growth of ENEA would have a lumited impact on the national scene

2 Individual colleges within ENEA should tunction as independent entities with theu
own authority to unplement research projects within ENEA  This would tacilitate contractual
implementation and enhdance their effectiveness

PR
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PROJECT SUMMARY

1

COMMUNITY AND ENTERPRISE DEVELOPMENT 685-0260

Project Durdtion FY 84 - FY 94
Total Cost of Project $15 0 mullion
Source USAID/Senegdl Progiam Overview, Maich 1993

Final Evaluation Report, PYO Component, by DATEX, Inc , July 1991
Final Evaluation Report, Small Scale Enterprise Component, by Social
Consultants International, Inc , January 1994

PROJECT DESCRIPTION

The purpose of the project was to enable village groups and small entrepreneurs to manage and
sustain their own development  The project had two components (1) sub-giants to U S and
local PVOs to assist village orgamzations (VOs), through the provision of traming, techmcal
advice, and credit, to plan and implement financially viable productive activities, and (2) 4 loan
fund providing credit to small scale enterprises (SSEs) using strict business criteria and the
tughest legal allowable 1nterest rate

I'he project sites were originally 1n the Regions of Kaolack, Fatick, Thigs, Diourbel, and Dakai
They were subsequently extended to the Regions of Ziguinchor, Koldd, and Tambacoundd, with
a GOS contribution of $1 7 million to support the SSE component activities 1 these regions

From Dakar, « Management Unit (MU) funded under a cooperdative agreement with New
Transcentury Foundation muanaged and monitored all project activities A Nationdl Project
Commuttee, which included representatives of USAID and six GOS concerned mimstries,
approved PVO proposals, reviewed overall project policy and criteria for selection ot
beneficiaries, and participated n periodic project 1eviews and evaluations

IMPLEMENTATION EXPERIENCE

A PVO COMPONENT

There were 4 number of management and implementation problems related to the original project
design  Many of them surfaced early n the project’s long history and were woirked out through
changes n the mmplementation process Others were never resolved and remained with the
project until the end of the PVO component



1 Complexity of project design

One level ot project complexity was caused by the marriage ol the two diverse components, SSE
and PVO, on the assumption that they would be complementary Instead of reintorcing each
other, this cobbling of components with different objectives and necessarily divergent
methodologies worked to the detriment of the more complex and management-intensive PVO
dctivities

Project implementation was complex and cumbersome 1n terms of process and functions
Whereas the MU had responsibility for implementation, 1t did not have commensurate authority
The effort involved 1n obtaining approvals was mordinate, and considerably decreased the
flexibility that the MU should have had i decision mdaking

2 Start-up tume

I he project took approximately two and a half years longer than antictpated to get all umits n
place and up and runming, eftectively reducing the life of project from six to three and a halt
years Over two yedrs elapsed between drafting the PP and project start-up

Overly optimistic assumptions were made about PYO/NGO willingness and capacity to
participate, as well as VOS” level of development and preparation for credit-based activities The
approval process was exceedingly slow for subproject activities

One result of these timing problems was that far fewer VOs were reached and those that were
served had much less tume to interact with project-provided services than was intended

3  Recruitment of PVO/NGQO participants

PVOs and NGOs did not volunteer to pdrticipate in the project i anywheire near the numbers
anticipated  The project eventually worked with every PYO/NGO that could meet the basic
registration requirements

Among the reasons for this reluctance was that many PVOs/NGOs percerved the project’s
conditions and restrictions on activities as too difficult, and USAID’s reporting and auditing
requirements ds too mtrusive  Since 4 key aspect of the project relied on a credit and loan
repayment approach with which most PVYOs/NGOs had httle or no experience, mdny were
reluctant to participate 1n such a prescriptive program

4 Rigidity m selection of village subproject dctivities

Insistence on the criterton of credit worthiness 1n all VO activities 1gnored the vdriations 1n the
level of institutional development among VOs, many of which did not even exist prior to the
project

[P OPN
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Due m part to the fluence of the "mmimalist ciedit stiategy” used by the project’s other
component (SSE), income genetdting subprojects were the only types of activities that VOs could
consider The ratidnale adopted by the MU and USAID/Senegal was that short term, profit
making subprojects wete needed to produce revenue with which to pay back loans, and to finance
other subprojects from 4 revolving tund

VOs were severely hmited n the scope and types of projects which were deemed credit worthy
by the project Village projects mvolving windbreaks, woodlot, and fruit trees, for example,
were elimmated trom constderation because of their indirect and long term payofts

[nitially, the National Project Committee also contributed to this problem by only allowing
agriculture-related activities 1 the dry season for fear that the PVOs/NGOs’ work would threaten
government extension agency’s activities  Later in the hife of the project, this requirement was
relaxed, but 90 percent of all subprojects were m only two sectors amimal fattening and
gardening

Gardening proved unprofitable in many nstances, contradicting the economic analysis of the PP

In the end, only ammal fattemng oftered 4 reasonable expectation of success under project
policy VOs were severely restricted 1n terms of income generating options by the project itself,
and nnovative activities envisioned 1n the PP were precluded

5 Credit provision or rural development dctivities?

The manner 1n which the project evolved pitted the rural development aspects of the PVO
component against the credit provision aspects  The PP said very little about loan repayment by
VOs, concentrating instead on grants to VOs and on nstitution building ot both VOs and
PVOs/NGOs The design seemed to view the PVO component as preparing VOs for future
involvement in credit programs

However, the project suffered a confusion of objectives and shift in emphasis that tended to treat
loan repayment rates «s umiquely important, compdied to more nudnced medsuies of VO growth
and development towdrds sustamnability The focus on repayment rates, coupled with the strict
limits on the types and timing of subproject activities allowed by the project, skewed the actions
of VOs, PVOs/NGOs and MU towards profitability within the life of the project

Of the total loans made, 65 percent of the principal was recovered by the time of the final
evaluation

6 Limited USAID/Senegal mput

Because of the expernimental nature of the project, the PP called tor USAID to maintain
considerable project oversight and to contribute on a technical level, while delegating
immplementation to the MU The Cooperative Agreement between USAID and NTF altered the
ot1gindl PP design, 1emoving "a$ much of the mandgement burden as possible trom
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USAID/Senegal”, and "leaving the prnimary project implementation tesponsibility  with the
Management Unit (MU) ©

