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EXECUTIVE SUMMARY 

Project Background 

The Gambian Agricultural Research Development (GARD) project is a 7-year project 

which was signed on June 29, 1985 by the Government of The Gambia (GOTG) and the 

Office of the AID Representative (~A~/~anjul). A 5-year contract was signed with 

the University of Wisconsin (Madison) in January 1986 to help implement the 

project. Implementation began in November 1985 with the early arrival of the Chief 

of Party and the Project Administrator. 

The purpose of the project is to "test, generate, adapt, and promote the adoption 

of improved crop and livestock technologies that meet farmers' needs and expand and 

diversify The Gambia's agricultural economy." Project designers assumed that 

achievement of this purpose would contribute significantly toward the broader goal 

of achieving food self-reliance in The Gambia. 

To produce the outputs needed to achieve the project purpose, the project was 

designed with five distinct but mutually supportive components: 

1. Establishment of an agricultural research management system (ARMS) which 

would set agricultural research priorities in the light of farmers' needs, 

researchers' recommendations, and GOTG policy objectives; it would enforce 

these priorities through procedures by which programs were designed, 

reviewed, and funded. 

2. Provision of long and short-term training for Gambians in various 

agricultural disciplines, and improvement of research support systems, 

including selected infrastructural improvements. 

3. Support to on-station component research in crops, livestock, agroforestry, 

socio-economics, and water resources. 
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4. Expansion of on-farm FSR/E activities, and linking these activities to 

component research and the extension of programs in the context of the ARMS. 

5. Design of technology promotion activities for farmers at large, including 

training of field workers, monitoring and feedback of results, and the 

financing of specific pilot promotional efforts. 

Evaluation of the Project 

This is a report of the first external evaluation, which was conducted 

October-December 1988 by a 4-person team from the consulting firm of Development 

Associates, Inc., supplemented by an AID expert from AID'S regional support office 

in Abidjan (REDSO). The statement of work is presented in Annex A. 

Chapter I1 of this report was drafted to serve as a synthesis of the other 

chapters, highlighting and giving a sense of priority to the team's principal 

recommendations. 

Achievements to Date 

Since 1986, the research programs have increasingly reflected Gambian 

assessments of research priorities. Participation in the trials of regional 

networks is much more selective than previously. The quality, quantity, and 

relevance of research results to Ganbian conditions has increased 

significantly. 

The internal review process for selecting and designing research projects 

has been strengthened. 

r A substantial number of research personnel have received short-term 

training, either in Gambia or abroad, and a number are currently in 

long-term training abroad. 

Researchers now have access to computers and have been trained in their 

use. Thus, the timeliness and quality of analyses, and the reporting of the 

analyses, has been improving significantly. 
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A program budgeting system (PBS) has been installed in the research service 

and is helping to bring about improved design of projects and improved 

financial management. 

The National Agricultural Research Board (NARB) has been established and has 

directed the Director of Agricultural Research, as Acting Technical 

Secretary of the NARB, to draft for the NARB's review and approval an 

overall research policy statement and guidelines for the design of the 

agricultural research program. 

Research on crops has been made the priority concern of a single department, 

the Department of Agricultural Research (DAR), and a research unit is now 

functioning in the Department of Livestock Services (DLS). 

Pilot promotional activities have been initiated for rice and cowpeas in 

collaboration with the extension services and NCOs. A grant has been made 

to Save the Children (USA) for the promotion of improved practices and 

varieties of rice and millet. 

Matters Needing Priority Attention 

There are still perceptions within the GOTG and among those working with 

agricultural development that the research service's activities are largely 

irrelevant to current development needs--in particular, they do not respond 

adequately to the constraints faced by Gambia's farmers. 

In part because of the foregoing, in part because of the conditions of 

service, there is low researcher morale and a number of qualified personnel 

have quit the service to work with development activities in Gambia or with 

international centers. 

The implementation of research activities needs considerable improvement. 
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Further improvement in the management and use of financial and other 

resources is needed. 

Research linkages with extension, with NGOs, and with other development 

projects need to be strengthened. 

Recommendations 

1. The Directorate of Agricultural Research (DAR) coordinate the preparation of 

the research policy/guidelines statement requested by the NARB and submit it 

to the NARB no later than March 31, 1989. 

2. Funding requests for research projects for the coming year not be considered 

until the policy/priorities statement has been submitted to NARB; all 

projects proposed should be consistent with the policy/priorities statement. 

3. The principal farmer constraints be identified as a part of the policy/ 

guidelines exercise; the information collected be utilized to develop the 

outlines of a pogram for resolving (or at least alleviating) farmers' 

problems and for maintaining a surveillance of developments on the farm. 

4. The policy/guidelines exercise be carried'out in such a way as tc: (a) 

strengthen the linkages of the research service with NGOs and other 

development programs and with the extension service; and (b) pave the way 

for more active collaboration of these organizations in the selection, 

design, and implementation of research activities. 

5. Following the approval by NARB of a research policy and research priority 

guidelines, a special study of research manpower availabilities and 

requirements be undertaken. The study should also f~cus on career 

development and job satisfaction issues. consist en^ with the findings of 

the study, a long-term training plan should be developed; it should cover 

both long and short-term training priorities. 
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6. The Ministry of Agriculture (MOA): (a) make funds and other resources 

(e.g., petrol) available on a more timely basis and in accordance with 

research's operational requirements; (b) delegate additional 

authorities to research station managers so they can ensure improved 

implementation of research activities; (c) prepare a management improvement 

plan for Sapu research station; and (d) improve the management of the soils 

laboratory. 

7. DAR strengthen its monitoring of the use of its resources so it can assure 

EaOA that delegated authorities will not be abused. 

8. MOA fill DAR vacancies so DAR can: (a) monitor better the use of resources; 

(b) expand and strengthen its linkages with extension and development 

agencies, par titularly the NGOs ; and (c ) through stronger management, 

generally improve the effectiveness and efficiency of the research service. 

9. MOA should fill the vacant Technical Secretariat positions designed to serve 

the NARB so the NARB can become more effective. 

10. MOA review the situation in the Department of Planning (DOP), particularly 

the administration of the National Agricultural Sample Survey (NASS), and 

consider transferring the National Agricultural Data Centre to the DAR and 

up-grading the Centre to also encompass socio-economic data collection and 

analysis. 

11. DAR and the extension service should strengthen their technology promotion 

activities, in part by increasing their collaboration with NGOs and other 

development projects. 

Amplification of most of the foregoing findings and recommendations is included in 

the chapters which follow. Also included in those chapters are operational 

recommendations and suggestions (e.g., in Chapters VI, On-Station Research, and X, 

Project Administration) and additional recommendations of less urgency or 

importance than those included here and in Chapter 11. 
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I 

I. INTRODUCTION 

A. PROJECT BACKGROUND 

The Gambian A g r i c u l t u r a l  Research Development (GARD) p r o j e c t  i s  a 7-year 
p r o j e c t  which was s igned on June 29, 1985 by t h e  Government of The Gambia 
(GOTG) and t h e  Off ice  of t h e  A I D  Representa t ive  (OAR/Banjul). A 5-year 
c o n t r a c t  w a s  s igned wi th  t h e  Univers i ty  of Wisconsin (Madison) i n  January 1986 
t o  h e l p  implement t h e  p r o j e c t .  However, implementation began i n  November 1985 
wi th  t h e  a r r i v a l  of t h e  Chief of Pa r ty  and t h e  P r o j e c t  Administrator .  

The purpose of t h e  p r o j e c t  is  t o  " t e s t ,  genera te ,  adap t ,  and promote t h e  
adoption of improved crop and l i v e s t o c k  technologies  t h a t  meet fa rmers '  needs 
and expand and d i v e r s i f y  The Gambia's a g r i c u l t u r a l  economy." P r o j e c t  d e s i g n e r s  
assumed t h a t  achievement of t h i s  purpose would c o n t r i b u t e  s i g n i f i c a n t l y  toward 
t h e  broader  goa l  of achieving  food s e l f - r e l i a n c e  i n  The Gambia. 

To achieve t h e  p r o j e c t  purpose, i t  was assumed t h a t  it would be necessary  t o  
produce du r ing  t h e  l i f e  of t h e  p r o j e c t  t h e  fo l lowing major outputs:  

t h e  es tab l i shment  and e f f e c t i v e  ope ra t ion  of a n  a g r i c u l t u r a l  r e sea rch  
management system (ARMS) ; 

t h e  expansion and i n t e g r a t i o n  of FSR/E (farming systems r e sea rch  and 
ex tens ion )  a c t i v i t i e s  a s  a recognized and valued component of r e s e a r c h  
and ex tens ion  i n  The Gambia; 

component r e sea rch  programs which a r e  adequate ly  s t a f f e d  and funded; 

s t r o n g  e f f e c t i v e  l i nkages  between r e sea rch  and extens ion;  and 

e f f e c t i v e  promotion campaign p lans  and opera t ions .  

To produce t h e  foregoing ou tpu t s ,  t h e  p r o j e c t  w a s  designed wi th  f i v e  d i s t i n c t  
but  mutual ly suppor t ive  components: 

1, Establishment '  of an a g r i c u l t u r a l  r e sea rch  management system (ARMS) which 
w i l l  s e t  a g r i c u l t u r a l  r e s e a r c h  p r i o r i t i e s  i n  t h e  l i g h t  of farmers '  needs,  
r e s e a r c h e r s '  recommendations, and GOTG po l i cy  o b j e c t i v e s ;  i t  w i l l  en fo rce  
these  p r i o r i t i e s  through procedures by which programs w i l l  be designed,  
reviewed, and funded. 

2. Provis ion  of long  and short-term t r a i n i n g  f o r  Gambians i n  va r ious  
a g r i c u l t u r c l  d i s c i p l i n e s ,  and improvement of r e sea rch  support  systems, 
i nc lud ing  s e l e c t e d  i n f r a s t r u c t u r a l  improvements which w i l l  complement 
investments  planned by o t h e r  p r o j e c t s ,  no tably  t h e  IBRD-funded ADP I1 
p r o j e c t  . 

3. Support t o  on-s ta t ion  component r e sea rch  i n  c rops ,  l i v e s t o c k ,  a g r o f o r e s t r y ,  
socio-economics, and water  resources .  
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4. Expansion of on-farm FSR/E activities, which had already been successfully 
launched in the eastern portion of the country, and linking these activities 
to component research and the extension of programs in the context of the 
ARMS. 

5. Design of technology promotion activities for farmers at large, including 
training of field workers, monitoring and feedback of results, and the 
financing of specific pilot promotional efforts. 

I 
! The Project Agreement specifies that the project will have an internal 

evaluation after about one year's operation--this was accomplished April 13-May 
1, 1987. Provision was also made for two external evaluations, one in the 
third year of operations and one in the sixth year. 

This is a report of the first external evaluation, which was conducted 
October-December 1988 by a team from the consulting firm of Development 
Associates, Inc., supplemented by an AID expert from AID'S regional support 
office in Abidjap (REDSO). 

The Evaluation Team 

a) Mr. James Roush, Project Management Specialist and Team Leader 

Mr. Roush served in a number of executive positions during a 25-year career 
with AID (Agency for International Development), including AID Director in 
Chile and Cameroon. Since retiring from AID in 1978, he has evaluated 
several agricultural development projects in the Sahel and participated in a 
management assessment of the AID program in the Sahel. 

b) Dr. L. V. Withee, National Agricultural Research System (NARS) Specialist 

Dr. Withee has experience working with NARSs in Nigeria, Botswana, Niger, 
Morocco, and the Dominican Republic. Until his recent retirement, he was 
Professor of Agronomy at Kansas State University. 

c) Dr. Ralph Nelson, Agricultural Economist 

Dr. Nelson has worked extensively with research-oriented development 
projects as both a project manager and as an agricultural economist in 
Uganda, Tanzania, and Ethiopia. 

d) !h. Glenn Davis, Agronomist 

Dr. Davis is Dean of the College of Applied and Aatural Resources at Abilene 
Christian College in Texas. He has wide experience consulting on 
agricultural development projects and worked for a number of years in Brazil. 



e) Dr. S. K. Reddy, Agronomist and Extension Specialist (REDSO Representative) 

Mr. Reddy has had extensive experience in agricultural extension in India 
and in consulting in the Sahelian countries of West Africa. He was an AID 
Agricultural Development Officer in Mali, and now works as a regional 
trouble-shooter throughout West Africa for REDSO. 

Summary of Scope of Work 

The evaluators will assess ARMS in order to determine if it is carrying out the 
key functions of establishing research priorities, reviewing on-going and 
proposed research activities in light of these priorities, and allocating 
resources for research accordingly. This evaluation will also assess: 

the degree to which project outputs have or can likely be achieved, 
including the degree to which the project has been able to generate 
technologies which are being adopted by farmers; 

whether or not sufficient quality and quantity of information is being 
collected to enable measurement of the project's progress; and 

the need for making changes in GOTG and contractor staffing, level of 
resources, and management arrangements for the various components of the 
project. 

The effectiveness of promotional/extension activities being conducted by the 
project and other projects and the improvement in Gambian research capabilities 
also will be given special attention. 

Key questions which the evaluators were asked to address were: 

1. Is the ARMS, as currently being developed, appropriate for the size and 
institutional capacity of The Gambia? 

2. Are the support services provided by the project appropriate and adequate? 

3. Are the level and type of training programs being implemented by the project 
adequate to meet the needs of the research service? 

4. What progress has been made in improving the way research is selected, 
designed, budgeted, implemented, analyzed, and reported? 

5. Are the types, number of trials, and level of- on-station effort appropriate 
for the size and institutional capacity of the Gambian research system and 
the crops/technologies being tested? 

6. What progress has been made in institutionalizing F'SR/E activities in the 
agricultural research program? 

7. Are the project's current and planned efforts to assist extension and PVOs 
(private voluntary organizations--also referred to as NGOs--non-governmental 
organizations) in promotion and training adequate, given other donors' and 
GOTG efforts in promoting and extending improved technolagies? 



8. How might administration of the project be improved? 

9. Are the assumptions in the original design still valid? 

The full statement of work (see Annex A) includes subsidiary questions for each 
of the key questions listed above. 

Pre~aration Of The Re~ort 

The Development Associates (DA) team met in Arlington, Virginia for discussions 
with A~~/Washington. The DA team, less Mr. Roush, arrived in The Gambia on 
October 27 and remained until November 23 (except Mr. Davis who left November 
20). Mr. Roush was in-country from November 1-24; Mr. Reddy was with the team 
November 6-20. 

During their visit to The Gambia, the team met with GOTG officials, 
representatives of other donor projects, NGOs, AID/Banjul officials, members of 
the contractor's team (from the Universities of Wisconsin, Michigan, and 
Virginia State), and a number of knowledgeable and interested individuals, 
e.g., members of the new National Agricultural Research Board (NARB), the 
Assistant Director for Agricultural Programs of the U.S. Peace Corps in The 
Gambia, technical advisors in certain ministries, and Peace Corps Volunteers 
working in the GARD project. The team presented some working papers for 
comment by the Directorate of Agricultural Research (DAR), the contractor's 
team, and AID/Banjul. Before departing The Gambia, the leader of the 
evaluation team submitted a draft evaluation report for review and comment by 
interested officials and organizations. 

Upon return to the U.S., the team leader made visits to the University of 
Wisconsin and Virginia State University to meet with individuals who have been 
involved with the project and to receive those institution's comments on the 
draft report. He also met with the former AID project officer Tom Hobgood. 
Detailed comments on the draft report were submitted by the contractor and 
AIDIBanjul. 

The team leader returned to The Gambia on December 10 for a series of meetings 
with various officials and organizations to receive comments on the draft 
report and to refine and/or expand, as appropriate, on the recommendations in 
the report. The team leader departed The Gambia on December 20, after 
submitting a second draft of the evaluation report to AI~/~anjul for review and 
comment by it, the DAR, and the contractor's team. Comments on the second 
draft were submitted the week of January 9, 1989. 

Structure Of The Report 

Chapters I11 through VIII were drafted concurrently by individual members of 
the evaluation team, and there is some overlap of coverage and 
recommendations. The team leader has edited these chapters for errors and 
omissions, and changed the form of the recommendations; otherwise, they have 
been left largely as drafted. A new Chapter I1 was drafted to serve as a 
synthesis of the other chapters, highlighting and giving a sense of priority to 
the team's principal recommendations. 
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11. OVERALL BSSESSMENT OF PROJECT PROGRESS 

A. FINDINGS 

Situation at the Beninninn of the Project 

1. Agricultural research was predominately crops oriented. 

2. The research programs consisted largely of trials from regional and 
international agricultural research centers which did not necessarily 
reflect national priorities. In some instances Gambian researchers carried 
out the trials and submitted the raw data to a regional research network 
coordinator, but did not receive the results of any statitical analysis. 

3. There was a minimal number of well-trained researchers, and they were not 
well-equipped. 

4. There was a general perception that the Agricultural Research Service's 
activities were not relevant to the country's agricultural development 
activities. 

Achievements to Date 

5 .  Since 1986, the research programs have increasingly reflected Gambian 
assessments of research priorities. Participation in the trials of regional 
networks is much more selective than previously. The quality, quantity, and 
relevance of research results to Gambian conditions has increased 
signficantly . 

6. The internal review process for selecting and designing research projects 
has been strengthened. 

7. A substantial number of research personnel have received short-term 
training, either in Gambia or abroad, and a number are currently in 
long-term training abroad. 

8. Researchers now have access to computers and have been trained in their 
use. Thus, the timeliness and quality of analyses, and the reporting of the 
analyses, has improved significantly; further progress is needed. 

9. A program budgeting system (PBS) has been installed in the research service 
and is helping to bring about improved design of projects and improved 
financial management. 

10. The National Agricultural Research Board (NARB) has been established and has 
directed the Director of Agricultural Research, as Acting Technical 
Secretary of the NARB, to draft for the W ' s  review and approval an 
overall research policy statement and guidelines for the design of the 
agricultural research program. 
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11. Research on crops  has  been made t h e  p r i o r i t y  concern of a s i n g l e  
department,  t h e  Department of A g r i c u l t u r a l  Research, and a r e sea rch  u n i t  
i s  now func t ion ing  i n  t h e  Department of Livestock Serv ices .  

12. P i l o t  promotional a c t i v i t i e s  have been i n i t i a t e d  f o r  r i c e  and cowpeas i n  
c o l l a b o r a t i o n  wi th  t h e  ex tens ion  s e r v i c e s  and NGOs. A g ran t  has  been 
made t o  Save t h e  Children (USA) f o r  t h e  promotion of improved p r a c t i c e s  
and v a r i e t i e s  of r i c e  and m i l l e t .  

Matters Needing P r i o r i t y  A t t e n t i o n  

13. There a r e  s t i l l  percept ions  wi th in  t h e  GOTG and among those  working wi th  
a g r i c u l t u r a l  development t h a t  t h e  r e sea rch  s e r v i c e ' s  a c t i v i t i e s  a r e  
l a r g e l y  i r r e l e v a n t  t o  c u r r e n t  development needs--in p a r t i c u l a r ,  they do 
not  respond adequate ly  t o  t h e  c o n s t r a i n t s  faced by Gambia's farmers.  

14. I n  p a r t  because of t h e  foregoing,  i n  p a r t  because of t h e  cond i t ions  of 
s e r v i c e ,  t h e r e  i s  low re sea rche r  morale and a number of q u a l i f i e d  
personnel  have q u i t  t h e  s e r v i c e  t o  work wi th  development a c t i v i t i e s  i n  
Gambia o r  w i th  i n t e r n a t i o n a l  c e n t e r s .  

15. The implementation of r e sea rch  a c t i v i t i e s  needs cons iderable  improvement. 

16. Fu r the r  improvement i n  t h e  management and use  of f i n a n c i a l  and o t h e r  
resources  i s  needed. 

17. The r e sea rch  s e r v i c e ' s  l i n k a g e s  with t h e  ex tens ion  s e r v i c e ,  with NGOs,  
and wi th  o t h e r  development p r o j e c t s  need t o  be s t rengthened.  

B. CONCLUSIONS 

1. To h e l p  o f f s e t  Findings 1 3  and 14  and t o  ensure  t h a t  t h e  r e sea rch  program is 
r e l e v a n t ,  t h e  h i g h e s t  p r i o r i t y  a c t i o n  needed i s  t h e  p repa ra t ion  of t h e  
r e sea rch  p o l i c y / p r i o r i t i e s  g u i d e l i n e s  s ta tement  requested by t h e  NARB. 

2. The p repa ra t ion  of t h e  po l i cy  / p r i o r i  t i e s  s ta tement  should involve  
r e s e a r c h e r s ,  personnel  from o t h e r  GOTG departments ,  and people a c t i v e  wi th  
development p r o j e c t s .  The s ta tement  should i n t e g r a t e  o v e r a l l  government 
a g r i c u l t u r a l  pol icy ,  a  review of on-going and planned development 
a c t i v i t i e s ,  p o t e n t i a l  technology breakthroughs, and a  review of f a rmers t  
c o n s t r a i n t s  and innovat ions.  

3. The r e sea rch  s e r v i c e  needs t o  i n c r e a s e  i t s  a t t e n t i o n  t o  farmers '  c o n s t r a i n t s  
and t o  g ive  g r e a t e r  p u b l i c i t y  t o  those  of i ts  a c t i v i t i e s  which a r e  designed 
t o  d e a l  wi th  farmers '  problems. 

4. To s t a y  c u r r e n t  on farmers '  problems and t o  ensu re  t h a t  i t s  f i n d i n g s  a r e  
t r ansmi t t ed  t o  t h e  farmer,  t h e  r e s e a r c h  s e r v i c e  needs t o  s t r eng then  its 
l inkages  wi th  t h e  nongovernmental o rgan iza t ions  (NGOs) and o t h e r  development 
agencies  and wi th  t h e  ex tens ion  s e r v i c e .  The r e sea rch  s e w i c e  a l s o  needs: 
( a )  t o  ensure  t h e  a v a i l a b i l i t y  of  good a g r i c u l t u r a l  and socio-economic d a t a ;  
and ( b )  t o  have t h e  c a p a b i l i t y  t o  ana lyze  t h e  d a t a  and d isseminate  t h e  
f ind ings  of t h e  a n a l y s i s .  

DEVELOP.\lEST ASSOCISTES, 1XC. 



1 

5. Improved implementation of r e sea rch  p r o j e c t s  w i l l  r e q u i r e  t h a t :  

a )  t h e  MOA: (1)  make GOTG funds a v a i l a b l e  a s  needed t o  meet r e sea rch  
needs,  r a t h e r  than  d i s t r i b u t i n g  them evenly by q u a r t e r  throughout t h e  
year  a s  i s  p r e s e n t l y  t h e  case ;  (2 )  de -cen t r a l i ze  some purchasing 
a u t h o r i t y ;  and ( 3 )  improve t h e  management of t h e  s o i l s  l abora to ry .  

b )  t h e  r e sea rch  s e r v i c e :  (1 )  reduce t h e  number of on-s ta t ion  a c t i v i t i e s  
t h a t  it  t r i e s  t o  implement; (2)  u t i l i z e  NGOs and o t h e r  development 
agencies  more t o  h e l p  c a r r y  out  on-farm trials and demonstrat ions;  and 
(3)  manage b e t t e r  t h e  r e sources  a v a i l a b l e  f o r  implementation of 
a c t i v i t i e s .  

6. Improved management of resources  w i l l  r equ i r e :  

a )  g r e a t e r  de l ega t ion  of a u t h o r i t y  and r e s p o n s i b i l i t y  t o  r e sea rch  s t a t i o n  
managers and e f f e c t i v e  use of those  de lega t ions  by t h e  s t a t i o n  managers; 
and 

b)  improved monitoring of f i e l d  a c t i v i t i e s  by headquar te rs  s t a f f .  

7.  I f  t h e  i s s u e s  r a i s e d  i n  t h i s  eva lua t ion  a r e  d e a l t  w i th  a long t h e  l i n e s  of 
t h e  recommendations which fo l low,  t h e  P ro jec t  purpose is  a t t a i n a b l e  and t h e  
P r o j e c t  can make a s i g n i f i c a n t  c o n t r i b u t i o n  t o  t h e  expansion and 
d i v e r s i f i c a t i o n  of Gambian a g r i c u l t u r e .  

C e  RECOMblEbJDATIONS 

lo The D i r e c t o r a t e  of A g r i c u l t u r a l  Research (DAR) coord ina te  t h e  p repa ra t ion  of 
t h e  r e sea rch  po l i cy /gu ide l ines  s ta tement  reques ted  by t h e  NARB and submit it  
t o  t h e  NARB no l a t e r  than  March 31, 1989. 

2. Funding r e q u e s t s  f o r  r e s e a r c h  p r o j e c t s  f o r  t h e  coming year  no t  be considered 
u n t i l  t h e  p o l i c y l p r i o r i t i e s  s ta tement  has  been submit ted t o  NARB; a l l  
p r o j e c t s  proposed should be c o n s i s t e n t  wi th  t h e  p o l i c y l p r i o r i t i e s  s ta tement .  

3. The p r i n c i p a l  farmer c o n s t r a i n t s  be i d e n t i f i e d  as a p a r t  of t h e  po l i cy1  
gu ide l ines  e x e r c i s e ;  t h e  informat ion  c o l l e c t e d  be u t i l i z e d  t o  develop t h e  
o u t l i n e s  of a program f o r  r e so lv ing  ( o r  a t  l e a s t  a l l e v i a t i n g )  fa rmers '  
problems and f o r  main ta in ing  a s u r v e i l l a n c e  of developments on t h e  farm. 

