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PROJECT EVALUATION - No.698-8401

SUMMARY - PART II.

13. SUMMARY - The Evaluation Report (McDermott, 10/83;
attachment A) and opinions expressed by field personnel from
USAID missions and farming systems research(FSR) professionals
were highly supportive of the project. McDermott reported that
"it was a wise decision to make the grant in the first place,
and there is considerably more evidence to justify [its?
extension ..." Training, networking, and institutionalization
of on-farm research are needed and this project is doing

these. In-country training has been meeting its objectives,
though in some cases was delayed by program and policy changes
within African -governments. Future training activities are
increasing in number and scope. Networking has resulted in
collaboration between CIMMYT, the University of Florida Farming
Systems Support Project (FSSP), and U.S. universities.
REDSO/ESA and CIMMYT should continue to develop a networking
strategy that includes administrators and FSR scientists.
CIMMYT should continue its Newsletter, expand its circulation
to scientists peripherally related to FSR projects, and
increase the level of field reporting.

Assistance with on-farm research has occurred as practical
problem-solving exercises within the training curriculum.

The scheduled submission of project quarterly financial and
semi-annual progress reports had been a problem. These are now
being submitted on time to REDSO/ESA and the RFMC/Nairobi.
REDSO/ESA should continue to forward these reports to AFR/RA as
scheduled in the project to ensure proper management.

Due to a slow start-up, funds obligated are sufficient to carry
this project forward through December 1984, i.e., seven months
beyond the original May 31, 1984 PACD. REDSO/ESA needs to
execute a no-cost life-of-project extension in May 1984.

14. EVALUATION METHODOLOGY - A midterm evaluation was
completed in October 1983. This evaluation was conducted by
Dr. J. K. McDermott of the University of Florida, and was based
on interviews with host country officials, USAID and REDSO/ESA
officers, and U. S. contractors. Kenya, Swaziland, Lesotho,
Zimbabwe and Malawi were visited during the course of the
evaluation. CIMMYT participated in the evaluation, providing
two persons; REDSO/ESA assisted with one. See 83 STATE 279487
(attachment B) for the detailed scope of work.

15. EXTERNAL FACTORS = During the period covered by the
evaluation, Zambia and Malawi reorganized their research
systems. This reorganization has contributed to the
accomplishment of the project goal, since FSR now receives
greater emphasis in agricultural research. There were
apparently no other external factors impacting the project, and

assumptions continue to be valid.




17. OUTPUT - In-country training was behind schedule, but the
delay was not significant, and was not the fault of CIMMYT.

The Ministry of Agriculture for Malawi was unable to finish its
reorganization in time to utilize CIMMYT training, but this is
being remedied.

18. PURPOSE - The project purpose is to assist CIMMYT in the
implementation of a project to strengthen farming systems
research in Eastern and Southern Africa. The project is
expected to provide networking between cooperating national
programs, training, assistance with on-farm research in nine
countries, and begin to institutionalize the FSR process.

Significant achievements in training and networking have been
made even though the project has several months to completion.
EOPS conditions remain valid.

19. GOAL/SUBGOAL - The goal is to strengthen national
agricultural research in Eastern and Southern Africa; to make
research more responsive to the needs of African smallholders
through farming systems research methodology. Malawi and
Zambia research programs have benefited from early
contributions from the project (page 4, no. 5, of attachment A).

20. BENEFICIARIES - Direct beneficiaries of this project are
the various country participants in the training workshops and
administrators seminars. Indirect beneficiaries will be
smallholders who receive improved technology in a form useable
by them, thus increasing farm productivity. Full
implementation of this project did not begin until January
1983. Therefore, the main beneficiaries to dace have been
trainees who have a better understanding of the on-farm
perspective to agricultural research.

21. UNPLANNED EFFECTS - An unplanned and positive effect has
been the reorganization of Malawian and Zambian agricultural
research systems to include on-farm research in support of
commodity research at experiment stations. The documentation
for this is difficult to obtain, but this appears to be a
project cause and country effect relationship.

Demand for training exceeds CIMMYT staff capacity.

22. LESSONS LEARNED - It is too early to draw conclusions on
the CIMMYT strategy. However, the training of participants
under actual field conditions by experienced FSR trainers has
resulted in more knowledgeable FSR scientists, who are
cooperating in a regional network.

23. SPECIAL COMMENTS OR REMARKS - None.

Attachments: (A) "CIMMYT East Africa Economics Grant Project:

Evaluation Report'", J.K. McDermott, October 1983;
(B) 83 STATE 279487.

drafted:RMorton&CWiggin:4/25/84;1758Q
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EXECUTIVE SUMMARY
EVALUATION REFORT
‘.CIMMYT EAST AFRICA ECONOMICS

GRANT PROJECT 698-0444

October 1983

A)  INTRODUCTION:

1. This evalua'ion is beihg'conducted after a scarce 10 months
of Dperatidn. Grant was authorized in mid 19832 and personnel wére nn.
board in January of 1983, a normal staffing interwval.

2. The grant was made on the basis of a CIMMYT program in East

africa dat1ng from 1976, ThP CIMHYT system has been in evolution

LTS

since the early 19/0 s and the East Afrlca proqr m has benef1tfpa from”
and contributed to the CIMMYT worldwide experience. Some outputs of
the AID grant projeét have stemmed from the decade of experience
worldwide, but it is virtually impossible tec make attribution.
Fortumately, it ié not nécessary.

3. This evaluation has ben based larqely on judgemepts of Host
Country officials, USAID officers and U.S5. university contractors, and -
on information they supplied. In addition, some documents have also
been studied. Four countries were visitéd specifically for this
review; Swaziland, lLesotho, Zimbabwe, and Malawi. 1In addition, én
evaluéiion of the Zambia hilateral project provided input. |

While one person is responsible for the report, Bob Armstrong of
CREDSO participated in every interview and was extremel v hélbful both
in generating insights and judgements and in reactiﬁg to tentative
conclusions and recommendations. As provided in the grant agreement,

CIMMYT participated in the evaluation in the persons of Allan Low and
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Donald Winkmann, who divided the country visitations. Michael
Collinson and P. Anandajavasekeram spent a day in Nairobi reporting
and explaining the year’s work.
CEO FROJECT DESCRIFTION:

The project has four components:

1. Perhéps most visable and resource consuming is the
comprehensive in—country training which covers the caomplete FSR
process 1n a series of training Séssions over a 13 month period. The.
grant called for two of these a year. 7This training is a mixture of
classroam work and practice, the practice being participation in a
ra22al live onqoing program.

One program is well more than half finished in Zambia and
cne has be&en initiated in Mlal awi. Tanzénia, Fenvya, ahd Sudan, arsa
viable candidates +or the in—country training.

2. lhe second component is direct assistance which i, to a

large extent, training; but is not in the comprehensive format. A

series of exploratory meetings in most of the nine countries and

ansultations on special problems, including research organization,

re other direct assistance activities.

w

3. The third component is net working which has four
activities:

a) fdministrator seminar, planned to be recurring once a

vaeat. CIMMYT is contemplating holding one every 15-18 months, bhecause
of the number of meetings the directors attend. Une bhas been held.

) Technical workshops planned for two a2 year (or Lwo

per administrator seminar). They are on discrete topics. These are
on suhstantive problems and bring FSR experts together with

conventional researchers. One on animal traction has been held.
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c) The third activity is jgler-country visits. CIMMYT

w—

finances travel, but initiative must come from recipients.

d) The Newsletter is the fourth activity. It ie

published quarterly.

4. The fourth component is institutionalization. Grant
agreement expressed the expectation that little in this area would be
accomplished in two vears.

5. 1t ie not a component in the grant, but the rggiognal

training workshop is highly relevant to the grant. This is a two

session braining program for individuals fraom countries who are not
praepgared +or comorehensive in—countiry training. At one time this was
beeld in faterobi. The (1993 courses were hald at the University of
LMD anens, this= 15 hiahly relevant to @I s needs, and use of qrant
runds ftor this course can @#asily be justified i+ other CYMMIT funding
1s not adenuate.
) EVALUATION

1. This has been an exceptionally useful project. It takes
advantaoe of the considerable capital that CIMMYT has generated in
East Africa. Ite design attends to both short-run needs (chrough
trainingy and long-run nesds through net worliinag. It was a wise
decision to make the grant in the firset place. and there igs
considerably more evidence Lo justity extension of the progi-am.

.

2 In—countiry training could be judged to be behind schedule,

but in my judgement, such delay is nobt siagnificant. In—country

——

Lratning depends on countries qgetlting their situabtinn preparad for

3 | P

this traitning. Mot all variables are uander CIMAYT control. The Malawi
procgeram could have been underway by CIMAYT criteria, but balowi had to

get ilts own situwation in arder.



Fage 4

3. Net working is highly appreciated, especially by the smaller
countries who must depend on external sources for much of their
technolagy input. One Mission Director volunteered the judgement that
the value of net working alone justified the cost ot the project.

4. Relationship between CIMMYT and the U.S. university contract
teams have been extraardinary. In Swaziland, the Fennsylvania State

University team feels that having access to CIMMYT's system and

1]

suparience 1n East Africa saved up to a year's tim= and helped the

H

team to coalesce. Adaptations have been mads: to the CIMMYT model, but
the systemmatic start has been qgreatly apprecirated. Both Zambia and
Mal awl have re-organized thetltr reszarch system. Hoit:h rely on a U.S.
tntvearsity ta help 1mplensnt the re-organization. In both cases, the
rapnort hetween the F5R 1eader ot the coﬁtractmr ang CIMIYT has been
excellant.

S _CIMMYT has made substantial contribution to the

B e e e e N e

re—arganization of the Zambia and Malawi research systems. FSR is to
play a signiticent role in the new organization. The declision to give

For thts role, and the counsel on how to integrate 1t 1to the systen,

R

resulted +rom CUHIMYT s reputation and credibility. The o ID agrant makes
possible the comprehensive training essential to adequate perfoarm:snce
aof the new organization. We do not know the extent to which CIMMYT's
ability to provide training enteretd into seither of the drcisione. [t
ig cléar that the ability to provide the training i1mproves chances for
BUCCESS.

b, CIMMYT s contribution in institutienalism in khe fireb vear
hag been substantral, even thouah none was anticiparved.  The Zambia
and Malawi re-organizations are clasgical CHINVT. The evidence 15 not

ag powizrful, but the administrators semivar ie aleo helpful. KNo one
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we talked to gave CIMMYT credit for calling attention to the fact that
research was not quite relevant +or the smallscale farmer. This they
recognized. They do give CIMMYT credit for helping them see what to
do about it. The Sawziland director would not allow Fenn State
University to do on—farm research until aflter the administrators
serminar.  We did not establish cause and eftect, but the ;hronoloqx
sugaests such a relation.

/. CIMMYT was criticized for the neglect of livestoeﬁ, its own
lach of agronomists in the proaram and for not integrating extension
adequatﬁly. These have different dimensions.

agronomy input, parhaps not adequalte, is net lazkinng.,  There is

-ibution is

agrenomic talent locally, and CIMMYT s great cont
) _— ]

—

ETonomics. In Zambia Lra‘ning agronomists Feam UMY L /Tl 1o0 wera
S —————————

avallable as thev were in the University of Zimbzbwe regironal course.

CIMMYT gives relatively more emphasis on Dgtfarm,t@ﬁﬁﬁrch,

[

Still, ac

1ts need for agronomiste becomes more evident. Fartly this is because
ct the substantive ne2d, but it is also nesded to help national
svstems agronomists to adjust to FSR.

CIMMYT does not ne=glect livestock to the deagree that not having a
livestock person may indicate. The CIMMYT system can turn up
livestock problesm. One of the mnost serious livestook problems s
fodder and grass +ed, both of which are addressed by the CYRRLT
appro%ch. Finally, there was some tendency to look o FSRE to solve
problems associated with laroe scale communal grazinog.  Thit problem

lies outeide the farming sysbem being addressed by CHOYT.