The maccurate assumption n the PP that USAID would undertake specific management tasks,
such 45 PVYQ/NGO coordination and techmical agricultural supervision, may have led to an
underestimatton of the staft strength which would be needed by the MU Almost all of
USAID/Senegal’s substantidl mvolvement was delegdted early m the project to an already fully
occupied Assistant Project Manager Important project tasks, such as PVO/NGO recruiting, and

technical agricultural feasibility analysis, did not get the attention called for 1n the Cooperative
Agreement

T'h1s reduction in USAID’s involvement without a compensating increase 1n MU staff, especially
coupled with 1naccurate assumptions about PVO/NGO technical capacities, contributed to
unskilled and/or mexperienced PVOS/NGOs and VOs making poor decistons that cost dearly

USAID/Senegal’s dimmshed role also restricted its ability to learn motc fust-hand from this
project 1t was reduced to the role of a somewhat distant overseer, otten unsure of exdctly what
was happening and sometimes mustrusttul in that ignorance

7 MU statfing. level ot etfort, skill requirements

At the outset, the MU appeared to have a balanced and adequate statt  However, by the end ot
1986, when the project had virtually split into two disparate parts, the statting problems became
acute The credit specialist assigned to the MU, fully occupied with the SSE component, refused
to work with the PVO component This effecttvely left the PVO specialist and the traiming
specialist with the 1esponsibility ot managing all of the PVO componcent tasks  support and
assistance to eight PVOS/NGOs (most of which needed considerable assistance), 4 grant and
credit program for 57 VOs with 114 subprojects, and a Iiteracy and credit management training
program for 57 VOs

The mud-term evaluation recommended that the PVO staff be increased, but thts was never done
By the end of the PVO component, this staffing problem had contributed to considerable rancor
between USAID/Senegal and the PVO component staft

8 National Project Commttee (NPC) role

T'he PP described the NPC as a policy making commuttce, but the PP Executive Summary
described 1t as 4 management commuttee responsible for the approval of mdividual subprojects

The NPC members were of a level of semtority that was not conducive to the detailed study of
individual subproject proposals and managerial activities

I he experimental, pilot nature of the project, both n 1ts credit aspects and 1n 1ts mvolvement of
PVOs 1n a major project, undertaken during an economically pertlous time 1n Senegal, probably
contributed to an overly cautious approach on behalf of the GOS, which nsisted on following
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project activities very closely  This close management and momtorg of the project eased
considerably towards the end of the project, when 1ts bemgn nature was clear to all

0 Cootdination and communication among PVOs/NGOs

The project provided an opportunity for PVOs and NGOs to learn from each other, to become
more effective participants 1n rural development and enterprise promotion  However, this
opportunity was not exploited

The MU brought PVOs and NGOy together for traiming mn how to better function within the
project, but did not sense the responsibility of facilitating PVO/NGO communications and mutual
learming  Relatively little exchange took place, despite the fact that the eight PVOS/NGOs were
grappling with many stmilar 15sues (technical problems, marketing, VO stiengthening, etc )

Simularly, relatively little exchange took place among VOs’ members, who also had a lot to learn
fiom each other

10 Monitoring and evaluation

Data on credit and loan activities was collected quarteily, but there was no effective monitoring
system of any other aspect of the PVO component The MU’s loan tracking system did not
provide the MU with reports containing the VO loan porttolio status information needed to make
informed credit management decisions The MU did not generate action-oriented credit
admstration reports, and could not effectively follow up its loans

The PVO component lacked baseline data agamst which to evaluate the progress of the project

11 The Village Education Program (VEP)

The VEP, one hughlight of the project, was not listed among project outputs m the otigmal PP
After the md-term evaluation and subsequent PP amendment, the VEP was established to train

villagers in reading and writing, and 1n basic skills which would help them implement therr own
projects

The VEP lasted two years, during which some 1,000 villagers participated Two hundred lesson
plans weie developed i wolof and serer, along with methodology guides mn both languages and
4 guide to management of projects m wolot

B SMALL SCALE ENTERPRISE COMPONENT

1 Institutionahzation

Since June 1985, the project provided assistance to SSEs to engage n mcome-generating
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dctivities At the outset of the project, 1t was presumed that once the project was developed and
had demonstrated that extending credit to SSEs was a viable and profitable activity, local
commercial banks would take over the activity and streamline 1t among 1ts own operations

The project developed an effective model for providing credit to SSEs  This early success, and
the GOS’ request for assistance 1n employment generation, led to a decision to expand SSE credit
activities to Dakar

By 1988, however, 1t was evident that none of the banks were interested 1n this activity nor n
the SSE portfolio of loans, and the decision was made to create an mstitution to continue the
activities of the project at its conclusion No action would be taken to formalize such an
institution until the project proved 1ts financial viability

In January 1990, the SSE credit component was physically separated from the PVO component
(though techmically 1t was still part of the Community and Enterprise Dcvelopment Project)
This credit activity was named ACEP (Agence de Crédit pour |'Entreprise Privee) By 1991,
the ACEP component started to prove its financial viabulity

Medanwhile, the Central Bank of West African States (BCEAQ) had become aware of the urgent
nced to promote savings and credit orgamzations BCEAOQ ordered several studies to determine
the most appropridate legal framework for such mstitutions to operate effectively in Senegal At
the same time, ACEP had 1dentified the most important criteiia and conditions that had to be met
to operate efficiently as 4 viable and profitable nstitution  These were (1) be tax exempt n
order to maintain 1ts financial viability, (2) be granted the treedom to sct its interest rates for
both savings and credit, (3) have the ability to sohicit and receive savings from the general
public, and receive grants and credit lnes from donor countries and other organizations, (4)
remdin a private istitution with no outside mterference

Based on the above criteria, and after reviewing the results of the preliminary studies conducted
at the request of BCEAO, ACEP’s management decided that the most appropriate type of
institution to take over ACEP activities would be 4 Credit Union  USAID agreed with that

concept and was able to convince the Ministry of Finance to secure an interim legislation for the
establishment of such credit entities

The nterim legislation was 1ssued 1n February 1993, and 1 early March 1993 membership was
opened to create the new mstitution By the end of March 1993 the founding members officially
established the newly created credit umon, Alliance de Crédit et d’Epargne pour la Production
(ACEP), to take over the activities of the existing ACEP  In May 1993 the Minustry of Finance
officially approved the new institution’s statutes and granted it its Charter