4. The po l i cy /gu ide l ines  e x e r c i s e  be c a r r i e d  ou t  i n  such a way a s  to ;  ( a )  
s t r eng then  t h e  l i nkages  of t h e  r e sea rch  s e r v i c e  wi th  NGOs and o t h e r  
development programs and wi th  t h e  ex tens ion  s e r v i c e ;  and (b)  pave t h e  way 
f o r  more a c t i v e  c o l l a b o r a t i o n  i n  t h e  s e l e c t i o n ,  des ign ,  and implementation 
of r e sea rch  a c t i v i t i e s .  

S e  Following t h e  approval  by NARB of a r e sea rch  po l i cy  and r e sea rch  p r i o r i t y  
g u i d e l i n e s ,  a s p e c i a l  s tudy of r e sea rch  manpower a v a i l a b i l i t i e s  and 
requirements  be undertaken. The s tudy should a l s o  focus  on c a r e e r  
development and job s a t i s f a c t i o n  i s s u e s .  Cons is ten t  wi th  t h e  f i n d i n g s  of 
t h e  s tudy,  a long-term t r a i n i n g  p lan  should be devsloped; it should cover 
both long and short-term t r a i n i n g  p r i o r i t i e s .  
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6. The Ministry of Agriculture (MOA): (a) make funds and other resources 
(e.g., petrol) available on a more timely basis and in accordance with 
research's operational requirements; (b) delegate additional 
authorities to research station managers so they can ensure improved 
implementation of research activities; (c) prepare a management improvement 
plan for Sapu research station; and (d) improve the management of the soils 
laboratory. 

7. DAR strengthen its monitoring of the use of its resources so it can assure 
MOA that delegated authorities will not be abused. 

8. MOA fill DAR vacancies so DAR can: (a) monitor better the use of resources; 
(b) expand and strengthen its linkages with extension and development 
agencies, particularly the NGOs; and (c) through stronger management, 
generally improve the effectiveness and efficiency of the research service. 

9. MOA should fill the vacant Technical Secretariat positions designed to serve 
the NARB so that the Secretariat can begin to realize its potential. 

10. MOA review the situation in the Department of Planning (DOP), particularly 
the administration of the National Agricultural Sample Survey (NASS), and 
consider transferring the National Agricultural Data Centre to the DAR and 
up-grading the Centre to encompass also socio-economic data collection and 
analysis. 

11. DAR and DAs should strengthen their technology promotion activities, 
including through increased collaboration with NGOs and other development 
projects. 

Amplification of most of the foregoing findings, conclusions, and recommendations 
is included in the chapters which follow. Also included in those chapters are 
operational recommendations and suggestions (e.g., in Chapters VI, On-Station 
Research, and X, Project ~dministration) and additional recommendations of less 
urgency or importance than those included in this chapter. 
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III. AGRICULTURAL RESEARCH MANAGEMENT SYSTEM (BBMS) 

One of the  main elements of the  GARD p r o j e c t  plans was t o  review and reform the  
a g r i c u l t u r a l  research  management system (ARMS) of The Gambia i n  order  t o  
f a c i l i t a t e ,  more e f f e c t i v e l y ,  the  operat ion of the  Agr icu l tu ra l  Research System. 
An ARMS working group was es t ab l i shed  t o  a c t  under t h e  supervis ion  of t h e  Permanent 
Sec re ta ry  of the  Minis t ry  of Agr icul ture .  The WG cons is ted  of n ine  members, 
inc luding M.S. Sompo-Ceesay, Ass i s t an t  Direc tor  (Research) of t h e  Department of 
Agr icul ture ,  Elon G i l b e r t ,  Chief of Par ty  of the  GARD p r o j e c t ,  and Matthew Dagg of 
ISNAR a s  an advisor .  

The Scope of work of t h e  WG was t o  review and propose s p e c i f i c  improvements i n  t h e  
fol lowing areas :  

s t r u c t u r e  of a g r i c u l t u r a l  research  i n  government se rv ice ;  

gu ide l ines  and procedures f o r  t h e  formulation of r e sea rch  p r i o r i t i e s  and 
proposals;  

dec i s ion  making on a l l o c a t i o n  of research  resources;  

r e l e a s e  of funds; provision of research  f a c i l i t i e s ;  

provis ion  of administrative/logistical/managerial support  se rv ices ;  

human resource development, inc luding manpower planning, condi t ions  of 
s e r v i c e ,  and incen t ives  f o r  performance; 

monitoring and evaluat ion  of r e sea rch  programs; 

t r a i n i n g  of researchers ;  

The WG i d e n t i f i e d  s i x  problem a r e a s  t h a t  needed a t t e n t i o n  and improvements: 

1. Manpower Development 

2. I n f r a s t r u c t u r e  Development 

3. Policy Development and C l a r i f i c a t i o n  

4. Establishment of a System t o  Mobilize and Ef fec t ive ly  Use Financia l  Resources 

5. Establishment of an Ef fec t ive  Monitoring and Evaluation System 

6. Establishment of Ef fec t ive  Linkages and Communication t o  o the r  Agencies 
Involved i n  Agr icu l tu ra l  Development 

The f i r s t  i tem, Manpower Development, i s  discussed i n  Chapter V. I n f r a s t r u c t u r e  
Development (Item 2) i s  discussed i n  p a r t  i n  the  r e p o r t s  on Computer Services ,  
Library,  and Agr icu l tu ra l  S t a t i s t i c s  i n  Chapter I V ,  Research Support. I n  a d d i t i o n ,  
it should be noted t h a t  veh ic les  were provided by the  GARD p ro jec t  f o r  t h e  Sapu 
Research S t a t i o r  and t h a t  t h r e e  s t a f f  houses were cons t ructed  the re .  The balance 
of t h i s  chapter  focuses on the  o the r  four  problem a r e a s  i d e n t i f i e d  by the  WG. 
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A. POLICY DEVELOPMENT AND CLBRIFICATION 

1. Progress t o  Date 

The WG recommended a National Agr icu l tu ra l  Research Board (NARB) advisory  t o  
the  Minis ters  of Agr icul ture ,  Water Resources, and Economic Planning and 
I n d u s t r i a l  Development. 

The main d u t i e s  of the  Board would be to :  

8 advise  the  min i s te r s  on a l l  mat ters  concerning t h e  organizat ion and 
prosecution of research i n  a g r i c u l t u r e ,  l i v e s t o c k  production, f o r e s t r y ,  
f i s h e r i e s ,  and agro-industry. 

a Formulate n a t i o n a l  a g r i c u l t u r a l  research pol icy  and p r i o r i t i e s  t o  support  
n a t i o n a l  development ob jec t ives ,  and advise  t h e  Minis ters  on t h e  
f i n a n c i a l ,  manpower, and physica l  resources required t o  c a r r y  out an 
approved research program e f f i c i e n t l y  and e f f e c t i v e l y .  

8 Recommend a l l o c a t i o n  of resources t o  high p r i o r i t y  a r e a s  f o r  research;  
review t h e  research program developed i n  response t o  the  p r i o r i t y  
guidel ines  before  recommending approval f o r  implementation. 

The Board would be s e w e d  by a Technical S e c r e t a r i a t  which would supply the  
necessary information f o r  informed decis ion making. It would be the  
r e s p o n s i b i l i t y  of t h e  research department t o  supply t h e i r  da ta  and plans t o  
the  Technical S e c r e t a r i a t .  

The WG suggested s i x  c r i t e r i a  t h a t  NARB should consider i n  making research 
p r i o r i t i e s  and a l l o c a t i n g  resources.  They a l s o  l i s t e d  th ree  c r i t e r i a  t h a t  
should be considered i n  choosing experiments at  t h e  research s t a t i o n  l e v e l .  
These a re :  

a .  The chances of t echn ica l  success i n  genera t ing p o t e n t i a l  f o r  improved 
product iv i ty ;  

b. The chances of r e a l i z i n g  p o t e n t i a l  improvement i n  product iv i ty  (e.g. 
capaci ty  of input  supply se rv ices ;  p r i c e s  and marketing se t -up ;  farmers '  
c a p a b i l i t i e s  and c o n s t r a i n t s ;  e t c . ) .  

c .  S a t i s f a c t i o n  of the  researcher ,  including prospects  of recogni t ion ,  
promotion, and con t r ibu t ion  t o  world knowledge, e t c .  

A National Agr icu l tu ra l  Research Board, a s  recommended by the  working Group, 
w a s  e s t ab l i shed  by t h e  Cabinet i n  November 3.987 and t h e  i n i t i a l  meeting was 
held on March 2-3, 1988. Matthew Dagg and h j ibo loa  Taylor, ISNAR S t a f f ,  
were consu l t an t s  a t  t h i s  meeting t o  d i scuss  t h e  r o l e  and funct ion of t h e  
Board, t o  a s s i s t  t h e  Board i n  developing opera t ional  procedures f o r  i t s e l f  
and t h e  research systems, and t o  i n i t i a t e  a c t i o n  t o  develop research 
p r i o r i t i e s .  A second meeting was held  on Apri l  28, 1988, i n  which the  
Director  of D M ,  a s  a c t i n g  Technical Secre tary ,  was i n s t r u c t e d  t o  d r a f t  
na t iona l  a g r i c u l t u r a l  research and p r i o r i t i e s  s tatements f o r  Board 
considerat ion.  



Concurrent with the efforts to establish the NARB the process for the 
establishment of research project priorities was being strengthened. This 
system, which is reviewed in Chapter VI, was geared to improve the selection 
and design of research activities within component programs. It was weak on 
establishing priorities between program components. 

2. Conclusions and Recommendations 

a. The evaluation team feels that agricultural research policy and 
priorities statements should have been prepared earlier and should have 
been available for NARB's review when it was established. However, the 
team understands that the approach recommended by the ARMS consultant 
called for the NARB to participate in the exercise, and no one expected 
the approval of the NARB by the GOTG to take so long. The delay since . 
April is due primarily to the re-organization of the Ministry. 

b. The NARB should ensure that there are no further delays in this process. 
It should require at least a draft policy statement by March 31, 1989 and 
should refuse to endorse any research program until NARB has approved at 
least interim priority guidelines. 

c. The NARB should ensure that the agricultural research program provides 
for the resolving, or at least alleviating, of farmer's problems and 
includes an activity for maintaining surveillance of and reporting to 
NARB on developments on the farm. 

d. The NARB should periodically review the effectiveness of the linkages 
between research and extension and between research and the development 
projects (including NGO activities). 

e. The NARB should review the GOTG's efforts to establish research 
activities in related fields such as crop protection, water use, 
forestry, natural resources conservation and management, aquaculture, and 
livestock. 

f. NARB should appoint a Technical Secretary who would not be a part of any 
research activity but capable of reviewing activities across a number of 
fields. 

g. Priority should be given to the staffing of the Technical Secretariat to 
serve NARB . 

h. The prioritizing of research programs and projects should be based solely 
on the potential contribution of that research to the development of 
agriculture in Gambia and not on the satisfaction of the researcher as 
stated in the WG paper. In the assignment of research topics within the 
DAR, however, consideration should be given to the individual 
researcher's interests. Promotions, salaries, benefits, and special 
awards should be used to recognize and reward researchers for their 
contributions to Gambian agriculture. 
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B e  ESTABLISEMENT OF A SYSTEM TO MOBILIZE AND EFFECTIVELY USE FINANCIAL RESOURCES 

1. R o n r e s s  t o  Date 

A Financia l  and Administrat ive Research Management System (FARMS) committee 
was es tab l i shed  i n  1986. Charles Steedman from t h e  Center f o r  Research on 
Economic Development, Universi ty of Michigan, made a 4-week STTA v i s i t  t o  
work with t h e  Committee. The FARMS committee submitted t h e i r  f i n a l  r e p o r t  
on November 30, 1986. The r e p o r t  included a thorough review of a l l  
admin i s t ra t ive ,  managerial, and f i n a n c i a l  p o l i c i e s  and procedures of t h e  
m i n i s t r i e s  a s  they r e l a t e  t o  t h e  support of a g r i c u l t u r a l  research.  

The Committee's recommendations were: 

( a )  NARB-approved research program funds should be a v a i l a b l e  on a 
year-around b a s i s  adequate t o  accommodate seasonal  v a r i a t i o n s  i n  need. 

(b)  Purchasing a u t h o r i t y  should be decentra l ized.  

( c )  Imprest accounts should be es tab l i shed  a t  the  research s t a t i o n s .  

(d l  Management u n i t s  should be es tab l i shed  a t  t h e  departmental and s t a t i o n  
l e v e l  i n  order t o  remove r e s p o n s i b i l i t y  of l o g i s t i c a l  management from 
the  researcher .  

( e l  A system of deposi t  accounts should be crea ted  a t  the  Ministry of 
Finance o r  the  Centra l  Bank t o  se rv ice  donor funds covered by the  
Agricul ture  Research Service.  

( f )  Quarterly a l l o c a t i o n s  of GOTG funding should be immediately a v a i l a b l e  a t  
the  beginning of each quar te r ,  unless  s p e c i f i c a l l y  flagged by t h e  
Permanent Secretary.  

(g)  Establishment of an accounting system t h a t  aggregates GLF and donor 
below-the-line accounts. 

According t o  t h e  d r a f t  1988189 GARD annual work plan ,  t h e  MOA has s t a r t e d  
implementing some of the  above recommendations. A program budgeting system 
(PBS) has been i n s t a l l e d ,  and a major redesign of t h e  i n t e r n a l  accounting, 
procurement, disbursement, and f i n a n c i a l  r epor t ing  systems f o r  the DAR i s  i n  
progress. The PBS s t i l l  needs rev i s ions ,  but i t  i s  func t iona l  and has 
r e s u l t e d  i n  pos i t ive  changes i n  research planning, accoun tab i l i ty ,  and 
f i n a n c i a l  d i s c i p l i n e  a s  wel l  a s  f a c i l i t a t i n g  the  i n t e g r a t i o n  of the  var ious  
sources of support.  

An ob jec t ive  of t h e  1988189 plan of work i s  t o  continue t o  improve PBS and 
f i n a n c i a l  management i n  t h e  DAR and t o  continue t o  s h i f t  r e s p o n s i b i l i t i e s  
f o r  management of p ro jec t  support a c t i v i t i e s  from t h e  Contractor t o  t h e  
DAR. An LTTA Financia l  Advisor a r r ived  i n  October 1988 t o  he lp  the  DAR 
improve f i n a n c i a l  management and t o  f a c i l i t a t e  the  t r a n s f e r  of a c t i v i t i e s .  
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2. Conclusions and Recommendations 

a. Af te r  e f f e c t i n g  any needed changes i n  t h e  PBS and f i l l i n g  t h e  new 
f i n a n c i a l  management p o s i t i o n s ,  t h e  DAR should be given t h e  a d d i t i o n a l  
f l e x i b i l i t i e s  c i t e d  above -- ( a )  through ( c )  - which a r e  au thor i zed  
under t h e  GOTG system but c u r r e n t l y  denied t o  DAR by h ighe r  a u t h o r i t y  
w i t h i n  t h e  MOA. 

b. I f  no t  done before  then ,  t h e  A I D  Representa t ive  should cons ider  i n c l u d i n g  
a p rov i s ion  i n  t h e  nex t  P r o j e c t  Agreement amendment which would provide 
f o r  DAR t o  be given t h e  needed f l e x i b i l i t y  i n  funds management t o  c a r r y  
out  ope ra t ions  e f f e c t i v e l y .  

c. The c u r r e n t  system f o r  programming and budgeting needs t o  be s t reaml ined  
t o  reduce t h e  t ime spen t  i n  t h e  process.  A t  t h e  same time, more 
e f f e c t i v e  inpu t  i s  needed from t h e  ex tens ion  s e r v i c e  and implementers of 
a g r i c u l t u r a l  development p r o j e c t s .  Some sugges t ions  and obse rva t ions  
t h a t  might be h e l p f u l  i n  t h e  s t r eaml in ing  process fol low: 

1 )  make a d i s t i n c t i o n  between gene ra l  informat ion  sha r ing ,  which could 
precede and form t h e  b a s i s  f o r  t h e  development of programs, and 
t e c h n i c a l  review, which could be l i m i t e d  t o  a small number of 
q u a l i f i e d  r e sea rche r s .  

2) e s t a b l i s h  p r i o r i t i e s  w i t h i n  each program, perhaps ranking a c t i v i t i e s  
a s  P r i o r i t y  I, 11, and I11 based on e i t h e r  t h e i r  importance t o  o v e r a l l  
p r i o r i t i e s  o r  t h e i r  t i m e l i n e s s  (perhaps i n  r e l a t i o n  t o  o t h e r  
experiments) .  A l t e r n a t i v e l y ,  each program component could be given a 
base planning f i g u r e  and asked t o  a l s o  submit programs f o r  20 percent  
more and less than  t h e  base f i g u r e .  

3) a f t e r  o v e r a l l  po l i cy  and p r i o r i t i e s  a r e  e s t a b l i s h e d  and r e sea rch  
s t a t i o n  manager p o s i t i o n s  are up-graded, have budgets developed by 
s t a t i o n .  

C. ESTABLISHMENT OF AN EFFECTIVE MONITORING AND EVALUATION SYSTEM 

According t o  t h e  Cont rac tor ,  no formal  system of monitoring and eva lua t ion  
e x i s t s  a t  present .  It i s  planned, however, wi th  a s s i s t a n c e  from ISNAR, t o  
in t roduce  one i n  t h e  f u t u r e .  

I n  p repa ra t ion  f o r  e s t a b l i s h i n g  a monitoring and e v a l u a t i o n  system, t h e  DAR, 
P ro jec t  s t a f f  and consu l t an t  w i l l  need t o  review p r o j e c t  implementation i n  
gene ra l  and t h e  management of resources  ass igned t o  t h e  p r o j e c t .  Some a s p e c t s  
f o r  t b e i r  cons ide ra t ion  a r e  developed below. 
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1, Research program management 

The DAR has  s i x  r e s e a r c h  programs loca ted  and supervised  a s  fol lows:  

Program 
Program Leader 
Locat ion Location 

Agr. Mechanization (animal t r a c t i o n )  Yundum/Sapu Yundum 
Cropping Systems and Resource Mgmt Yundum/Sapu Sapu 
Grain Legumes and O i l  Seeds Yundum/Sa pu Yundum 
H o r t i c u l t u r e  Yundum Yundum 
Rice Yundum/Sapu Sa pu 
Upland Cerea ls  YundumiSa pu Yundum 

Under t h e  system which e x i s t e d  f o r  1987-88, t h e  s i x  program l e a d e r s  were 
r e spons ib le  f o r  : 

( a )  formula t ing  t h e i r  programs; 

( b )  c h a i r i n g  a program committee ( a l s o  r e f e r r e d  t o  by some a s  a t a s k  f o r c e )  
which was used t o  o b t a i n  peer  comment on t h e  proposed program; 

( c )  defend t h e  proposed program be fo re  t h e  A g r i c u l t u r a l  Research Advisory 
Board (ARAB) ; 

( d l  prepare  t h e  budget f o r  t h e  proposed program; 

( e l  prepare  p ro toco l s  f o r  t h e  approved a c t i v i t i e s  and have them reviewed by 
pee r s  through t h e  program committee; 

( f )  supe rv i se  t h e  implementation of t h e  approved r e sea rch  a c t i v i t i e s  and the  
budget approved f o r  t h e i r  implementation; and 

(g)  superv ise  ( o r  undertake)  t h e  c o l l e c t i o n ,  a n a l y s i s ,  and r e p o r t i n g  of 
r e sea rch  r e s u l t s .  

Management of t h e  programs is  complicated because f i v e  of t h e  s i x  programs 
have a c t i v i t i e s  being implemented on both r e s e a r c h  s t a t i o n s  ( fou r  t o  f i v e  
hours  d r i v e  a p a r t ) .  I n  a d d i t i o n ,  most programs ope ra t e  t r i a l s  and surveys 
a t  each of t h e  f o u r  o f f - s t a t i o n  c l u s t e r  s i t e s .  The f i v e  program l e a d e r s  who 
a r e  r e spons ib le  f o r  programs a t  both s t a t i o n s  do not  have adequate t r a n s p o r t  
and budgetary r e sources  t o  monitor adequate ly ,  l e t  a lone  supe rv i se  t h e  
a c t i v i t i e s  a t  t h e  second s t a t i o n .  This  can be p a r t i c u l a r l y  s e r i o u s  when, 
because a number of r e s e a r c h e r s  a r e  on lm~g- term t r a i n i n g ,  implementation of 
a number of a c t i v i t i e s  must be ass igned t3 r e l a t i v e l y  unt ra ined  r e sea rch  
a s s i s t a n t s .  I n  some cases ,  t h e  r e sea rche r  r e spons ib le  f o r  implementation of 
an  a c t i v i t y  has  been l o c a t e d  a t  t h e  o t h e r  s t a t i o n .  

P ro jec t  management h a s  been f u r t h e r  complicated by t h e  system of s t a t i o n  
management. Although program l e a d e r s  have had a u t h o r i t y  t o  manage t h e i r  
budgets ,  they  have had t o  r e l y  on t h e  r e sea rch  s t a t i o n  manager t o  provide 
necessary  suppor t  s e r v i c e s ,  e.g. ,  use  of a t r a c t o r  o r  o t h e r  equipment, 
t r a n s p o r t ,  f u e l ,  computers, e t c ,  Furthermore, budget a l l o c a t i o n s  have 



genera l ly  been l a t e  and p e t r o l  supp l ies  have usua l ly  been inadequate and not  
del ivered t o  the  research s t a t i o n s  u n t i l  l a t e  i n  t h e  quar te r .  U n t i l  J u l y  1, 
1988, t h e  Sapu s t a t i o n  manager was from the  extension service .  

The DAR d i r e c t o r  has had no headquarters  support s t a f f  t h a t  he could use t o  
help  monitor implementation. Given t h a t  a g r e a t  dea l  of h i s  time has been 
involved i n  t h e  budget process,  i n  t h e  recent  re-organizat ion,  and i n  
p a r t i c i p a t i n g  i n  ARMS and FARMS working groups, it  i s  not  su rpr i s ing  t h a t  
l i t t l e  a t t e n t i o n  has been given t o  implementation monitoring. 

2. Research S t a t i o n  Management 

The foundation of any a g r i c u l t u r a l  research program i s  the  research 
a c t i v i t i e s  a t  the  research s t a t i o n .  The bes t  designed research p r o j e c t s  can 
be ruined by lack of d i s c i p l i n e  i n  t h e  implementation of the  schedule and 
d e t a i l s  of a c t i v i t i e s .  

Each research s t a t i o n  has a s t a t i o n  manager who i s  responsible f o r  t h e  
support s e r v i c e s  t o  the  research programs. This inc ludes  the provision and 
maintenance of equipment and vehic les ;  provis ion of l abor  and s t o r e s ;  
typing,  computer, and l i b r a r y  se rv ices ;  and accounting services .  

The s t a t i o n  manager a t  Sapu i s  the  head of the  Seed Technology Unit and does 
not have any r e s p o n s i b i l i t i e s  f o r  overseeing the  research programs; t h i s  i s  
l e f t  t o  the  program leaders .  The s t a t i o n  manager a t  Yundum c u r r e n t l y  
funct ions  a s  a researcher ,  supervis ing h i s  own s p e c i f i c  research a c t i v i t i e s ,  
a s  w e l l  a s  a c t i v i t i e s  under t h e  j u r i s d i c t i o n  of Yundum s t a t i o n ,  e.g., a l l  
t h e  t r i a l s  and survey work a t  Yundum and i n  the  two western c l u s t e r  s i t e s .  

The Peat Marwick McClintock (ODA) r e p o r t  s t a t e d  t h a t  the  Sapu and Yundum 
Agr icu l tu ra l  S t a t i o n s  were "not managed a s  coherent experiment s t a t i o n s  but 
were a c o l l e c t i o n  o r  more-or-less autonomous u n i t s  with no formal 
r e l a t i o n s h i p  with the  r e s i d e n t  DAC of the  extension services ."  This ODA 
repor t  was w r i t t e n  before the  reorganizat ion of the  MOA and t h e  s h i f t  of 
r e s p o n s i b i l i t y  f o r  s t a t i o n  management t o  DAR. However, the  conclusion i s  
s t i l l  va l id .  

As  of Ju ly  1, 1988, DAR became responsible  f o r  t h e  management of t h e  
research s t a t i o n .  The DAR Director  has appointed the  head of t h e  Seed 
Technology Unit a s  s t a t i o n  manager a t  Sapu; Yundum has an a c t i n g  s t a t i o n  
manager. The Director  s t a t e s  t h a t  the  s t a t i o n  managers w i l l  be involved i n  
the  prepara t ion of the program budget, w i l l  have t h e  opportunity t o  review 
the  component programs t o  be c a r r i e d  out  a t  t h e i r  s t a t i o n s ,  and w i l l  manage 
the  s t a t i o n  budget. Fur ther ,  he expects  t h e  c o n t r a c t o r ' s  TA agronomist t o  
advise  the  Yundum s t a t i o n  manager and t h e  ODA exper t  t o  allvise on s t a t i o n  
management a t  Sapu. Thus, t h e  Director  expects  management of the  s t a t i o n s ,  
p a r t i c u l a r l y  a t  Sapu, t o  improve. 