8. CIMMYT is fully adare of the peoed boe-ddiol @ btoencinn and
- e

reaci-ach The system makos a point to keep extencion +ully informed

. 1
and to invalve extonsion. Howaver, the svatom does not odagquately
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integrate extension personnel. It is my judgement that the potential

for extension participatfon is considerably qgreater and that extension
needs to.define its own interest in the process. This problem needs
serious attention, and in the course of CIMMYT program evolution it
will likely be atteﬁded. ESSE is also interested and can collaborate.
9. 'he University of Zimbabwe and Edqértmn College are putting
FSR into their farm management acad@mic PEoarams, NDiscussions during
this avaluatian indicated the fezasihility of putting FSR into
zutension couwrses which are oftfered by many Universities.
I, RECOMMEMDATTONS:

1. Continue bthe arant.

a———

The: baszts fur the decision on ths current G2 has bean
proved correct. There s now more justification +or exbtending the
arant than thare was for making it in the first place.

2 Continue the project under current adminstrative

e
—

—arrangenents. AID-CIMMYT relationships seem to be almost ideal as
cwrantly arranagsd. Muach more infarmation ie’availwhlo now than was
availahle early in the grant when the alternatbtivs ot placing the grant
uvnder the FS5F was considerad. It now searns clear that almost nothing
wanld be gainead by such action. Thete is a real riek that much could
be lost through a conplication of adminstration,

t-\ "

Frovide funding for expansion to enable CIFMY T Lo pul at
— T eeaag,

least one agronmmicet in Lhe program.  Thers2 s justification for eaven
more expancslon but zome strabaguzing needs to be done on the manner in

which i1t is implemsnted.

4. Make o_gomittment to CIMHYT to provide a five-vaasr planning

’

horizon so that CIMMYD dteel £ has sone security of expectation and

can, in turn, give its clients or cooperaetors come secwrity.
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) S. Work on integrating extension into the FSR concept. REDSO

has a call on FS3S5F, which is also interested in this task. Missions
need to make modest investments of the right nature in extension.

Currently, donors are either ignoring extencsion or are making the

m—

wrong investment. Extension needs a small staff, well trained and

- —————

warking closely with research to provide technological support and
leaderehip to field agents. FSR offers an excellent opportunity for
ertension and ressarch to strengthen these relations.

H. REDSO and CIMMYT develop a networking strategy that (a)

tnvolves adminstrators in a seminar meeting vearly and (b) explotits
Che commanality oFf interesst in the reglon.

7 CIMAY T arid FSSF hold a jeoint seminar involving all FER

Fom

e sonnsl.

. CIMMdYT review 1ts Meuwslettsr and quarterly reports for the
——— N o

purpose of =stabilicshing an improvad record of FSH Iin East Africa as

well as imoroving the current state of infarmation.
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I. INTRODUCTION

This evaluation is being done very early in the project history.
The grant was awarded in mid-198%, and personnel provided by the grant
were on board in early 1983, That represents a rather normal start up
time. The cropping season in much of the region starts in the last
quarter of the vear, and tarming system activity has some relation to
crop cyoles even if one-step reroved as is CIMMYT. ALl of this means
that there simply are inadequate data for detfinitive evaluation.

Frincipal caowrces of information have been USAID afficers,
exMpatriate teams, host government officiale, and CIMMYT personnel.
means of collecting informeation has heen the interview. Chances to
abserve work and results have besn zeverely limited. Four Cquntries

RNave been visited specitically +or the svaluation-—Swaziland, Lesotho,

Malawl and Zimbabwe. A recent evaluation of a bhilateral project in
Zambia also provided inforination., Finally, grantes reports and
documents have provided inputs for this report.

This report has a single author. Given the newness aof the
project and the subseguent scarcity of data, it has been necessary to
draw infarences and anticipate results. Tihis carrizs its own rists.

I Rzve attempted to pressnt avidence and expladn rationale at least
for <ome of these intercnces in an attempt to facilitate evaluation of
the evaluation. Howsver, ouch remains judoamsntal . I+ there are
Serimds challenqss fromn reliable sowrces, they need to be given
caraful considaration.

While T am responsible for the report | acknowladao eith
aratiitude btihe assistance of Michas! Collinscn ancd F.oo fnandag ayasekeram
af CitFYT/Natrabi.  Alesn special thanks are due Robert aronsterong of

AID/REOSO/Maireobi who accompanied me on &ll four country visits and to
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Allan Low CIMMYT/Mbabane and Donald Winkelmann, CIMMYT/Mexico, who
divided up country visitation. Not only were they the most pleasant
of travel companions they were stimulating participants in a
travelling seminar.

Gratitude must also be expressed to aovernment officials, USAID
officers, contractor personnel, and others who supplied much of the
information and insight contained in this report. Their names are
listed in the country reports,

Finally my agratitude is also asxpressed to the Farming Systems
Support Froject, Universilty of Florida, and to others who provided the
aarortunity for such an exvcellent opportunity o stuady research and

Prtension activities in this reaginn of SFrica.
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IT. FROJEZT DESCRIFTION

The praoject has fouw components: training, direct assistance,
networking., and institufionalization.

A. Training is handled under two activities.

In—country training is a cmmprehénsive program that runs
through the antire FSK process in a series of training sessions over
an 18-month period. the grant agresm2nt calls for this prooram in two
cauntries a yvexr . CIMAY!D selscts the countries r+or this training aon
the basis of commi baoent, leadership, and resouwrcas. The chisf
razoorce 1e personnel o with training equal to the B.5.. and ten 15 the
minimum.  GCIHMYT training is designed for the profaessional ] evel
Wi, H,G. or anove,

The i1dz=al type in-country training prongtram covers the
following topice 1n'a series aof +ive to eiqht sessions: Analvsis of
secondary data and informal csurveys: formal survevy desiqgn,
guzstionnaire d=sign and implementation: analveis of swrvey,
identification of priorities, screening of known techrnology for systam
carpatibility., and technelogy evaluationi: design and establisheant of
on—tarm triale; monitoring aof trials, recording of data. interaction

with farmpecr: trial harvesting and recording of dated; data analvsis,

sconamic evaluation, and planning of next ovole. This seausnce 16
moddified to fit neceds and timing of naticonal programs.  The omgquence

ia oflen pracaded by an exploratory session Lo esnlain the FHRR concept
and perspeasiive.,
Another type of Lraining is ofterad at the thiversity of

LZimbabwes for individuals from countyries who do not bave enoui

personnel for an dn-country training progran. This training is in two
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sessions of three weeks each. The first session is devoted to the
diagnostic components of the FSR <equence, and the second series is on
on-farm research. As originally conceived, the first session was for
gconomists and the secmad for agronomists. Currently, however, the
intent is for both qroups to do bofh 5R851L0NS.

ALl trairing is a mixture of stuay, classroom instruction,
and practical work. An FSR project serves as the labaoratoary for the
Zimbabwe training. A real live péoject serves as the laboratory in A
in—country programs, and the training session often implements a phase
af the proisct.

is offered to countriss om the basis of

Assls

a

me=d, ([t is wsed heavily for Lhose countries which have a projact

=

with an expatriate team but too +ew national professionals tb jﬁdﬁify
&N in-cowitry program. Tt can also he used in response to whatever a
country needs. It responds to request from ex-patriate teams as well
as from nationals.

In many cases, direct assistance is similar to traininn,
incloeding an exploratory or an explanatory traininag exercics. Direct
azsistance also 1ncludaes counsel on reorganizing the recsarch system,
#nd two countriess, Zambia and Malawi, have recetved this type
assistanca. ' / g Ag be

Ceo  DMNetworking is bandled by ftour activities.

1. One is the Muusletter which pecrforns the oormal function
implied in its title.

2. A second activity is a recurring ssninar of rescarch
administrabors far all countries in the region. Thie will he held
either every 12 or every 12 months for the same participants. There

will be papers, but much of the time is spent in discussing
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maﬁagement*institutional issues.

3. A third activity is a series of technical workshops on
selected topics. Flans are to hold two of these for every one of the
administratar seminars. They are non-recurring. They address a
problem area common to many countries and involve both FSR personnel

and conventional ressasrch personnel. Une has heen hold on animal

traction. This'workﬁhop also involves a CIMMYT consul bant to
inventary work in the area. ‘ .

4, The fouwrth activity is inter—-country visitation.
Farsons wanting to visit obher countrios can apply to the CIMMYT

mroiect for trave] assietance. CIHMY T dosms not hold 1test+

resnonsible Tor oraainizing thesse visits. That is lefl to personnel
gr khe reqlron. Thie has been used o bobly fechnical and

aaministrative visits., It ie expectsd that there will be raquests as
participants of the animal traction warkshop attempt Lo maintain
contacts made there.

Lo will he & function of all other

D. Institutignaliznal
activities, The arant agreament anticipated no institutionzlization
activity during the firct two years. As a maltter of fact there have

besn several accomplishaents which have important instilutional

impacts.
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ITI. GEMERAL CONSIDERATIOMS

iA

Eio

ir-r

ion of ES

FSR methaodologies and management is not a mature area of
competence. The state of the art is evolving, and CIMMYT has been one
of the major contributors to this evolution. Its program started with
a straight forward adoption study made atter the introduction of a
practice. In one of these studies i1t was +0Qnd that although some S0
percent of the farmers had adopted the practice, some 95 percent of
those for whom the practice was appropriate had adepted it. This led
CIMMYT to a proarzam of analvsis betore technological innovabtion and
atternks bto tdenti+y innavestions that wouwld hekter tit the svestems of
tarming and thus incressa the prabashilitby of sdoption. FSR in CTMMYT

P

LE STl b 1 b wrleitcnb s e e anidd 1s vl il o slarted Uy economists
[ one phase of the svolution, the prooram 2ophasi zed survevs, The
CUrrent program ol aoes a omuch h2avier eaphasis on aon—farm research
than toraerlyv, bubt it is related to the survey component such that
thev complement one another. The evolution Lmntlnu::;\iziigg?timn of

estamsion 1nto the process appsars Lo be 2 phase not verv far into the

‘uturea.

'
, -

YT in Bast Afric

fl.

It is necessary to have some understanding of what the CIMMYT
program is o and what it ie that AID is buving in ths CIMMYT arant. On
the swiace this programn 1s a selt of nethodologies fram rapud
asseszanant throuvah foraatl survey Lo an-farm trials &aad technologies
Eestad in especific farning cvetens. Howsver, the program is deeper
than that, and this axltrae depth adds considerably Lo the product ATD
i giving its LDOC clientels acocess to. The extra depkh comes $rom the

perspectise CHAMYT has developod. It is capsulated in the way CIMHYT
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now describes it program, "“on—farm research with a farming system

- " R . -

perspective" (OFR/FSF). The perspective is of considerably more

sianificance than is the set of methodologies. The perspective lends

orientation to the work, Ain a sense establishing the objective.
Without the perspective, methodologies can be implemented but without
achieving their purpose, and they have in some FSR ef%mrt;.
'M@thodnloqies hecome means, and if one has the proper perspecutive,
there will be alternative m2ans to reach abjectives., This is mot to
daown play methnodologies, since 1t is through methodologies that things
arae sccamplished, 1ncluding understanding of the farming system
narenachi ves,

CUrMYT aslen oftars an estcellent knowledoge and understanding of
East and Jouth Gevican resesrch institutions and 2 cenbinuity of

pragram that oz e helptal to ALD. This bas enabled CIFMYT to work

fractively in the area of institutionalization even though the FFP

¢

q

indicated little was to be done the first vear or so.
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Since FSR is viewed in so many different ways, it is useful to
set forth my own conceptualization of FSR. That conceptualization
will likely have some influence on interpretations and conclusions.

1. Farming Systems Research addrecsses a segment of the total
technology innovation process.

2. The technology innovation process is a series of activities
that lead +from the world’s stock of knowledge. to common practice in
agricultural production. The activities are here presented in an over

simplifired sequance.
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Body oF Scientific Tech. Tech. Tech. Disgami- Dif- Common
Fnowledage Resesqrch Develop- Testing Adapta- nation fusion Fractice
ment tion

The cequence is oversimplified, chiefly from the fact that there are
logps in the process. Feedback sets the process back from time to
time, in one degree or another. It can even start the process all
over again.

3. In many LLDC*s, for a variety of reasons, research stops part
way through the testing activity‘(mr phase) , but extension does not
gtart until the dissemination activity (or phase). (Research stops
too soont 2vtension starts too late).