As of the end ot November, the institutionalization of this project had been technically achieved
However, 1t was incomplete as the new nstitution could not begin to function and assume the
operations of ACEP until the ACEP project assets were transteired to it The Grant Agreement
did not clearly define the conditions and procedures by which those assets would be transferred

U
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This created confusion and misunderstanding concerming the final disposttion of the project’s
assets  The transter was finally completed in December 1993

I

2 ACEP’s orgamzation structure and staff

Prior to the creation of ACEP, the SSE component was structured 1n great measure to pioduce
reports rather than financial results  Professional staff devoted much time to the writing of
financial analysis tor each loan application, despite the fact that data m the informal sector was
unavailable or unreliable Branch managers were required to produce monthly activity reports,
detailed accounts of visits to clients, et¢c  As one ex-SSE staff stated "It was 4 project, not a
business "

New management radically changed the structure of the SSE component The SSE credit
component was physically separated from the rest of the project and renamed ACEP (Agence de
Crédit pour I’Entreprise Privée) The orgamization structure was changed to conform to a model
designed to regionalize ACEP’s financial services Financial andlyst posttions were eliminated
and the post of regional manager was created Each regional mdanager was responsible for the
porttolio and supervision of four to five branches All accounting, lodn tracking, etc became
the responsibility of headquarters  With a complete support system from headquarters, the
branch and regional managers’ only concern was to develop volume, while mamtammg quality

Between 1989 and October 1992, the NTF representative served as ACEP’s director  In October
1992, a Senegalese national was named director general At the tume of the evaluation, ACEP
employed 29 professionals, of which 23 were field statf One important attribute of ACEP’
distinct organizational culture was that staff performed as part of 4 team, sharing information and
experience, each member taking responsibility for the whole

3 ACEP’s finanual and accounting procedures

The evaluation team found that ACEP’s Manual of Procedures was complete and thorough In

its opimon, ACEP’s excellent loan portfolio was proof of the etfectiveness of the organization’s
financial and accounting procedures

ACEP’s accounting and financial systems were regularly audited 1In 1993, USAID contracted
with the local Price Waterhouse affiliate for an audit of the financial statements submutted by
ACEP to USAID The firm stated that ACEP’s financial statements could not be audited because
1t did not have 4 double-entry accounting system  As a project, ACEP’s accounting system had
been set up, with USAID’s approval, primarily to track project expenditures and did not contorm
to the Senegalese accounting rules  After much discussion over the years, 1t was finally decided

that ACEP would nstitute 4 double-entry accounting system once it became an mdependent
financial institution  During FY 1993, ACEP maintamned both systems
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4 Factors contiibuting to the success of the project

Among tactors contributing to the success of the project, the evaluation team put first and
foremost the work done by NTF’s credit specialist  Other factors were

4 Total autonomy of ACEP Executive powers given the technical assistance team, with

no terference or micro management from USAID or GOS USAID’s shielding ACEP from
outside pohitical pressures

b Targeted group was selected from small scale and micro enterprises, not able to secure
loans from traditional mstitutions  More affluent borrowers famibiar with the banking system
were discarded to avord potential of such borrowets abusing the system Loan size was defined
50 as to permit lending based on chardcter and collateral, rather than on complicated teasibility
studies  ACEP’s presence 1n areas void of any credit institution  Frequent visits by ACEP
branch managers to their clients to insure proper use of loan funds and timely repayment

¢ Very low admmstrative overhead and modest "no frills" branch offices Profit
sharing policy for ACEP’s employees, and in particular for branch managers

5 The future after project completion
The Ministry of Finance had the responsibility of monitoring the activities of all credit unions,

and mtended to continue its supportive environment for the newly credated institution to expand
its activities and extend 1ts services n the agricultural sector

During the last two years of the project, several donors expressed nterest in supporting ACEP’s
activities beyond the PACD A large Canadian credit union had agreed to provide technical
dssistance for three years, with Canadian Government funding

PROJECT ACCOMPLISHMENTS

A PYO COMPONENT

The project was designed in 1983 as a pilot project, m part to test the hypothesis that PVOs and
NGOs could be an effective alternative to traditional government services to meet the needs ot
small farmers for goods and services

The origmal project targets of 25-30 PVOs enrolled 1n the project, delivering needed services
to 200 VOs, were revised 4s a result of the mid-term evaluation, and reduced respectively to 8
PVOs and 55-60 VOs '

By the completion ot the PVO component, all eight PYOYNGOs had recetved considerable
imstitutional support and tramming, and had acquired extensive expertence i working in rural
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community development projects  They had also gained extensive experience with rural credit
programs

The eight PVOs/NGOs worked with 57 VOs, and designed and managed some 114 wvillage
subprojects  Five continued to collaborate with the VOs they had mmitually worked with in the
project, and actively sought funding from non-project sources The other three PVOs/NGOs did
not continue to work with the VOs after their project funding ended

Ot the 57 VOs, at least three could be considered virtually self-sufficient at the end of the
project, and had the leadership, management and financial skills to undertake both income
generating and community development projects profitably.

Other VOs ackowledged that therr participation 1n the project had given them a sense ol
solidarity and an cxperience of working together on subprojects

The VEP was of high quality and was greatly appreciated by rural producers VO members
spoke with an unusual degree ot sophistication when discussing credit, loans, nterest, repayment
rates, business management practices, and the like  As measured by better credit repayment rates
and group cohesion among VOs that most 1ntensively used this traiming, the VEP contributed to
the groups’ sense of ownership, a key element of long term sustainability and self-reliance

As a pilot project, the PVO component demonstrated that PYOs/NGOs could deliver goods and
services to rural commumities  The project strengthened PVOs/NGOs so that they could work

ettectively 1n the rural areas, helpmg to f1ll gaps created 1n 1ural development by GOS’ policy
of decentralization

The project also apparently helped to change the atutude of GOS from one of suspicion and
doubt about the capability of nationdl and mternational NGOs to mdnage rural development

projects, to one of acceptance and willingness to work with USAID and other donors to assist
in therr development

B SMALL SCALE ENTERPRISE (SSE) COMPONENT

The project attained all 1ts objectives and exceeded all 1ts expected outputs

Institutionalization of the project through the creation of a credit umon was legally attamed  All
project assets were transterred to the credit umon  The private financial mstitution that assumed
all the profitable activities of ACEP commenced operations m 1994