3, Conclusions and Recommendations 

a .  Monitoring of p ro jec t  implementation, e s p e c i a l l y  a t  Sapu, i s  weak. It is 
un l ike ly  t o  improve unless  the DAR Assis tant  Director  and Budget Off icer  
s l o t s  a r e  f i l l e d  and t h e  incumbents charged with monitoring funct ions .  
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b. The eva lua t ion  team i s  s k e p t i c a l  t h a t  e f f e c t i v e  and e f f i c i e n t  management 
of t h e  r e sea rch  s t a t i o n s  w i l l  be poss ib l e  u n t i l :  

(1)  t h e  MOA f i l l s  a l l  a d m i n i s t r a t i v e  and f i n a n c i a l  management p o s i t i o n s  
i n  DAR; 

(2)  t h e  MOA makes funds and p e t r o l  a v a i l a b l e  on a t ime ly  b a s i s ;  

( 3 )  s t a t i o n  managers have s p e c i a l  t r a i n i n g  i n  s t a t i o n  management; and 

( 4 )  s t a t i o n  managers have t h e  a u t h o r i t y  and c a p a b i l i t y  t o  monitor and 
coordina te  r e sea rch  a c t i v i t i e s ,  as w e l l  as manage t h e  p rov i s ion  of 
suppor t  s e rv ices .  

c. It is recommended t h a t  AID/Banjul d i scon t inue  funding f o r  a c t i v i t i e s  a t  
Sapu un le s s  t h e  MOA a g r e e s  t o  accomplish b . ( l )  and ( 2 )  by June 30, 1989 
and a s  soon a s  t h e  r e sea rch  p o l i c y / p r i o r i t i e s  e x e r c i s e  is  f i n i s h e d ,  
e s t a b l i s h  a t a s k  f o r c e  t o  develop a management improvement p l an  f o r  
Sapu. A ~ ~ / ~ a n j u l  should be prepared t o  suppor t  t h e  p lan  wi th  funds f o r  
improving t h e  l i v i n g  cond i t ions  a t  Sapu and f o r  f inanc ing  t e c h n i c a l  
a s s i s t a n c e  and t r a i n i n g  t o  suppor t  improved s t a t i o n  management. 

d. For t h e  longe r  term, t h e  eva lua t ion  team i s  convinced t h a t  t h e  r e s e a r c h  
s t a t i o n  manager p o s i t i o n  w i l l  need t o  be up-graded and t h e  incumbents 
s e l e c t e d  f o r  t h e i r  managerial and t e c h n i c a l  t r a i n i n g  and exper ience ,  not  
t h e i r  l ongev i ty  i n  t h e  s e r v i c e .  The managers should be capable of  
planning and supe rv i s ing  a c t i v i t i e s  both on and o f f  s t a t i o n .  They should 
have t r a i n i n g  i n  l e a d e r s h i p ,  personnel  supe rv i s ion ,  supe rv i so ry  
management, e t c . ,  a s  w e l l  a s  have s e n i o r  r e s e a r c h e r  experience.  The 
suggested terms of r e fe rence  f o r  t h e  s t a t i o n  manager of t h e  f u t u r e  would 
inc lude  t h e  fol lowing:  

Serves a s  chairman of t h e  S t a t i o n  Management Team c o n s i s t i n g  of t h e  
Program Leaders,  t h e  Farm Manager, and t h e  s e n i o r  a d m i n i s t r a t i v e  and 
f i n a n c i a l  o f f i c e r s .  The purpose of t h e  S t a t i o n  Management Team would 
be adv i se  t h e  S t a t i o n  Di rec to r  on r e s e a r c h  p l ans  c o n s i s t e n t  w i th  
NARB's p r i o r i t i e s ;  budgeting; coord ina t ion ;  resource  a l l o c a t i o n ;  
implementation of r e s e a r c h  programs; and o v e r a l l  management of t h e  
s t a t i o n .  

Submits agreed upon annual  s t a t i o n  work p lan  and budget t o  t h e  
Di rec to r  of DAR. 

e Responsible t o  t h e  DAR Di rec to r  f o r  monitoring t h e  implementation of 
programs and budgets. 

e Prepares  S t a t i o n  annual  r e p o r t s  t o  t h e  Di rec to r  of DAR. 

e Encourages and promotes c o l l a b o r a t i o n ,  a t  t h e  department and s t a t i o n  
l e v e l ,  wi th  t h e  Department of A g r i c u l t u r a l  Se rv ices  and NGOs and 
o t h e r s  a c t i v e  i n  a g r i c u l t u r a l  development i n  The Gambia. 
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D. ESTABLISBMWT OF EFFECTIVE LINKAGES AND COMMUNICATIONS TO OTHER AGENCIES 
INVOLVED IN AGRICULTURAL DEVEU)PMWT 

1. Progress  t o  Date 

The GARD d r a f t  annual  work p lan  s t a t e s  t h a t  "The Gambia has wel l -es tab l i shed  
t i e s  wi th  the  I n t e r n a t i o n a l  A g r i c u l t u r a l  Research Centers  and wi th  n a t i o n a l  
systems i n  neighboring c o u n t r i e s ,  no tab ly  Senegal.  Although t h e r e  has  been 
a flow of informat ion  and exchanges of v i s i t s  and t r a i n i n g  programs, 
manpower l i m i t a t i o n s  and language b a r r i e r s  have g r e a t l y  l i m i t e d  t h e  e x t e n t  
t o  which The Gambia has  been a b l e  t o  b e n e f i t  from these  contac ts . . . . . . spec ia l  
a t t e n t i o n  w i l l  cont inue t o  be given t o  con tac t s  w i th  ISNAR i n  e f f o r t s  t o  
improve a g r i c u l t u r a l  r e sea rch  management. Contacts  w i l l  cont inue w i t h  IFPRI 
which is completing t h e  second and f i n a l  phase of  a major s tudy on t h e  
impacts of a g r i c u l t u r a l  development i n  t h e  J a h a l l y  Pacharr  a rea .  ICRISAT, 
IITA, WARDA and ILCA c o l l e c t i v e l y  have e i t h e r  r eg iona l  o r  world-wide 
r e s p o n s i b i l i t y  f o r  most of t h e  commodities produced i n  The Gambia. I n  t h e  
p a s t ,  t h e  Gambian research  system has  undertaken a broad range of t r ials  
emanating from these  c e n t e r s  and a s s o c i a t e d  r e sea rch  program (SAFGRAD, . 
CILSS) t o  t h e  po in t  where t h e  l o c a l  r e sea rch  capac i ty  was l a r g e l y  consumed 
i n  t h e  e f f o r t .  The number of r e sea rch  t r i a l s  have been p rogres s ive ly  
reduced and a r e  no longer  t h e  major component i n  t h e  r e sea rch  program t h i s  
year .  I n s t e a d ,  much more r e l a t i v e  use i s  being made of the  innovat ions  
a v a i l a b l e  from e x t e r n a l  sources  i n  t h e  development of a research  program 
which more a c c u r a t e l y  r e f l e c t s  l o c a l  needs and c a p a c i t i e s . "  

The GARD p lan  of work has  an  o b j e c t i v e  t o  "update and confirm s p e c i f i c  
s c i e n t i s t - t o - s c i e n t i s t  l i nkages  wi th  IARCs by v i s i t s  t o  IITA and ILCA i n  
Nigeria  and t o  seek t o  e s t a b l i s h  a r e l a t i o n s h i p  wi th  Samaru Experiment 
S t a t i o n  i n  Nigeria." 

2. Conclusions and Recommendations 

a.  A r e l a t i v e l y  smal l  a g r i c u l t u r a l  r e sea rch  system such a s  t h e  one i n  The 
Gambia should focus on adopting technologies  developed elsewhere under 
broadly similar agro-cl imates,  r a t h e r  than undertaking b a s i c  research .  

b. The Direc tor  of DAR and t h e  former Chief of Pa r ty  of t h e  c o n t r a c t o r  have . 
w r i t t e n  a paper i n  which they  suggest  a s t r a t e g y  f o r  a g r i c u l t u r a l  
r e sea rch  i n  small-country systems. This  s t r a t e g y  c a l l s  f o r  maximizing 
t h e  use of t h e  i n t e r n a t i o n a l  r e sea rch  c e n t e r s  and t ak ing  experiments from 
t h e  r e g i o n a l  c e n t e r s  t o  on-farm t r i a l s ,  by-passing t o  a cons iderable  
e x t e n t  on-s ta t ion  r e sea rch  i n  country.  

c. The eva lua t ion  team suppor t s  t h e  above approach and t h e  p r o j e c t ' s  
i n t e r e s t  i n  main ta in ing  and s t r eng then ing  l inkages  wi th  t h e  IARCs and 
r e g i o n a l  cen te r s .  These c e n t e r s  can br ing  va luab le  r e sources  t o  a 
n a t i o n a l  r e sea rch  system: improved germ plasm with a range of d e s i r e d  
c h a r a c t e r i s t i c s ;  informat ion;  t r a i n i n g  oppor tun i t i e s ;  and o p p o r t u n i t i e s  
t o  v i s i t  o t h e r  programs and meet wi th  peers  from wi th in  t h e  reg ion  and 
o u t s i d e  t h e  region.  Current ly  t h r e e  c rop  r e s e a r c h  networks a r e  under 
ope ra t ion  i n  West Afr ica  under t h e  USAID-funded SAFGRAD-I1 P ro jec t :  
sorghum, maize, and cawpeas. Somewhat s i m i l a r  r e sources  a r e  a v a i l a b l e  i n  
m i l l e t  and groundnuts (ICRISAT- Sahel  c e n t e r ,  Niamey) and cassava ( IITA) , 
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and these  c e n t e r s  have p o l i c i e s  and procedures t o  assist n a t i o n a l  
programs i n  t h e  region.  The AID-supported Co l l abora t ive  Research Support 
Programs (CRSPs) a r e  y e t  another  source  of s t a t e -o f - the -a r t  t e c h n i c a l  
a s s i s t a n c e  and technologies .  

d .  The eva lua t ion  team recommends f u r t h e r  s t r eng then ing  of t i e s  wi th  t h e  
NGOs and o t h e r  donor-supported a g r i c u l t u r a l  development p r o j e c t s  i n  The 
Gambia. These t i e s  may involve  doing r e sea rch  f o r  t h e  NGOs and t h e  
development p r o j e c t s ,  a sk ing  t h e  NGOs and t h e  p r o j e c t s  t o  c a r r y  ou t  f i e l d  
trials under t h e  DAR's guidance and monitoring,  and provid ing  t r a i n i n g  t o  
NGO and p r o j e c t  personnel  t o  f a c i l i t a t e  t h e i r  technology promotion 
a c t i v i t i e s .  

e.  To make t h e  l i nkages  more e f f e c t i v e ,  t h e r e  needs t o  be s p e c i a l  l i n e  items. 
i n  t h e  p r o j e c t  budget f o r  Networking and Co l l abora t ive  Research. Th i s  
would f a c i l i t a t e  t h e  t r a v e l  of Gambian r e s e a r c h e r s  t o  r eg iona l  and 
neighboring r e sea rch  c e n t e r s  and permit  DAR t o  c o n t r a c t  s p e c i a l  s e r v i c e s  
from such c e n t e r s  o r  o the r s .  This  i s  d iscussed  f u r t h e r  i n  Chapter X ,  
Sec t ion  D. 

D 
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I V .  RESEARCH SUPPORT 

A. COMPUTER SERVICES 

1. Progress to Date 

a .  Hardware 

Thanks t o  t h e  GARD p r o j e c t  and the  predecessor Mixed Farming Pro jec t ,  
t h e r e  a r e  computer f a c i l i t i e s  a t  the  Livestock Research Center a t  Abuko, 
Department of Planning (DOP) of the  Minis t ry  of Agr icul ture  (MOA), 
Department of Agr icu l tu ra l  Research (DAR) , t he  Agr icu l tu ra l  Research 
S t a t i o n s  a t  Sapu and Yundum, and the  GARD p r o j e c t  o f f i c e .  There were 
none i n  DAR a t  t h e  o u t s e t  of t h e  p ro jec t .  

The computer inventory a t  each l o c a t i o n  a s  of November 1988 was a s  
fol lows : 

Location Computer P r i n t e r  - UPS S t a b i l i z e r  Generator Two-way Radio 

Abuko 1 1 1 1 - - 
DOP 2 2 2 2 1 - 
DAR-HQ 2 2 1 2 - - 
Sapu 2 2 1 2 1 1 
Yundum 2 2 1 2 - 1 
GARD Off ice  4 3 3 3 - 1 
Under Repair 

o r  Backup 1 3 1 7 1 1 

Tota l s  14 1 5  10  19 3 4 

be Software 

The software inventory a t  each l o c a t i o n  a s  of November 1988 is  a s  follows: 

Office Lotus Para- Harvard Mini 
Location Writer  123 dox SAS MSTAT GR Tab - - 
Abuko X X X X X 
DOP X X X X X X 
DAR-HQ X X X 
Sa pu X X X X X X 
Yundum X X X X X 
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c .  Personnel 

The t r a i n e d  personnel a t  each l o c a t i o n  i s  a s  fol lows:  

Location Personnel Employer 

Abuko Omar N ' J a i  
Matarr N' J ie  

DOP Malik Jal low MOAIDOP 

Lamin Gassama 
Nuha Kujabi 
Bintu Nying 
Penda Carrol  

MOA /DM 
GARD 
GARD 
GARD 

Sapu Basirou MOA /DAR 

Yundum Momodou Conteh GARD 

d. Tra in ing 

A l l  of t h e  above Gambian personnel have received t r a i n i n g  by Pa t ty  
Q' N e i l 1  (PCV) , Manocher Tima jchy (GARD) , Brad M i l l s  (PCV) , J i m  Sumberg 
(GARD), Momodou Conteh (GARD), and Limin Jabang (PPMU). Momodou Conteh 
has been s u f f i c i e n t l y  t r a i n e d  s o  t h a t  he i s  now a t r a i n e r .  Formal 
courses l a s t i n g  from 2-10 days were given i n  word processing,  spreadsheet1 
accepting, d a t a  system, n a t i o n a l  a g r i c u l t u r a l  sample survey, BASICA 
programming language, SAS and STAT s t a t i s t i c a l  a n a l y s i s  packages, and 
t h e  PARABOX database software package. These i n i t i a l  courses were 
followed up by hands-on informal t r a i n i n g .  Gambian research  personnel 
have been t r a ined  i n  appropr ia t e  software u t i l i z a t i o n .  

e, Continuing S u ~ ~ o r t  

The p ro jec t  w i l l  continue t o  provide t echn ica l  r e p a i r  s e r v i c e  t o  t h e  
equipment, purchase appropr ia t e  hardware and software,  and g ive  t r a i n i n g .  

f .  U t i l i z a t i o n  

V i r t u a l l y  a l l  research  analyses  a r e  now computerized. Consequently, 
t r i a l s  a r e  now f u l l y  analyzed and most r e s u l t s  a r e  a v a i l a b l e  f o r  t h e  
fol lowing y e a r ' s  program. This is  i n  c o n t r a s t  t o  t h e  pre-project 
s i t u a t i o n  i n  which many experiments were not  analyzed o r  were analyzed i n  
a rudimentary fashion.  

Conclusiona and Recommendatione 

a .  The p r o j e c t  is commended f o r  i ts planning and developing of a computer 
se rv ices  u n i t  t o  support t h e  a g r i c u l t u r a l  r e sea rch  program. S u f f i c i e n t  
personnel have been t r a i n e d  t o  a s s i s t  t h e  researchers  i n  t h e  e n t r y  and 
a n a l y s i s  of r e sea rch  data .  
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b. The r e s p o n s i b i l i t y  f o r  t h e  h i g h l y  t e c h n i c a l  func t ions  of equipment 
maintenance and t h e  purchase of a d d i t i o n a l  equipment, so f tware ,  and 
s u p p l i e s  should no t  be t r a n s f e r r e d  t o  t h e  MOA u n t i l  toward t h e  end of  t h e  
p r o j e c t  . 

c. GARD p r o j e c t  personnel  should cont inue  t h e i r  t r a i n i n g  a c t i v i t i e s  f o r  t h e  
d u r a t i o n  of t h e  p r o j e c t .  

B. LIBRARY SUPPORT 

1. Pronress t o  Date 

STTA r e p o r t  No. 19  "Toward a Nat iona l  Program f o r  A g r i c u l t u r a l  L ib ra ry  
Informat ion  Se rv i ce  i n  The Gambia" by Mary W. Ba i ley  g i v e s  a good account  of 
l i b r a r y  f a c i l i t i e s ,  personnel ,  ho ld ings ,  and equipment as of 1986. Her 
f i n d i n g s  were: ( a )  l i b r a r y  f a c i l i t i e s  and hold ings  range from n i l  t o  
inadequate ;  (b )  t h e  i n f r a s t r u c t u r e  f o r  in format ion  a c q u i s i t i o n ,  process ing ,  
r e t r i e v a l ,  and informat ion  d i s semina t ion  is  inadequate ;  and ( c )  t h e  l a c k  of 
t r a i n e d  personnel  is  one of t h e  p r i n c i p a l  impediments t o  t h e  development of 
a n  a g r i c u l t u r a l  in format ion  sysfem. 

Since h e r  r e p o r t ,  t h e  only  s i g n i f i c a n t  improvements have been a t  t h e  Sapu 
Research S t a t i o n .  A room i n  t h e  o f f i c e  block cons t ruc t ed  wi th  suppor t  from 
ADP I1 was des igna ted  f o r  t h e  l i b r a r y  and equipped wi th  she lv ing ,  a r ead ing  
t a b l e ,  a desk,  and a c h a i r .  The f a c u l t y  of t he  Un ive r s i t y  of Wisconsin 
donated a l a r g e  number of textbooks.  The Univers i ty  of Wisconsin l i b r a r y  
donated bound cop ie s  of twenty p r o f e s s i o n a l  j ou rna l s  and a b s t r a c t s  cover ing  
time per iods  of one t o  s i x t y  y e a r s  and t h e  USDA Yearbook of A g r i c u l t u r e  from 
1894-1975. The l i b r a r y  a l s o  has  a l l  GARD r e p o r t s  and s c a t t e r e d  cop ie s  of 
MOA Annual Research Repor ts ,  FA0 p u b l i c a t i o n s ,  and I n t e r n a t i o n a l  
A g r i c u l t u r a l  Research Centers '  pub l i ca t ions .  

S h e r i l y n  P a r i s ,  PCV, commenced h e r  assignment as t h e  Sapu l i b r a r i a n  on 
September 15 ,  1988. She w a s  a l s o  g iven  r e s p o n s i b i l i t i e s  f o r  oversee ing  t h e  
o r g a n i z a t i o n  of c o l l e c t i o n  of documents a t  Yundum and t o  coo rd ina t e  t h e s e  
e f f o r t s  w i th  those  of o t h e r  departments  such as PPMU and Abuko. She has 
contac ted  i n d i v i d u a l  r e s e a r c h e r s  t o  o b t a i n  c o n t r i b u t i o n s  from t h e i r  
personnel  c o l l e c t i o n s  f o r  t h e  l i b r a r y .  A l i b r a r y  committee w a s  formed a t  
Sapu and r e g u l a t i o n s  governing t h e  ope ra t ions  of t h e  l i b r a r y  were 
e s t a b l i s h e d .  Nonrelevant m a t e r i a l s  were e l imina ted  and t h e  she lv ing  of t h e  
documents w a s  completed. M s .  P a r i s  has  w r i t t e n  t o  a  number of 
o rgan iza t ions ,  no tab ly  t h e  IARCs, t o  o b t a i n  cop ie s  of p u b l i c a t i o n s  f o r  t h e  
l i b r a r y .  A l l  o rde r s  f o r  documents, books, and jou rna l s  a r e  channeled 
through t h e  l i b r a r y  t o  avoid  d u p l i c a t i o n  and h e l p  ensu re  t h a t  items 
purchased wi th  GOTG/GARD funds f i n d  t h e i r  way t o  t h e  l i b r a r y .  She has a l s o  
t r a v e l e d  t o  Senegal  t o  a r r ange  f o r  exchanges of documents w i th  t h e  
Senegalese r e s e a r c h  system on a  r e g u l a r  b a s i s .  

It does n o t  seem r e a l i s t i c  f o r  M s .  P a r i s  t o  cover  such a broad range of 
r e s p o n s i b i l i t i e s  as w e l l  as oversee ing  t h e  day-to-day ope ra t ions  of t h e  Sapu 
l i b r a r y .  it is envisaged t h a t  she  w i l l  have a coun te rpa r t  i n  t h e  nea r  
f u t u r e  who w i l l  be a b l e  t o  perform t h i s  latter f u n c t i o n ,  bu t  t o  d a t e  no one 
h a s  been appointed t o  t h e  p o s i t i o n .  There is  a l s o  a p o s i t i o n  f o r  a 
l i b r a r i a n  based a t  t h e  DAR headqua r t e r s  at Yundum which has  no t  been f i l l e d .  
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I n  r ecogn i t ion  of t h e  need t o  improve t h e  l i b r a r y  system, t h e  p r o j e c t  
provided t h e  s e r v i c e s  of Mary Bailey,  a l i b r a r i a n  from VSU as a short- term 
t r a i n i n g  adv i so r  i n  November, 1986. I n  a d d i t i o n  t o  d e t a i l i n g  t h e  c u r r e n t  
s t a t u s  of t h e  document c o l l e c t i o n s ,  M s .  Ba i l ey ' s  r e p o r t  included proposals  
f o r  improving t h e  l i b r a r y  system. The 1987188 workplan s t a t e d  "a short-term 
mission las t  year  assessed  l i b r a r y  needs and a one-year mission w i l l  be 
s t a r t e d  i n  1987188 t o  e s t a b l i s h  a l i b r a r y l i n f o r m a t i o n  system t o  se rve  
a g r i c u l t u r a l  research ."  The p lan  w a s  t o  employ Mary Bai ley ,  t h e  STTA, f o r  
t h i s  p o s i t i o n  but  circumstances abor ted  t h i s  plan.  Aside from t h e  e f f o r t s  
of  M s .  P a r i s  d iscussed  above, l i t t l e  progress  has been made s i n c e  then.  

The 1988 ARAB meetings approved t h e  c r e a t i o n  of a n  a g r i c u l t u r a l  d a t a  l i b r a r y  
t o  provide b e t t e r  access  t o  d a t a  s e t s  generated by va r ious  p r o j e c t s ,  
inc luding t h e  Mixed Farming P r o j e c t ,  Gambia River Basin S tud ies ,  and t h e  
IFPRIIPPMU resea rch  p r o j e c t  i n  a d d i t i o n  t o  GARD suppor t  survey r e s u l t s .  
This  d a t a  l i b r a r y ,  which would c o n s i s t  of d a t a  f i l e s  and guides t o  t h e i r  
use ,  would complement t h e  c o l l e c t i o n s  of documents c u r r e n t l y  being organized 
f o r  t h e  l i b r a r y  system. 

2. Conclusions and Recommendations 

a. One National  A g r i c u l t u r a l  Information Center should be e s t a b l i s h e d ,  
poss ib ly  loca ted  i n  the  Gambia College l i b r a r y  and run i n  c o l l a b o r a t i o n  
wi th  t h a t  i n s t i t u t i o n .  The Permanent Sec re ta ry  of Agr icu l tu re  should 
e s t a b l i s h  a t a s k  f o r c e  t o  recommend the  conf igura t ion  of a Nat ional  
A g r i c u l t u r a l  Information System and a p lan  f o r  achieving  t h i s  goal--to 
inc lude  a schedule of a c t i o n s  t o  be taken by MOA and the  GARD p r o j e c t .  

b. The Direc tor  of Research should canvass a l l  a g r i c u l t u r a l  r e sea rche r s  and 
f i n d  out  which p ro fess iona l  jou rna l s  they would l i k e  t o  access .  The l ist  
of des i r ed  journals  should be forwarded t o  t h e  Univers i ty  of Wisconsin 
where t h e  t a b l e  of con ten t s  of t h e  incoming journa l s  would be photocopied 
and s e n t  t o  t h e  National  A g r i c u l t u r a l  Information Center.  The c e n t e r  
would make a d d i t i o n a l  copies  of t h e  t a b l e  of con ten t s  and d i s t r i b u t e  them 
t o  t h e  u n i t  l i b r a r i e s  and t o  t h e  r e sea rche r s  who have ind ica ted  an  
i n t e r e s t  i n  t h a t  journal .  Requested copies  of journal  a r t i c l e s  would be 
s e n t  t o  t h e  Univers i ty  of Wisconsin, photocopied, and then s e n t  t o  t h e  
Center f o r  d i s t r i b u t i o n  t o  t h e  reques tor .  This  system would i d e n t i f y  the  
journals  u t i l i z e d  by t h e  r e sea rch  s t a f f .  The GARD pro jec t  should then  
subsc r ibe  t o  t h e  commonly used journals .  The Center would be t h e  
depos i tory  of  a l l  p ro fess iona l  journals  purchased by GARD and MOA. The 
Center would u t i l i z e  t h e  same process as ou t l ined  above f o r  the  journals  
received.  The Center would need a small budget f o r  t h i s  se rv ice .  

c .  The Center should develop a computer l i s t  of a l l  a g r i c u l t u r a l  hold ings  
and exchange t h i s  l ist  f o r  t h e  l is t  of similar hold ings  of The Gambia 
National  Library ,  Gambia College and the  r e sea rch  u n i t s  of MOA. The l ist  
of  a l l  holdings should be d i s t r i b u t e d  t o  a l l  r e sea rche r s  a f t e r  an 
Inter-Library Loan Service  has  been es t ab l i shed .  

d. The Center should develop on-line l i t e r a t u r e  search  c a p a b i l i t y  wi th  t h e  
National  A g r i c u l t u r a l  Library  of t h e  U.S. Department of Agr icul ture .  
This can be done through FAX. 
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e.  Af ter  t h e  t a sk  f o r c e  has completed i t s  study, t h e  GARD p ro jec t  should 
consider providing t echn ica l  a s s i s t a n c e  t o  work with counterpar t  s t a f f .  
I f  needed, the  p ro jec t  should fund a  3-6 month U.S.-based on-the-job 
t r a i n i n g  program f o r  t h e  Gambian designated t o  become t h e  head l i b r a r i a n .  

f .  The s a t e l l i t e  l i b r a r i e s  should be depos i to r i es  of a l l  i n t e r n a l  r e p o r t s ,  
FA0 and In te rna t iona l  Agr icu l tu ra l  Research Centers '  r e l evan t  r e p o r t s ,  
and o t h e r  publ ica t ions  which a r e  less c o s t l y  than journals .  The 
s a t e l l i t e  l i b r a r i e s  should a l s o  contain non-professional l i t e r a t u r e  f o r  
l e i s u r e  reading. 

g. A p ro fess iona l ly  t r a ined  l i b r a r i a n  should be employed a t  the  National 
Center. The s a t e l l i t e  l i b r a r i a n s  can be l o c a l l y  t r a ined .  

h. A l l  s e rv ices  es tab l i shed  by t h e  MOA and t h e  GARD pro jec t  should be wi th in  
t h e  projec ted  c a p a b i l i t i e s  of the  MOA t o  s u s t a i n  a f t e r  the  termination of 
the  GARD p ro jec t .  The provision of profess ional  journals  by USAID can 
continue,  however, f o r  f i v e  years  a f t e r  the  p ro jec t  is  closed out .  

i. The MOA should employ a  Gambian t o  be an understudy t o  Sher i lyn  P a r i s  a t  
Sapu and t o  become the  l i b r a r i a n  a t  Sapu a f t e r  t h e  depar ture  of M s .  Pa r i s .  