4. This break in the process seriously hampers technologv
innovation in agricultwre.  Some very powerful innovations may be able
Lo jump the Q&p or even bypass extension. External forces can beidge

the qap. These events, however, do not restore the inltegrity of the
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techﬁoloqy innovation process, even though they accomplish some
one—time innovations.

%. The FS5R approach has the power not only to fill this gap for
selected inmnovations but also to restore the integrity of the total
technology innovation process. This is its potential, and it is
indead significant.

(j;iTjkn order to accomplish its potential, FSR must be managed in
relation to the other segments of the process. I+ FSR is manaqged as a
free—standing function, it will hecome the third disconnected seqgment
ot a process and will likely have little more impact.

7. In order to complete the testing phase and to undertabke the

Iy

adapntive phase, the research must come to the terms with the farming
SwsTEME 1N whilan tha {nnmvatlon is exprcted to pertorm. It is this
Fant which fives FSR its name. Coming to terms with the farmer is
also a source of much of the power in FSR. The success of research
and =sxtension is judged only by their service to the farmer. They
havi/ng other reason to exist.

8.2 1t is necescsarv (a) that encugh be known and understood about
thé\%ékminq svatem to serve as a basis for planning technolaogy
tnnovation ond adaptation and (b)) that innovations and adaptations to
them be tested in the tarming system in which they are expected to
perfmrm and by criteria of that syshtem. It is not necessary to

address the total svstem.

Juwn=-Tier o Two Dimansion
CHMMY T refers to its systen as two-tier. Une "“tier" is the
rasearch activity that deals directly with the faransr and his systen

of farmincg. The other is the research activilty more nearly
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conventional . It is associated with the experiment station and
commadities or individual prablems.

An alternate conceptualization is "two-dimension", with commodity
research along one axis and farming systems research activity along
the other. The FSFR teams, often called adaptive research teams, are
responsible for & geographic area and must deal with all commodities.
fhe commodity research teams, UCRI's, called applied research teams in

Malawi althouagh thev are to be organized hy commodi ties, are

ift

a

)

r neible +or a coomodity, nation—-wide, and must deal with all

e,

n
areas,  Thess two sets of responsibilities literally do constitute two
zneEs, in a sanse perpendicular to each other. In analvyzing research
dava snd planninag annuel programs, =ach axis must protsEct its own

interests, Aand vet Eha difterences nst be resol ved.
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V. SCOFE UF WORK

fhe Scope of Work for this evaluation was ccntained in a cable to
the field, Unclassified State 279487 of 29 September 198E.

This section contains the items listed in that document with the

rFespoNses.
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A. "Hesess the effectiveness of the ﬁIMMYT inputs provided under the
project and the impact these have had on achieving project outputs and
purpose. CIMMYT s efforts over the past several years have been
directed at strengthening and restructuring national agricultural
research and extension systems to be more responsive to farmers’s
needs. A.1/D.., through various bilateral etforts, is providing support
to selected hosl countries to tacilitate this restructuring with
amphasis on farming systems research.  The CIMMYT project is designed
to provide (refter to project paper and grant for more details): (1)
Mrect assistance to host countries and a.1.0. contract teams in
satantishinng methodologles to carry out usetul on—+arm research, (2)
To mrovide traaning 1n FSk o eszlected host country scientists, (ﬁ) To
satani 1 sh a coordinatina nebwort amonag cooperating naﬂional proarams,
ang (4 T assiet %n institutionalizing the +arm—-based research
process, The evaluation should review each of these objectives from
the viewpoint of the types of activities which CIMMYT has undertaken,
the quality of their effort and the quantity of accomplishments.

"It is noted in the proiect paper that nine countries are to be
serviced by the project. Some countries have received more support
and attention than others. The team should examine the rationale for
this and pravide quidance to CIMMYT.on allocation of inputs for the
ramaining life of oroject.  Additionally, given the experience of
CLEAMYT to dete, how should resources be allocaltod toward each of the
four objectives listed above, i.e., should more-sffort bae devoted to
trarming™ and less to networking or institutionalizing the FER
approaach..

Mhis item calls for- intormation and analvsis provided o] sewhoro

in the report. The Description of Froject Activities will respond to
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part of wha* is requested here, and }tem I below discusses training in
mare detail. To a certain extent that material will be summarized
herea.

The purpose as stated in the project authorization document is:
To provide! networking amonqg cooperating national proagrams, training
in participating countries, assltanse with on—tarm research in
nine-zountries, aid in institutionalizing the on—farm research
process, all in suppart of USAILD é++orts to build anppropriate research
and extension svstems in Eastern and Southern Africa.

There ate certain discrepancies in the documentation. In another
mlace 1n the docunent cibted abhove the number of countries was'given as

ran. rathsar than nina., lhe scope ot work +or thise evaluation refers

to "smetablishing a coordinating network," whereas-the project document
- e v

states, etworking among cooperating national ptggrams." This
- 7 - o .,,.,,/~

—— e

evauation uses the latter edition on the basis that ff is the most
userul to ALD and is more in the spirit of the CIMMYT program. A
"cacrdinating nztwork” implies a formal! bodvy dealing in bureancratic,
administrative issues rather than in technical and substantive issues.
It is my assessment that CIMMYT inputs provided under this
project have been exceptionally effective in achi2ving outputs and

purpose. In several cases these inputs have followed on pre—agrant

CLHMYT activities.

ce CIMMYT has provided counsel to both

b Inits divect as
Zambya and Malawi in reorganization of their national research

agencies.  In Swaziland direct assistance to ©Lhe P@mnﬁyivania State
nivereity team has been exceptional ly helpfoul in saving time and in

team building. Another form of direct assistance is the euploratory

mecting in which CIMPAYT visits a country to seninar on FOR and the
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farming system perspective. All countries except Somalia and Burundi
have heen visited for these explaorations. Direct assistance is an
alternate form of training in that CIMMYT deals in intelleétual
matters, not in simple straightforward service,

"Impacts" have many dimensions. The most dramatic impact is the

.saving of time and elimination of frustration of the technical

assistance teams that can take advankage of CIMMYT experience.

[

2, In country training, in a sense, is an alterpative to direct
actiaon since the trainees are working on a real live project as the
lehcratnrv ftar their tfaininq, Cur only evidence is the reports of
tratnees all of which are positive, even though some more than others.
™M in—coﬁntrv traines has aqone throwagh s cropping cveole, 0 there is
mo cornletely “ohisctive” measure ot impact.

Iapact of training must be questioned, in & positive sense. The
CIMMYT concepts are hrobahly more complicated than CIMMYT personnel
realize, since thev have worked with them so long. At this point
traineses have not been an their own enough to test the training as
onposed to execution of an exercise under CIMMYT quidance. It must he
emphasized that this is a question, nobt a conclusion.

We did not ohserve the University of Zimbabwe training. 04 some
valua. as evidence is the +fact that the demand for this trainig is now
just about twice the supply, &0 applicantse for the last course which
could handle about 30. dApplicatiaons ars being received from all over
the continent, not just the nine-country area.

The Zimbabws training is not included in the grant.

K Ngtwggﬁing seams Lo e excephional ty edffective.  One mission
director feels this activity alone justities the project. Gmall

countries recoanize very clearly thal they are qoing to have to depoend
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on resources bevond their own as a source of technology, and all
countries in the region are small to some degree. In Bwaziland, the
research director told us that his countrv had long recognized the
need to become more relevant to the farmer but were frustrated in
means by which it could be accomplished. At least two donor projects
Q_re decscribed that were designed for that purpose. Neither were
adequate. The same director would not permit on tarm reéearch by the
FSi) team in the 1982-87 s=ason. his season there will be an

sttensive an—farm research activity., The director attended the

W

oministrators seminar, and a CIMMYT person has been stationed in
Swzziland for ten months. We are not able to establish cause and
wrtact,

Reparts ot vhe animal Traction bHorbkshop in Swaziland were
i formly positive. This warkshop brounght together FBR personnel with
nersonn2l doing conventional research on drvy season feeding and use of
animal traction. This workshop not only increased contact among
memtezrs of the two intEFEEE agroups Gahich would justify a workshop)
but it also facilitated the process of the two dgroups working
togather.,

5till a third activity is the inter-country visits, hoth on
tachnfcal matters and organizational matters. A group from Mal awi
visited both Zimbabwe and Zambia when Malawi was deciding on the
direction of its re-organization.

4. Inetitubtionalization impact or even activity was not

anticipated in the project paper cduering th first btwo years to any
agrant deogree. However, the CIMHMYT styvle dewmands institutionalizabtion
in s far as human resowsce developoent is concerned, CIMMYT has beon

operaling in East Africa as a one-man operation since 1977. An input
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of that magnitﬁde tlemands the development of national human capacity.
Eut institutionalization requires more thanm the human resource. It
requires a system or arganization in which that capacity can function
effectively. The CIMMYT program is addressing the national
organization issue throuwagh both its counsel with individual countries
and its administrators seminar. CIMMYT has provided major inputs into
the Zambia and Malawi re~0rganiza£ian5 which are bhoth commited to a
tuwo=dimensional structure for their research programs. Zamhia has FSR
teams in five province (out of nine). Malawi will start with three
tezms and nlans to have on in each of its eight Agricultural

NDevaelanmnent Livisions hv 1984,
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We have little empirical evidence of the impact of the
adminstrators seminars. We have considerable historical evidence of
the valuea of this kind of association for professionals who do most of
their work in isolation from peers. There ic only one research
director per countrv. Research in most of these countries for one
reason or another is not hithy.va]ued. Thus he waages a lonely
battle. It iz difficult even to maintain his own convictions, to know
what he should Empectu A regular mesting with others in almost the
identical situwation has a powerful impact both intellectually and
psvchologically., He ig able ta re—-affirm hig convictioné, he daoes
lzarn what to sxpect from research, he can s2t some norms. he can
tearn managemant t2chniques, amono many others. One example comes
fram the First administrators =eminar where the rescarch directors set
A oas the minimum number of professional workers needed for a two
cimensicnal {(or two—-tiered) research program. With fewer than 30 a
reszarch svstem can offectively deal only with testing and adaptation.
This is & highly significant concept. Ferhaps the number "IO"
indicates more precision than is possible, but the cnncppﬁ is sound
(zre FOR in context in Section IT1 General Considerations.)

The only conlusion one can reach is that CIMMYT is already making
sianificant contribution to institubionalization and further thig '
contribution is completely compatible with AXID's consepts of
1nati£utmmnalixation and consistent with AID's ef+orts to that enrl.

CIMHYT has given some countries more attention than others., It
raeelized that some sort of etrategy was nesded, This ﬁtratégy calls

for irntensive btraining in countriss with ten or more professionals bo

he trained and who demonsbeate commi bment and inberest., Othor country

r

nesde are Handled by request with the evception of Swazilanad in which
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a CIMMYT man ie stationed and which gets attention as a zort of "rent
payment."  Metworking and the Zimbahwe training are available to all.

It is difficult to suqggest alternatives tﬁ CIMMYT e distribution
of efforts among the four areas and amonqg nine countries with a few
sceptions which cannot be considered majior. CIMMYT itself will make
some adaptations as it generates experience. It cannot handle more
than two comprebensive training programs a vear. It expects requests
£ram benya, Tanzania, Sudan, and Zimbabwe, all of whom meet some of
the criteria.

?QQQ;ﬂEL;Q§ for exceptions are these!:

1. CIMMYT is now contemplating reducing the number of
aaministirators seminars to one every 18 months rather than one a year.
[l weare fuddglinent 1 Chat the 18 Gonths interval is justiftied, given the
importance of management to research development (not just FSR) in the
reqion.

One reason f+or reducinag the frequency ~f the adminstrators
seminar 1s the demand on administrator’e time. They are being invited
te interﬁational meetings by a variety of donors. CIMMYT may be able
to collaborate with some other meeting sponsors in such a way that the
nunher of meetings could be controlled but vet meetings are not so
spaced as to lose their e%ﬁectivenegén .

2. There may be a chance to ecoromize on CIMMYT time resource by
tran%%errinq more responsibility to national proarams for the
technical workshops. One gets the impreaéimn that thesse are valued so
highly that national programs, including expatriate contract teams,
viotl d help out cwnﬁiderébly. CIMMYT may alen be able to use
consultants.