Profitability of the project was demonstrated 19 97 muillion CFA net profits posted in 1991,
63 62 million CFA n 1992, and 56 36 million CFA by the end of August 1993  Appropriate
procedures, manudls, and credit management systems wete 1n place and were replicated 1n other
regions of Senegal
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By the end of August 1993, fowr months before the end of the SSE component, 3,793 enterpi 1ses
had recerved credit from the project, against an expected project output ot 1,750

At that date, 2,477 new jobs had been created under 2,209 evaluated loans against an expected
project total output ot 800 new jobs This represented 1 12 new jobs per loan, projecting this

factor on the total of 5,412 loans made by ACEP, 4 potentia] 6,061 new jobs were piobably
credted

An appropitiate model tor nstritutionalizing and replicating uiben based SSE lending activities
wds created  Senegal enacted interim legislation to allow such institutions to operate until

permanent legislation was enacted  Legislation was to be approved by the West Atrican Cential
Bank 1n 1994

LESSONS LEARNED

A PYO COMPONENT

[ he sheer complexity of the project design was 1 1tself a major flaw

I'he design was unredlistic 1 1ts anticipated implementation schedule, reducing project
eftectiveness and impact

PVOY/NGOS’ perceptions about the project and about USAID s procedures were an impediment
to therr recruitment, reducing the number and delaying the involvement, of those PVOs/NGOs
that eventually participated

1he ngidity of subproject criter1a and their application worked against the economic objectives
ot the project

Broader rural development objectives suffered when a narrow measure of success in credit
provision gained undue 1mportance

Implementation of the PVO component was rendered less effective by inadequate staffing
NPC’s excessive mvolvement was a burden to the smooth functtoning of the project

By not focusing some resources on PYO/NGO communications and coordination, the project
m1ssed opportunities to improve PVO/NGO effectiveness and to inciease long term VO
sustainability

T'he inadequacy of momitoring systems himited the MU’s ability to 1dentify  diagnose, and assist
PVOs/NGOs and VOs 1n solving nstitutional, management and technical problems

e T,

PR - s
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A stiong functiondl literacy and traming progiam cdan have considerdable fluence on VOS’ long
term sustamability

4

The project demonstrated that rural credit was badly needed to stimulate production, and that,
under the proper conditions, rural producer groups would dccept and repdy loans eagerly

B SMALL SCALE ENTERPRISE COMPONENT

Futuie project agreements should clearly define the fate of project assets at the end ot the
project, and retlect detatled procedures concerning the final disposition ot such dssets

At the outset of similai projects, where monitoring of profitability 1s important, USAID should
insure that the project establish an accounting system that complies with the laws and procedures
of the Host Country  This would insure that USAID will be able to secure 4 certified financial
statement at the end of the year Both USAID and the Contractor have to understand and
mterpret Host Country accounting systems to accomodate USAID requirements

Avoud starting the project without clear defimition of project objectives and type of mstitution to

replace the project at 1ts maturity A legal framework must be 1 place goverming the activities
of such an mstitution at the outset of the project
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PROJECT SUMMARY

AGRICULTURAL PRODUCTION SUPPORT 685-0269
Project Duration FY 87 - FY 92
Total Cost of Project $4 0 milhon
Source USAID/Senegal Program Overview, March 1990

USAID/Senegal Project Assistance Completion Report, June 1991

PROJECT DESCRIPTION

The project was designed to support the 1984 GOS imtiative under the New Agricultural Policy
1o expand the responstbihities of Senegal’s private sector It was to provide technical assistance,
4 nine million dollar credit fund, participant training and commodity procurement to facilitate
expansion of the privatization of key cereals production aputs (fertilizer, certified seed,
agricultural equipment, crop protection materials, etc ), and of ceredals marketing and
transformation

T'he project’s tour components wete

1 Prvatization ot input marketing and seed multiplication

This component would facilitate privatization, encourage expansion of production mput use, and
would support restructuring of the cereals seed sector It would support research by the
Senegalese Agricultural Research Institute (ISRA) to permit etfective selection and multiplication
of highly productive cereal varieties, to be released for private sector certified seed
multiphication  The project would also support improvement of 4 seed certification and qualhty
control program under the Minstry of Rural Development (MDR)

2 Revolving credit

Lhis component would provide nme mullion dollars to participating banks to cxtend credit to
output marketing and transformation enterprises and production mput supphers, distributors, and
marketing enterprises The project’s Banking Commuttee would monitor credit policy, and a US
tiductary bank would manage the fund  Under contract with USAID, a local CPA would
monttor the use and tmpact ot loans 1ssued to the private sector entrepreneurs by participating
banks

3 Agnicultural statistics ;

I his component would provide timely and accurate cereals production data and production input
usage data MDR’s Agricultural Statistics Service would gencrate and analyze datd to assess the
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impact of the project and the New Agricultural Policy

4 Media pfogram

This component would support the expanston of the privatization, credit, and statistics programs
It would mmplement appropriate educational and promotiondl campaigns to expand available
information for producers, consumers dnd traders to encourage their use of a4 complete
technological package of production mnputs

1

IMPLEMENTATION EXPERIENCE

1 Contiactor selection

During the first two and a halt years, project implementation suttered from a series ot delays
The Request for Proposals was 1ssued m late November 1987  The contractor selection process
by GOS was completed n June 1988 Negotiations between MDR and the selected contractor
Chemonics were completed in November 1988

Due to inflexible GOS contracting proceduies, MDR and Chemonics had to negotiate two
separate Host Country contracts, which were eventually signed m July 1989 and August 1989
respectively Chemonics and the Umversity of Arizond negotiated a subcontract for the
management of the participant training and provision of short-term techmcal assistance

USAID negotiated with Citibank a contract to manage the nine milhon dollar revolving credit
tund

2 Techmcdl gassistance

Delays 1n contractor selection and contract negotiations made 1t difficult for the contractor to fill
the five TA staff positions 1n a timely manner the Chief of Party arrived mn country in December
1988 under a pre-contract arrangement, and three other specialists arrived m April-May 1989,
too late to plan and implement actions 1n all four components for the 1989 growing season  One
of them departed post permanently in md-July for medical reasons Further delay ensued when
USAID decided to place on hold the two vacant positions

Fifty-eight months of short-term assistance had been planned At the time of the evaluation (3'%4

years from project approval, 1% years from the PACD), only a few months of this assistance
had been utihized