AGRICULTURAL DATA COLLECTION AND ANALYSIS 

1. R o m e s a  t o  Date 

The Ministry of Agr icul ture ,  p r i o r  t o  GARD, had a  Program Planning and 
Monitoring Unit (became Department of Planning on Ju ly  1, 1988). PPMU was 
es tab l i shed  with FA0 a s s i s t a n c e .  The s t a t i s t i c a l  u n i t  of the  Farm Economics 
and S t a t i s t i c s  s e c t i o n  had a  Director  of S t a t i s t i c s  and th ree  sen io r  f i e l d  
s t a f f  and equipment furnished by CILSS (English t r a n s l a t i o n  would be 
In ter -Sta te  Commission f o r  Drought Control i n  the  Sahel)  and the  Mixed 
Farming p ro jec t .  The u n i t  was u t i l i z i n g  FA0 procedures f o r  f i e l d  measurement 
and crop cu t t ing .  The primary shortcomings of the  d a t a  system was t h a t  the  
c o e f f i c i e n t s  of v a r i a t i o n  were too high and the  es t imates  were re leased too 
l a t e  f o r  pol icy  use. 

Support t o  DOP has focused almost exclus ively  upon improving the  National 
Agr icu l tu ra l  Sample Survey (NASS) a s  discussed below. I n  add i t ion ,  the  
Grant Agreement envisaged DOP p a r t i c i p a t i o n  i n  FSR/E a c t i v i t i e s  and the  
provision of short-term techn ica l  a s s i s t a n c e  t o  help  PPMU undertake 
a g r i c u l t u r a l  pol icy  s t u d i e s  t h a t  would be of i n t e r e s t  o t  the  GARD p ro jec t .  
The p ro jec t  attempted, with l i t t l e  success,  t o  have PPMU become involved i n  
t h e  FSR/E work, and t h e  h o r t i c u l t u r e  marketing s t u d i e s ,  p a r t i c i p a t e  i n  t h e  
t a sk  fo rces  reviewing the  component research programs, and a s s i s t  i n  
developing a  monitoring and evaluat ion system. GARB support f a c i l i t a t e d  t h e  
p a r t i c i p a t i o n  of a  DOP s t a f f  member (K. Johm) i n  t h e  ana lys i s  and w r i t e  up 
of the  IFPRI/PPMU study of t h e  impact of the  J a h a l l y  Patchar p ro jec t  i n  
1987. " 

GARD decided t o  concentrate i t s  e f f o r t s  on t h e  National Agr icul tura l  Sample 
Survey (NASS) and the  a n a l y s i s  of the  NASS data .  Their contr ibut ion was 
four  short-term v i s i t s  by John Rowe and two short-term v i s i t s  by Aaron 
Johnson, both from the  Universi ty of Wisconsin. These two consu l t an t s  
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recommended t h a t  t h e i r  e f f o r t s  should be d i rec ted  t o  sample design,  t h e  use 
of more e f f i c i e n t  e s t ima tors ,  and improving t h e  q u a l i t y  and quan t i ty  of 
resources f o r  d a t a  c o l l e c t i o n ,  a n a l y s i s ,  and summary. The immediate 
t r a i n i n g  needs were i d e n t i f i e d  as :  (1)  develop a  t r a i n i n g  agenda f o r  
d i f f e r e n t  s t a f f  l e v e l s ;  (2) prepare t r a i n i n g  manuals; and (3) prepare an 
enumeratorst manual. 

During t h e i r  v i s i t s  t h e  consul tants :  

a .  Conducted management seminars f o r  s i x  supervisors ;  

b. Conducted a  two-week t r a i n i n g  course on d a t a  a n a l y s i s  f o r  16 
p a r t i c i p a n t s ;  

c. Assisted i n  t h e  prepara t ion of t h e  sample design,  ques t ionnaire  
design,  and i t s  enumeration t r a i n i n g  manual; 

d. Conducted enumerator t r a i n i n g ;  

e  .. Reviewed NASS procedures and made recommendations; 

f .  Developed and documented t h e  computerized NASS Summary System, which 
systematized the  survey 's  da ta  en t ry ,  e d i t i n g ,  and es t imat ion 
procedures; 

g. Evaluated t h e  1987/88 survey design;  and 

h. Assisted with the  review and preparat ion of NASS publicat ions.  

GARD a l s o  provided t h e  following short-term t r a i n i n g  t h e  U.S.: 

- 4 persons i n  s t a t i s t i c a l  a n a l y s i s  - 2 persons i n  computer software f o r  s t a t i s t i c s  
- 1 person i n  da ta  processing 
- 1 person i n  a g r i c u l t u r a l  s t a t i s t i c s  
- 1 person i n  market survey study 
- 1 person i n  program, planning, and s t a t i s t i c a l  fo recas t ing  

Concurrent t o  t h i s  a c t i v i t y ,  the  NASS h i red  6  f i e l d  supervisors  and 36 
enumerators i n  permanent s t a f f  pos i t ions ,  CILSS contr ibuted mopeds f o r  t h e  
enumerators, and GARD contr ibuted one p r i n t e r ,  two UPSs, two s t a b i l i z e r s ,  
and one generator  t o  NASS. 

The r e s u l t  of these  a c t i v i t i e s  was t h a t  the  1986/87 National Agr icu l tu ra l  
Sample Survey was a  success. The da ta  were f a i r l y  accura te ,  the  repor t  was 
t imely and use fu l .  This evaluat ion was shared by t h e  many people we ta lked 
t o  concerning NASS. 

The success of t h e  1986/87 survey was not sus ta ined i n  1987/88. Factors  
contr ibut ing t o  the  d e t e r i o r a t e d  q u a l i t y  of the  1987/88 da ta  included the  
following fac to r s :  (1 )  fewer staff-one was i n  t h e  US s tudying f o r  a  BS 
degree under GARD sponsorship and o the rs  were on leave;  ( 2 )  new personnel 
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were unfamil iar  wi th  t h e  system; (3)  t h e  mopeds were inopera t ive  due t o  
misuse and poor maintenance; and ( 4 )  without t r a n s p o r t a t i o n ,  t h e  enumerators 
could not  cover t h e  t e r r i t o r y  t o  c o l l e c t  t h e  da ta .  

To provide on s i t e  t r a i n i n g  of s t a t i s t i c a l  and computer personnel ,  and t o  
a i d  i n  t h e  implementation of STTA recommendations, P h i l l i p  DeCosse was 
r e c r u i t e d  by GARD a s  a Research Associate t o  a s s i s t  and advise  t h e  Senior  
Planner f o r  two years.  

2. Conclusions and Recommendations 

a.  DOP p a r t i c i p a t i o n  i n  p ro jec t  a c t i v i t i e s  could be very use fu l .  Given 
DOP*s new r o l e  and i t s  l e v e l  of s t a f f i n g ,  i t  i s  doubtfu l  t h a t  t h e  GARD 
p r o j e c t  can expect any. s i g n i f i c a n t  con t r ibu t ions  from DOP beyond t h e  
management of the  NASS. Even t h a t  w i l l  be i n  jeopardy unless:  

The enumerator t r a n s p o r t a t i o n  problem i s  resolved,  o r  a t  l e a s t  
s u b s t a n t i a l l y  a l l e v i a t e d .  

a DOP management becomes more p a r t i c i p a t o r y ,  thereby promoting more 
informed decis ions ,  more coordinat ion ,  a comprehensive understanding 
of t h e  funct ioning of t h e  cen te r  by a l l  p ro fess iona l  s t a f f ,  and h igher  
morale. 

DOP provides adequate and t imely support  s e r v i c e s  t o  t h e  f i e l d  s t a f f  
and monitors f i e l d  s t a f f  a c t i v i t i e s .  Addi t ional  GOTG funding may a l s o  
be needed. 

In-country t r a i n i n g  f o r  t h e  new s t a f f  cont inues  f o r  t h e  dura t ion  of 
t h e  p ro jec t .  

The enumerator t r a n s p o r t a t i o n  problem i s  resolved - o r  a t  l e a s t  
s u b s t a n t i a l l y  a l l e v i a t e d .  ( I n  t h e  meantime enumerator workload should 
be reduced. This need not  e n t a i l  a reduct ion  i n  sample s i z e ,  but 
could r e s u l t  from reduct ion  i n  a p a r t i c u l a r  component of t h e  
enumerators* t a sks  such a s  y i e l d  measurements. This would ensure  t h e  
r e l i a b i l i t y  of t h e  y i e l d  d a t a ,  while inc reas ing  t h e  sampling e r r o r .  
The l a t t e r  i s  amenable t o  s t a t i s t i c a l  measurement; t h e  former i s  not . )  

b. Unless t h e r e  i s  a rapid  turnaround i n  the  s i t u a t i o n  a t  DOP, cons idera t ion  
should be given t o  reques t ing  t h e  t r a n s f e r  of t h e  National Agr icu l tu ra l  
Data Centre t o  DAR (o r  t o  an expanded NARB Technical S e c r e t a r i a t  i f  DAR 
were unwil l ing  t o  t ake  i t ) .  The evaluat ion  team be l i eves  t h a t  DAR, with 
i t s  deputy and s t a f f  pos i t ions  f i l l e d ,  backed up by t h e  c o n t r a c t o r ' s  
s t a f f ,  could do a much b e t t e r  job of supervis ing  t h e  survey. Af ter  a l l ,  
DAR has r e sea rch  and survey design and implementation experience and 
c a p a b i l i t y ,  while DOP management i s  more o r i en ted  t o  t h e  a n a l y s i s  and use 
of s t a t i s t i c a l  d a t a  r a t h e r  than i t s  generat ion.  

c .  The evaluat ion  team remains unconvinced t h a t  t h e  present  s t r u c t u r e  of DAR 
provides f o r  adequate socio-economic inpu t  i n t o  t h e  r e sea rch  program. 
The plans t o  have socio-economists wi th in  some program components does 
not  appear t o  be the  most e f f i c i e n t  use of l i m i t e d  personnel.  The team 
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recommends t h a t  cons idera t ion  be given t o  e s t a b l i s h i n g  a  socio-economic 
u n i t  t h a t  would: 

(1)  supervise  the  NASS ; 

( 2 )  design and c a r r y  out  o the r  economic and s o c i a l  s t u d i e s  and surveys i n  
support of the  component r e sea rch  program; 

(3 )  provide socio-economic input  i n t o  t h e  pe r iod ic  review of o v e r a l l  
research  pol icy  and p r i o r i t i e s ;  

( 4 )  provide socio-economic input  i n t o  t h e  design of component research  
a c t i v i t i e s ;  and 

( 5 )  be responsib le  f o r  d r a f t i n g  and coordinat ing  t h e  prepara t ion  of t h e  
annual review of farmer innovations and c o n s t r a i n t s  ( a s  recommended 
i n  Chapters I1 and VII).  

(NOTE: The evaluat ion  team i s  mindful of the  concern of t h e  Direc tor  of 
DAR t h a t  FSR/E-type a c t i v i t i e s  can be people-expensive and have i n  some 
cases  r e s u l t e d ,  i n  essence,  two research  se rv ices .  I n  response t o  t h e  
team's recommendation i n  t h e  d r a f t  r e p o r t  f o r  an i d e n t i f i a b l e  r e sea rch  
program f o r  r e so lv ing  farmers '  problems, t h e  Direc tor  expressed concern 
t h a t  a  sepa ra te  program might l ead  t o  unnecessary t ens ion  between 
commodity component r e sea rchers  and resea rchers  i n  t h e  farmer c o n s t r a i n t  
a rea .  The Direc tor  s t a t e d :  "I would p r e f e r  t h a t  the  whole system is 
farmer c o n s t r a i n t  dr iven r a t h e r  than having a  separa te  programme on 
farmer cons t ra in t s . "  

The eva lua t ion  team shares  t h e  Di rec to r ' s  concerns,  but has a  more 
over-riding concern: t h a t  t h e  research  program w i l l  continue t o  be 
perceived a s  i r r e l e v a n t  t o  farmers '  concerns u n t i l  t h e r e  i s  a  sys temat ic  
e f f o r t ,  and repor t ing  on t h e  r e s u l t s  of the  e f f o r t ,  t o  ca ta log  farmer 
c o n s t r a i n t s  and i d e n t i f y  programs t o  a l l e v i a t e  o r  e l imina te  t h e  
c o n s t r a i n t s .  This  does not  necessa r i ly  r equ i re  separa te  on-farm research  
a c t i v i t i e s ,  but  it does c a l l  f o r  systematized d a t a  ga ther ing  and 
a n a l y s i s .  Oxd-y when t h a t  i s  done w i l l  i t  be c l e a r  whether some 
a d d i t i o n a l  research  o r  data-gathering i s  needed. The team i s  not  
proposing a  separa te  FSR/E e f f o r t ;  i t  i s  c a l l i n g  f o r  da ta  ga ther ing  and 
a n a l y s i s  t h a t  i s  in tegra ted  i n t o  and suppor t ive  of t h e  component research  
program. It t akes  s p e c i a l l y  t r a ined  personnel t o  do the  kind of s t u d i e s  
and surveys needed.) 

d o  I f  DAR should be given responsibility f o r  t h e  NASS, it would be advisable  
t o  have a  NASS advisory  committee with r ep resen ta t ion  from d i f f e r e n t  
p a r t s  of t h e  MOA and o the r  i n r a r e s t e d  m i n i s t r i e s  t o  review p e r i o d i c a l l y  
survey content  and d a t a  c o l l e c t i o n  experience and methods. 

D. SOIL FEBTILITY LBBORATORY 

1. Progress to  Date 

The s o i l s  l abora to ry  a t  the  Yundum research  s t a t i o n  has the  capaci ty  t o  
serve a l l  research  p r o j e c t s  i n  which s o i l  f e r t i l i t y  o r  s a l i n i t y  a r e  
f a c t o r s .  Well-trained l abora to ry  a s s i s t a n t s  can perform rou t ine  ana lyses ,  
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i f  a  c l e a r  procedure has been es tab l i shed  by t h e  l abora to ry  manager. The 
s o i l  chemist ( l a b  manager) can t r a i n  t h e  a s s i s t a n t s  i f  a  func t iona l  
l abora to ry  protocol  has been es tab l i shed .  

STTA Report # 4 inc ludes  a  f u l l  s e t  of gu ide l ines  f o r  s e t t i n g  up a  s o i l s  
labora tory .  The repor t  po in t s  out  t h a t  t h e  l abora to ry  a t  Yundum l a c k s  only 
a  few i tems i n  order  t o  be wel l  equipped f o r  i t s  intended purposes. 
Conductivity bridges,  pH meters ,  s i eves ,  an atomic absorpt ion  
spectrophotometer,  and o the r  equipment a r e  i n  place.  A flame photometer, 
some hollow cathode tubes,  a  g r inder ,  and some glassware and reagents  a r e  
al l  t h e  bas ic  physica l  inpu t s  t h a t  a r e  lacking.  

The s o i l s  chemist has been exposed t o  t r a i n i n g  i n  two outstanding s o i l s  
l a b o r a t o r i e s .  The researchers  need t h e  se rv ices  of t h e  l abora to ry  but t h e  
l abora to ry  does not  appear t o  be serving i t s  intended r o l e  i n  DAR. The 
equipment is  adequate. The management i s  not .  

A consu l t an t ,  D r .  Neal Wolfe, v i s i t e d  The Gambia i n  November, 1987, and made 
severa l  suggest ions f o r  l abora to ry  opera t ions .  He recommended t h a t  a  t a s k  
fo rce  be s e t  up t o  consider:  ( a )  the  needs of seve ra l  l a b s  i n  The Gambia; 
and (b )  whether consol ida t ion  i n t o  one o r  two c e n t r a l  l a b s  might be more 
e f f i c i e n t .  No a c t i o n  appears  t o  have been taken on these  recommendations. 

2. Conclusions and Recommendations 

a .  Action on consol ida t ion  of t h e  severa l  a g r i c u l t u r a l  l a b o r a t o r i e s  i n  The 
Gambia needs t o  be taken a s  soon a s  poss ib le .  A competent a n a l y t i c a l  
chemist should be appointed a s  d i r e c t o r .  He should be answerable t o  an 
overs ight  committee represent ing  p o t e n t i a l  use r s  of l abora to ry  se rv ices .  

b. A competent s o i l  f e r t i l i t y  s p e c i a l i s t  should be i d e n t i f i e d  t o  work with 
t h e  l abora to ry  d i r e c t o r  t o  s e t  up t h e  s o i l  t e s t i n g  s e c t i o n  of the  
labora tory .  He should be f a m i l i a r  with s o i l  t e s t i n g  procedures a s  we l l  
a s  s o i l  f e r t i l i t y  f i e l d  research  methodology. I f  no s p e c i a l i s t  i s  
a v a i l a b l e ,  a  promising Gambian should be s e n t  f o r  BS/MS t r a i n i n g  a s  soon 
a s  poss ib le .  In  t h e  meantime, a  short-term (or  long-term) consu l t an t  may 
be required.  

c. It is recommended t h a t  t h e  MOA t ake  t h e  necessary a c t i o n  t o  ensure t h a t  
t h e  s o i l s  l abora to ry  begins t o  provide needed support t o  t h e  research  
e f f o r t .  
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The contract  s t a t e s  t ha t  the  contractor  w i l l :  

1. provide sho r t  term t ra ine rs /adv i sors  and t r a i n ing  t o  improve the  na t iona l  
ag r i cu l t u r a l  sample survey; 

2. provide shor t  term t ra ine rs /adv i sors  and t r a i n ing  i n  s t a t i s t i c s ,  experimental 
design, and quan t i t a t i ve  ana lys i s ;  

3. manage and coordinate the  short-term and long-term t r a i n i n g  programs under t he  
project  ; 

4. plan and implement technical  t r a i n ing  f o r  f i e l d  workers t o  ensure dissemination 
of research r e s u l t s ;  

5 .  provide shor t  term t ra in ing /adv isors  within the  context of the  long range 
plan. This w i l l  involve the  pa i r ing  of a Gambian researcher  with an 
appropr ia te  expa t r i a t e  researcher.  The expa t r i a t e  researcher  w i l l  schedule a 
s e r i e s  of short-term v i s i t s  t o  help  plan research,  monitor progress, advise on 
problem reso lu t ion ,  and a s s i s t  with ana lys i s .  The Gambian researchers  w i l l  
make one o r  more short-term t r a in ing  v i s i t s  t o  the  expa t r i a t e  researchers '  home 
i n s t i t u t i o n  t o  work with t h e i r  expa t r i a t e  counterparts .  

The t r a i n ing  programs w i l l  be reviewed f i r s t ,  followed by a sec t ion  on t r a i n ing  
adminis t ra t ion and planning. The f i n a l  sec t ion  dea l s  b r i e f l y  with r e l a t i o n s  
with Gambia College. 

A* TRAINING PROGRAMS - PROGRESS TO DATE 

1, Short-term t ra ine rs /adv i sors  and t r a i n ing  t o  improve t he  NASS 

This has been covered i n  t he  sec t ion  on Agricul tura l  Data Collect ion and 
Analysis (IV. C. above). 

2. Short-term t r a ine r s l adv i so r s  and t r a i n i n g  i n  statistics, experimental 
design, and quan t i t a t i ve  ana ly s i s  

Some of the  t r a i n ing  reported under 1. above would a l s o  f i t  under t h i s  
category. U.S. short-term t r a in ing  was provided i n  s t a t i s t i c a l  ana lys i s  (4  
people), s t a t i s t i c s  (11, and research methods (1).  

3. Management and coordination of t he  shor t  and long-term t r a i n i n g  programs 
under the  p ro j ec t  

One hundred and seventy-one Gambians have been t ra ined  i n  3Q short-term 
t r a in ing  programs under the  contract .  Of these,  136 pa r t i c i pan t s  were 
t ra ined  i n  Gambia, 23 i n  t he  U.S., and 12 i n  o ther  countr ies .  (See Annex B 
f o r  d e t a i l s ) .  
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The Training Committee i d e n t i f i e d  h o r t i c u l t u r e ,  s o c i a l  sc i ence ,  agronomy, 
b iometr ics ,  animal production, and farm mechanization a s  p r i o r i t y  a r e a s  f o r  
t r a i n i n g .  

The number of short-term t r a i n i n g  programs and p a r t i c i p a n t s  according t o  
sub jec t  matter  was a s  follows: 

Subject  Matter Number of Programs Number of P a r t i c i p a n t s  

I d e n t i f i e d  P r i o r i t y  Areas 

Hor t i cu l tu re  2  
S o c i a l  Science 2 
Agronomy 2  
Biometrics 0 * 
Animal production 2  
Farm Mechanization 3 

Tota l  11 8 0 

Other a r e a s  

S t a t i s t i c s ,  Research, 
Data Analysis 12  

Farming Systems 1 
Water and S o i l s  4 
Rice Policy 1 
labora to ry  

Instrumentat ion 1 
Networking 1 
Program Budget System 1 

Tota l  2 1 94 

* Biometries was part of t h e  S t a t i s t i c s ,  Research Data Analysis  
t r a i n i n g  l i s t e d  i n  Unidentif ied Areas. Biometrics was a l s o  
included i n  t h e  on-the-job t r a i n i n g  provided by t h e  TA 
agronomist. 

The names and s t a t u s  of p a r t i c i p a n t s  i n  degree t r a i n i n g  is  provided i n  Annex B. 
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The summary of degree training is as follows: 

1 Number Enrolled by Year 

~ Year - Number 

Area of Study 

Number Enrolled by Area of Study 

Poultry Science 
Agricultural Extension 
Agricultural Economics 
Agronomy 
Business Information Systems 
Horticulture 
Soil Science 
Agricultural Education 

Number 
B.S. M.S. - - 

Total 9 5 

The areas of study of degree candidates is quite consfstent with the vacancies 
at Yundum and Sapu Research Stations with the exception of entomology. 

4. Plan and implement technical training for field workers to ensure 
dissemination of reeearch results 

None has been provided under the project. 

5 .  Short-term trainera/adviaors (STTAs) within the context of the long range 
plans 

GARD has an STTA Report Series (see Annex C) which consists of the final 
reports of short-term advisors plus a few reports written by long term 
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technical  advisors.  The d i s t r i b u t i o n  of these r epo r t s  by a rea  of t r a i n ing  
i s  a s  follows: 

Area of Training 

Crop Agronomy 
S o i l ,  water/plant  r e l a t i onsh ip s  
Agr. Engineering and animal t r a c t i o n  
Hort icul ture  
Crop protect ion 
Small Ruminants 
Poultry 
Forage 
Agr i cu l t u r a1 ,S t a t i s t i c s  
Policy Analysis 
Biometrics 
Library 
Research Management 
Training 
Administration/Finance 
Farming Systems 
Grazing Schemes 
Laboratory Management 
Agricul tura l  P ro f i l e s  
Livestock Research 
Research Extension Liaison 

Number 

6 
5 
1 
6 
0 
1 
2 
0 
6 
0 
0 
1 
3 
1 
3 
2 
1 
1 
2 
1 
1 

Total  43 

The modus operandi of t he  STTA program was t o  p a i r  the  expa t r i a t e  researcher  with a 
Gambian researcher.  The STTA would then schedule a s e r i e s  of short-term v i s i t s  t o  
help  plan research,  monitor progress, advise on problem reso lu t ion ,  and a s s i s t  with 
ana lys i s .  The Gambian researchers  would make one o r  more short-term t r a in ing  
v i s i t s  t o  the  expa t r i a t e  researchers '  home i n s t i t u t i o n  t o  work with t h e i r  
expa t r i a t e  counterparts .  

Of the  34 STTA repor t s  reviewed, 16 of the  STTAs had counterpar ts  and 18 did not .  
I n  addi t ion,  t h r ee  STTAs provided formal ,short- tern t r a i n ing  even though they had 
no counterpart .  Thus, 19 STTAs provided t r a i n i n g  t o  Gambians. Seventeen of the  
STTAs made a one-time v i s i t .  A l i s t i n g  of the  STTA v i s i t s  and t h e i r  purpose is  
provided i n  Annex C. 