I. For new gtarts in any recesrch proiect in the region, REDSO
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should consider making it virtually mandatory that (a) design teams
have at l=ist a one—day CIMMYT briefing, more if CIMMYT can manage the
time, and (b)) new AlD-financed technical teams also have a briefing
from CIMMYT.

Those represent no major re—alloacation of resources.
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&, "Examine the relationship of CIMMYT s efforts to ongoing and
plamned programs of other international centers (ICRISAT, IITA, CIAT
in Eastern and Shouthern Africa, to the various Title XII research
programs (both bilateral and Collaborative Research Support Froject
(CRSP)Y, and to the 8 and T Farming Systems Support Froject being
implemented through the University of Florida.

CIMMYT operates in the area of research methodology and
oraanization. It has a vervy close converagence of interest with the
U.5. University contractors, and this is discussed under item F below.
Collaboration is qood.

Some ot the international agricultuwral research centers have FSR
nroarams, but so far there has been little opportunity for

G aree ot scussed anclers Y el

SO ARG ATION. lhé L1TA relationstd
LMY T and ITTH have divided up the continent. CIMMYT has invited an
LITA agronomist to its team. The fact is-FITA_has very little /g

— - B
contribute to & collaboration. CIMMYT and the ILCA are in

——— T T T T

conversations on collaboration. I do not know the ILCA program in
SRy but 1t has had some joint activity with 11TA. ICRISAT will
likely open a major front in Southern africa, but it will he largely
devoted to sorohum.  The TCRISAT FER program aims at developing
tmpiraved systems par ge and operates along lives substantially
diffarent from those of CIMMYT. Collaboaration with CRSF's will be
eftfected throunh national programs.

CIMHYT aleo has collaboration with IDRC of Canada and the
Australian Center for International Agricul tural Research. It has
worbkad with 1SNakR, TCRE&F, World Bank, TLOP, and LTTA in natimnél artd
regional seminarg.

So fer there doesn®t sean to have been adequate collaboration on
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meetings organized for adminstrators of national systems. This may be
one of the most important collaboration opportunities. Administrators
are key to research success, and their contact with each other can be
highly productive. Yet their time and talent represent a scarce
resowce that must be utilized with care and respect.

It is mvy judgment that collaboration with other entities is quite
adequate. My attitude toward collaboration is specific, however.
Given the areat number of donor entities operating in related areas or
auasi~related arsas., one needs a strateqy of collaboration that
rnsures that something worthwhile emerges from 1t and that not more
resgurces are allocated to 1t than are jushtified.

Thers is considerabhle interest in FSSP arnd CIMMYT collaboration.
The Farming Systems Support Project, msnaqQed by the University of
Flarida., 13 scarcely a year old. The CIMMYT program has been building
for a decade. CIMMYT has developed its FSR program deliberately and
has a well-defined identifiable TIMMYT system. Qlthmugﬁ FESF is
fieavily influenced by the Guatemala experience, it is expected to
mobilize regsowrces and expertise from a wide range of sources. Some
of those =ources are U.5. Universities operating in the CIMMYT program
area.  The University of Florida itself hag a project in Malawi which
has eroepllent relationship with CIMMYT, and FSSF has had contacts of
verying degrees with Fansas State, Washington State, FPenn State,
Dreaqon State, Illinois, and ttah State with & proaram 10 Somalia.

FUSF has a standinag offer to any Title XI1 University to aive all the
suppart it can ih FSF praagrams. The university teams we have
contacted have high respect for CIFMYT.

F8SF and CIMMYT have had considersble contact. The discussions

have centered more on wavs to work together than on any dividing up
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the world. o LLatin America FSSF and CIMMYT worked together in
Faracguay and other countries.

The two entities are not parallel. FSSF is an AID instrument,
totally funded by AID for specific AID purposes. It is responsible to
work worldwide, although with a focus on Africa. It is definitely a

suppert entity., While CIMMYT is operating on AID funding in East
T

Africa, it _has its own proaram with enough diversity of funding and

e L e T e,

gtrateqies to continue funding that it can almost be characterized as
autonoimous. Even though it supports country programs CIMMYT is only a
short step from operational, and it is definitely developmental, i.e.

e e S e e
constantly extending the FSR concept. FSSF is quite far removed from

opar=tiong, 2nd the extent to which it will further the state of the
sk has simplvy not hean detmrminéd.

There is not much liheyihood that FSS5F will mount a field type
opsrzation oFf the CIMNYT East Africa tvype anvywhere in the world and
evan less that FSSF would pick vp the specific program if the CIMMYT
Preﬁram is terminated. I+ it did there is little cﬁance it could
equal CIMAYT at CIMMYT's own game. This is an individual analysis.
It has not been cleared with my FSSF colleaques and in no way reftlects
FS=F policy or commits FSGF.

Thaese considerations are important to aAlbD. FSSF and dIMMYT
outputs are two different products. They should be expected to
develon complementarities. They are not very likelvy substitutes to
any agreat deqree. They operate under substantially different ALD
managemnent stvles,

Mesions in the CIMMYT region can call on CIMMYT for assistance
in training of various types and for some direct assistance in

response to specific problems.  They cen alen look to CIMMYT for
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consul btation with national systemse on organization and management.
Support in the FSSF clearly includes help with the organization

and briefing of desiqn and evaluation teams, and this function CIMMYT

likely willnnmt da, altHQuqh it may have an input. FSSP will develop
P .

a literature proaram which missions can access. FSSF has netwarking

responsibility, but will not likely be active in this region except in

collaboration with CIMMYT.

FE8SF could heip briet contractor teams and individuals coming on
nivareity teams and support U.S. Universities in their back stop
operztions, includin recruiting of personnel.

FESP o can Paupport’ CTHAMYT as wel ]l as any other entity., As CIMMYT
gk rues bhe evolution of it program 1t will create demands and
oummertunities for ool laboration,  These opportunities will take the
torm of Field expaerimentation.  Fouwr areas are most likely:

Intecration of Extension into the FSR to make it FSR/E, methods to

!

S . .

.

deal with livestock, refinements to on-farm research methodology, and
nrnznization and management of national R/E systems. While FS5F mav be
suonorting the CIMMYT program it can be expected that the REDSO/CIMMYT
proaram will provide considerable experience that will be useful
el ezvihera.

All indicatinne 2re that collaboration is adequate and with the
relevant entities. AID should expect increased collaboration bhetbween
FSSF zand CIMHMYT as FESF gathers momentum. Reszsonable attention neods

to be aiven to collaborating with other entities in staging meetings

and seminarg with administrators,
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-C. "Review project implementation and rate of expendithres to
determine further accomplishments which reasonably can be evpected
through remaining life of project or probable shortfalls against
taraets. Frovide a brief updated implementation schedule."

For all practical purposes the CIMMYT proiect started in January
19875, even thouoh the grant was =2warded in mid=1922, That’s a scarce
ten monthes at bthe time of the review., That start up time is no cause
for concern.,

Froject costs have tuwrned out to be somewhat less than budgeted

etz many trainee costs were picked un by national syestems.

Thue less than anticipated eunendituwres will likely not be

rerlectezd 1n project sccomplisheents.  Comprehensive training was
ctarted in Zachia and Malawl in 198530 These are planned for an

1d=month cvele. Expectations are to stzrk two more in 1963 from
Tanmnzanla, Eenve, znd Sudan.

The only short+all may be in the technical workshop.

As far as project accomplishments are concerned,
ingtitutionaiization is far ahead of schedule.

Use of consultants and a areater contribution from national
proarams may help get the technical workshops back on a two per vear
schadul e,

Farhaps a nore vigarous promotion of the inter--country

visitations in the Mewsletter wowld increase special intereest

nebworking.
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. There was no Item "D" in referenced cable.

E; "Evaluation should address programmatic issuses with respect to
further support to FSR proqgram in Eastern and Southern Africa. Should
CIMMYT support to FSR ohjectives be continued bevond expiration of
proiect? and, 1f so, at what level of effort?

" What are problems and constraints with respect to CIMAYT on this
igsue?  These reconmendations will assiset ALD/W in reviewinag anvy
pEnnnsad follow-on activilies to the present CIMMYT activity. Should
nEaarsphic scops of wroject be examinedravieed? How will countries
s 25 Reainds and Buruandi shvich have impending agricul tural research
mroiects with FER nomponents, aailrn accoss bto orepiect services?"

The DITHMYVT grant mragiech mast [ 1uét1+1%d a1 hEs dncrenssa in
ar+rachiveness of country pragrams supported by UEAI0 missions. This
immact on country proarams will come through direct action (training
or ass.stance) to the country and by networking both at the
adminiztrator level and at the technical level.

Fraom owr obhservations the activities under the arant have already
had substantial impact as evidence presented throuaghout this report
irndrocate, Tt 1is mv judament, and it is without resarvetion, thet this
proiect should be extended. Virtually all of the bencofits to USATD
supparted country programs are accumalative. That is the impact of
Five annual semnina s of adminitstrators can Le expected to inprove
substantially the management of country research sysboeans in Lhe realon
ancl thy administrative environment v which HSALD praograms will bhe
operating.

The CIMMYT program should be expanded to incluade an oarornomist.

So far it die laraely a program of econonicbs.  As amphasis qrows on
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the on-=tarm rezzarch and the proaram evolves the need for agronomy
pHpertise grows. Two factors should be considered before expansion

bhevond that is concernad. One ig that it is not CIMMYT nature to be

- ——

large and highly visible. Thg‘ifcnnd’is that as nationair competence
develones, the size of CIMMYT may not have to grow in relation to the
incrsased scopa of action that AID mav find useful.

There is indication from this evaluwation that CIMMYT mavy bhe able
Lo hesve tte crresztest 1mpact early 1n project history.  Thus there may
bhe mors net gain to provide at lesast limited assistance to Fwanda and
Euwnichr aven at the oxpenase of delay in certain calls in other
counmtraes . Some asFishance witn design efforte, sven 14 only team
Erestian may alao help new car iy prodrams,

This evslostyion prodocss nn evxdﬁnﬁ@ o analvel s justityinng
twermiration of the project.  There has been much evidence presented

justifving its continuation and expansion. After this short

s T e e R
peErionce there 1is a stronger case for extension than for making the
. - C co- ) R Rt |

ararnsl o grant.

e e e :
i

The agenerzal nature of the program needs only minor adjustment.
It7=2 working well as ig.

It shouwld continue as a qrant which gives CIMMYT operational
fieibility and does not place a heavy management bhuwrden on ATD,

Si1xe and necqraphic soope aust be decidad on many factores that
cantt be dealt wilth in an avaluation. FProject performance justifiess a
«0ma whal |ﬂéﬁWF investment,

i wven th@ dvyriamic natire of FER, there needs to be sons ;tW&t@ﬂiC
Plariming bebeisan 10 and CTHEAYT. PSR Je i its storting phase, and

hewsic braining is very much neoaded. A gomne point mabtional ayvatens

will nol need thal help at neerly the sane deqrees as now, Theire may
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be need ftor other assistance, e§ﬁn for developmental work.

AID needs to give CIMMYT a reasonably long planning horizon in
its commitment so that CIMMYT can offers its clients and collaborators
some security bf 2npectation.

During the developement of this project, which preceded FSSF
appraoval ., there was discussion of the possibility of merqging the two.
That was & time of much uncertainty concerning both projects. New
that supericence has bieen gained and the two projects are taking shape
rhere remains little reason to put them together. CIIMMYT is
prosviding a zpeciftic service to the REDSO region under an effective
anct s+7icient manacemnenlt styvle, The nerepective for success 1 qood,
procorading CLEYT is alliowsd to pergist. It ie difficult to see any
acdvaptraane 10 meroinag the projecta, Tt ié pasv to sem serious risks,

bath tao content znd to management style, from a meraer.
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. "Examine the relationships beltween CIMMYT and A.I.D. contract
wniversities, E.G., at training sessions what is the mix of contra&t
univeristies and hosht country participants?"

The relationships between CIMMYT and USAID U.S. University
contractors have been better than might have been expected. U.S.
University personnel have been in research all thair careers and in
fairly close contact with farmers. 5Still some of them have been
svceptional ly responsive to the CTIMMYT system and in some casss a
remartable rapport seens o have develaoped.