Similarly, only five out ot nine host country personnel had been sent for long-term fidaining
OVerseds
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3 Project design and implementation 1ssues

There were numerous contradictions and inconsistencies within the design documents, the Grant

Agieement, and the Host Country contract, particularly concerning the project godls, purpose
and targets

The resources provided 1n the project design were msufficient to accomplish the project s
multiple and vast objectives  This was clear 1n the case ot the seed activities, where two experts,
working with then counterparts, were to work on seed production, quahty control, and
certification 1ssues for five types of cereals nationwide

Similarly, the project design assigned an unreasonable number of tasks to the contractor’s Chiet
of Party

I he design of the project management and decision-making structure was complex and
cumbersome, mvolving the participation and approval of a multiplicity of autonomous Senegalese
public and private sector orgamizations and commuttees, severdl ditterent offices and layers of
management within USAID, the contractor’s team and the Senegalese project umt This diversity
of deuision-makers was a major cause for the numerous delays ¢xperienced 1n key areas of
project implementation

1he lines of authority between the principal organizations and individuals responsible for project
implementation were not clearly delineated in the project design, and were not clarified during
the mmplementation process  This resulted 1 continuous struggles and conflicts over both
technical and financial decision-making between the different actors involved, and created tenston
and mistrust within the project unit and the contractor’s team

Similarly, there was inadequate coordination and collaboration between the numerous otfices,
officials, and experts mnvolved

Although the project was being implemented through ¢ Host Country contract, USAID/Senegal
personnel at various levels were unusudlly mvolved n project implementation decisions, causing
frustration within the GOS project umit  This situatton was exdcerbated by unclear decision
centers m USAID/Senegal and conflicting guidance from various sources at USAID

At the time of the evaluation, 17 7 million dollars out of 20 million obligated remained
unutihized

4  Privatization of input marketing and seed multiplication

The design of the seed multiplication sub-component was based on mvalid assumptions, among
which

- Privatization and tmproved quality control 1n seed multiplication and seed certification
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would lead to a significantly mcreased use of improved cereal seed and 4 concomitant ncredse
in nationd] ceredl production However, at the time of the project design, the vast majority of
Senegal’s cereal producers were laigely subsistence farmers i rainfed areas, producing 90
percent of the country’s cereals These subsistence farmers preferred the traditional vanetes,
trequently lacked access to whatever improved seed might be available, and were often unable
to obtamn the funds to purchase such seeds

- Privatization of mput supply, particularly fertilizers, and mmproved data collection
concerning mput use, would lead to mcreased farmer access to these mputs and thus mcreased
input utihization ' However, even the pre-project design andlyses confirmed that most cereal
farmers n rainfed dreas had neither the findncidl resources to purchase these mputs nor an
interest mn using them, due to the ¢limatic and financial risks mvolved Due to the absence of
strong extension support throughout the cereal producing areas, most farmers lacked the technical
knowledge to use these mputs properly

Duning implementation, the input privatization activities were largely subsumed under the credit
component, ds the delivery of credit to mnput suppliers was the main mechanism to promote the
privatization of mnput distribution

The two US experts and their counterparts focused on one geographic region and on one p11mary
crop, with the subsequent expansion of regions and crops dependent on the pace of success of
their imtial efforts

Of the seven long-term BS and MS degree traiming positions planned for seed-related activities,
only two seed specialists were sent to pursue MS degrees  Planned short-term traming programs
were not executed

Under pressure from GOS counterparts, and m order to respond 10 the seed dnalysis needs of
Senegal, USAID ordered mappropriate and technologically too advanced laboratory equipment,
which was delivered betfore the arrival of the seed speciahists At the time of the evaluation, the
majority of the equipment remained unpacked and unused

Seed certification procedures were being conducted 1n spite of a lack of national seed legislation
to enforce quality control regulations

5 Revolving credit

There were inconsistencies and confusions 1n the various project documents concerning the target
beneficlanes ot the credit component

The design of this component was based on numerous assumptions which proved to be largely
mvalid  Two of the most notable of these assumptions were

- The commercial banks were nterested m and willing to lend to the target beneficiaries,



50

small and medium-scale enterprises (SMEs) engaged 1n cereals-1elated activities It was found
that the banks considered SMEs to be highly risky operations, and that such firms generally

lacked the necessary collateral and formal business skills to quality for commercial bank lending

- The banks would be willing to extend significant amounts ot further credit to the largest

mput distribution firms However, most of these firms had already borrowed up to the hmuts
acceptable to the banks

USAID and MDR agreed to use project credit funds to conduct a one-year, $300,000 test credit
program to finance a limited number of vegetable producers, and 1nput traders that serviced those
producers The test would assess the feasility of engaging commercial banks 1n lending to
groups 1n the agricultural sector which the banks believed were less risky It would also test the
soundness of a4 strategy to diversify target groups

No credit demands were ever made to the fiduciary bank by the eligible participating banks

T'he decision and mformation processes concerning requests dnd interest rates were not well
handled decisions took a long time to be reached, 1 several cases, banks were not clear what
the final decision was, or had to wait for s1x months to know the decision  The decision process

bypassed the dosster review system set up with Citibank, and involved USAID directly in project
decisions

Ay a result of the cumbersome decision process, both the project and USAID lost credibility with
the banks At the same time, the project credit line was 1n direct competition with other sources
of credit, offered at much softer terms

Marketing efforts to stimulate demand for the credit were concentrated largely on one segment
of the intended target beneficiaries, the largest input suppliers and therr distributors  Only
himuted efforts were directed at informing other target beneficiary groups, including SMEs
mnvolved 1n seed multiplication and cereals marketing and processing, of the availability of the
credit

Yet, there was a clear need and demand for credit for certain cereals-related activities and for
various other types of agricultural and agribusiness operations

6 Agncultural statistics

In the project design, the defimtion of the tasks to be undertaken by the statistical expert lacked
tocus The information objectives, priorities, and mechanisms tor dissemination of statistical
data to the private sector were vague These 1ssues were not clarified i the development of the
workplan '

The statistics component was never properly integrated into the project, and hinkages were not
identified between the planned statistical activities and the project goal and purpose
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No substantial techmical assistance wds ever provided due to delays m personnel selection and
the conflict within the project umit, which led to the departure of the statistical expert