A s  implemented, the  l a rge  number of STTAs overloaded t he  system. The Gambians 
complained t h a t  too much of t h e i r  time w a s  spent  "educating" the  STTAs; the re  were 
oaly  7-10 Gambian researchers  t o  work with during the  period of the  v i s i t s .  The 
number of v i s i t s  a l s o  overloaded t he  Chief of Party and the  other  t echn ica l  
t r a i n ing  advisors  and kept them from t h e i r  primary r e spons ib i l i t i e s .  The 17 
d i f f e r e n t  a r ea s  of study and t r a i n ing  overloaded the  a b i l i t y  of both GARD and DAR 
s t a f f  t o  respond t o  the  recommendations. A t  t he  request  of the  DAR Director ,  the  
STTA program was reviewed a t  the  1988 annual planning meeting (DM, A I D ,  and the  
Contractor) and it was agreed t o  reduce the  program and t i e  i t  more c lo se ly  t o  the  
requests  of Gambian researchers.  
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B. TRAINING PROGRAMS - CONCLUSIONS AND BECOMMEMlATIONS 

1. A s u b s t a n t i a l  amount of shor t  and long-term t r a i n i n g  has been c a r r i e d  out 
(o r  a t  l e a s t  i n i t i a t e d  i n  the  case of long-term t r a i n i n g ) .  The a r e a s  of 
t r a i n i n g  seem appropr ia te .  A p r i o r i t y  t a sk  is  t o  ensure t h a t  the  condi t ions  
of se rv ice  i n  the  research s e r v i c e  a r e  made s u f f i c i e n t l y  a t t r a c t i v e  t o  hold 
i ts  t ra ined  personnel. 

The evaluat ion team bel ieves  t h a t  the  STTA program a s  s e t  f o r t h  i n  t h e  
Pro jec t  Paper was overly ambitious. Furthermore, a  s e r i e s  of STTA v i s i t s  t o  
Gambia, followed by Gambian researcher  v i s i t s  t o  t h e  U.S., t o  plan,  monitor, 
and analyze research program r e s u l t s  i s  a  very expensive way t o  t r a i n  
researchers .  This approach, which was devised i n  p a r t  t o  reduce t h e  
long-term techn ica l  a s s i s t a n c e  component of the  p r o j e c t ,  would seem more 
appropr ia te  a t  a  l a t e r  s t age  of t h e  p ro jec t  when t h e r e  would be a  number of 
returned p a r t i c i p a n t s  i n  t h e  se rv ice  who would have a l ready  es tab l i shed  a  
r e l a t i o n s h i p  with p o t e n t i a l  STTAs while they were a t  t h e  un ivers i ty .  

The evaluat ion team sees value i n  having the  resources  t o  br ing i n  
short-term TA exper t s ,  p a r t i c u l a r l y  s ince  they may be used a s  consul tants  a s  
w e l l  a s  t r a i n e r s .  There may be more need f o r  consu l t an t s  a s  a  more 
comprehensive research program evolves - r e f l e c t i n g  t h e  broader DAR 
mandate. When the  STTA is  coming f o r  a  t r a i n i n g  mission, t h e  following a r e  
some quest ions t h a t  should be asked. What research o r  research support  
a c t i v i t i e s  lend themselves t o  STTA t ra in ing?  Does the DAR have t h e  
resources t o  fol low up on t h e  t r a i n i n g  and recommendations? Does t h e  
ob jec t ive  requ i re  a  s i n g l e  or  mul t ip le  v i s i t s ?  Does the  object ive  include a  
Gambian follow-up v i s i t  t o  an American i n s t i t u t i o n ?  

C* TRAINING ADMINISTRATION AND PLANNING 

1. Progress t o  Date 

The GARD pro jec t  has a  Training Coordinator and a  Training Committee 
composed of t h e  Contrac tor ' s  Chief of Par ty ,  the  chief  Gambian counterpar t ,  
AID'S p ro jec t  manager, and the  Director  of DOP. The Committee, at  i t s  f i r s t  
meeting, e s tab l i shed  c r i t e r i a  f o r  the  s e l e c t i o n  of candidates. Later ,  i t  
developed t h e  processes f o r  evaluat ion and s e l e c t i o n  of p a r t i c i p a n t s ,  and 
the  development of the  terms of reference  f o r  t h e i r  t r a in ing .  The Committee 
a l s o  es tab l i shed  a  processing schedule and forms f o r  necessary c learances  
and a  pre-departure check l i s t .  The Training Committee meets r e g u l a r l y  and 
has done a  good job of s e l e c t i n g  q u a l i f i e d  candidates and processing them so 
they could s t a r t  t h e i r  programs on schedule. Now t h a t  AID/Banjul has a  
Training Off icer ,  t h e  Training Committee should consider i n  v i s i t i n g  her t o  
a t t e n d  committee meetings. 

Conclusions and Recommendations 

a .  The con t rac t  u n i v e r s i t i e s ,  and e s p e c i a l l y  t h e  Universi ty of Wisconsin, 
have done a  f i n e  job i n  managing t h e  t r a i n i n g  a c t i v i t i e s  i n  the  United 
S ta tes .  
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b. As recommended i n  Chapter 111, t h e  adoption by NARB of a r e sea rch  p o l i c y  
and gene ra l  p r i o r i t y  gu ide l ines  should be followed by a s tudy of t h e  
manpower impl i ca t ions  of t h e  gene ra l  r e sea rch  pol icy .  This  s tudy would 
look a t  t h e  long term needs of t h e  r e sea rch  s e r v i c e  f o r  r e s e a r c h e r s  i n  
d i f f e r e n t  f i e l d s ,  g u i d e l i n e s  f o r  c a r e e r  development, and ways of 
s t r eng then ing  and main ta in ing  p r i d e  i n  t h e  s e r v i c e  and a h igh  l e v e l  of 
job s a t i s f a c t i o n .  A s  p a r t  of t h i s  e f f o r t ,  a long-term t r a i n i n g  p lan  
should be developed. P a r t i c u l a r  i s s u e s  o r  components t h a t  should be 
d e a l t  w i th  o r  included i n  t h e  t r a i n i n g  p lan  i n c l u d e  t h e  fol lowing:  

Ph.D t r a i n i n g  should be considered f o r  a t  l e a s t  t h r e e  o r  fou r  
r e s e a r c h e r s  who could even tua l ly  provide a l e a d e r s h i p  and t r a i n i n g  
r o l e .  

Gambians t r a i n i n g  i n  t h e  U.S. should t ake  2-3 courses  i n  management 
and l eade r sh ip .  Most of t hese  Gambians w i l l  be given management 
r e s p o n s i b i l i t i e s  soon a f t e r  t h e i r  r e t u r n  t o  The Gambia. The 
Un ive r s i ty  of Wisconsin should explore  short- term seminars  i n  
management o f f e red  by USDA o r  o t h e r  agencies  f o r  t h e  p resen t  U.S. 
s tuden t s .  

Candidates f o r  long-term t r a i n i n g  should n o t  be r e s t r i c t e d  t o  
employees of t he  DAB. 

Tra in ing  p lans  should inc lude  both long-term and short- term 
t r a i n i n g .  

Considerat ion should be given t o  inc lud ing  t h e  fo l lowing i n  t h e  
t r a i n i n g  program: (1 )  o r i e n t a t i o n  i n  t h e  importance and methods of 
performing socio-economic research;  ( 2 )  t r a i n i n g  i n  t h e  des ign  and 
monitoring of on-farm re sea rch ;  ( 3 )  t r a i n i n g  f o r  r e s e a r c h  
a s s i s t a n t s ;  and ( 4 )  t r a i n i n g  i n  s t a t i s t i c a l  a n a l y s i s ,  management 
and l e a d e r s h i p ,  and r e p o r t  wr i t i ng .  

Considerat ion should be given t o  inc reased  use of IARC's and 
neighboring count ry  r e s e a r c h e r s  f o r  short- term and long-term 
t r a i n i n g .  For short-term t r a i n i n g ,  t h e  phys ica l  and c u l t u r a l  
environment i s  more similar, t r a v e l l i n g  expenses are less, and t h e  
p r o b a b i l i t y  of a s u s t a i n i n g  l inkage  i s  g r e a t e r .  Regarding 
long-term t r a i n i n g ,  IITA and ICRISAT have B.S. and M.S. programs 
whereby t h e  s t u d e n t s  t a k e  t h e i r  course work a t  a nearby u n i v e r s i t y  
and do t h e i r  t r a i n i n g  and/or  d i s s e r t a t i o n  a t  t h e  IARC under t h e  
supe rv i s lon  of a s e n i o r  s c i e n t i s t .  

c .  The eva lua t ion  team suggcs ts  t h a t  t h e  Committee: ( 1 )  have t h e  cand ida te  
submit h i s  c r e d e n t i a l s  1 ~ 5 t h  t h e  GARD a p p l i c a t i o n  r a t h e r  than  fo l low up 
wi th  a r eques t  f o r  t h a t  d a t a ;  ( 2 )  keep t h e  department informed of a l l  
a c t i o n  taken - not  j u s t  t h e  approval  of t h e  candida te ;  and (3)  i n v i t e  t h e  
AU>/Banjul Tra in ing  O f f i c e r  t o  p a r t i c i p a t e  i n  Tra in ing  Committee meetings. 

Do M I A  COLLEGE 

The i n t e r n a l  eva lua t ion  of t h e  GkPD p r o j e c t  i n  1987 s t a t e d  t h a t  "cons idera t ion  
should be given t o  t h e  p o s s i b i l i t y  of developing a coopera t ive  program wi th  t h e  
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Gambia College. The College could provide t r a i n i n g  and could a s s i g n  a number 
of i ts  h i g h e r  l e v e l  s t u d e n t s  t o  work i n  t h e  MOA r e s e a r c h  programs i n  
i n t e r n s h i p s  " . 
The team concurs  w i th  t h i s  proposa l ,  bu t  sugges t s  t h a t  t h e  program should 
i n i t i a l l y  be f o r  a g r i c u l t u r a l  a s s i s t a n t s  who would be upgraded from a 
c e r t i f i c a t e  t o  a diploma. The program's primary o b j e c t i v e  should be t o  t r a i n  
them t o  perform more e f f e c t i v e l y  w i t h i n  t h e  MOA r a t h e r  than  prepare  them f o r  
B.S.-training i n  t h e  U.S. as t h e  cur r icu lum i n  t h e  proposa l  sugges t s .  

For t h e  longe r  term, c o n s i d e r a t i o n  should be g iven  t o  moving t h e  r e s e a r c h  
a c t i v i t i e s  a t  Yundum t o  t h e  Gambia College s i t e .  S t rengthening  t h e  l i n k s  
between a g r i c u l t u r a l  r e sea rch  and t h e  academic a c t i v i t i e s  i n  a g r i c u l t u r e  and 
l i v e s t o c k  a t  Gambia College should be i n  t h e  b e s t  i n t e r e s t s  of both p a r t i e s .  
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VI,  ON-STATION RESEARCH 

For myriad reasons,  t h e r e  has not been a s i g n i f i c a n t  inc rease  i n  the  Gambian 
domestic food supply o r  a g r i c u l t u r a l  expor ts  f o r  many years.  Weather, market 
s t r u c t u r e s  and p o l i c i e s ,  weak extension se rv ices ,  p r i c ing  p o l i c i e s ,  e t c . ,  have a l l  
contr ibuted t o  poor a g r i c u l t u r a l  performance; never theless ,  a g r i c u l t u r a l  research 
has  been s ingled out  f o r  considerable blame. The type and q u a l i t y  of on-stat ion 
research has been c r i t i c i z e d ,  and t h i s  contr ibuted t o  t h e  c r e a t i o n  of the  
p ro jec t  . 
This chapter  focuses more on proposing f u r t h e r  improvements than on accomplishments 
t o  date .  To provide a b e t t e r  perspective on achievements of the  research s e r v i c e ,  
t h e r e  i s  appended a s  Annex D two t a b l e s  on a g r i c u l t u r a l  research achievements: 
D-1 -- V a r i e t i e s  Released t o  Farmers; and D-2 -- New o r  Improved Techniques Adopted 
by Farmers. The t a b l e s  include d a t a  r e l a t i n g  t o  the  pre-GARD period a s  wel l  a s  
l a t e r  developments. 

Emphasis i n  t h i s  chapter  w i l l  be placed on the  following topics :  

a Select ion and Design of Research Pro jec t s  
a Projec t  Planning and Budgeting 
a Data Analysis and I n t e r p r e t a t i o n  
a Reporting 

Projec t  implementation is  discussed i n  Chapter 1 I I . C .  

A. SELECTION OF BESEBBCH ACTIVITIES 

1, Progress t o  Date 

The a c t i v i t i e s  planned f o r  on-stat ion (component) research pass through a 
long review process i n  the  DAR. Research proposals a r e  developed wi th in  one 
of s i x  program u n i t s  wi th in  t h e  DAR: Agr icu l tu ra l  Mechanization (animal 
t r a c t i o n ) ;  Cropping Systems and Resource Management; Grain Legumes and O i l  
Seeds; Hor t icul ture ;  Rice; and Upland Cereals. A Program Committee f o r  each 
program is maintained t o  review and advise  on program p r i o r i t i e s  and on the  
s u i t a b i l i t y  of ind iv idua l  p ro jec t s .  The program leader  submits the  product 
of the  Program Committee t o  the  Agr icul tura l  Research Advisory Board (ARAB) 
f o r  review. The l a t t e r  recommends e i t h e r  approval or  r e j e c t i o n  on a 
project-by-project b a s i s  t o  the  Director  of DAR. 

Program leaders  submitted the  proposals  i n  w r i t i n g  and presented them t o  t h e  
convened ARAB i n  1987 and 1988. Each proposal was open f o r  d iscuss ion by 
a l l  persons present .  The process was long and tedious .  

The process of s e l e c t i n g  p r o j e c t s  f o r  on-stat ion research i n  DAR has been 
improved through GARD influence:  

a .  Peer l e v e l  t echn ica l  review i n  Program Committes 

A Program Committee was organized f o r  each research u n i t  i n  DAR. Each 
Committee inc ludes  represen ta t ives  of o the r  u n i t s  i n  DAR, the  extension 
se rv ice ,  and NGOs. The Committee provides a mechanism f o r  peer review of 
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proposed research and of research conducted i n  the  previous year. The 
concept of peer review i s  very important t o  a research system. The 
Program Committee system may need t o  g ive  way t o  a less t i m e  consuming 
process of peer review, but t h e  Committees represent  d i s t i n c t  progress i n  
t h e  process of s e l e c t i n g  research a c t i v i t i e s  i n  DAR. 

b. Review a t  ARAB l e v e l  

The Gard p ro jec t  fos te red  the  improvement of the  research review process 
i n  ARAB. This advisory board rece ives  t h e  output  of t h e  Program 
Committees. This arrangement provides con t inu i ty  i n  the  peer review and 
combination of peer-management-clientele review. 

2. Conclusions and Recommendations 

a .  On-station research should g ive  g r e a t e r  p r i o r i t y  t o  resolving high impact 
problems. A few notable  successes i n  component problem solving would 
e l e v a t e  t h e  s t a t u s  of on-station work. On-station work should be focused 
more t o  so lve  component problems f o r  r esea rchers  who a r e  on-farm and f o r  
e x t e n s i o n i s t s  who a r e  demonstrating packages of technology. On-station 
research i s  i n t e g r a l  t o  t h e  success of farming system research and 
extension e f f o r t s .  

b. Two examples of on-station research p ro jec t s  t h a t  could have profound 
e f f e c t s  on crop y i e l d s  i n  The Gambia a re :  

Sorghum Select ion.  Sorghum g r a i n  y ie lds  have been s t a t i c  i n  The 
Gambia f o r  many years,  It appears t o  be "common knowledge" t h a t  high 
y i e l d s  i n  adapted sorghum c u l t i v a r s  i s  not  a ssoc ia ted  with acceptable 
agronomic q u a l i t i e s  such a s  open panic le ,  long glumes, and drought 
to lerance .  Fie ld  observations revea l  h ighly  v a r i a b l e  p l a n t s  i n  t h e  
same row. Because of the  se l f -po l l ina ted  na tu re  of Sorghum b ico lo r ,  
head-to-row trials of morphologically d i f f e r e n t  p lan t s  would 
s c i e n t i f i c a l l y  t e s t  the  "common knowledge" assumption. The d ive rse  
sources of sorghum germplasm i n  The Gambia could y i e l d  some r i c h  
rewards through on-stat ion research.  

Groundnut Plant  Population. Low groundnut p lan t  population with 
i r r e g u l a r  p lan t  spacings i s  widely recognized a s  a c r i t i c a l  problem t o  
growers. The i s s u e  i s  apparent ly  centered around seedl ing vigor a s  
r e l a t e d  t o  seed v i a b i l i t y ,  This problem o f f e r s  an exce l l en t  
opportunity f o r  on-station f i e l d  and l abora to ry  research.  This work 
has  been i n i t i a t e d  by t h e  PCV p lan t  pa tho log i s t  i n  p l o t s  i n  farmers1 
f i e l d s .  Expanded a c t i v i t y  seems j u s t i f i e d .  

c. P ro jec t s  i n  research need t o  r e f l e c t  more the  r e s t r a i n t s  t o  production 
i d e n t i f i e d  by extension workers and farmers. Three examples where t h i s  
seems poss ib le  follows: 

(1) Weed Research. V i s i t s  t o  farmers1 f i e l d s ,  d iscuss ions  with FA0 
p r o j e c t  workers, and conversat ions with extension personnel a l l  
ind ica ted  t h a t  weed competition i s  an overwhelming c o n s t r a i n t  t o  
production of groundnuts, sorghum, m i l l e t ,  and r i c e .  I n  an Economic 
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Analysis reported i n  February, 1988, A. Jones, e t  a 1  proposed t h a t  
row seeding ins tead of broadcast ing r i c e  would have a s u b s t a n t i a l  
y ie ld  e f f e c t .  The gain  would be rea l i zed  by mechanized weed 
con t ro l .  Experiments have been under way i n  researcher-di rec ted  
p l o t s  on farms during t h e  pas t  year. 

A proposal f o r  in tegra ted  weed con t ro l  was made f o r  1988189 by t h e  
researchers  i n  the  Rice program. By c o n t r a s t ,  the  Upland Cereals  
program continues with only one weed research p ro jec t .  This i s  a 
S t r i g a  c o n t r o l  p ro jec t  conducted i n  cooperation wi th  ICRISAT. Weed 
competition s t u d i e s  a r e  not included i n  the  Grain LegumeIOilseed 
Crops program f o r  1988. 

Recommendation: On-station research p ro jec t s  should be designed by 
p lan t  p ro tec t ion  researchers  t o  determine y i e l d  
l o s s e s  when weeding i s  delayed f o r  two o r  more weeks 
a f t e r  crop emergence. 

Recommendation: Advances i n  technology should be included i n  
extension program microplots  o r  on-farm 
demonstrations a s  soon a s  the  component p r o b 1 e m . i ~  
solved by research.  

(2) Intercropping.  I n  reference  t o  f i e l d  t r i a l s  on groundnut/cereals  
in tercropping,  an STTA agronomist (GARD Report 1/27) recommended t h a t  
each row of groundnuts be harvested and weighed s e p a r a t e l y  i n  order 
t o  measure the  inf luence  of t h e  intercropped c e r e a l  on groundnut 
f i e l d .  The STTA a lgo  recommended t h a t  crop row o r i e n t a t i o n  r e l a t i v e  
t o  t h e  sun be noted i n  in tercropping experiments. Analysis of f i e l d  
da ta  by row o r i e n t a t i o n s  would produce use fu l  information t o  farmers 
who use intercropping.  

This type of input  from STTA can be h e l p f u l  to -  t h e  researcher .  The 
recommendations were not  included i n  the  protocol  f o r  t h e  p ro jec t  i n  
the  following year ,  although some of t h e  suggested f i e l d  measurements 
were made. 

Recommendation: Ample opportunity f o r  counterpar ts  t o  l e a r n  from 
highly  experienced STTAs should be s p e c i f i e d  i n  the  
terms of reference  of  t h e  STTA. 

Recommendation: Applicable STTA r e p o r t s  should be introduced i n  the  
peer l e v e l  t echn ica l  reviews. 

(3) Intercropping.  The f i e l d  p l o t  plans f o r  groundnutlcereal  
in tercropping i n  1987 included t h r e e  p a t t e r n s  ( r a t i o  of rows) of 
groundnut rows t o  c e r e a l  row. The r a t i o s  included i n  the  p ro jec t  
were 3:1, 5 : l  and 7:l .  Extension workers r e p o r t  t h a t  farmers p re fe r  
t o  p lan t  a  10:l p a t t e r n  of groundnut rows t o  c e r e a l  row; ye t  t h e  
p ro jec t  protocol  f o r  t h i s  p ro jec t  i n  1988189 does not  inc lude the  
10:l p a t t e r n  i n  t h e  p l o t  plans. 
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Recommendation: Extension workers ' (DAS ) i npu t  i n  p r o j e c t  des ign  
should be sought by t h e  r e sea rche r s .  

Recommendation: DAS should have a s t r o n g e r  voice  i n  t h e  reviews of 
p r o j e c t  proposals .  

d. The des ign  of p r o j e c t s  has improved i n  terms of determining t h e  
s t a t i s t i c a l  a n a l y s i s  methods p r i o r  t o  p l a n t i n g  t h e  p l o t s .  P r o j e c t s  i n  
CS/RM f o r  on-farm t e s t i n g  were sometimes too complex f o r  s u c c e s s f u l  
a n a l y s i s  o r  i n t e r p r e t a t i o n  of r e s u l t s .  F i e ld  p l o t  des igns  invo lv ing  
nes ted  v a r i a b l e s  probably should be reserved  f o r  t e s t i n g  on t h e  two main 
s t a t i o n s .  F i e ld  p l o t  techniques  t h a t  a r e  a p p r o p r i a t e  t o  on-s ta t ion  f i e l d  
t r ials  a r e  o f t e n  t o o  complex f o r  on-farm p l o t s .  

e. Based on t h e  number of f i e l d  t r ials  t h a t  have been abandoned o r  ru ined  by 
weeds o r  i n s e c t s ,  i t  seems t h a t  t h e  number of p r o j e c t s  approved exceeds 
t h e  capac i ty  of t h e  r e s e a r c h  system. Support s e r v i c e s  f o r  f i e l d  p l o t  
work i s  inadequate.  I n  g e n e r a l ,  t h e r e  were fewer p r o j e c t s  i n s t a l l e d  on 
t h e  s t a t i o n s  i n  1987 than  i n  1986 and fewer i n  1988 than  i n  1987. 
On-farm resea rche r -d i r ec t ed  p r o j e c t s  i n  r i c e  increased  over  t h e s e  same 
years .  Animal t r a c t i o n  r e s e a r c h  increased  sha rp ly  each year  s i n c e  1986. 

f .  The GARD p r o j e c t  has  brought about a  b e t t e r  balance i n  numbers of  
p r o j e c t s  among re sea rch  u n i t s .  D e f i n i t e  success  has  been achieved i n  
i n c r e a s i n g  t h e  emphasis on animal t r a c t i o n  and l i v e s t o c k  r e sea rch .  There 
seems t o  be cons ide rab le  agreement t h a t  t h e  t o t a l  number of p r o j e c t s  i n  
DAR w i l l  be reduced t o  a manageable l e v e l .  

Be PROJECT PLANNING AND BUDGETING 

The scheme now i n  p l ace  f o r  p r o j e c t  p lan  development i s  ve ry  c l e a r  and exac t .  
The forms provided t o  D M  program l e a d e r s  guide t h e  r e s e a r c h e r s  i n  an o r d e r l y  
process.  Budgeting of expend i tu res ,  v e h i c l e s ,  personnel  a t  a l l  l e v e l s ,  t r a v e l ,  
t r a i n i n g ,  and land  use  a r e  a l l  included i n  t h e  planning guide forms. The 
formal guide f o r  budget planning has been i n  p l ace  only a  s h o r t  t ime,  but t h e  
gene ra l  p r i n c i p l e s  of t h e  scheme were used by r e s e a r c h e r s  l a s t  year .  The new 
format f o r  p r o j e c t  budgeting demands c l e a r ,  d e t a i l e d  planning by t h e  
r e sea rche r s .  It i s  undoubtedly a  va luab le  t o o l ,  The monetary budget i s  
d i r e c t l y  r e l a t e d  t o  t h e  p r o j e c t  p ro toco l .  

The PBS budget management program w i l l  have i t s  f i r s t  f u l l  cyc le  of ope ra t ion  
du r ing  t h e  next  f i s c a l  year .  Pe r iod ic  budget s t a t u s  r e p o r t s  w i l l  be r e l e a s e d  
t o  p r o j e c t  budget managers. Researchers  w i l l  have access  t o  c u r r e n t  s t a t emen t s  
of t h e i r  budgets.  Inadver ten t  overruns can be avoided wi th  t h e  new system. 

P r o j e c t  budget managers i n  a g r i c u l t u r a l  r e sea rch  have l e g i t i m a t e  concerns about 
t h e  government's p r a c t i c e  of r e l e a s i n g  funds on a  s t eady  r a t e  q u a r t e r  by 
q u a r t e r .  F i e l d  r e sea rch  expendi tures  f o r  f u e l  and l a b o r  a r e  much g r e a t e r  i n  
t h e  p l a n t i n g  season than  a t  any o t h e r  time. I n  o rde r  t o  g e t  t h e  p l o t  work done 
i n  a  t imely  manner, t h e  r e sea rche r  i s  obl iged  t o  use  non-standard schemes f o r  
meeting expendi ture  demands i n  t h e  f i r s t  q u a r t e r .  Otherwise, t h e  l and  
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prepa ra t ion ,  seeding,  and t h e  f i r s t  weeding ope ra t ion  a r e  delayed. The human 
e r r o r  imposed on t h e  r e sea rch  i n  t h e s e  p l o t s  dec reases  t h e  va lue  of t h e  d a t a  
c o l l e c t e d .  

Recommendation: Budgeted funds should be made a v a i l a b l e  on t h e  schedule 
r equ i red  t o  accomplish t h e  d e s i r e d  r e s u l t s ,  no t  on a schedule 
designed f o r  t h e  gene ra l  ope ra t ion  of government. 