In some countries, such as Zambia, only three U.SQ University -
nereonnel athtendad the course., but that is all that are working in
F5R. On the othier hand., an Swaziland wheres most of the national statf
are an hraining. contact has been mainly o with the U.%9. stafd of elght.

LS. Univer=1ty statt es the resident experts 1n national
progeans are highly iaportant to the CIMMYT operation, and evidence
that we have a2thered indicates this collaboraltion is completely

adequate., U.S. University teams Lwn over fairly rapidly, and

2eaments will have to be made as to training of replacements. This
may he a problem that FS5F needs to worry about. FSSF may also help
in recruitment or selection.nf persannel for University contract.

in several cases University personnel have plaved important rol es
in CIMMYT activities, such as the Zisbabwe training and the technical
el shop . Thers have also been cases in which Lthe University Loam has
hearr a factor in agetting CIMMYT involved in a country.,

Many of the universities in bhe CIMMYT region are involved in
FaskF, dneluwding the University of Florida.

e problen wazs noted,. Seme LS. University pesrsonnel do nol

take raadily to the CIMMYT system. Even though it is compatible with



Fage I&

the "Land-Grant Svetem," the means of applving it are different. It
is not easy to evaluate this preablem. Confusion regarding means (DF;
form) interfares with a clear understanding of obiectives (or
substance) . In some cages, bhut not all, this problem has been:
ratlected in some dissatisfaction reqarding contractor recrultment.
Fartunatelyv, the problem 13 not widespread. Some "old l.and-Grant

tvpes" adapt very well to the CIMMYT svstem.
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G "Review financial and project progreszs reports to REDSO/ESA,
FFMC/MNATROEBL and AFR/RA reports in liabt of reporting reguirements of
arant. Examine now CIMMYT reporting requirements can meet REDSQO/ESA
and AFR/RA proiect reporting requirements. "

This review identified no management problem in REDS0O stemming
from inacdequate reporting. The grant document available to me had no
reference to reporting. Thie should be a rather row e matler
Betwszan CTHFYT and REDSQ that can be resolved esasily. Good repaorts,
evan thouagh time consuming, often work to the benet+tit of the grantee
2Nl s0 are worth taking seriously.  Complete reports also prmvidé a
pradect historyy that are valuable to AID as well as Lo CIMMYT.
somawhet moere attantion needs te he given to the reports, even thoucgh
pinmeEdlate project mananemsnt has not besn iopaired by reporting

itrhadegacy.
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H. "Assess the wtility of CIMMYT s rapid assessmant swrvey techniques
in terms of acceptance, stirengths and weaknesses, "

CIMMYT s rapid assessment survevy techniaques can be identified as

(a) analvsis of secondary data and discussion with knowledgable

- _v-/
pecple, () the—informal survey, and () the formal survey. The

— e

techniques involve at least two disciplines, ecmnémics and agronomy.

Thies first‘two are exceptionally useful. in part because they
address problems and intormation sources that for many are viergin
territories. The learning curve is very high. These techniques are
also relatively simple to master. There is some structure to the
informal survey, but its main opurpose is to start to know the farmer
zrel aain insiahte 1nto how he conducts his business. It’s a first and
vrtal step to establiehinn production linkage opetween the farmer and
the oublic research service. Most researchers acecept 1t readily.

The foarmal _swurvey is a good technique in the hands of masters.
It pravides good dete on what farmers do. Making it useful to answer

Wiy nuestions and verity insi and hypotheses developed from
l—';:_._-——\/

intoarmal surveys requires considerable skill. It is not clear that
novices handle it well.

It is my judgment that perbaps too much ie made of the "rapid
survey techrioques. " They ara a non-recurring phase of FSER and ars only
made necessary by the very substantial ignorance of the farmer that
prevails in many public institutions organized to é@rve him. Real
vnderstancding of the farmer and his strabegies will come with
snstained interaction betwesn the farmer and the research svshem via
FoR.  On—darm trials and collaboration with extension will likely be

the reallv productive activities for understanding the farmer.
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{nce the resoarch systemn has come to tetrms with the farmer the
e id suwvey techniques will be of considerahly less import. In the

meantime they serve their purpose quite weall.,
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B A "Examine thie success of CIMMYT e methods u@ed in training

csessions. What factors account for the success of these methods?"

Training deais at several levels. Tt can impart information, it
can teach skills, it can achieve understanding and attitude change,
ancd it can teach problem solving or creativity., As CIMMYT emphasizes
the +arming sysltem perspective in addition to or along with
inethodologies, it moves to the more complex of theee levels of
training. It ig not simply training in the implementation of a set of
procedures as if may some times appear. For example, in the in%ormaI.
sirvay training., students must coms o understand & bit of economics,
et Jearn to distinquish amonag svetems, and must be able to identi#y‘
farmer etrategies n the aflmcatian o+ his resowrces.  They must also
Jezrn =kills in selecting respondents. in conducting interviews, in
inter—disciplinary collaboration, and in handling data., not all
simple. straight forward skills. We have evidence that the CIMMYT
trz2ining in the utilization of secondary data and in the informned
su-vey has baeen quite good. In almast all cases trainees seem to have
madz real progressz. We have some comparative evidence. Une team did
twe informal swvevs before training and one in connection with
training. The t@am’s oun judgment is owr evidence.

We don’t have that pvidence with repect to the {forssl survey.

However, at this early stage of projsct history one can say little

with respect to "success" az the discussion of "success factors" will

indicats,
The CIMMYT traininag in FER methodoloagy is a combination of study,
classroom worl, and learning by doing. The learning by doing is not

gimply a training exercise, however, It almost always involves the



actual campletion of a task in a project area., Thus, in the Zambia
training an infarmal survey was actually accomplicshed and wsed as the
hasis for a formal swvey (also a tiraining exercise) which in turn led
to a training session in technology screeing and aevaluation against
farmer strategies and problems and to the design of on—farm tests.

The Zambia training cycle is not complete. An evaluation of success
o+ training has to ask, at this point, if the trainees were well
traimed or well supervied. We dm‘not know how the students will do on
their own.

While handouts, written material, and some visual aids are
utilized, practice on a real live projsct with adeguate CIMAYT
ingtruction and supervision 18 the distinguishinn characteristic of
CIMMYT training in the standard FSR process.

Howewver, CIMMYT does much training outside that mode. In fact,
2l)l Lo areas of CIMMYT work wunder this grant finally devolve into
same =ort of training. Direct assistance is a form of training, again
with work on real live problems, with individual attention.

Natworking for administ,-ators utilizes a seminar format, wirh
small group discussion to increase participation aver large group
discussion, and these groups deal with real live problems.  The
technical networking also makes heavy use of participation and is
Built around praoblems specificaly identified, with participants who
face those problems.

The only excroption to the real live problen is the training at
the University of Zimbhahwe, The students do practical weel with real
data, bul it is a classroon exercisea,

Fractical, warl erpoerience training on real live problosns

supplemented by class vork are facltors responsible for sucos
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J. "Review the status of the Intarnﬂtiénaj Institute for Tropical
Agirdculture, [ITA, Reé@mrch agroomist. invalvement in the CIFMYT
project."

The 1ITA agronomist position never materialized. IITA had
planned to station an agronomiset in NMairobi to work with the CIMMYT
program +or about two vears. The plan was to hring the agronomist
beck to IITA to work in its FSR pragram. The plan was not ioplemented
hacause JITA and the Government m{ Fenva could ne come o an

agreaament on the agronomist®s being posted in Eenya.



V. OTHER UESERVATIONS
tock, agronomy, and Exten

CIMMYT ig beina urged to deal more explicitly with livestock, to
bring extension into FSR, and to make more use of agronomists. These
wgings are on a sound basis, but the needs among the three are not
parallel. CIMMYT is not neglectinag agronomvy. It has access to
aronamistse fram CIMMYT/Mexico. At least two ex—-patriate agronomists
ars woarking very well with CIMMYT, and there is considerable agronomic
talent in the reqgion, which CIMMYT uses effectively. Up until now,
the lack of aaronomists on the CIMMYT team has not been a limiting
Yoo, However, the on—tarm brial is receiving increasing emphasis,
armd aoronomistes are needed-—-both for their real contribution to the
macess and for reiating to other research agronomists.

{(The need for enginecrs may emerge, since labor is the primary
constraint but no one raised the issue.)

The livestock issue is of a somewhat different natuwre. The claim
1 that CIMMY1 :s dealing wich cropping systems, not farming systems.
The +act is that one does nt deal with the cropping svstems without
an impact on the farming system. Another fact is that one of the
major piroblems with livestock is feed supply, which comes in larqge
part from the mronping system. There is, of cowss, o need to deal
with livestock, but just what that need is and how to addrese it
require analyvsiae bevond the conventional wisdom. CTHMYT is not likely
ta add a livestock expert,. It will lilely worl cut & collaboration
with TL.CA.  Miding the CIFMIT and JLCA systems oy precent gomne
Probhlems.

CIMMYT recoanizes the need bo and does involve Extension, but on
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far it has not figqured how to do so adequately. The CIMMYT scheme is

to keep Extension informed, to work with extension personnel in
developing and takina survevs, and sometimes even to seeking extension
help in on=—-farm trial! work. Until! now, however, extension is involved

h2 research process, not as an entity with as

as an instrument o

i+

much to gain as does research fram the improved research contact with
the +farmer, In some countries extensinn ie taking the tnitiative in
aetting into the acht in its own tnterast. (n other countries,
howaver, not much activity is noted. CIMMYT needs to do some more
wnart: on conceptualizing the role of Extension and its relation with

fFesazrch, As o national evstems, USAID missions, and other projects.

Matiworbing and Ex-patr

Metworking possibilities are qreat in the REDSO/CIMMYT area and
coulad be (perhaps are) overlooked. CIMMYT has a great deal of

craditility in the FEDSO area. This grant has enabled AID to

mepitalize on that, but it is not clear to what extent. It ic clmar{
for evample, that the CIMMYT reputation has had a subetantial
influsnce on the reorganization of Zambia and Malawi national systems.
What is not clear is whether these countries would have gone ahesad
1t r@ﬂrqanization according to CIMHYT 1+ there had net been
rosources to otfer training and to stavy with the syeteons throuagh the
early stages. These resources come Throuagbs the CIMBYT dirant, bub they
#leo come thirouqh bi“]at@rgj prooeams. Als

intangitzle regional (or other-countery) psvychological support thel
convinees one country to aalke a substantal reorganization.

What 12 cClear is the critical role ex-paltriate teams from the
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hilateral proqfama will play in implanting the CIMMYT system in the
recgion, This sounds almost as i+ the country promrams are supporting
CIMMYT, rather than CIMMYT supportinag them. It really does nolt make
arny difference. The CIM'T program has seven years emperiencn in the
reaion. Tts aims are the same as those of AID, and its emphasis on
instirtutionalization is completely consistent with the AID and Title
AI1 tradition.

Metworking and training from CIMMYT are comeonly thought of as
aimina at national personnel, and certainly they shouwld be. However,
for the intermediate period specific attention neasds to be paid to
travrann and nebworking needs of, espatriete personnel. txpatriates in
dprse congnhirt s ot the region malke ap much of the national svelteam
mersenrel o comprbeesnt . FEven though thet is likely to bhe temporary, it
w111 centinue lona enount that this class of persconnel need attention
and nat just incidentall vy, %;/07

Eupatriate personnel expressed needs for contact with chekét4§

v

mounteigs——-both expatriates and nationals. REDSO/CTFIMYT need to \\<;i
racoanize the nelworking-training potential and encouwrage expetriate

tomame to taks leadsrship in developing networking activities, Funds

cauld come from the CIMHYT qrant and also from bi-lateral project

. .

nansagesre. CIMMYT can help by ase of its qooo offices and by

tacilitbating communication.