The sampling methodology beimng used at the time of the evaluation for producing national
agriculturdl data was maccurate  Due to the lack of resources, and the absence of a national
level statistics policy to guide survey design, the sampling design technique used village
population as & proxy for agricultural activity

GOS’ priorities had changed from the time the project was designed to the time 1t was
implemented  The priorities of the Statistics Division of MDR had evolved, and 1t was unclear
if the umt would address the precise data and analysis needs of the privatization efforts

7 Medig program

The project design objectives and targets were vague and excessively broad They were but 4
shoppng list of possibilities without direction or strategy  The lack of coordmation of the media
campaign, and of quantitative or qualitative guidehnes, resulted m the loss of a coherent message
on GOS’ NAP privatization program and on the project

The TA funds allocated to complete baseling communications strategy and design surveys were
not utithzed

"To save time", USAID bypassed full and open competition and contiacted with Sene
Communications, a local firm  The fitm was an mdependent, sole proprietorship, which had
neither the statf, the protessional marketing background, agricultural expertise/field experience,
nor the resources, to perform the contracted tasks Its performance n past USAID projects had
not been evdaludted The contracting process caused contention and suspicion on the part ot GOS
counterpdrts

The USAID contract with Sene Communications established no quality control method to assess
the quality of materials produced

It was mmpossible tor the evaluation team to verify the exact number of audio recordings
presented due to the lack of coherent, 1dentifiable, project design target numbers and the
confuston concerning the materials actually produced It appeared that, out of the 93
programmed radio broadcasts contracted for, 52 were produced No transcripts, no timetable
or wformation about therr transmission weie available

A video was produced, but no copies were available
Nine percent (500 out of 5,500) of the manuals were produced These manuals were 1ntended

for 1lliterate farmers  Given the modern, generic, graphic symbols utilized, it was doubtful that
the visual messages could be understood by the target audience
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The posters produced had discordant graphics and text Colors and graphic appeal were

mappropriate  Concepts and symbols were not clear The information wds too general and
vague

8 Conclusions
a The project goals were overly ambitious and unrealistic

b Theinvalid design assumptions resulted largely from msufficient pre-design and design
analysts, which resulted from an effort to accelerate the design and approval process

¢ Despite the inadequacy of the pre-design analysis, theie still were significant and
relevant findings which were contradicted or 1gnored 1n the PP and subsequent project
documentation

d The design rationale of attempting to integrate the project’s diverse and multiple
objectives, and 1ts vatious discrete components, 1nto 4 single project could not be sutficiently

justified conceptually, and wds 4 major cause of the subseguent management problems which
developed

¢ The linkages between the design and the specific objectives of the project’s individual
components, and the attaimnment ot the project’s fundamental goal of increastng national cereal
production, were not sufficiently justified

f The design rationale of targeting the assistance to a single commodity group was
mappropriate for several of the project activities, especially data collection and credit delivery
The commodity focus did not match the structure of GOS data collection activities  The cereals
focus n credit delivery was unnecessarily cumbersome to administer, and 1t was 1mpossible to
assure that the credit end-users would restrict the use of any items financed to cereals only

g The project designers and project implementors gave nsufficient attention to
supporting GOS8’ efforts to develop and implement a coherent, concrete strategy for agricultural
and agroindustrial privatization

h  The credit delivery mechanism was an 1nappropriate vehicle for extending credit to
most of the mtended target beneficiaries, particularly small- and medium-scale agtibusiness firms
and seed multiplication operations

1 Because of the high risk mvolved, any credit delivery mechanism designed to lend to
agribusiness firms, especially SMEs, requires an mterest spread considerably higher than the 5-7
percent envisioned 1n the project design '

} The credit needs which exist in the cereals-related agricultural and agribusiness
subsectors cannot be met through existing supplier credit systems

P
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k The mtensification of cereal production in Senegal’s rainfed areas depends not on the
privatization of seed multiphication and input supply, but on several other essential tactors which
were lacking in the project 1mproved cereal seed vaneties showing mcreased production potential
without the use of other costly mputs, delivery systems which can distribute these varieties to
1solated rainfed areas, effective extension and demonstration support, access to efficient
processing technologies, access to financing to purchase adequate equipment

1 Given the mcreasing misgivings within USAID/Senegal about the viability of the
project and the effectiveness of project management, USAID should have called for an evaluation

of the project at a much earher date

Upon review of the evaluation report, USAID decided to termunate the project

PROJECT ACCOMPLISHMENTS

Farmers taught the proper cultural practices, based on the use of therr own labor  Increased
participation ot private seed producers Certified seeds produced

The 1989 media campaign accomphished the following 52 radio broddcasts of 30 minutes
dutation i six nattonal languages, 36 village and Chamber of Commerce meetings attended by
1,214 tarmers and 350 traders, 500 copies each of two ditferent posters produced, 500 technical
manudls and 1,500 brochures printed, one 20 minute 16mm film produced

LESSONS LEARNED

Pressure to accelerate project design and approval processes, without thoroughly researching and
verifying the critical underlying assumptions of proposed projects, should be resisted

I'he linkages between project goals and objectives and the activities designed to achieve them
need vertfication during the design stage  Any mechanisms necessary to achieve these linkages
need to be specified at the design stage

During project design, clear lines of authority and responsibility must be established between any
participating institutions and individuals  Project implementation should not be entirely
dependent on the anticipated collaboration of numerous diferent orgamizations and individuals

The formulation of effective privatization policy and projects depends on 4 thorough
understanding of the operations, constraints, preferences, 4and needs of the private sector

organizations which aie expected to dassume the roles formeily performed by public secton
Orgdniz4ations

Privatization per se 15 not 4 pandcea for public sector problems Other conditions and/or factors
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dre necessary tor the success ot privatization eftorts, such as the availability ot a quality product,
an effective demand for this product, an infrastructure and a delivery system to permit the
distribution ot the product, access to financial resources and technical support, etc

If private sector firms are to actively collaborate 1in USAID projects, they must be provided
dttractive mcentives for their participation, clear but not overly restrictive guidelines, and timely
feedback Reporting requirements and meetings should be mmmimized

Assistance targeted at 4 narrowly defined goal 15 likely to be an nefticient mechdnism to achieve
that goal 1f the assisted individuals or mstitutions perform a variety of tasks not directly related
to the specific goal Such targeting may 1mpose artificial and counterproductive constraints on
the recipients’ activities  The assistance may be used for unintended purposes