S t a t i o n  managers and r e s e a r c h e r s  a r e  not  given an  es t imated  o r  t a r g e t  budget 
I amount before  t h e  annual  budget development process is  begun. Consequently, 

a v a i l a b l e  funds a r e  o f t e n  overest imated and t o o  many p r o j e c t s  a r e  approved f o r  
t h e  a v a i l a b l e  funds. 

In an at tempt t o  b r ing  t h e  t o t a l  budgeted amount i n  l i n e  with a v a i l a b l e  funds ,  
t h e  Di rec to r  reduces  l i n e  items w i t h i n  a  p ro jec t .  This  w i l l  d i s r u p t  t h e  whole 
process of budget management un le s s  t h e  p r o j e c t  purpose and p ro toco l  a r e  
changed before  t h e  p r o j e c t  budget i s  reduced. I f  p r o j e c t s  a r e  ranked i n  o rde r  
of p r i o r i t y ,  t hen  a p r o j e c t  should be dropped when t h e  funds a v a i l a b l e  t o  a  
program a r e  reduced. 

Recommendation: When it becomes necessary  t o  reduce t h e  budget of a DAR 
program, t h e  p r o j e c t  of lowest  p r i o r i t y  ranking should be 
d e l e t e d  from t h e  approved list. 

Recommendation: Line i tem amounts should not  be reduced without  f i r s t  a l lowing 
t h e  p r o j e c t  p lan  t o  be modified by t h e  program l e a d e r .  

C. DATA ANALYSIS AND INTERPRETATION 

1. Progress  t o  Date 

I n t e r p r e t a t i o n  of d a t a  from b i o l o g i c a l  experimentat ion through t h e  methods 
of i n f e r e n t i a l  s t a t i s t i c s  i s  dependent on proper  experimental  design.  The 
design of DOA on-s ta t ion  r e sea rch  p r o j e c t s  has  improved s i n c e  t h e  i n i t i a t i o n  
of t he  GARD p ro jec t .  

Data a n a l y s i s  c a p a b i l i t i e s  i n  DAR has  inc reased  many f o l d  with t h e  
i n t r o d u c t i o n  of t h e  MSTAT package and t h e  a c c e s s  t o  t h e  SAS computer 
package. Access t o  these  two a n a l y t i c a l  packages on micro computers has  no 
l e s s  than  r evo lu t ion ized  d a t a  a n a l y s i s  i n  the  DAR. Or i en ta t ion  of 
r e sea rche r s  has been i n i t i a t e d  r ap id ly .  Tra in ing  c a p a b i l i t i e s  among t h e  
GARD and DAR personnel  i s  c e r t a i n l y  adequate.  

The combination of proper des ign  of experiments f o r  s t a t i s t i c a l  a n a l y s i s  
wi th  e x c e l l e n t  computing f a c i l i t i e s  i s  a very  p o s i t i v e  f a c t o r  i n  r e sea rch  
improvement. An STTA repor ted  i n  1987 t h a t  more r e sea rch  p r o j e c t s  i n  1987 
than  1986 inc luded t h e  a n a l y s i s  plan. The c a l c u l a t i o n  of degrees of freedom 
and t h e  d e r i v a t i o n  of e r r o r s  terms previous t o  i n s t a l l a t i o n  of a b i o l o g i c a l  
experiment i s  a n  i n d i c a t i o n  t h a t  adequate thought has  been put  i n t o  f i e l d  
p l o t  design.  

I DXVELOPJIEST ASSOCIATES. INC. - 



The c a p a b i l i t i e s  f o r  c a l c u l a t i o n  of complex ana lyses  a r e  r e s i d e n t  i n  t h e  
s t a t i s t i c a l  programs i n  use by GARD. The powerful r e g r e s s i o n  a n a l y s i s  
program i n  SAS opens very u s e f u l  a n a l y s i s  procedures t o  t h e  r e sea rch  
organiza t ion .  

2. Conclusions and Recommendations 

a. Continual v i g i l  is  requi red  i n  t h e  review of r e sea rch  proposals  and of 
p r o j e c t  r e p o r t s  t o  avoid misuse of s t a t i s t i c a l  analyses .  Examples of 
misuse of t h e  k a s t  S i g n i f i c a n t  Difference (LSD) a r e  i n  t h e  new p r o j e c t  
r e p o r t s  submitted t o  ARAB. The r e fe rence  (check, c o n t r o l )  v a r i e t y  o r  
t rea tment  i s  o f t e n  not  s p e c i f i e d  i n  t h e  r e p o r t  t a b l e s .  This  impl i e s  t h a t  
LSD i s  an  adequate s ta t i s t ic  f o r  sepa ra t ion  among means i n s t e a d  of only  
between t h e  r e fe rence  v a r i e t y  and each o t h e r  v a r i e t y .  Tables were 
presented t h a t  included s e p a r a t i o n  of means n o t a t i o n s  ( a ,  ab ,  b ,  c )  
followed by an LSD value.  

b. S t a t i s t i c a l  s i g n i f i c a n c e  can be measured a t  va r ious  l e v e l s  of 
p r o b a b i l i t y  depending on t h e  s t a t e d  o b j e c t i v e s  of t h e  research .  It i s  
very economical and o f t e n  i n s t r u c t i v e  i n  agronomic research  t o  run 
p r o b a b i l i t i e s  a t  t h e  .10 .05 and . O 1  l e v e l .  

c. Senior  r e sea rche r s  and t e c h n i c a l  adv i so r s  should conduct in-serv ice  
seminars on d a t a  a n a l y s i s  and i n t e r p r e t a t i o n .  

D. REPORTING 

1. &ogress t o  Date 

The program review d a t e  of ARAB provides a convenient abso lu te  deadl ine  f o r  
r e p o r t i n g  r e s u l t s  from t h e  previous year.  The r e p o r t s  i n  1988 va r i ed  widely 
i n  q u a l i t y  but i n d i c a t e d  aq awareness on t h e  p a r t  of some resea rche r s  t h a t  
r e p o r t i n g  i s  necessary i n  a re sea rch  system. Many p r o j e c t  r e p o r t s  have not  
been submitted on r e sea rch  from l a s t  year .  Tolerance of t a r d i n e s s  i n  r e p o r t  
submission i n d i c a t e s  l a c k  of d i s c i p l i n e  i n  t h e  system. 

GARD has  provided a r e p o r t s  e d i t o r  f o r  t h e  p r o j e c t  and DAR. This i s  a 
p o s i t i v e  s t e p  and w i l l  b r ing  more u n i f o r m i t y ' t o  r e p o r t  wr i t ing .  The p lans  
t o  produce an advanced re sea rch  r e p o r t  series (GARP) i s  a t imely  e f f o r t  
i n i t i a t e d  by GARD. 

GARD has  helped r e - i n s t i t u t e d  t h e  Annual Research Report a f t e r  a h i a t u s  of 
about 10  years.  

Clear  r e p o r t  w r i t i n g  is  widely recognized a s  an i n d i c a t i o n  of c l a r i t y  of 
th inking.  The philossphy t h a t  good re sea rch  inc ludes  good w r i t i n g  i s  
beginning t o  be accepted i n  t h e  DAR. Progress r e p o r t s  could be e f f e c t i v e  
t o  record  t h e  s t a t u s  of a  p ro jec t .  

2. Conclusions and Recommendations 

a. Reports a r e  t h e  only p i c t u r e  t h a t  many of r e sea rch ' s  c l i e n t e l e  w i l l  see .  
It i s  of g r e a t  importance t h a t  emphasis be placed on w r i t i n g  r e p o r t s  of 
h igh  q u a l i t y .  
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b. The GARD p r o j e c t  has  brought about a change i n  d i r e c t i o n  i n  t h e  a r e a  of 
research  r e p o r t i n g  i n  DAR. Under i ts urging,  r e sea rch  informat ion  from 
t h e  f i v e  yea r s  p r i o r  t o  t h e  p r o j e c t  was ga thered  and w r i t t e n .  The peer  
l e v e l  t e c h n i c a l  review system i n  t h e  Task Forces and ARAB served t o  
s t i m u l a t e  r e sea rch  r epor t ing .  Some annual  progress  r e p o r t s  a r e  not  a s  
complete o r  as t ime ly  as d e s i r e d ,  but  t h e  GARD p lan  f o r  improvement i n  
r e p o r t i n g  is br inging  a p o s i t i v e  change. 

c.  Proposals  f o r  a subsequent y e a r ' s  funding should no t  be e n t e r t a i n e d  by 
ARAB u n t i l  a n  adequate r e p o r t  i s  submitted on t h e  previous y e a r ' s  work. 

d. Senior  r e s e a r c h e r s  and TA e x p e r t s  should form seminars  and review pane l s  
on r e p o r t  q u a l i t y .  
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1 FARMING SYSTEMS BESEARCH AND EXTENSION PROGRAM (FSRIE) 

A. PROJECT STRATEGY 

The GARD Project  St ra tegy of improving the  e f fec t iveness  of a g r i c u l t u r a l  
research was based on th ree  major considera t ions .  " F i r s t ,  the  system must 
produce r e s u l t s  which a r e  re levan t  t o  t h e  needs of i ts  c l i e n t s :  farmers, 
extension workers, policy-makers. Second, these  must be extended and u t i l i z e d  
by c l i e n t s .  Third, the  e n t i r e  system must be i n s t i t u t i o n a l i z e d  wi th in  t h e  GOTG 
such t h a t  it can be sus ta ined a f t e r  t h e  conclusion of t h e  Project ."  (P ro jec t  
Paper, page 7) . 
To implement t h e  p ro jec t  s t r a t e g y  a two-pronged e f f o r t  was proposed: "(1)  t h e  
long-term i n s t i t u t i o n a l i z a t i o n  of an e f f e c t i v e ,  appl ied  a g r i c u l t u r a l  research 
system; and (2 )  t h e  development, promotion, and adoption by farmers of improved 
a g r i c u l t u r a l  technologies a s  e a r l y  a s  possible" (PP, page 10) .  To achieve t h e  
l a t t e r ,  Farming Systems Research and Extension (FSR/E) was chosen a s  t h e  
means. I n  choosing FSR/E a s  the  means, it was sought t o  produce research 
r e s u l t s  r e levan t  t o  t h e  needs of c l i e n t s ,  t e s t  and extend technologies i n  
co l l abora t ion  with the  Extension Service and the  NGOs ,  l i n k  t h e  research system 
t o  i ts  c l i e n t s  and thus a c c e l e r a t e  t h e  process of technology t r a n s f e r  and 
adoption. This was r e f l e c t e d  i n  t h e  following statement: 

n ....., ass igning p r i o r i t y  t o  i n s t i t u t i o n a l i z a t i o n  does not  mean 
t h a t  s u b s t a n t i a l  a t t e n t i o n  w i l l  not be given e i t h e r  t o  producing 
research r e s u l t s  o r  t o  ensuring t h a t  research r e s u l t s  a r e  extended 
t o  farmers. Within the  research system, major emphasis w i l l  be 
given t o  t h e  expansion and strengthening of Farming Systems 
Research and Extension (FSR/E) a c t i v i t i e s  aimed a t  iden t i fy ing ,  
t e s t i n g  and extending improved technologies t o  farmers i n  
co l l abora t ion  with the  Extension Service and p r i v a t e  voluntary 
Organizations (PVOs). B R I E  i s  an approach designed t o  l i n k  t h e  
research system t o  i ts  c l i e n t s  and t o  a c c e l e r a t e  the  process by 
whieh re levan t  technologies a r e  i d e n t i f i e d  and eventual ly  u t i l i z e d  
by a g r i c u l t u r a l  producers. FSRIE i n  co l l abora t ion  with the  
enhanced component research programs must produce r e s u l t s  t o  gain  
t h e  necessary recogni t ion  and acceptance, and ensure t h e  longer 
run e f fec t iveness  and su rv iva l  of the  a g r i c u l t u r a l  research 
system. The Pro jec t  w i l l  r e t a i n  the  production of research 
r e s u l t s  a s  a major ob jec t ive  and a l l o c a t e  resources accordingly." 
(PP, page 9). 

BRIE i s  b a s i c a l l y  a process of making t h e  research re levan t  t o  t h e  needs of 
the  c l i e n t s  ( r u r a l  producers, extension organizat ion,  and policy makers). This 
involves t h e  following processes: 

understanding r u r a l  production systems, such a s  c u r r e n t  p r a c t i c e s ,  
' resources,  c o n s t r a i n t s ,  problems, and oppor tuni t ies ;  

e t r a n s l a t i n g  t h e  understanding i n t o  a research agenda (on-station and 
on-farm) , When implemented, t h e  research r e s u l t s  w i l l  r e l i e v e  c o n s t r a i n t s ,  
and lead t o  increased production andlor product iv i ty ;  
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t e s t i n g  research r e s u l t s  ( technologies)  under farmers'  circumstances t o  
ensure t h e i r  s u i t a b i l i t y ;  

obtaining c l i e n t  feedback on the  technologies t e s t e d ;  and 

based on t h e  feedback, e i t h e r  proceed with l a r g e  s c a l e  promotion ( p o s i t i v e  
feedback), o r  r e v i s e  the  research agenda, o r  continue t h e  
test-retest-adjustment process over a reasonable period of time. 

A t  l e a s t  two models a r e  prevalent  f o r  i n s t i t u t i o n a l i z i n g  FSR/E: 

1. a separa te  organizat ional  u n i t  within a n a t i o n a l  a g r i c u l t u r a l  research 
system complementing commodity and disc ip l ine-or iented  research;  and 

2. a  p a r t i c i p a t o r y  model i n  which commodity and d i sc ip l ine -or ien ted  resea rchers  
sys temat ica l ly  i n t e r a c t  with the  c l i e n t  system i n  a coherent way t o  ensure 
the  process of co l l abora t ion  and l inkages.  

The two models a r e  d i s t ingu i shed  i n  a number of ways. F i r s t  and most 
i a p o r t a n t ,  Model 1 is  organ iza t iona l ly  separated from t h e  component/commodity 
research programs. It is a u n i t  set a p a r t  with i t s  own f u l l  time s t a f f  and 
budget. It may have opera t ional  l inkages  with o ther  research programs, but is  
not  p a r t  of them. The c r i t i c a l  d i v i s i o n  of labor  with the  component/commodity 
research programs i s  between on-farm and on-stat ion research -- t h e  FSR/E u n i t  
has r e s p o n s i b i l i t y  f o r  most o r  a l l  on-farm research whereas the  o ther  programs 
focus upon on-stat ion research and e x t e r n a l  l inkages  with IARCs, e t c .  

Under Model 2, i nd iv idua l  research programs a r e  responsible  f o r  both on-stat ion 
and on-farm research a c t i v i t i e s  f o r  the  s p e c i f i c  commodities/components under 
t h e i r  j u r i s d i c t i o n .  

Model 1 u n i t s  may have broad mandates covering both crops and l ives tock  with a 
f u l l  complement of s t a f f  represent ing a f u l l  range of d i s c i p l i n e s ,  e s p e c i a l l y  
i n  l a r g e r  research systems. I n  theory a t  l e a s t ,  research is  undertaken by 
mul t id i sc ip l ina ry  teams working on a range of i s s u e s  fac ing  one or  more 
s p e c i f i c  farming systems. As a  r e s u l t ,  t h e  research may be more h o l i s t i c  i n  
charac te r  - with  assessments of t h e  secondary and t e r t i a r y  impacts of proposed 
in te rven t ions  i n  add i t ion  t o  t h e  primary impacts. 

Under t h e  second model, ind iv idua l  researchers  c h a r a c t e r i s t i c a l l y  p a r t i c i p a t e  
i n  both on-farm and on-station research i n  s p e c i f i c  sub jec t  areas/commodities. 
Mandates o f t en  cover the  e n t i r e  country r a t h e r  than s p e c i f i c  regions  wi th in  t h e  
country. Fewer d i s c i p l i n e s  a r e  o f t e n  represented i n  a s p e c i f i c  research t a sk  
than may be the  case wtth Model 1. The focus is  upon t h e  primary impacts of 
s p e c i f i c  in te rven t ions  and t h e  c o n s t r a i n t s  t o  increased production/productivi ty 
of the  s p e c i f i c  commodities. 

B. FSR/E UETDEX THE GARD PROJECT 

I n s t f t u t i o n a l i z a t i o n  of FSR/E i n  The Gambia began i s  1985 p r i o r  t o  t h e  
incept ion of the  GARD projec t .  Following a workshop on FSR/E methodology 
presented by ESP,  a s e r i e s  of f i e l d  v i s i t s  were made by teams represent ing 
d i f f e r e n t  d i s c i p l i n e s ,  i t c l u d i n g  agronomy, economics, and extension t o  a s s e s s  
farming systems and t o  monitor t h e  progress of on-farm demonstration t r a i l s  i n  
t h e  e a s t e r n  p a r t  of t h e  country. 
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I n  e a r l y  1986, two STTA miss ions  by John Caldwell r e s u l t e d  i n  t h e  formation of 
a H o r t i c u l t u r a l  Research Group which c a r r i e d  out  reconnaissance  surveys  of 
h o r t i c u l t u r a l  producers  i n  t h e  western p a r t  of t h e  count ry  t o  a s s e s s  
c o n s t r a i n t s  and a r e a s  of p o s s i b l e  improvement. The group a l s o  designed t r ia ls  
f o r  p o s s i b l e  implementation dur ing  t h e  fo l lowing  d ry  season. 

I n  May 1986, immediately fo l lowing  an FSSP workshop on on-farm t r i a l s ,  two 
c o n s u l t a n t s  a s s o c i a t e d  wi th  FSSP (Poey and Caldwel l ) ,  i n  c o l l a b o r a t i o n  wi th  
Gambian r e s e a r c h e r s  and GARD TA s t a f f ,  designed an  FSR/E approach which 
g e n e r a l l y  conformed t o  t h e  d e s c r i p t i o n  i n  t h e  P r o j e c t  paper.  FSR/E s t e e r i n g  
committees were c r e a t e d  and based a t  Yundum and Sapu t o  cover  t h e  wes tern  and 
e a s t e r n  p a r t s  of t h e  country r e s p e c t i v e l y .  S t e e r i n g  committees were composed 
of s e n i o r  r e p r e s e n t a t i v e s  from t h e  r e sea rch  and ex tens ion  s e r v i c e s  of t h e  
Department of Agr i cu l tu re  (DOA), Department of Animal Heal th  and Product ion 
(DAHP), Crop P r o t e c t i o n  Se rv i ce  (CPS), and t h e  Program Planning and Monitoring 
Unit (PPMU). Four P i l o t  Area Teams (PATS) were c r e a t e d ,  two i n  each reg ion .  
P i l o t  a r e a  teams were superv ised  by t h e i r  r e s p e c t i v e  r e g i o n a l  FSR/E s t e e r i n g  
committees. 

Each p i l o t  a r e a  team cons i s t ed  of a Research A s s i s t a n t  from t h e  DOA, a D i s t r i c t  
Extension Superv isor  (DES) i n  t h e  p i l o t  a r e a ,  a Livestock A s s i s t a n t  from t h e  
Department of Livestock Se rv i ces  (DLS), and t h e  Div i s iona l  Superv isor  of PPMU 
(DS-PPMU). Personnel  were ass igned  t o  s e r v e  on t h e  PATS, and were expected t o  
move and r e s i d e  i n  t h e  ass igned  p i l o t  a r e a .  I n  only  one i n s t a n c e  w a s  a move 
a c t u a l l y  made. S p e c i a l  e f f o r t s  were made t o  mot iva te  t hose  ass igned  t o  PATS t o  
move t o  t h e  p i l o t  a r e a s  by provid ing  motorcycles and g a s o l i n e  t o  assist wi th  
survey work and a t t e n d  bi-weekly meetings. However, t h e s e  s p e c i a l  i n c e n t i v e s  
were i n s u f f i c i e n t .  

The a c t i v i t i e s  of FSR/E s t e e r i n g  committees and PATS dur ing  t h e  1986 season  
c o n s i s t e d  of t h e  fol lowing:  

review of e x i s t i n g  d a t a  on s o i l s ,  c l ima te ,  and farming systems; 

reconnaissance  v i s i t s ,  surveys ,  e t c ;  

t r ia ls  a t  Mixed Farming Centers  and on farms; and 

p a r t i c i p a t i o n  of r e s e a r c h e r s  i n  t h e  FAO-sponsored F e r t i l i z e r  Demonstration 
T r i a l s  Program. 

The ou tpu t s  of t h e  1986 FSR/E a c t i v i t i e s  were: 

1. D i s t r i c t  A g r i c u l t u r a l  P r o f i l e s  (DAPS) f o r  t h r e e  out  of fou r  p i l o t  a r e a s .  

2. I d e n t i f i c a t i o n  of r e sea rch  themes designed t o  overcome t h e  c o n s t r a i n t s  t o  
improve p r o d u c t i v i t y  f o r  t h e  farming systems i n  t h e  a r e a s ,  e.g. ,  water  
i n f i l t r a t i o n  t o  reduce run-off,  s o i l  f e r t i l i t y  s t r a t e g i e s  f o r  e f f i c i e n t  use  
of l i m i t e d  f e r t i l i z e r ,  mechanization s t r a t e g i e s  f o r  lowland r i c e  product ion,  
d i v e r s i f i c a t i o n  of farming systems i n  t h e  North Bank, e t c .  

3. T r i a l  and survey r e s u l t s  from s p e c i f i c  a c t i v i t i e s  c a r r i e d  out  on-farm and 
on-s ta t ion ,  e.g., t h e  E l i a s  r e p o r t  on Water Cont ro l  P r o j e c t s .  
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The effort was not carried out as had been planned and the results were 
considered inadequate in relation to the resources devoted to the effort. Some 
of the reasons for the less than satisfactory performance are: 

The farming systems and on-farm research activities were ambitious and not 
planned well. They were super-imposed on an already approved ambitious 
component research program. 

Four PAT members were drawn from four departments; none were specifically 
charged with control and responsibility. The team did not seem to have a 
common set of objectives. 

There was limited participation by extension personnel. 

Steering committees were inexperienced in the FSR/E approach and 
methodology. It was not clear who among the steering committee had specific 
supervisory authority. No one seemed accountable. 

The disincentives to field activity by Gambians in the research service and 
other departments outweighed any conceivable benefits of participation in 
the activity. 

The experience in 1986 led to a serious rethinking about the organization of 
agricultural research under the MA. A special meeting of the Agricultural 
Research Advisory Board (ARAB) in 1986 made the decision to reorganize 
research programs and "fold" FSR/E into the commodity programs. 

The reorganization, which was implemented in the 1987 crop season took the 
following form: 

Integrate the FSR/E process into the component program, rather than create a 
complementary structure of FSR/E teams. 

Organize the research program into six commodity programs. 

-- Upland cereals (Sorghum, Millet, Maize, Minor cereals) 
-- Grain legumes, oil seeds (peanuts, cowpeas, sesame, etc) 
-- Cropping systems - Resource Management 
-- Rice 
- Agricultural Mechanization 
-- Horticulture (Fruits, Vegetables). 

The following mechanisms were designed to integrate FSR/E processes into the 
on-station research" 

1. Establishment of six task forces to provide multi-disciplinary input into 
the commodity-component research. 

2. Clustering the multi-locational sites and on-farm testing sites around four 
"typical sitesw representing different ecologies. The office was located at 
the Mixed Farming Center which also was the headquarters of DES. These 
centers are essentially sub-stations or satellite experimental stations to 
conduct multi-locational testing or other on-station type of experiments. 
The villages around the four cluster centers were to serve as on-farm 
research sites. 
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3. Bi-monthly research-extension workshops t o  exchange information. 

4. P a r t i c i p a t i o n  i n  demonstration t r i a l s  with the  FAO-Fertilizer P ro jec t .  

5. P a r t i c i p a t i o n  i n  ADP-I1 micro-plot a c t i v i t i e s .  

The consequences of the  reorganiza t ion  were: 

Mult i- locat ional  and on-stat ion t r i a l s  were located  a t  o r  near  the  c l u s t e r  
cen te r s .  

Research themes from 1986 on-farm research  were incorporated i n t o  1987 
resea rch  programs: groundnut dens i ty ,  f e r t i l i z e r  r o t a t i o n s ,  a l l e y  cropping, 
e t c .  

Animal t r a c t i o n  was used f o r  lowland r i c e  production. 

A cowpea promotion program was organized with CRS. 

Farmer surveys were conducted, e.g., f e r t i l i t y  maintenance, groundnut s tand 
survey, feed management, e t c .  

Researcher-managed t r i a l s  on farmers '  f i e l d s  wi th in  c l u s t e r  a r e a s ,  e.g. 
sorghum v a r i e t i e s ,  f e r t i l i z e r  a p p l i c a t i o n ,  e t c .  

C. OBSERVATIOWS ABOUT TBE RE-ORGANIZED FSR/E EFFORT 

While t h e  1987 e f f o r t  attempted t o  capture  some of the  elements of FSR/E 
approach, pr imar i ly  m u l t i d i s c i p l i n a r y  input  i n t o  t h e  on-stat ion t r i a l s ,  and 
focused i n t e r a c t i o n  wi th  farmers a t  t h e  c l u s t e r  a r e a s ,  t h e r e  were a number of 
shortcomings . 

A s e r i o u s  l a c k  of i n t e r d i s c i p l i n a r y  i n t e r a c t i o n  a t  t h e  f i e l d  l e v e l .  

The q u a l i t y  of the  on-farm resea rch  was poor; many on-farm t r i a l s  were l o s t  
due t o  poor supervision.  Farmer surveys,  however, were genera l ly  we l l  
conducted and documented. 

A breakdown of r e l a t i o n s h i p s  between research  and extens ion s ince  
resea rchers  r e t r e a t e d  t o  c l u s t e r  centers .  

A continued perception of c l u s t e r  s t a f f  a s  on-stat ion researchers .  