Persistence vs. Genius

Two countries have reorganized their regearch svystems to reflect

Lhe CIMMY! eveltem of "an faorm research wi bhe a Farming svetemnsg

peraspective, " and several others have maces significant commitoents to

the concept. Ri-lateral proiects are sapporting these comai bmenlbs.
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While the logic is sound, thouah simple, there is some risk in these
decisions and investments. The risk ie that countries and supporting
doncrs will not persist in efforts to make them work. At this

juncture it is probable that persistence will be the better part of

s logical te associate the CIMMYT proaram with

-
"

aenius. It
persistence. Seven vears in East Africa and ten years in evolution,
CIMMYT cues 1ts achievements largely to persistence, a systemmatic,

rlannesd, evolutionary persistence. AID, which has not been

particularly noted for persistence, has the opportuity in this project

to azrnieve & seasure ot persistence that is difficull under other
MSESUITES, Mexw is not the tine to sesrch for "innovative, new ldeas"

Hut rather to persist in support of a concent that stands the tests of

fogiec znd has proven eftective in cbher environments and other eras.

amd African Universities

I

(]

rt

least two African academic institutions, Edgerton College and
the University of Zimbabwe, are repaorted to be buildind the FSR
cenzept inte their teachinag programs.  We did nobt sz the former, but
the U of 7 is using it in the farm managament program and in an area
development project in the Zambesi River Yalley which will involve
personnel from several disciplines.

Most universities teach cowses in Extension. &s soon as CIMMYT

anc obther develop the farming systems perspective to include

extension, these courses may ofter a locus +or FSR activities. theso
programs are somebtimss thin in content, and the FER perepective will
e helpful. FS&EF dis orientad to Fa/E, and that oriontation appexrs,

atter this edxercise, to e dseful.

Fublications, Mewslebter, and Roporl

Une mission raised a epecific gquestion about pubicationz, who
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publishes them and who distributes them. The grant document takes
Llittle note of publications.

The Mewsletter 1s one element of networking. Limited examination
of the Newsletter leads to the impression that it needs more attention
to news items of what is happening in the region. CIMMYT invites
centributions, which have been scarce, but its personnel travel widely
in the region and couwld do some reporting. Enowledage of what is

heppening in odher countries, even 1+ skimpy, would be useful to

CIHEYT reports to AID bhave also been on the skimpy side. They
saza 0o satisty the adminstrative requirements. The project document
ve samesh si1lent on che sstter. However, for substantive or technical
miposss, 1t owonld be usefal for CIHFYT ﬁo make a record of its
setivaaties and achyevemsnts in the program, completely aside ft-om
samiristrative, contractual considerations.

T2 sama sort of information could be used in the reports and the

Lype CIMMYT Sy

the CLIMMYI] system can be expected to work best i+ the country
sitwation permites initiating it from the beqinning and 1 f the
oredoninant farmng systen involves hasic grains on non-ierrigated
land. CIMRYT has had sevaral chances for the ideal type prooram. bot
all hawve been, haowever, and, further, netional syetems have made some
adaptations not quite consistent with the ideal.

In Lesotho, for oeiampla, & project was underway for almnost four
yewrs betore there was appreciable CIMMY D conbtact, Theres atill hag
not heen aach. Flang are for more contach as new tean meabars join

the Washington State team, Whether the CIFMYT syvsten can mole a
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cnntéibutimn and still maantain project momentum remains to be known.
l.esothe has also added the "combination fare' concept that is not in
the CHMYT svystem. Furpose of the combination farm is o put all of
the ideal technologies together in a single tarming system.

Swaziland presented CIMMYT with commercial vegetable production‘
suystem an newly irrigsted land. CIHMYT seems to be accomadating this
variation in the "typical" system.

Zimbabwe has come up with the Farming Systems Development Center,
an s«poriment station FSR activity, which is not included in the ideal
tvne proagram.

w2 do not know how to predict how CIMMYTD will react to and
acconodate each of these varialtions. In zome cases it may learn from
Lo, tn soma canes 1t omay learn that the variations are nan
proaduactive. Ilnthecations are that CIMMYT will retain snd protect the
intear-ity of its ideal type but will not insist on strict compliance
as a mrice for rhe assistance. Most countries seem agrateful faor the
zrigtance ot the idaal Lype and seem eager to underétand it. There
also seems to be & tendency to want to adapt it 1n such a way as to

have a pogram with some characteristics peculiarly national.

Short-run Expectations

bl only picked it up in one country, the only country in which
ertencion personnel were on owr list of contacts, hut it 1 He+initelv
expocted of FSR in Malawi that useable, extendable results will be
praduced fairly early.  This is a mixed hlessing., It does place the
right kind of pressure on FERAE. FSR does neb enjov the Lang-tera
shield claimad for conventional rescarch. Yel it doss nesd soms Limne,
ard that could mean several years becauwse of bhe annual cvole of

cropping. The danger is that the early-term expectations will be



Fage 49

unreasonable term sxpectations.
CLIIYT and the SubzErofessional

Up until now CIMMYT has emphasized the protfessional worker in its
progrrams, i.e. those who the B.S. or equivalent. In at least two
countries we picked up the need for training of the sub-professional.
This was especially noted for the techniciamn who support the
professionals, and the kind m%ltraininq specified was that which could
b characterized a8 hasic training in research methodolaogy and not

limited to on—+tarm research.
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VI. RECOMMENDATIONS

[t is recommended:

1. That the CIMMYT project be continued in its present format.

There is little room to question that the project is a profitable
one. It has many ways of ﬁaying off. The most straightforward is the
time 1t saves a new poject, such as in Swaziland, in getting up to
fall steemn. It almost certainly imprmves the quality of the work, but
that measwre is not so straightforward. A few minor adjustments, such
as briesing project desian teams and new project teams could increase

tirrz pay off.  Biven the &0 investment in agricultuwral research in

o

et Africa, 1t deesn'lt take auch increase 1n ef+ectiveness to cover
the LMy Tl coste. It is my judamnent that CIMMYTY contribution is
ercecding the break even point by a concsiderable maroin.

The CIMMYT project also has complimentary effect through it
ingtitutionalization activities. The fact, for example, that national
rrzcarch administrators gather regurlarly to reinforce one ancther in
their attempts to improve research management can be expected to
improve considerably the environment in which WUSAID projects operate.
CIMMNYT asistance in research organization, such as in Malawi and
Zambia, should add further to the improved environment.

A further justiftication is the fact that CIMMYT is warking well,
in same cases exceplionally (and swprisingly) well, with UL8.

University contractors. Even though CIMMYT aims to train netionals,

it is highly important to be synchronized with the resident technical
assgiestance Leams. In some cases Lhese teams today are the de

research services ard will be until enough trainees reluwrn o

nationalize the syslems. In all cases they are critical o FGiE
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initiatives.



2. That the proiect he continued under current administrative
arrangemants.

This is a gqrant project. CIMMYT own efforts are so nearly in the
Agency’s interest that AID can sately handle the project by a arant.
Thie greatly eases the management burden, and some missions ex ) .essed
appreciation for it. There is considerable discussion of bringing
this project uncder the Farming Systen Support Froject. Suech action
would axpose the East Africa program to signiticant risks. {ne is the
ehift of management from the Africa Bureauw to the Science and
Technology RBuresauw. This not only moves the project from Africa
manzaement, but i1t could change substantially the style of management.
The Fhar ois pet oa grant, and AID insists in more participation in
manscemant than ¢ neqeded in the CIMRYT effort. The other rishk is
ender yunding, since UIMMYT would be in direct Eompetiticn with many
ather demands on a worldwide Title XII project.

Earlier discussions on merginag the CIMMYT and FS55F projects need
Tt me diecountec heavily on the basis of the intormation now avairlable
Trom experience of the ftwo projects and experience of missions with

the nrojects.
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S That AID and CIMMYT consider expanding the project.

HSeveral factors support expansion. Curently CIMMYT is oriented
to the professional level cadre of national research systems. The
other needs ware identified in this evaluation., One was training tor

the subprofessional in research, and the other was training for

e ——— e
extension, an activity that may also involve many subprofessionals.

Another {factor that supportes expansion is the need for the
services Of an éqronomist as on~tarm research receives increased
attention. Up until now, the CIMMYT program has been statfed by
agricultuwal economists.

A factor that needs to be caretully analyzed is the impact ot
exnansion o CIMMYY stvle and personality. ‘CIHMYT has achieved its
current position as a small organization with a carefully drawn
strateqgy and low vieibility. At some size there will be a
transformation, and that transformation needs to be managed and under
controel.

Meeds are likely to be changine ‘n the region, and CIMMYT/REDSD

neeads to make some projection of needs as a bhasis for expansion.



Fage 54

4. That AID make a commitment to provide CIMMYT a five-vear
planning horizon so it has some security of expectations and can in

turn provide secuwrity Lo its clients and collabarators.



(S35

Page 995

5. That CIMMYT qgive early attention to integrating extension
imto its "farming system perspective" and that USAID’s be encouraged
to make modest investments of the right natuwe in extension.

FER as CIMMYT is now promoting it ofters perhape the best
appartunity to link research and extension that has been available in
UG s since Foint IV dave. At the same time extension has much to
contribute and could well improve chance of FSR success,

(nvestment needed by the missions iz 1n the development within
entancion ot a relatively snall group of well-trained personnel to
prersrds technical leaderehip to extension. There ie currently &
s1am ricant over investment in pumbsr of field personpnel in relation
e numzer of well trained people in this techrmical leadership grown.

FOESF and U.sS. Universities in the regilion can be expected to

colisborate with CIMMYT.
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6. That CIMMYT and REDSU develop a networking strategy for the
éw
region.

There is a widespread common interest in the reqgion, creating
ideal conditions for networking. The ogpportunity needs to be
exploited.

The emphasis needs to be on netwarkinag not a network, at this
time. Later, it may be wise to formalize relationships, but currently
the 2mphasis must be on communicafionn

such a strategy should include regular meetings of research and
ertension directors— in collaboration with others who call meetings
with them. It should also involve ex—patriates and bi-lateral

projsctes who can provide some leadership and even funds for networking

2CT1IVITI@ES.
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7.  That FSSF and CfMMYf be encouwraged by AID to hold a joint
seminalr to assess the state of the art, to euplain each its own
program to the other. to explore various means of collaboration, and
to analyze needs in further development of the FSR area of competence.
This would need to be a working group betweaen the two AID contractors
with +zi1rly complaste attendance.of members of the two groups but with

gaverse limitationse on attendance of outsiders.
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8. That CIMMYT review its MNMewsletter and quarterly report with
an eve to improving the status of current information on FSR interests
and activities and to improving the record with respect to FSR in East

“africa.



Fage 99

VIL. COUNTRY MNOTES

Lesotho has a farming systems project being implemented by
Washington State University which was started in 1979. UWhile it was
designed as a ftarming systems project there was virtually no
fauwndation research capacity to which it could attach. 5till there was
a tendency to go through the FSR ritual. The project has been
mowdi e substantial ly. It aims to help develop the qgeneral research
caracity hut following the farming system perspective.

The CIMMYT comprehensive training program may not be as relevant
ror Lesotho. Lesoths was represented at the administrators seminar
amé =t the technical workshop on dratt power. It ra;eiveé the
Mazmsletter., At thizs point CIMAYT has not made a contribution to the
gkt butionalization of FSR in Lesotho.  Two CIMMYT visits have been
made.  Yet all the evidence we could marshall indicated that the
CIMMYT project was not understond and no help was requested.

luch of ouwr time was spent in explaining the project and gétting
som= +eel of needs. One area of need that emerged in several
dif+aerent forms was assistance with on—farm trials, including
developement of an on—-farm trial strateqy, design of trials, and
analyveig and interpretation of on—farm trial results. There appeared
to be a definite tendency ta apply vigorous scientific criteria
approp?iate to highly controlled research— a fact which may indicate
an interpretation of the FSR concept ditferent from that of CIMMYT.
fimothaer need was thet of fostering communicabion amnng technical
people in the region with comnon intereste.  This would nobt be as
spacific as Lhe animal btraction workshop, bobt would simply faoilitate

communication among individuales who are icsolated from obhers with
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similar interest.  This Eind of meeting would need CIMMYT sponsorship,
but could be staged in such a manner as to take tew CIMMYT resources.
A third nesd identitied was traininag of top laver

sub—professionals in basic research technologies. Currently, CIFMYT
traininga is geared to proftessional level people, but 1k is poscible
CIMAMYT can address this need or work with others in addressing it. A
nernd was also axpressed for Farming Svstems Extension. While CIMMYT
racoanizes the nesd Lo link with Extension, I ar not satistied that

the evolution of the CIMMYT systein handles Extension adecaatel v, ~ GBI

alsc doggs not address 1t adequately.

i

We were nolt ehle to talk to the deputy director for research
who attended the CIMAYT administrators seminar as well as the animnal
traction workshop. He may have had @ better understanding of the
CIMe T progrem, but if he did he appearently was not communicating with
eitirz- his director or the team. Some of the contusinng were
interesting.  Some weanted oore and different attention from the other
brancihies of CIMMYT., One set of needs atrbresszd help in subject
mattae.

ven with thig lack o+ CIMMYT-Lesotho intsraction and

Lircler e

arding we found no criticism of CIMMYT., The work of CIMHMYT in

am ko be & hesitance

East Africa was bnown and respected. There did
o ocat)d on CIMMYT, etther a hesitancy or 2 lack of informaticon.