The host country contracting mechamsm 15 more cumbersome to administer than alternative

mechanisms, and ts particularly mappropniate for complex projects involving numerous host
country government nstitutions
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PROJECT SUMMARY

1

IRRIGATION AND WATER MANAGEMENT I 685-0280

Project Duration FY 85 - FY 91
Total Cost of Project $6 0 million

Source USAID/Senegal Program Overview, July 1988 and March 1990

Midterm Evadluation Report, The Pragma Corp , July 1990
USAID/Senegal Project Assistance Completion Report, December 1991

PROJECT DESCRIPTION

This wds a follow-on project to the Bakel Small Irrigated Pertmeters Project, BSIP (685-0208),
which provided technical dassistance and commodities, and funded 1,250 hectares of rnigated
perimeters 1n 23 villages (see Project Summary for that project)

The purpose of the project was to improve and expand village-level wmgated farming n the
Bakel area, and to encourage private sector participation that could be replicated throughout the
Senegdl River Basin  The target groups weie small faim households and entiepreneurs who
provided rural services and agricultural mnputs

The project, along with other donor programs, supported the overall GOS New Agricultural
Policy (NAP) of 1984, which reduced the role of the parastatal Société d’ Améndagement et
d’Exploitation des Tenies du Delta et des Vallées du Fleuve Sénégal et de 1a Falémé (SAED) 1n
the construction and operation of irnigated perimeters SAED was to retamn 1ts functions 1n
planming, monitoring and extension, but under this project, it was to begin transterring its
responsibilities over to farmer groups, and contracting out to private sector enterprises 1o
promote the accelerated development of village-scale urigated perimeters, the project would work
with farmer groups to design and construct 4 prototype medium-scale perimeter which could be
brought into tull operation by private and commercial mvestment'

The project would strengthen SAED’s capacity to carry out technology evaluation and planning,
and would provide tramning to {armers 1n the operation and maintenance ot wrrigated perimeters
The village perimeter had a proven track record and could be rapidly expanded with a4 modest
mvestment It was necessdry, however, to develop medium-scale, viable urigation models which

' The USAID/Senegal Program Overviews of July 1988 and March 1990 contain errors n
the project description the former stated that the project would provide training to farmers
the design and construction of wrrigation penimeters, the latter stated that the project would
provide tramng to farmers 1n the planning of small wrigation perimeters
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had the potential to attract private mvestment for the development of {arming systems along the
Senegal River

The project would provide assistance to resolve key questions of system design, land tenure and
appropriate mechanization for medium-scale wrrigated perimeters

IMPLEMENTATION EXPERIENCE

The recommendations made by the 1982 and 1985 evaluations of the BSIP Project encouraged
USAID to proceed with its plans for an mnnovdtive approach to irrigated farming in the Bakel
area These evaluations had concluded that the potential for private sector support to profitable
irrigated farmmng m Bakel was encouraging They emphasized that Bakel was suitable for
continued 1rrigation development

1 Project design and implementation 1ssues

An independent design specialist was contracted to finalize the Project Paper (PP) Neither an
economist nor 4n 1rrigation engineer were involved 1n the design phdse, and the Mission did not
require from the design specialist that he verify available data Most of the data that he used
concerning production 1ates, water costs, and the potential tor private sector interventions came
from reports 1ssued under the BSIP project

The project was implemented 1n two phases (4) an mterim 1mplementation phase from January
1986 to February 1988, with technical assistance provided by persondl services contractors
previously working under the BSIP Project, and (b) a follow-on phase from Madrch 1988 to
September 1990, with a five-person TA team and short-term consultants provided by Harza
Engineermng under a Host Country contract with SAED

It took more than two years to sign the long-term TA contract (RFP 1ssued 1n Janvary 1986,
contract signed 1n April 1988) The delay was due to ditticulties 1n attracting qualified
technrcians to the very 1emote and uninviting Bakel region, scarcity of competent French
speaking irrigation specialists, unacceptable financial proposals, protracted negotiations between
SAED and Harza, and difficulties 1n mcorporating GOS and USAID legal requirements 1 the
Host Country contract

I he Chuef of Party (COP)/Design Engineer and 4 Jocal-hire Irrigation Operations Engineer were
dismissed withm s1x months of starting work The COP was replaced immediately, the
replacement engineer (4 recent University graduate) arrived six months later  During ther
1espective assignments, neither one was dactive 1n field operations, spending most of their ttme
in the otfice  As a result, field operations, wrrigation systems maintenansce and technology
transters were given low priority The Agronomist was successful mn revitalizing the SAED
demonstration farm  The other two TA members (Rural Development Specialist and
Admnstiator) hardly provided any sigmificant tramning to SAED staff or to the farmers The
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TA team spent an mordinate amount ot time on contract administiation, yet, most of the
administrative work was poorly done and/or madequate

The short-term consultants were, for the most part, more successtul They produced a soci0-
economic monitoring system and a series of studies and reports These studies provided
substantial data on irrigation water-related diseases, cooperative operations, credit, marketing,
agricultural production practices 1n the project area, potential for local private sector mvolvement
in irngated agriculture, commercial profitability of wrigated agricultural systems

The findings trom these studies were very valuable tor the 1990 project evaluation, and helped
USAID reach the decision to terminate the project, especially Phase 1 of the feasibility study ot
medium-scale 1rrigation perimeters, which concluded that medium-scale rigation systems were
not commercially profitable under the economic and climatic conditions prevailing m the study
aled

SAED’s management capability proved also to be meffective  Bakel 1s the most remote area
where SAED operates Owing to 1ts lack of amenities, severe chmatic conditions and 1solation,
1t was considered a4 hardship post  SAED’s Bakel Delegation wds a low prionity branch, staffed
with junior and mid-level, poorly motivated, personnel (only after repeated USAID requests was
a competent Delegation Engineer dassigned to Bakel in late 1989)

As 4 1esult, the project-funded construction program was not etfectively managed, either
admimstratively or technically SAED was unable to develop 4 stiategy to encourage private
sector participation 1n nrigated perimeter design and construction, and 1n the provision of
agricultural services SAED poorly managed the Harza contract, and its persistent financial
problems seriously constrained SAED operations in the Bakel area