Lack of a  cohesive research  e f f o r t  wi th in  c l u s t e r  a r e a s  themselves. 

I n a b i l i t y  of t a s k  f o r c e s  t o  p r i o r i t i z e  and t o  focus on s p e c i f i c  research  
themes s u i t a b l e  t o  the  environments represented  by c l u s t e r  a reas .  

Farmers and d i s t r i c t  extension s t a f f  played no d i r e c t  r o l e  i n  t h e  
programming of research  a c t i v i t i e s  wi th in  t h e  c l u s t e r  a reas .  

The l?SR/E approach dur ing the  1988 season p r e t t y  much continued t h a t  of 1987, 
except t h a t  two c l u s t e r  s i t e  coordinators  were appointed f o r  t h e  two s i t e s  i n  
the  western region.  Research took t h e  form of mul t i - locat ional  on-farm t e s t s  
managed by resea rchers  and based on themes derived from the  1986 and 1987 
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surveys.  On-farm resea rch  dur ing  t h e  1988 season c o n s i s t e d  of about s i x  
thematic  s t u d i e s  a c r o s s  21 l o c a t i o n s  wi th  farmer-managed on-farm t e s t s  mostly 
i n  t h e  r i c e  product ion system.&/ 

D. SUMMARY OBSERVATIONS ON FSR/E AND ON-FARM TRIALS 

1. The a t tempt  t o  in t roduce  t h e  Farming Systems Research and Extension (FSR/E) 
approach a s . a n  i n t e g r a l  p a r t  of t h e  a g r i c u l t u r a l  technology des ign  and 
development process  has  faced a number of c o n s t r a i n t s ,  i nc lud ing  a small and 
weak NARS, weak l e a d e r s h i p  from t h e  NARS, f a u l t y  s t r u c t u r i n g  of f i e l d  teams, 
and i n s u f f i c i e n t  t ime of Gambian r e sea rche r s .  

2. Although s e v e r a l  Gambians were t r a i n e d  i n  FSR/E concepts  i n  s h o r t  cour ses ,  
none seem t o  have had p r a c t i c a l  exper ience  i n  t h e  methods of FSR/E. It w a s  
a l s o  n o t  c l e a r  whether those  t r a i n e d  i n  FSSP-conducted courses  were ass igned 
t o  t h e  e f f o r t .  

3. FSR/E a c t i v i t i e s  t o  d a t e  have produced a r ap id  reconnaissance survey,  t h r e e  
d i s t r i c t  p r o f i l e s ,  about s i x  themat ic  surveys and r e p o r t s  on i s s u e s  r e l a t e d  
t o  product ion.  These a r e  l i k e l y  t o  improve t h e  re levance  of t h e  on-s ta t ion  
r e sea rch  p r o j e c t s .  

4. On-farm t e s t s  under farmer management have not  been given p r i o r i t y  by most 
of t h e  component programs. R e s u l t s  of t h e  1986 t e s t s  were l a r g e l y  
u n r e l i a b l e ,  while  s e v e r a l  of t h e  1987 t e s t s  a r e  ye t  t o  be analysed and 
repor ted .  The r i c e  program has  been a no tab le  except ion .  

5. On-farm resea rch  on in l and  v a l l e y  r i c e  product ion conducted dur ing  t h e  1987 
and 1988 cropping seasons,  both researcher-managed and farmer-managed, w a s  
impressive. The t r ia ls  proceeded with a thorough review of a v a i l a b l e  
exper iences  and d a t a  (on r i c e  r e sea rch ,  animal t r a c t i o n ,  in-land v a l l e y  r i c e  
p r a c t i c e s ,  socio-economic cond i t ions ,  i n t e r p l a y  between women and men's 
cropping systems, e t c . )  i n  determining t h e  des ign  and approach. I n  1987 
researcher-managed on-farm t e s t s  were conducted wi th  1 5  farmers i n  3 
v a l l e y s .  A reconnaissance survey conducted i n  e a r l y  January 1987 formed t h e  
b a s i s  of t h e  1987 r e sea rch  proposal .  R e s u l t s  of t h e  1987 on-farm re sez rch  
were used t o  des ign  and implement 1988 on-farm t e s t s  managed by 57 women 
farmers i n  3 v i l l a g e s .  The c r i t i c a l  c o n s t r a i n t  of weed c o n t r o l  w a s  
addressed i n  t h e s e  t e s t s  by mechanization of one r i c e  p l an t ing ,  by ploughing 
and t r a n s p l a n t i n g ,  o r  by d i r e c t  seeding us ing  super-eco r i c e  seeders .  One 
of t h e  f o u r  improved v a r i e t i e s ,  depending on t h e  environment, was t e s t e d  
with t h e  l o c a l  v a r i e t y  and t r a d i t i o n a l  p l a n t i n g  methods i n  a simple two-plot 
design.  

6. The p resen t  systcm r e l i e s  almost t o t a l l y  on t h e  component program l e a d e r s  t o  
determine t h e  needs f o r  FSR/E re sea rch  and t o  c a r r y  out  any on-farm t r ia ls  
t h a t  may be deemed necessary.  Aside from being vu lne rab le  t o  t h e  v a r i a t i o n s  
of i n t e r e s t  t h a t  t h e  d i f f e r e n t  r e sea rch  

L/some of t h e  t r ials  on t h e  farmers '  f i e l d s  under r e sea rche r  management, wi th  2-3 
t r ea tmen t s  and 4 r e p l i c a t i o n s ,  a r e  a p p r o p r i a t e l y  c a l l e d  m u l t i l o c a t i o n a l  t r ials  
r a t h e r  t han  on-farm t r i a l s  under farmer management. 
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l e a d e r s  have i n  FsR/E and on-farm work (which c u r r e n t l y  has b u i l t  i n  
d i s i n c e n t i v e s ) ,  t h e  system i s  not  sys temat ica l ly  reviewing farmers'  
c o n s t r a i n t s  t o  determine whether new research  programs should be e s t a b l i s h e d  
o r  d i f f e r e n t  types of t r i a l s  a r e  needed i n  e x i s t i n g  programs. 

7. M u l t i d i s c i p l i n a r y  t a s k  f o r c e s ,  inc luding the  p a r t i c i p a t i o n  of extens ion and 
o the r  promotional agencies,  have no doubt cont r ibuted  i n  some measure t o  the  
increased relevance of on-stat ion work. There i s  a f e e l i n g  among t h e  c l i e n t  
system t h a t  t a s k  fo rce  procedures a r e  cumbersome and t i m e  consuming and t h a t  
i n t e r a c t i o n s  wi th in  the  t a sk  f o r c e s  need t o  be improved i n  q u a l i t y .  

E. CONCLUSIONS AND RECOMMENDATIONS 

1. The p r o j e c t  attempted t o  implement RR/E a s  required i n  t h e  P ro jec t  Paper, 
but i t  was not we l l  s t r u c t u r e d  and the  genera l  approach was unsa t i s fac to ry .  
A d i f f e r e n t  approach of incorpora t ing  RR/E procedures i n t o  the  technology 
development process i s  now being used. 

2. While acknowledging the  need f o r  improvement, t h e  Direc tor  of Agr icu l tu ra l  
Research maintains t h a t  FSR/E i s  incorpora ted ,  a s  needed, i n t o  each 
component research  program. 

3. Because of the  f i rm pos i t ion  of the  DAR Di rec to r ,  t h e  r e l a t i v e  s c a r c i t y  of 
t r a ined  personnel ,  and the  d is - incent ives  i n  the  system f o r  f i e l d  work, the  
evaluat ion  team does not f e e l  t h a t  i t  would be h e l p f u l  a t  t h i s  time t o  t r y  
t o  i n s i s t  t h a t  the  o r i g i n a l  P ro jec t  Paper proposal be implemented. 

4. The evaluat ion  team does bel ieve ,  however, t h a t  a more comprehensive and 
i n t e g r a t e d  research  e f f o r t  i n  production systems and farmers'  c o n s t r a i n t s  i s  
needed t o  ensure t h a t  farm l e v e l  c o n s t r a i n t s  a r e  addressed i n  the  research  
program. This i s  p a r t i c u l a r l y  t r u e  now t h a t  the  scope of r e sea rch  a c t i v i t y  
f o r  which DAR i s  responsib le  has been expanded. 

5. P r i o r i t y  should be given, a s  a p a r t  of the  exe rc i se  t o  e s t a b l i s h  p r i o r i t i e s ,  
t o  reviewing e x i s t i n g  surveys and r e p o r t s  and in terviewing personnel i n  
extens ion,  NGOs and o the r  development p r o j e c t s  t o  ca ta log  farmers'  
c o n s t r a i n t s  and innovations.  This i s  needed a s  input  f o r  t h e  p r i o r i t i e s  
exe rc i se ;  i t  should a l s o  serve  a s  the  b a s i s  f o r  a farmers'  c o n s t r a i n t s  
element i n  the  research  program and more appropr ia t e  design of some of the  
o the r  components' a c t i v i t i e s .  It w i l l  a l s o  demonstrate t o  extension and the  
development agencies t h a t  research  recognizes t h a t  t h e  farmer is  i t s  most 
important c l i e n t .  The in land v a l l e y  r i c e  r e sea rch  provides an  example of 
how o the r  programs might opera te  i n  t h i s  regard.  

6. A comprehensive r e p o r t  should be submitted each year  t o  NARB on developments 
i n  t h e  r e l a t i o n s h i p  between t h e  production systems and t h e i r  c o n s t r a i n t s  
( s o c i a l ,  economic, t echn ica l ,  po l i cy ) ,  the  r e sea rch  t h a t  is  being undertaken 
and planned t o  develop technologies t o  mi t iga te  those c o n s t r a i n t s ,  and 
a c t i o n s  needed from o the r  p a r t s  of the  GOTG t o  ensure t h a t  new technologies 
can be p r o f i t a b l y  adopted by t h e  farmer. This a c t i v i t y  could be undertaken 
by a new DAR u n i t  charged wi th  adminis t ra t ion  of a g r i c u l t u r a l  surveys and 
socio-economic s t u d i e s  (see  IV.  C. 2.c. 1. 
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V I I I .  TECHN0U)GY PROMOTION 

Technology t r a n s f e r  and promotional a c t i v i t i e s  supported by t h e  p r o j e c t  a r e  
d iscussed  a t  two l e v e l s :  

Research-Extension l inkages  which con t r ibu te  t o  t h e  t r a n s f e r  of technologies  
(communicating with extens ion  and development agencies ,  shar ing  r e sea rch  
f i n d i n g s ,  t r a i n i n g  of extens ion  personnel ,  and incorpora t ing  farmer feed 
back i n t o  t h e  r e sea rch  program). 

Support t o  d i s c r e t e  promotional programs: cowpeas; r i c e  and m i l l e t .  

A. RESEARCH-EXTENSION LINKAGES 

1. Progress t o  Date 

Since t h e  incep t ion  of t h e  p r o j e c t ,  a number of mechanisms have been 
evolving t o  br ing  about g r e a t e r  i n t e r a c t i o n  and c o l l a b o r a t i o n  between t h e  
research  and extens ion  systems t o  f a c i l i t a t e  t h e  development of r e l e v a n t  
technologies and t h e i r  t r a n s f e r .  The fol lowing mechanisms have become 
opera t ional :  

Research Program Committees, i n  which Divis ional  Agr icu l tu ra l  
Coordinators (DACS) p a r t i c i p a t e  i n  t h e  review of r e s u l t s  and c o n t r i b u t e  
t o  t h e  research  proposals  t o  be submitted t o  ARAB. 

P a r t i c i p a t i o n  of s e n i o r  extens ion  managers (Di rec to r  and Ass i s t an t  
Di rec to r  of Extension) i n  t h e  ARAB meetings which review r e s u l t s  and 
approve r e sea rch  programs. 

F ie ld  days conducted a t  t h e  research  s t a t i o n s  and c l u s t e r  c e n t e r s  which 
a r e  a t tended by extens ion  personnel  and farmers. 

On-Farm trials: Mul t i loca t iona l  trials,  c l u s t e r - s i t e  t r ials ,  
demonstration trials,  and micro-plots (which a r e  funded by the  ADP-I1 
p r o j e c t ) .  

Bi-Monthly Research-Extension workshops (T&V workshops under ADP 11) .  
These workshops provide a forum f o r  passing out  r e sea rch  recommendations, 
t r o u b l e  shooting s p e c i f i c  f i e l d  problems, and impar t ing  problem-oriented 
t r a i n i n g .  

Unfortunately,  most of these  mechanisms a r e  s t i l l  r a t h e r  weak and need 
nur tu r ing  t o  make them e f f e c t i v e  and productive.  For example, t h e r e  has 
been l e s s  than f u l l  p a r t i c i p a t i o n  of extens ion  r e p r e s e n t a t i v e s  i n  some of 
t h e  Program Committees. Not many re sea rche r s  a t tended t h e  T&V bimonthly 
workshops r egu la r ly .  Researchers  f e e l  t h e  workshops a r e  too  s t r u c t u r e d  f o r  
them t o  make an e f f e c t i v e  inpu t  - they would need t o  become involved e a r l i e r .  

S imi la r ly ,  p a r t i c i p a t i o n  of r e sea rche r s  i n  mic ro -p lo t s  has been very  
l imi t ed .  Each v i l l a g e  extens ion  worker i s  supposed t o  put  out  some 50 
microplots  and re sea rche r s  do not  have enough t ime t o  backstop t h i s  e f f o r t .  
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The r e c e n t  s e p a r a t i o n  of ex t ens ion  and r e sea rch  o r g a n i z a t i o n a l l y ,  whi le  
demonst ra t ing  GOTG r e c o g n i t i o n  of t h e  importance of t h e s e  s e r v i c e s ,  has  
exacerba ted  t h e  problem of ensu r ing  c o l l a b o r a t i o n  of t h e  two s e r v i c e s .  

Research-extension l i n k a g e s  have no doubt been a d v e r s e l y  a f f e c t e d  by t h e  two 
GOTG-wide personnel  r e d u c t i o n s  and t h e  J u l y  1, 1988 re -organiza t ion .  
Fu r the r ,  t h e  ex t ens ion  s e r v i c e  has  no t  been r e c e i v i n g  much t r a i n i n g ,  and it 
i s  t r y i n g  t o  implement what appea r s  t o  be a r a t h e r  r i g i d  approach i n  a  
changing s o c i e t y .  The research-extension l i a i s o n  o f f i c e r  (RELO) p o s i t i o n  i n  
t h e  r e s e a r c h  s e r v i c e  i s  a l s o  a new approach i n  Gambia t o  f o s t e r  l i nkages .  

Although both  t h e  Di rec to r  of A g r i c u l t u r a l  S e r v i c e s  (which i n c l u d e s  
ex t ens ion )  and t h e  Di rec to r  of A g r i c u l t u r a l  Research a r e  committed t o  c l o s e r  
t i e s  between t h e i r  s e r v i c e s ,  t h e i r  deputy p o s i t i o n s  have not  been f i l l e d  and 
t h e y  cannot  devote  t h e  t ime needed t o  review t h e  l i n k a g e  problems and 
develop s o l u t i o n s .  

2. Conclusions and Recommendations 

a .  I n  t h e  f i r s t  d r a f t  of its r e p o r t ,  t h e  e v a l u a t i o n  team proposed t h a t  t h e  
D i r e c t o r s  of DAS and DAR a s s i g n  r e s p o n s i b i l i t y  f o r  research-extens ion  
c o l l a b o r a t i o n  t o  t h e i r  d e p u t i e s ,  b r i n g  i n  a  short- term consul tan& and, 
i f  supported by t h e  short- term c o n s u l t a n t ,  upgrade t h e  RELO p o s i t i o n  t o  
a d v i s e  and assist t h e  two depu t i e s .  

The fo l lowing  r e a c t i o n s  were rece ived  t o  t h i s  proposal :  

e The Di rec to r  of DAR accepted  t h e  f i r s t  two sugges t ions ,  bu t  d i d  no t  
f avo r  t h e  t h i r d .  

The NARB agreed on t h e  importance of t h e  research-extens ion  l i n k a g e  
and i n t e n d s  t o  devote  a  s e s s i o n  t o  t h e  i s s u e .  However, i t  f e l t  t h a t  
t h e  RELO, i f  needed, should be l o c a t e d  a t  t h e  working l e v e l .  

a V i r g i n i a  S t a t e  Un ive r s i t y  r e p r e s e n t a t i v e s  poin ted  ou t  t h a t  some of t h e  
a c t i o n  i d e a s  mentioned i n  t h e  f i r s t  d r a f t  (Annex E) were recommended 
i n  STTA Report No. 42 of March-April 1988, and t h a t  an  a d d i t i o n a l  
consul tancy  from V i r g i n i a  S t a t e  Un ive r s i t y  w a s  scheduled i n  t h e  
c u r r e n t  work plan.  They were a l s o  concerned about  t h e  proposed 
up-grading of t h e  RELO TA p o s i t i o n ,  f e a r i n g  it would p l ace  exces s ive  
demands on t h e  managerial  c a p a c i t y  of t h e  system. 

b. Given a l l  t h e  foregoing ,  t h e  team concludes t h a t  t h e  r e s e a r c h  s e r v i c e ,  
pending p o s i t i v e  outcomes from t h e  a c t i o n s  proposed i n  c .  below, and/or  
o t h e r  a c t i o a s  t o  s t r e n g t h e n  t h e  e f f e c t i v e n e s s  of t h e  ex t ens ion  s e r v i c e ,  
should g ivz  p r i o r i t y  t o  u t i l i z i n g  and expanding i ts l i n k a g e s  wi th  t h e  
NGOs and development p r o j e c t s  -- f o r  in format ion  g a t h e r i n g  on fa rmers '  
c o n s t r a i n t s  and f o r  h e l p  i n  c a r r y i n g  o u t  on-farm trails.  

9 D r .  C u r t i s  T ren t ,  who is now r e t i r e d  from t h e  Un ive r s i t y  of Arkansas and is 
s e r v i n g  a s  a  c o n s u l t a n t ,  and who p rev ious ly  f i l l e d  a  h igh- leve l  RELO p o s i t i o n  i n  
N ige r i a  and Botswana. I n  Botswana, h e  was a l s o  a  member of an  FSR/E team. 
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c.  A s  soon as i t s  r e s e a r c h  p r i o r i t y  s e t t i n g  e x e r c i s e  i s  completed, and 
assuming t h e  concurrence of t h e  Di rec to r  of  A g r i c u l t u r a l  Se rv ices ,  DAR 
should r eques t  t h e  proposed STTA v i s i t  by Vi rg in i a  S t a t e  Univers i ty .  
Given Dr .  T r e n t ' s  s u c c e s s f u l  work i n  A f r i c a ,  it i s  proposed t h a t  h e  be 
i n v i t e d  t o  p a r t i c i p a t e .  The r e s u l t  of t h e  v i s i t  should be a n  in-depth 
r e p o r t  on why e x i s t i n g  mechanisms a r e  not  func t ion ing  opt imal ly ,  how they  
can be improved, and w h a t  o t h e r  s t e p s  o r  mechanisms a r e  needed. This  
could provide t h e  b a s i s  f o r  a meaningful NARB review of t h e  problem. 
Another r e s u l t  could be a j o i n t  DAS-DAR memorandum of understanding,  as 
suggested by Vi rg in i a  S t a t e  Un ive r s i ty ,  which would c l e a r l y  set f o r t h  t h e  
importance each Di rec to r  g ives  t o  s t r eng then ing  t h e  c o l l a b o r a t i o n  between 
t h e  two s e r v i c e s  and set f o r t h  programs t o  implement t h e  agreement. 

d. I n  t h e  meantime, t h e r e  a r e  some a d d i t i o n a l  suppor t ive  a c t i v i t i e s  t h a t  t h e  
RELO could be promoting: 

(1 )  It has  no t  been p o s s i b l e  t o  l o c a t e  up-to-date w r i t t e n  r e sea rch  
recommendations. Everyone s a i d  they  e x i s t .  But none was a b l e  t o  
produce copies .  Sepa ra t e  b u l l e t i n s  f o r  each c rop  should be produced 
wi th  whatever recommendations a r e  a v a i l a b l e .  The RELO should t a k e  
t h e  lead  wi th  coun te rpa r t s  i n  documenting a v a i l a b l e  recommendations 
and, a f t e r  a p p r o p r i a t e  review, pass  them t o  t h e  ex tens ion  s e r v i c e ,  
f o r  reproduct ion  and d i s t r i b u t i o n  t o  ex tens ion  agents .  

( 2 )  Oppor tuni t ies  f o r  r e s e a r c h e r s  t o  use  t h e  e x i s t i n g  r a d i o  program (30 
minutes per  day) should be exp lo i t ed .  A message o r  advocacy by a 
r e s e a r c h e r  can r e i n f o r c e  t h e  work of v i l l a g e  l e v e l  workers. S p e c i a l  
t o p i c s  (e.g. t h e  problem of  low groundnut s t a n d s )  should be 
i d e n t i f i e d ,  d e t a i l e d  s c r i p t s  w r i t t e n ,  e d i t e d ,  t r a n s l a t e d  i n t o  l o c a l  
languages,  and presented/ read  over t h e  r ad io .  RELO and h i s  
coun te rpa r t  should t a k e  t h e  l e a d  i n  organiz ing  r a d i o  programs. The 
s c r i p t  should be w r i t t e n  by t h e  concerned r e sea rche r  who should be 
g iven  c r e d i t  on t h e  airwaves. 

B, PBOMOTIONBI. PBOGRAMS 

Promotional programs have a d i s t i n c t  advantage of focuss ing  on a s p e c i f i c  
a c t i v i t y ,  t a r g e t e d  t o  a s p e c i f i c  group w i t h i n  a l i m i t e d  geographic area, and 
deploying a p p r o p r i a t e  r e sources  t o  achieve  an  impact. 

l. Progress  t o  Date 

llwo promotional e f f o r t s  have been undertaken under t h e  P r o j e c t  and a r e  
d iscussed  below. I n  a d d i t i o n ,  a w r i t e - u p  on t h e  sesame program promoted by 
t h e  Cathol ic  R e l i e f  Se rv ice  i s  presented f o r  r e f e r e n c e  as Annex E; some 
DAR/GARD r e s e a r c h  suppor t  t o  t h i s  a c t i v i t y  may be appropr i a t e .  The two 
GARD-suppor t ed  a c t i v i t i e s  a re :  

Cowpeas program promoted by t h e  ex tens ion  s e r v i c e s  and Ca tho l i c  R e l i e f  
Serv ice ;  and 

Rice and Millet program promoted by Save The Chi ldren  Fund. 
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a .  Cowpea Promotion 

The Cowpea Promotion Program was s t a r t e d  i n  1987 a s  a co l l abora t ive  
e f f o r t  between the  DAR, extension agencies,  and Catholic Relief  Service  
(CRS). A number of v a r i e t i e s  had been t es ted  on-station during the  
previous seven years.  These v a r i e t i e s  were received from SAFGRAD and 
I I T A .  CRS had a l s o  been inves t ing  e f f o r t s  i n  promoting cowpeas with the  
aim of improving n u t r i t i o n a l  s t a t u s  and income of r u r a l  households. The 
object ives  of the  promotion program were (1) t o  revive  t he  c u l t i v a t i o n  of 
cowpeas and (2) t o  t e s t  under farmer condit ions four  v a r i e t i e s  of cowpeas. 

The program was introduced i n  four  d iv i s ions  of The Gambia; CRS was 
responsible f o r  t he  program i n  two Divisions (NB, WB) while t h e  DOA was 
responsible  f o r  the  program i n  the  other  two Divisions (MIDS, URD). 
Technical support was provided by t he  g r a in  legumes and o i l  seeds program 
of the  Agr icu l tu ra l  Research Service. Four v a r i e t i e s  were t es ted  -- 
TVX-3236, TN-8863, CB-5, and Mounge ( l oca l )  - i n  12 on-farm t e s t s  ( p lo t  
s i z e  118 ha; 42 X 30 divided i n t o  four  unrepl ica ted blocks of 9x30 M I .  

The promotion program was comprehensive. The recommended package of 
p rac t i ces  were f e r t i l i z e r  15:15:15, seeding i n  rows, 3 sprays,  e t c ;  f i e l d  
days and cooking demonstrations. 

The r e s u l t s  were general ly  welcomed by farmers. Yields ranged from 
750-1000 kgs. Farmers' preference varied from white-grain ( t r u e  Blackeye 
pea-CB-5 1, though low yie lding,  t o  those r e s i s t a n t  t o  i n sec t s  (TVX-3236 
and TN-8963), t o  the  one wi th  a high yie ld .  

Post harves t  follow-up indicated t h a t  CB-5 and Mounge were suscep t ib le  t o  
s tored g ra in  pes t s  i n  s p i t e  of seed treatment. Several  farmers expressed 
wi l l ingness  t o  jo in  the  promotion program the  following year and were 
wi l l ing  t o  bear the  cos t  of inputs .  Two research themes emerged, v iz :  
t e s t i n g  two vs th ree  sprayings;  and on-farm t e s t i n g  of v a r i e t i e s  with 
des i rab le  cha r ac t e r i s t i c s .  Economic ana lys i s  showed t h a t  p r o f i t a b i l i t y  
of cowpeas i s  s e n s i t i v e  t o  a y i e ld  reduction of 25%. 