The entire mission 1s interested i the concept or inter—countrey
collaborattion, as well as in Foi, The micssion direchor met oilth us
twice, in our Firet and last interviews, There is evidence of
cansiderable frustration over sevoaral ionber-counitery efforts in
agi-ricultiral resexsrch bheing discussad or osouwnted for bl area. A in

Swazitand the USATY recongnizes Lhat Lesotho wost rely on other
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counbries +orr nwch of its agricultuwral technolony sand is keenly
intuorested 1in contacts with olther countries.

One generalizred need was emphasized. That was the need for more
attention to the training of some extension personnel up to a& level
eaual to that of most researchers.  The WSU/Research Division group is
providing considerable training to sxtension field personnel, acting
alioel as a gpecialist staff.

Foaping ot debailed farm records was one of the firgt activities

starcad in the project. There are now mixed ferlings as to the

m
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utility of these recorde. The sample size will likely be reduced, but

—

thera 1s real hemit%nc;'to discontinue the activitv.

It omas 1n Lesntho that was espreseed the onost epecitic feeling of
Maed tor ey-pabtriata team menhers to participate in regional
netunmiilng.

lhere is not & two-tier (or two dimensional! structure here.
Father the entire recearch proaram is oriented to the farmer. This i
pernaps the looical siiructure for a small countrv. There is one

question, howsver. The Rescearch Division aims at developing some

so—ceal lod "combination farms” on which "ideal svstems" are utilized.

N e -

Fercsane contacted: Edna Boracy, USALID Mission Directors Rarry
Hiltl and Jim Donn, USALD Agricultuwral Officed Winston Mtsche,
Directori and abrabham Sefeane of Recearch Divieiond Clarlk Ballard,
Dawviel Halland, Gordon Van Eps, marl Elosterasn, Fetor Wyeth, and Davicl
Youmans of the Washington State niversity teami sand Mark Wood of

Feace: Lorpre.

Mol awi
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The Department of Agricultural Research (DAR) of the Ministry of
Agricuwl twre 18 being reorganized teo bring FSR in as integral part of
the research program. Called Adaptive Research Teams in three of the
eight Agricultural Development Divisions plus & national ART team.
Flans are to have ARTs in all eiohilt districts by 1986. There is a
conmiderable similarity to the Zambia program which also uses the
fidaptive Research terminology. & membetr of the University of Florida
tmam occupies the line position of director of the national ART.  The
armilarity with Zambia is not & coincidence., RBoth national svatems
plam to adopt the CIMMYT system, and the Zambian reorganized system
wEe vizited, ss part of CIMAYT s networking, as Malawi was deciding on
13 rEorgantzation.

-~

mrtension may also add positions to @nable it to particibate cir
alinost equal Dasis with ;@%earch in the adaptive research effort. The
Directar of Extension felt somewhat left out of the adaptive research
effort. commerting that Extension seems to be brought in on second
thowsht.  He hopes to add two pogitions in each ADN to join the DAR
team of agronamist and farm 2conomist. If this can be accomplished,
Malzwi will have one of the few (if not the only) proaram with
extension as a full partner.

Finces seem to be in place for a meqram that has a good chance
for success iLf proaram managers stay with it for a long enough time
for the concspt to be made functional.

Flans are to have ART s in all ADD s plus a headquarters team
operating within three vears. We were nobt able to discuss with Lhe
commodi ty rescarch Leams their views ofF the organdization. The aRTY g
have several linkages to establish-—with farmers, with commodity

teams, with extension, and with the ADO s, To a certain extent., bul
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not entirely, ADN's and Extension are the same.

Soims disappointmnent was expressed that CIMMYT does not work with
livestoclk. However, extension has wvery little work with livestock,
even thrrouch the ADD s. There was made mention that ILCA was
interested in providing livestock inputs. We do not krnow what it has
to contribute.

CIrMYT has provided training and assistance this vemar to enable
att least two ART7s to do some on—farm research this season.  Flans
are, howaver, +or CIFMYT to bring its complete sight session
comprehensive in—country training program to Malawi, starting in March
1784 amd continuing for 18 months. lt will he the i1deal CIMMYT
concsEs, Home worries were expressed hthat the sessions would not be
tomg snouch and that Mal awi o woul d nesdl mér@ Melp than CIMMYT could
provide tao one caountiry.,

Two ADD s were visited —— Lilonqwe and Kasumho. Program officers
of each one were claar on their expectation of FSR. RBoth referred to
rmroved technologires for the intermaediate to short term. Theay hoth
emphasized their interest for near tero resualts. Both had the same
caonnlaints about conventional recearch. It didn™t seem to +it the
nasde of thelr clients.  Both cal led attention to the faclt that FBER
anes directly to the farmer,to learn abhout hic problems and why he
dealt with them the way he did.

wé also heard here, from extenszsion, the edpectation of early or
intermediate term results from DAR as a congseauence of FSR. - only
contact with extension was in Malawi. be do oot kow how general this
expaecteation is in the reqiaon.

Lilorgue ALRED (LaDD) has had considerable experience with FSR and

considers itesld a plionesr in the edfort, while Easumbo s just now
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starting to worlk with the concept. CIMMYT helped with surveys in one
arca of LADD in 1974, but it was not followed up with on—farm trials.
A University of Florida team member helped with a swvey in another
area since 1980, The evaluation officer of LADD attended a CIMMYT
regronal cowrse in Maivaobi.

Evean thouah Easumho ADD was not as edperienced in FSR, it was no
less clear on the praoblem it wanted to address,  The program manaqer
wants to provide full cnmpération and support to the ART of DAR and
made a special plea that needs to be taken seriocusly. That was to
prrastde ample training opportuni tices tolcertain of this stat+ so they
ceuld participate fully with 0AR personnel . DA does nat want o

sHara tos hbratnino resowrce ancd esthorts Extension to find tts own

wWe find hers oae in other countries excellent cooperation and
mutual respect betweeen CIMMYT and U.5. University contractors. 0One
tiniversity of Florida statf member has served as instructor for the

CipYT-University of Zimbabor regional training proaram.

Mhe organization of the ARMs 18 not the only argenization task
facad bhv Malawi research. The conventional raseafch component. is also
heing rearaanized.  Until now it has been organized by subject matter
discinline. The re-oraanization will be by commodities, and a2ach
coannadity team will invaolve several disciplines.  Thus conventional
research personnel will he faced nolt only with develaopinn
cralationshipe vith the ART's bl also with m&mptinq to a new set of
relationships amonag themsel vos, ‘

The internal achanass along with edtension’s interest to el into

the F&R name puts 2 heavy respongibility on Mal awi administrators.

The chance +or payatt is high. I+ they succeed, Malawi, will have one
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of the most completely inteqrated technology innovation system in the
LOC world.

LSATD/Mal awi holds that extension participation in FSR is
pezential and that technical assistance to help make FSR functional
will be needod for up ko five years. FSR as a concept is now
completely accepted, but the task remains to make 1t fully tunctional.
A oreal Ffesar exigts that 7.8, may be terminated hafore FSR i
adequately insetitutionalized.

Fereons contacted: USAIDY  EBill Judy, fAgricultuwral Officer, and
Davia HBarms, Acting Mission Directaor.

Mnistery ot Agricultuwre: Willie Lipato, Principal Secretarys
Gribksrt Chirwa., Chied+ Fraojects (4 ocmr, Flanning Oivisiond Terryv Leqgo,
Ch-er pgricul vural Rzeearch FFicoers M. Mawilo, Chied Agricul tureal
Extension H+icers Henry Maandemere, Deputy Chief éqricdltural
Fecsaarah Officeri: Toany Standen, Controlleri Richard Rolt, Assistant to

Fezwmarch Officer, and M. EBrez, Flanning Advisor: and S.8. Famvazina,

gavaestock Officer.

lLilongwe agricultural Development Division: F.M. Eangaude,
Frogram Officars G.8.2. Jere, BEvaluation Officeri: and Psrine Jere,
Hessarch Triale (Fficer.

Fasumbo Aqricultural Develaopment Division: Nick Sichinga,
Frogram Officer; FuMGHL. Zulu, Crops and Trials Oeficers: 5. Ndola,
Evtension Officer: and M.E. Geake and A.6G. Fhunm bhan yvina, Evaluation
Officers.

Hunda Colleae: FRay Billinagsley, Head, Department of Sociology
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Guwaz

Lland

The Swaziland research organization has 14 positions for
professional level people, one filled by a Ugandan and 13 by Swazis.
Two others have been appointed into positions they hope will be
anproved. f these, ten are now in U.5. training under the
Fernmesylavnia State University project, which has eight persbng on
hoard.

Urne of the three CIHMYT persons, Allan Low, i1s stationed ﬁere
even thouoh Swaziland does not meet the CIMMYT criteria for ihtensive
work.  FPlans were to station him in Zimbabwe, but diplometic
arrannements could not hbe effected. Since Low had lived in Swaziland
praviogsly he was posted bhack there.

Wi thout exception. USATID, the contrzactor, and the Host Government
wers grateful +or CIMMYT assistance and recognized that bhad Low not
been pocsted in Swaziland they would have received much lese attention.

The USAID ie particulary grateful for the networking services and
tazls that nebtworking results alone justify the proj-ct. USAID also
appreciates the fact that CIFMYT collaboration has been well received
by its contractor. US&ID, however, ralsed two issues one was the
training of sub-professionals in FSR. As of now CIFAMYT training is
aimad chiafly, at professional level peapls.  The other concerned the
provision for mablicabions in.thm CIPMYT qrant, héth publishing and
distribution. .

The Host Government was qgratedul for the CIMMYT concept as well

as assiztance. For yeasrs it bhad been recognired that Lhe technol gy

"
o

innovation system was ot as aftective as needed.  Several atlempls’
had heen made through FAD Lo address the problem, bol with Limited

results.  CIMMYT seminars in—country and the administrators workshop
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gave an indication of direction in which to go, and the USAID/FSL
project provided a signifant resouwrce with which to mave.
(ne FAOD initiative deaslt wilth extension since that is the place

in the svshtem where the problem was manifest. A type of specialist

service was developed as B.S. Tevel personnel were hrought into
Frrtension for bhe first time, That aroup is still functioning and

canld be important in the FSR proaram. Griothar FAO a2ffart aimed at:
establiching a socio-economic unit in research, but it was never
sdecuuately inteqrated.

Iri the short ruan the FSIU team is virtually the Hesaarcﬁ Service.
The =S team has found CIMMYT assistance o be verv helpful. After a
zamninat with Mike Coltlinson it did two intarmal suwrveve on its own.
Thaoy were helptual h&t not highly prnductivm" Low helped with a third
ey which the team found to be more helpsul . low is working with
the team in one of the three areas in which it is working. He has

ragion wde responsihilities, however, and cannot aive bthe timely

ant=ption FSU would like., For example, he helned disign the formal
sutvey following the informal survey, but timing is such that he was
not available for formal survey analysis and the translation of survey
informnaxtion to on—-farm trials. The Swaziland program presented one
challenge to the CIMMYT svstem. In one area, an irrigated commeEr-cial
(even though small scale) vegetable production was encountered. The
CIMYT svstem has been designed for rain fed, food gqrain-general
production systems on emall farms wvery close to subsistence type.
CIMMYT/FEU are working to adapt the systesm to this sttuation and
apparently with success.

Fod fesle thal CIMMYT collaboration saved them considarable time.

Tt provided a concept and selt of methodologies with which to start.
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Had the team besn left to its own resowrces, it'wauld have had to
devise them. The concepts, methodologies, and limited attention also
helped the team come together around common themes. It is significant
that a group such as the FSU team which certainly was accustomed to
coming tm terims with farmers not only found the assistance helpful but
aleo was willing to accept counsel and was grateful for it.