2 Project evaluation

The 1990 mid-term evaluation report confirmed that Bakel was a bad choice for proving
rephcability of the village irngated perimeters (PIVs) Weather 15 inclement and ramfall
1elatively heavy in the Faléme zone Pumping costs aie high because the slope ot the
embankments 1n the upstream region 15 steep, mcreasing the hydraulic head difterential The
scarcity of clay soils and flood recession land militates against rice cultivation (very little 1ice
1s grown there) Bakel’s distant location from market centers and 1ts general marginality are also
negative factors

The evaluation team found that PP assumptions were extrapolations based on unsupported data
Ciop yields for the PIVs were estimated to reach world records and costs ot wrigation were

grossly underestimdated These erroneous assumptions led to financial and economc rates of
return expected to exceed 15 percent

The financial rate of return calculated for PIVs under various crop mixes proved negative Thus,
the PIVs were not replicable (the evaluation report commented that not a single PIV constructed
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in the Bakei darea since 1977 had been financially successtul)

An ncieasc tn crop intensity/hectare did not oceur The PP underestimated the tarmers’ main
goal of achieving subsistence production, with only a secondary interest in comnercial
production from a tew groups There was mimimal multiplier eftect on employment, and no
evidence of a reversal n the long-term outmigration trend characteristic ot the Bakel population,
one of the primary goals of the oniginal project

Although the PIVs were neither viable no1 replicable for the crop mixes that were tized, onion
was found to be a promising crop  Crop diversification mostly pertained to dry-season, irrgated
vegetables and frutts Lack of marketing outlet remained a4 constiaint and disincentive to
irrigated crop 1ntensification

PIV designs were generdlly acceptable, but construction for the most part wds unsatisfactory, due
to poor supervision by SAED statt and poor selection of sites  Because ol poor construction,
over 500 hectares had been abandoned by farmers, and the remaining were farmed at a very low
cropping intensity

SAED’s disengagement trom all services except tor extension and traintng created a void

Attempts to fill 1t thiough privatization were delayed 1n the absence of an adequdte reorientation
of farmer groups

There was neffective communication between SAED, Harza and USAID  Lack of a4 clear line
of authority caused unsatisfactory working relationstups between SAED/Bakel and the TA team

The TA team failed to accomplish a significant number of required outputs  Harza's integration
with SAED was poot and resulted in duplication and divergence of activities unsatisfactory to
both parties

In Bakel, the capacity of, and demand for, private sector supply of agricultural services were
lacking

SAED’s approval for farmer gioups to quality for credit was not based on mvestment viability,
but 1ather on payment of debt to SAED  Nonpayment could be traced to unprotitable irrigated
crop production, which was due 1n part to poor PIV construction by SAED

[ he historic notion of PIVs geared towards subsistence production and equitable distribution of
benefits was mn conflict with the project’s emphasis on profitability and economic viability

The observation tour orgamzed in October 1989 for mine Bakel farmers and village leaders to
irrigation schemes along the Niger River in Niger was appropridte to the, PIV expertence

Bovine traction appeared to have potential 1n the region  There was o well-developed market n
which these amimals could be purchased and sold  Yet, only a tew animals had been trained at
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the tume of the evaluation

Based on the reconimendations ot the May-June 1990 evaluation, USAID and GOS decided to
termundte the project, effective March 31, 1991

PROJECT ACCOMPLISHMENTS

From 1986 to 1988 the project funded, under a Fixed Amount Reimbursement (FAR)
darrangement, the construction of 239 hectares of new rrigation perimeters (800 hectares were
planned) and the 1ehabilitation ot 50 hectares (400 hectares wete planned) SAED, with 1ts own
tunds, constructed over 500 hectares of new systems between 1986 and 1990

The project also tunded the procurement and installation of 18 pumps

A 14-hectare demonstration tarm, which had ceased its activities 1n 1986-1987 due to SAED’s
lack of funds, was 1eactivated by the TA team, which designed and put in place an excellent
demonstration program

A soc10-economic monitoting system was put in place in Bakel It produced a baseline survey
of 50 faim families, an analytical model for urigated agriculture and an analysis of socio-
economic data for the 1989-90 rainy season Based on this system, SAED began 4 data bank

A series of studies were completed, which provided substantial data on nrigation water-1elated
diseases cooperative operations, credit, marketing, agricultural production practices 1 the
project areq, potential tor local private sector involvement n irnigated agricultuie, commercial
profitabihity of wiigated agricultuial systems

In-country trammng (a) visits of the demonstration farm trials were orgamzed for 16 farmers and
37 faimer group leaders, (b) triaining was provided to 9 farmers i pump operation, to 30 watel
controllers m water mandagement techmques, to 30 village technicians 1 production management
practices, to 27 bookkeepers mn procurement and stock control, and to 27 oxen handlers and 27
pairs of oxen mn bovine traction

An observation tour was orgamzed by USAID 1n January-February 1991 tor eight Bakel farmers
to vistt surtable irrigation systems ut Niger

The project funded the construction of an eight-room office building at the SAED Bakel Base,
and the renovation of six houses tor the TA team

LESSONS LEARNED

Large-scale implementation should be preceded by palot projects to verity whether expectations
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are justified  In this project, the benefit of hindsight was not needed to dispute unrealistic goals -
pilot testing would have sufficed

Paddy necds three times more water than most crops to produce 4 good yield Pumping water

15 always expensive and not usually recommended for rice productton  Similar future projects
should be discouraged

Good communication among all parties 1n a project 1s essential  Lack of communication between
USAID, SAED and the TA team was 1n large part responsible for the disstpation of funds
without any tangible results

A dear hine ot authority and 1esponsibilities should be specified 1n all contracts  Adequate
delineation ot responsibilitics between the TA team and 1ts counterpart team was not forthcoming

in this project, leading to a conflict over authority between SAED’s representative and the TA
team ledder

It 15 extremely difficult to mobilize an effective TA team to work 1n remote project sites A
thorough analysis of potential constraints should be done prior to mitiating development progiams
in such dreds

The expertise, gqualhifications and experience of expatriates should be carefully evaluated for
1elevance to the woik that needs to be done, both mnitially and then periodically during therr
term

Lhe Host Country implementing agency’s contracting capabilities need to be assessed during
project design  This will help determine the best contracting mode eatly on and prevent
unnecessdry delays m project implementation

During the design phase of a project, USAID should thoroughly mvestigate the priorities of the
Host Country and 1ty capability to implement the planned activity
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