Al though a few Swaris ars closely involved in the FSR learning,
1t must be recoanized Lhat most of the research service has not beeen.

Extansion has not bheen integrated into the on—farm trials. It is
best intormed qnd 15 provided some in—service trainina. Some agents

..
]

@ gurak byt oand s cooperaty e,

ey
I

Feareons contactedl  UWBALDED Rabert Huesman, birector: Jimomy
“hl i patt, Deputy Ulr@ctmfg Fawtl Daley, aAgricaltuwral Ofrficer: and Shane
Motlarting, Frojsot Nfticer.

Fenneylvania State University! Gale Dunn, irrigation agronomists:
Christopher Seuberit, agronomists Tom King, Chief of Party: D.

Grziroble, horticalturist: Roland Freund, zconomist.

Government of Swariland: Narma Themba, Director of Research

Flannings Frank Buckham, Chief Research Officeri Robert Thwalla,

Senior Aqricwltuaral Officers Basil Maphala, resesrch economist.
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faubia

Zambia was not viseited in the couwrse of this evaluation. Thesa
netes are from an 2arlier evaluation of a Zambia bilateral project.

The fambia research organmization is larger and better managed
than most. It relies verv heavily on erpatriates far most technical
wior k. ciml v s Few Lanbilans are to Le tound 1n the research program and
then only 1n junior positions. Fhetae are Lwe exceptions, The
directo- and chiet research otficer are fambian, and they are giving
viiat supwars to be exceptional leadershin. BEvidence of the leadership
1E the apparent flea conteol Lhe le-sdership 18 exerting to smaintain an

=ap ol peooeram 1in spate af the heavy

Ptrmal Tnteority of bhe s
rzilance on gxpetriate individuals coon oon donar 2gency proarams and
support. Anobler evidencs: 1s the way the leadarship is handling FSR.
It 129 firmly committed to implanting FSR and just as firmly committed
thatt 1t will be integrated withn cohventional FG%@&FCH program. It is
dzaiing wilth five area FSR projects, largely manned by expatriates of
various naticnalities and supported by various donors. It is firmly
cormi tted that they will maintein a certain deqgree of standardization
ot direction, conceplt, and method.

CIMMYT has plaved a major role in the Government™s arviving at
this position, dating back to the late 1975%°s when CIMMYT started worl
thare.  CIMAHYT demonstrated itse methodological sevstem in the Central
Frovince and counsel Led with the vaermm@nt as it set up the
arganivation to integrate FSR into the program. The integration is not

iwm o almed al making 1t so.

complete, bubt organization and management
Ak this point, the Government of Zambia is not disappointed in

its reliance on CIMMYT, and it clearly identifies iteelt with the
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CIMMYT system. MHowever, 1t reacoanizes that FSBR is not a matuwre ares
of competency and islwillinﬂ to accept other inputs and to see its own
activities evolve,

Currently, CIMMYT iz a little more than half way through its
series of calls for training. Many of its traineses are the expatriate
implenanters. e University of [1linois FSR team has participated in
the training series, three sessions of which are completed, all in its
N The team has been gratetul +or, CLMEYT help but acceptance has
varied among members.  Ons Lllinois person has been named director of
the area effort even though Zambians are involved. ~An agronomist, he
values the CIFMYT assitance very hiaghly and is following the general
Ty svwzten.

o can't report how well informed USQLD is regarding the CIFMYT
cresrsulon botjudas that if both the Host Government and its contractor
DT Eat15$iea WoAall would likely be positive.

Two points used to be made from the Zambia case.

1. AID iﬁ ite grant to CIMMYT is building on to a significant
SittiWT contribution in Zambia made from previouws effort and is tawring

advantage of CIMMYT experience and credibilily in East Africa.

2. The second point ig that CIMMYT bas made a major contribution

in institutionalization in Zambia even thouagh the FF indicated not
much was espected in institutionalization in the first two years of
the grant. In the Zambiea case, CIHHYT would have had an impact
without the extra resouwrces from ALD. It sesmns reasonable Lo think
Mownver, that the CIAMYT training and networking under the arant will
e significant in helping ioplement the Zambia stralegy developed with

its agsitance.
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Zimbabuwe

Limbabwe is not included directly under the USAID Funding
pgreement., since USAID/Z has no Farming Svyetems project. However, the
country figures importantly in CIMMYT's program, and it may soon be
@liaible for CIMMYT assistance throuagh the University described below.

There has heen an active Farming Systems project here since 1980,
Fhe vear of ndependence. The country was faced with mounting a
pmacrEm for farmers on the Communal Lends. Limbabwe has three
tfications of farmers! Those who own land and cultivate more than

clas

i

1)

L0 sores, the large s=cale commercials land ownere who farm less than
O aaras, the small scale commsrcials and those who farm on communal
Lamas., fhess are the former Tribal Trust Lands. Farmers do not have
fee—cimple title, but they do have secwe use riaghts to areas of
arabie Jand.,  wrarzing lands are held and exploited in common.

A farming svetems program was started with CIMMYT help and with a
=lose collaboration between the Reseatrch ana Specialist Services
Divigion (R85 of the Ministry of Aaqriculture, the Ministry Extension
fervice, and the Faculty of Agricultwe of the University of Zimbabwe.
CIrMMYT provided supervised training for RSS statf and University staff
in an area characterized by uncertain rainfall and relatively poor
solls. Two vears of deouth has nolt seemed to daiopen interest,

m 1992 2 second area was opened in a muech more promising area.

Orme technology tested in the new area has gensrated considerable
tarmer interest. It is a minimum tillage technology mabking use of a

—Y
.

Line, an ioplement to open a narvow farrow in which agrain is planted.

2 Lhe demands

oreas

Rationale iz that thig instrument will greatly d
pPlaced on oxen at the beginning of rains, the time they are wasakest,

Fesearchers think that even those farmers nobt owning oxen will benefit
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in that oxen owners will complete their work aore rapidly and can hire
their oxen out.

Zimbabwe 1= adding some elaments to the conventional FSR process.
Meetings are held with farmers in planning on—farm trials. The
farmers select the sites for the trials and all are held responsible
for care and wmaintenance af the plots. This apparently stimul ates much
interest, Faroers insiasbed the researcheres discuss bEhe on—farm trial
proaram atter recsults were in. After only one  ar of experience
farmer demand o the tine was far bevond csupply. RS5S will make some
avallaple theounh estension and anticipates that Extension will make a
CERIrL on 1he pertormence chis crop avole.

RFE5 has also organized a Farming Svystems Fesearch Center on a
Granch oedspertaent stalion, Its purpose is not clear. CLIMMYT worries,
Ssvdwrth o gome cawsse, that it will tend to igad FSR away Yrom the
taraer and the authentic farming systems perspective.

We did not talk to anvone from Extension, but all cour Ministry of
Aariculture respondents reported excellent collaboararion of Extension
amd a2 keen extension interest in the program. Al reported was a
girawing interest ftrom ald-line resewrchers and plant breeders.

ILCA is interested in working with R3S to open Lhe new areas this
year and will make a livestock officer available to the program.
Zimbebwe 1s also unusual in the degree to which it insists on
incluwling livestock in FBR.

They also report grealt inbterest from Tarmers.  One oeeting has
been held with farmers to repart on vear™s work, largely at the
instshence of farmers who vanted to kEnow what happenead.,

The Ministry of Agriculture hae kept in touch with GIMEYT from

the beginning and 196 contident in the CIHFMYT worlk and wantyg further
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CIMMYT atbtention. Fersonnel do Qant moere help in dealing with
livestock in the svystem than‘DIHNYT offer=.

The Faculty of Aaricul ture. in evistence only since independence,
is struggling tor its own development. It wante to develope a
research base. The dean, who was formerly hzad of the Department of
Land Management, which houses economics, €nil science., engineering,
and sxtengion, wszed farmina syetems se Lhe orientina concept for the
departmental researc program.  He vas one of the +irst to contact
CIMEiY T, and his department col lsborated with FSS in the surveys in the
Tiicst area. His anterest continues and he hes an TRDC arant for an
Foiv program in the Jambesi wval lay,

ihe Faoculty 1s cwrently developing a prouecan witn USALTD that
oy other thinos will provide six expalriate stad+, thres for Lhree
veass and three for five vears. To the extent that program is

associated with the Zambesi Valley project, it will make Zimbabwe

fe

eligible +tor CIMHMYT attention under the gramt.
£LMYT 1s also warking with the Land Management Department ©o put

an, bwn Graining sessions a yvear for the region.  The Department®™s

o
O
=1

itribution 1 largely logistics. CILMMYYT and others provide the
atatd,  The departmental progrem benetits greatly from this talent.

Trie future of this program ig not certain, and the Dean would like a

Little wmore gecurity of expectationsz. CHFYT would like the University
to take more technical responsibility for the training.

Technical ly, Lhis braining progeam is not one of Lhe 1teans
iﬁc]udwd i the CLMMYT meant, bob it is so conpabible to the purposss
of  the grant project that it owould be in thﬁ Aoency® s interest to

allow grant funds to be vsed i+ needed. Wer have: no divect evidence of

the quality and impact of this training, bult we have much indivrect



Fage 74

evidence., Many of the leaders of FSR programs in the area have
attended similar couwses held in Mairobi.

Ouwr stop in Zimbabwe was very short, and we encountered some
mysteries that could not be cleared up. There seemed to be a great
enthusiasm for FSR, even to the point where one officer a2xpressed fear
Ehab too much was expeched. n spite of this, S5 has no plans to
tncreas: 1hte investment on FHR. In fact the opposeite may bhe true.

e sinale aoronamt sl ascigned to FBR also is responsiblse forr the
Farming Syetoams vevelopment Center, and that will reduce his on-farm
1, Cre off1cer aunlained this lack of i1nvestment by a personnel
Treemz. Anather oarsihcer of hiigher rank, however, saad there were ways

6, Ihere are no BHSS economists avallable to

cie o ocbead veeg en Ul Tl femes
YTl ST S T ] RO

Liv thes mesntime, the lHroversity is increasing 1ts investment ancd
comm tment for FSk, .WE hrard canflicting reports concerning UZ-RSS5
collab wmation.

Mo ome +roin Extension was on our schedule.

Extension 1s receiving more attention than research. Apparently,
wa were told that there e plans fYor a great increase in field staff.
e could get no information on plan for research staff development.

Ferzsons Contacted:  Maroc Winter, agricul bural officer, USALD:
Fhitlip Chigaru, directaor of Regearch Specialist Services, Ministry of
Goricul tures Ephiraim Whinawiri, head of Agronosy Institute, RSS5: Enos
Stuunba, Agronomy Institute:s Malocole Blackie, dean. Faculty of
Agriculture, University or Zambias Mandie Rukwid, ODepartoent of Land

Management, W23 and Sam Muchena, Deputy Socretary, Ministrv of

Agricul ture.
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Southern Atrica Deselopment Coordinatina Commi ttee
SADCE
We vigited with Carl Hicher of Michigan State Universily on

assignment to USAILD/ Zinbabwe as regional agricultural development
cf+lcer. He has had litkle opportunity to view the componenlt of the
CIMMYT program being evaluated. He spends 2% percent of his time in
the Depaebtoent of land Management which is responsible for the CIFFYT
titzirning cowrse, but which is nob fechnically a cmﬁponent ot the AILD
grant pragram.  He oftered some observations on that program, but

larg=ly from the wviewpolint of institutionalizing it within the

(RERRIRVISY SETS B RV

jeeor thed Lhe TORISST regonal soraghum proogram Lo be

FLU R LM L minaiues, L provides sor o an ICRLSAT tarming sysioems

SnCml ST 1n vesr dour or the project. That 1s too far away to be of
any si1gniricance for this review.
The SADCC/&ID program is now designing a project in arain

1

Fumes, but tos lrttle is known about 1t Lo antic1pafe opportuni ties
tor colizhoration.

SALCL/ALD is also organizing the SACUAR (Southern Africa Center
foar Cooperation in Aqricul tural Regéarch) to be sited in Botswana.s It
wtill dnwalve pebworkiog anong national researchers and can be expecthted

to provide axcellent oppaortunity for collaboration.