The Program is being continued during the  1988 season i n  s i x  d iv i s ions  
with 15  farmers i n  each d iv i s ion .  I n  each d iv i s i on  f i v e  farmers a r e  
monitored by DAR's g ra in  legumes un i t .  

b. Rice and Mil le t  Promotion Program 

A r i c e  and mi l l e t  program (RAMP) i s  implemented by t he  Save the  Children 
Fund -- SCF(USA) -- organization.  The program is  supported by OAR/Banjul 
funding ($227,624 w e r  two years using GARD pro jec t  funds). SCF--USA 
emphasizes Infant-Maternal hea l th  t o  reduce mor ta l i ty ,  improve sc:hool 
enrollments, and r u r a l  income-generation a c t i v i t i e s .  SCF-USA operates  i n  
the  North Bank Division (NBD) which represen t s  an upland-rainfed 
production system. The program i s  mul t i -sectora l ,  divided i n t o  high and 
low impact a reas ,  workfng i n  10 v i l l a g e s  with about 5000 population. A 
s t a f f  of 50 ( inciuding 3 expa t r i a t e s )  a r e  involved i n  t h i s  p i l o t  program 
reaching t o  the  v i l l a g e  l eve l .  RAMP presents an opportunity f o r  the  GARD 
project  t o  a s s i s t  SCF and t he  research se rv ice  t o  t r an s f e r  technologies 
t o  farmers. 
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Major program a c t i v i t i e s  a re :  

Rice production 
Mi l l e t  Production 
Seed m u l t i p l i c a t i o n  
Seed s to rage  
Vegetable gardens 
Blacksmiths 
Bakery and f i s h i n g  groups 

SCF four  years  ago obtained a v a r i e t y  from t h e  South Bank (pekingl/) 
and introduced i t  t o  farmers. It has received wide acceptance i n  t h e  
area .  A second v a r i e t y  was obtained through the  GARD pro jec t .  

Mi l l e t  is  another  crop RAMP i s  working with. M i l l e t  i s  a s t a p l e  of t h e  
North Bank. STC/USA obtained the  seed of the  v a r i e t y  SOUNA BAD0 LAEBI 
from t h e  FAO/Banjul program. It i s  an e a r l y  maturing v a r i e t y  with 
acceptable  food q u a l i t y  and, due t o  i t s  long b r i s t l e s ,  i s  r e s i s t a n t  t o  
head bore r ,  d i s e a s e s ,  smut, and b i rds .  

The v a r i e t y  was f i r s t  i d e n t i f i e d  under t h e  CILSS (AID funded) In tegra ted  
Pest Management P ro jec t  i n  The Gambia and t h e  r e s u l t s  were repor ted  i n  
1986. It was repor ted  t o  be more r e s i s t a n t  t o  pes t s  (weaver b i r d s ,  head 
l o v e r ,  b l i s t e r  b e e t l e s )  than t h e  l o c a l  white souna v a r i e t y .  Due t o  t h e  
keen i n t e r e s t  from DAR, DAS and the  FA0 f e r t i l i z e r  p r o j e c t ,  a  second 
round of demonstrations were conducted: 3 with f e r t i l i z e r s  under t h e  FA0 
f e r t i l i z e r  p ro jec t  and 11 under farmer condi t ions  with no f e r t i l i z e r .  I n  
t h e  two sets of demonstrations (1986-1987) t h e  demonstrated v a r i e t y  
yielded 16% more g ra in  than l o c a l  v a r i e t i e s  under s i m i l a r  condi t ions  
(range 450-730 kg)/ha. Differences were s t a t i s t i c a l l y  s i g n i f i c a n t .  

2. Conclusions and Recommendations 

a ,  NGOs seem t o  be a c t i v e  seekers  of technologies and innovations from 
wi th in  and ou t s ide  the  n a t i o n a l  system, e.g. cowpea v a r i e t y  C B - ~ ~ /  
obtained from Senegal,  sesame v a r i e t i e s  from 3 coun t r i e s ,  animal drawn 
technology f o r  processing m i l l e t  from Gossas, Senegal. Research needs t o  
work more with NGOs i n  t e s t i n g  and adapting innovations.  

b. The RELO should consider  inc reas ing  h i s  i n t e r a c t i o n  with NGOs t o  i d e n t i f y  
t h e i r  t r a i n i n g  and information needs. 

l/!I'he Peking v a r i e t y  was re leased by t h e  research  s e r v i c e  a s  an upland r i c e  
v a r i e t y  some four  years  ago. Some resea rchers  say it i s  not  a  high y i e l d e r ,  
suscep t ib le  t o  b l a s t ,  and too s h o r t  t o  be convenient t o  ha rves t  because 
women harves t  r i c e  by picking ind iv idua l  panicles.  

2 / ~ ~ - 5 ,  al though suscep t ib le  t o  i n s e c t s ,  seems t o  have t h e  prefer red  g r a i n  co lo r  
and t a s t e .  Tests under t h e  cowpea p i l o t  program should provide oppor tun i t i e s  f o r  
in t roducing o the r  v a r i e t i e s .  
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c.  O A R / B ~ ~  j u l  's approach t o  funding s p e c i f i c  promotional programs (e  . g. CRS 
and RAMPISTC-USA) i s  a s t e p  i n  the  r i g h t  d i r e c t i o n  and should be 
continued whenever s p e c i f i c  oppor tun i t i e s  a r e  presented.  Transfer  of 
technology v i a  p r i v a t e  non-governmental e f f o r t s  is  l i k e l y  t o  be 
cos t -e f fec t ive  and l i k e l y  t o  lead  t o  impact a r e a s  from which f u r t h e r  
d i f f u s i o n  and adoption would occur. 
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I IX. LIVESTOCK ACTIVITIES 

The Pro jec t  Paper has a  long discuss ion regarding the l ives tock  s i t u a t i o n  i n  The 
Gambia, based pr imar i ly  upon a  review and explanation of the  Mixed Farming Project  
(MFP) . 
The Project  Paper included a  number of possible a reas  of a t t e n t i o n  f o r  l ives tock  
research,  including forages,  crop res idues ,  small ruminants, poultry,  fa l low 
improvement, and l i v i n g  fences. Aside from continuing the  forage work of MFP, the  
only l ives tock  r e l a t ed  research during the  f i r s t  three  years of the  project  was 
supposed t o  be exploratory i n  nature ,  t o  b e t t e r  def ine  the  focus of work during 
years 4-7 of the  p ro jec t .  Specia l  a t t e n t i o n  would be devoted t o  ex te rna l  
networking with ILCA and research and development i n s t i t u t i o n s  i n  neighboring 
countr ies  with a  view t o  iden t i fy ing  i ~ o v a t i o n s  which had been successful ly  
introduced elsewhere i n  the  Sahel. I n  sho r t ,  no major e f f o r t  i n  l ives tock  research 
was envisaged during the  f i r s t  three  years of the  project .  

A. P R O W S  TO DATE 

Between the  time of the  design of the  project  i n  e a r l y  1985 and the  i n i t i a t i o n  
of p ro jec t  a c t i v i t i e s  i n  1986 add i t i ona l  questions were ra i sed  about the  
p r i o r i t y  t ha t  should be given t o  forage research i n  the  l i g h t  of the  very 
l imi ted  progress t h a t  had been made by MFP i n  ge t t i ng  farmers t o  devote 
resources t o  the  production of animal feed. Accordingly, i t  was decided t o  
suspend e f f o r t s  t o  f i l l  a  one year TA posi t ion i n  forage agronomy pending a  
more complete review of l ives tock  research p r i o r i t i e s .  

Followfng the  STTA mission of D r s .  Yui l l  and Homan of the University of 
Wisconsin (UW) i n  September/October 1986, a  l ives tock  research planning 
workshop was held i n  Banjul i n  December including represen ta t ion  from DLS, DOA, 
and PPMU. Both research and extension s t a f f  were present .  The repor t  of t h e  
workshop, which was issued i n  1987, de ta i l ed  a  research program i n  small 
ruminants, feed management, poul t ry ,  and animal t r a c t i on .  A t  t h a t  time it w a s  

I decided t o  begin the  process of loca t ing  a  sen ior  TA t o  a s s i s t  wfth the  
implementation of t h i s  e f f o r t  i n  view of the  l imi ted experienced manpower 
ava i l ab le  f o r  implementing the  proposed research program. 

During t he  f i r s t  ha l f  of 1987, DLS commenced programs i n  small ruminants, feed 
management, and animal t r a c t i on ,  the  l a t t e r  i n  col laborat ion with s t a f f  from 
DOA. The i n i t i a t i o n  of long-term t r a in ing  programs f o r  two poul t ry  research 
s t a f f  r esu l t ed  i n  the  decis ion t o  postpone v i l l a g e  l e v e l  poultry work. Aside 
from a  review of MFP deferred grazing a c t i v i t i e s  i n  June 1987 (one year a f t e r  
t he  end of MFP) with the  ass i s t ance  of Steve Lawry, an STTA from UW (STTA 
Report 231, progress i n  implementing the  research programs was very l imi ted.  A 
shortage of experienced s t a f f  w a s  the  major fac to r .  

The GARD p ro jec t  agreed t o  provide support f o r  two Gambian researchers  t o  work 
a s  consul tants  t o  DLS pending decis ions  on t h e i r  app l ica t ions  f o r  regu la r  
posi t ions  i n  the  Department. One of these  was subsequently h i red and i s  now i n  
the  research u n i t  (Mahtar Njie) .  The project  a l s o  agreed t o  move up the  
provision of senior  t echn ica l  a ss i s t ance  by one year. J i m  Sumberg spent  
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approximately 2 months working d t h  t h e  Research Unit i n  t h e  f a l l  of 1987 and 
r e tu rned  f o r  a one-year assignment i n  January 1988. H e  depar ted  i n  December 
1988 and w i l l  be rep laced  by J e s s  Reed a s  a GARD LTTA beginning i n  February 
1989. The r e sea rch  u n i t  has  a l s o  been provided with t h e  part- t ime s e r v i c e s  of 
t h e  GARD TA i n  a g r i c u l t u r a l  economics, Elon G i l b e r t ,  s i n c e  March 1988. 

Sumberg argues  i n  t h e  r e p o r t  a t  t h e  end of h i s  1987 mission (STTA No. 38) t h a t  
it  i s  a p p r o p r i a t e  t o  understand t h e  success  o r  f a i l u r e  of p a s t  l i v e s t o c k  
r e sea rch  a c t i v i t i e s ,  no t  only those  of t h e  DLSIGARD p r o j e c t  but a l l  such 
p r o j e c t s  i n  West Afr ica .  H e  s t a t e s  t h a t  t h e  key r e s p o n s i b i l i t y  of t h e  
long-term t e c h n i c a l  a s s i s t a n c e  p o s i t i o n  should be t o  assist DLS t o  examine 
c r i t i c a l l y  t h e  many assumptions about l i v e s t o c k  product ion i n  The Gambia. One 
approach he  suggested was t o  i n i t i a l l y  focus a t t e n t i o n  on t h e  assumptions 
previous ly  made through f i e l d  work and a n a l y s i s  of e x i s t i n g  informat ion  i n  
l i v e s t o c k  product ion ,  feed  management, and socio-economics work. The o b j e c t i v e  
of t h e  work would be t o  b u i l d  a b e t t e r  understanding of t h e  context  and t h e  
c o n s t r a i n t s  t o  t h e  va r ious  l i v e s t o c k  product ion a c t i v i t i e s  i n  t h e  country.  The 
informat ion  ga thered  would be u s e f u l  i n  determining t h e  type and l e v e l  of 
r e sea rch  and t e c h n i c a l  support  requi red .  

During 1987 and 1988, t h e  r e s e a r c h  u n i t  i n  DLS has  followed t h i s  approach, 
p a r t i c u l a r l y  i n  t h e  feed  management a rea .  Following t h e  assessment of d e f e r r e d  
graz ing  s i t e s  i n  June 1987, t h e  u n i t  developed and implemented a r e s e a r c h  
program t o  a s s e s s  t h e  product ion,  marketing, and u t i l i z a t i o n  of groundnut hay. 
Another s tudy reviewed t h e  feed  r e source  ba lances  by d i v i s i o n  and concluded 
t h a t  t h e  feed s i t u a t i o n  w a s  much b e t t e r  than  e a r l i e r  e s t i m a t e s  by MFP had 
ind ica t ed .  Perhaps t h e  most important  s i n g l e  v a r i a b l e  is  t h e  t iming and e x t e n t  
of bush burning i n  va r ious  p a r t s  of t h e  country.  I f  burning can be reduced o r  
e l imina ted ,  feed  r e sources  should be a t  least adequate i n  most yea r s  g iven  t h e  
c u r r e n t  l i v e s t o c k  popula t ion  l e v e l s .  Accordingly, a survey of burning w a s  
i n i t i a t e d  i n  l a te  1988 designed t o  determine t h e  e x t e n t  and causes of burning. 

DLS i n i t i a t e d  i n v e s t i g a t i o n s  on t h e  h e a l t h  and management of equines ,  t h e  most 
important  source  of animal t r a c t i o n  i n  t h e  country.  A n a t i o n a l  survey i n  la te  
1987 revea led  major imbalances between m o r t a l i t y  and f o a l i n g  r a t e s  f o r  both  
donkeys and hor ses ,  r e s u l t i n g  i n  heavy dependence on impor tants  from Senegal t o  
s u s t a i n  herds .  The r e sea rch  u n i t  hopes t o  exp lo re  ways of reducing m o r t a l i t y  
and i n c r e a s i n g  f o a l i n g  r a t e s  which could save farmers a major po r t ion  of what 
they now spend purchasing replacement animals.  A review of t h e  evo lu t ion  of 
animal t r a c t i o n  i n  The Gambia was a l s o  completed i n  1988. 

Pou l t ry  Development 

Data summarized a t  t h e  time of t h e  STTA v i s i t  of D r s .  Y u i l l  and Homan t o  The 
Gambia i n  September 1986 suggested t h a t  major pou l t ry  popula t ions  were found 
roaming f r e e  i n  t h e  v i l l a g e s  (es t imated  t o  be about 280,000 b i r d s ) .  The t o t a l  
numbers were less near  urban a r e a s  than  i n  t h e  housed and more i n t e n s i v e  
product ion f a c i l i t i e s  which cons i s t ed  of about 20 farms con ta in ing  1,000 b i r d s  
o r  l e s s  ( d t h  a t o t a l  of about  16,000 t o  24,000 b i r d s ) ,  In t e rv iews  i n  s e v e r a l  
v i l l a g e s  i n  l a te  November 1986 provided assurance  t h a t  t h e  v i l l a g e  people 
wanted t o  produce more pou l t ry  and t h a t  they  a t e  eggs and pou l t ry  meat when 
they were a v a i l a b l e .  
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I n  December 1986, the  Livestock Planning Workshop i d e n t i f i e d  the  following 
object ives  f o r  improving poul t ry  production i n  The Gambia: 1 )  determine the  
performance of two egg-laying s t r a i n s  under commercial condit ions;  2) determine 
performance of chickens fed r a t i ons  formulated with l o c a l l y  ava i l ab le  
ingredients ;  and 3) determine the  e f fec t iveness  of l i v e  v i r u s  vs. k i l l e d  v i r u s  
vaccine during brooding and rea r ing  periods. 

Lisa Grobar concluded i n  her  e a r l y  1988 STTA v i s i t  t h a t  the  commercial poul t ry  
indust ry  i n  The Gambia was producing about 124,000 b r o i l e r s  and spent  hens a s  
wel l  a s  about 4 mi l l ion eggs annually. In  h i s  June 1988 STTA v i s i t ,  D r .  
Bernard Wentworth found t ha t  b r o i l e r s  were being produced i n  excess of 200,000 
annually with unusual p r o f i t a b i l i t y .  He concluded t h a t  production e f f i c i ency  
among The Gambian producers surveyed matched t h a t  of Western Europe, the  United 
S t a t e s ,  and Japan with 2 kg b r o i l e r s  being produced with 4 kg of feed i n  6 
weeks and 5 days (using imported feed a t  ~ 1 1 4 / 5 0  kg). 

Also i n  1988, DLS researcher Mahtar Njie successful ly  completed a feeding t r i a l  
a t  Abuko comparing d i f f e r e n t  poul t ry  breeds. Additional work i n  poul t ry  awaits  
the  re tu rn  of t he  two researchers  now i n  t r a i n ing  i n  t he  U.S. Pa t r i c i a  Andrews 
i s  expected t o  r e t u rn  i n  August 1989, Ellen Secka i n  December 1990. 

S t a tu s  of D I S  Research Unit 

Within the  DLS i s  a Research and Invest igat ions  Section with a Senior 
Veterinary Inves t iga t ion  Officer  i n  charge. Addit ionally the re  a r e  seven other  
Veterinary Off icers .  There i s  a Senior Animal Husbandry Off icer  a s s i s t e d  by 
other  animal husbandry o f f i c e r s ;  th ree  animal husbandry o f f i c e r s  have been 
involved i n  GARD-supportgd a c t i v i t i e s .  

The Director of DLS has returned t o  h i s  na t ive  Ghana, and a replacement w i l l  be 

i designated. Addit ionally,  the re  have been l a rge  cu t s  i n  personnel a s  pa r t  of 
the  general  retrenchment. A Cabinet decis ion has been taken recommending the  
p r i va t i z a t i on  of some veter inary  a c t i v i t i e s .  A l l  of the  foregoing has r e su l t ed  

/ i n  a s i t u a t i o n  within t he  Department of inadequate d i r ec t i on  and sense of 
mission among the  l imi ted number of people qua l i f i ed  t o  do research.  

I I The p r i va t i z a t i on  recommendation of the  Peat Marwick study a l s o  proposed t h a t  
animal husbandry researchers  be t rans fe r red  t o  DAR. This proposal was a l s o  
accepted by the  Cabinet, but it was decided t h a t  t he  t r an s f e r  would wait u n t i l  

I the  veter inary  p r iva t i za t ion  took place. The individual  l ives tock  researchers  
a r e  discouraged, because they see no career  f u tu r e  i n  t h e  veterinary-dominated 
D I S .  

I 
This matter was discussed with the  Deputy Director of DLS who acknowledged t h a t  

I 

! the re  a r e  only two researchers  ava i l ab le  now t o  work f u l l  time with the  
Livestock TA, and one of them has been nominated f o r  t r a in ing .  He f e l t  it was 

I important t o  continue t r a i n ing  a c t i v i t i e s ,  and suggested t ha t  the  TA work with 
some of t he  ve te r ina ry  o f f i c e r s  and other i n t e r e s t ed  people i n  t he  DLS 

I Extension Division, some of whom could be made ava i lab le  on a part-time bas is .  

B. CONCLUSIONS AND RECO-ATIONS 

a. Although few i n  number, t he  DLS researchers  have been very productive and 
s i gn i f i c an t  progress has been made s ince  1987. The u n i t ,  with GARD 
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a s s i s t a n c e ,  had i d e n t i f i e d  important  c o n s t r a i n t s  and def ined  r e sea rch  
p r i o r i t i e s  t o  d e a l  wi th  t h e  c o n s t r a i n t s .  There a r e  a t  l e a s t  t h r e e  a r e a s  
needing f u r t h e r  work i n  t h e  coming year:  small ruminants ( f a t t e n i n g  rams), 
p o u l t r y ,  and a l i v e s t o c k  f eed  survey on upland range. 

b. I n  a d d i t i o n  t o  working i n  t h e  foregoing  a r e a s ,  t h e  TA l i v e s t o c k  e x p e r t  can  
backstop t h e  animal t r a c t i o n  program, h e l p  wi th  t h e  i d e n t i f i c a t i o n  of 
fa rmers '  c o n s t r a i n t s ,  and poss ib ly  work wi th  some NGOs. Therefore ,  t h e r e  
appears  t o  be j u s t i f i c a t i o n  f o r  cont inuing  t h e  Livestock TA pos i t ion .  

c.  The Team does no t  s e e  t h e  r a t i o n a l e  f o r  keeping t h e  few p o t e n t i a l l y  
product ive  animal  husbandry r e s e a r c h e r s  i n  DLS i s o l a t e d  from t h e  o t h e r  
a s p e c t s  of a g r i c u l t u r a l  r e sea rch  and loca ted  where t h e r e  i s  no chance f o r  
advancement. The team urges  t h e  Min i s t e r  of Agr i cu l tu re  t o  cons ide r  
seconding t h e  DLS re sea rche r s  t o  DAR s o  they can begin t o  be i n t e g r a t e d  i n t o  
t h e  broader  program and p a r t i c i p a t e  i n  i t s  development. 

d. I f  t h e  DLS r e s e a r c h e r s  have not  been t r a n s f e r r e d  o r  seconded t o  DAR by t h e  
t i m e  t h e  manpower development s tudy  i s  undertaken (recommended i n  Chapter 
I I ) ,  they  should be involved i n  t h e  s tudy,  and l i v e s t o c k  personnel  should be 
inc luded i n  t h e  long-term t r a i n i n g  p l an  t o  be developed. 

e. Later  i n  t h e  yea r ,  perhaps as a follow-on t o  t h e  p r i r i o t i e s  s e t t i n g  
e x e r c i s e ,  t h e  NARB may wish t o  review t h e  progress  i n  i n t e g r a t i n g  l i v e s t o c k  
r e sea rch  wi th  o t h e r  elements  of a g r i c u l t u r a l  r e sea rch  a s  we l l  a s  determine 
whether t h e  number of l i v e s t o c k  r e s e a r c h e r s  i s  commensurate wi th  t h e  
importance of l i v e s t o c k  and t h e  r e sea rch  needs and p o s s i b i l i t i e s  i n  
l i v e s t o c k  a rea .  

f .  In  pou l t ry ,  t h e r e  seem t o  be two a r e a s  worthy of p a r t i c u l a r  a t t e n t i o n :  

(1)  r e s o l u t i o n  of any t e c h n i c a l  problems t h a t  may arise i n  t h e  p resen t  
expansion i n  p o u l t r y  commercial izat ion by p r i v a t e  en t repreneurs .  This  
may r e q u i r e  v i s i t s  of STTA s p e c i a l i s t s .  

(2) overcoming t h e  c o n s t r a i n t s  t o  widespread p o u l t r y  product ion by t h e  
gene ra l  farm populat ion.  This  may involve  a m u l t i d i s c i p l i n a r y  e f f o r t  
i n  f ac t - f ind ing  and p r o j e c t  development. 
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X. PROJECT ADMINISTRATION 

A. GOTG-CONTUCTOR-AID COLLABORATION 

A t  t h e  ou t se t ,  t h e r e  was c lose  co l l abora t ion  among t h e  t r iumvi ra te  necessary 
f o r  a successful  p ro jec t .  The Director  of Agr icu l tu ra l  Research, t h e  
Universi ty of Wisconsin's home o f f i c e  backstop o f f i c e r ,  t h e  Univers i ty ' s  ch ie f  
of par ty  i n  Banjul, and ~ I D / ~ a n j u l ' s  p ro jec t  o f f i c e r  were a l l  members of the  
projec t  design team t h a t  prepared t h e  Projec t  Paper. Thus, a l l  were f a m i l i a r  
with t h e  thinking t h a t  went i n t o  the  p ro jec t  design and had helped e s t a b l i s h  
the  work plan. 

With the  evolut ion of the  p r o j e c t ,  some d i f fe rences  i n  perspect ives  began t o  
develop a s  some of the  assumptions i n  the  p ro jec t  design appeared t o  some of 
the  p a r t i e s  not t o  be f e a s i b l e ,  e i t h e r  i n  t h e  way or i n  t h e  time frame i n  which 
planned. For example, the  l a r g e  number of short-term techn ica l  a s s i s t a n c e  
(S'l'TA) v i s i t s  and the  q u a l i t y  of some of t h e  work of t h e  STTAs l e d  t o  a 
reduct ion i n  the  number of missions from mid-1987 onward. Requests f o r  STTAs 
must o r i g i n a t e  from t h e  research programs or  r e levan t  u n i t  i n  add i t ion  t o  being 
approved by the  s e n i o r  Gambian counterpar t  and AID Banjul. S imi lar ly ,  
implementation of farming systems research and extension (FSR/E) 
recommendations i n  the  Pro jec t  Paper d id  not  achieve expected r e s u l t s  and the  
approach was abandoned. Some f r i c t i o n  with A I ~ I B a n j u l  has resu l t ed .  
Differences have a l s o  r i s e n  about t h e  p r i o r i t y  t h a t  should be given t o  
promotion programs f o r  extending research r e s u l t s  t o  farmers. 

It i s  normal t o  make adjustments i n  p ro jec t  opera t ions  during implementation a s  
p ro jec t  assumptions f a c e  t h e  world of r e a l i t y .  It i s  e s s e n t i a l  t h a t  
communications channels remain open and a c t i v e  and, i f  appropr ia te ,  t h a t  
outs ide  exper ts  be brought i n  t o  he lp  resolve  i s s u e s  t h a t  a r i s e .  Some se r ious  
communications problems developed i n  1988 between the  con t rac t  team leadersh ip  
and the  new team a t  AID-Director, Agr icu l tu ra l  Of f i ce r ,  and GARD Project  
Officer--over the  r o l e  of the  con t rac t  team, t h e  r a t e  of p ro jec t  progress,  and 
t h e  weight t o  be given t o ,  and t h e  i n t e r p r e t a t i o n  o f ,  " i n s t i t u t i o n a l i z a t i o n . "  

The evaluat ion has served t o  c l e a r  the  a i r  and a consensus seems t o  be 
re-emerging among AID, t h e  DAR Director ,  and t h e  Contractor 's  Chief of Party on 
immediate p r i o r i t i e s ,  on new pro jec t  emphases, and on the  need t o  demonstrate 
the  relevance and importance of t h e  research s e r v i c e  t o  cur ren t  e f f o r t s  t o  
increase  a g r i c u l t u r a l  production. The l a t t e r  is one of the  s u r e s t  ways of 
ensuring support  f o r  the  research s e r v i c e ,  a bas ic  requirement f o r  
i n s t i t u t i o n a l i z a t i o n .  

I n  d iscuss ions  with Gambian researchers  and t h e  Contrac tor ' s  team, t h e  
evaluat ion team used a s  a point  of reference  the  i n s t i t u t i o n  bui ld ing model 
developed f o r  AID by Milton Esman, e t .  a l .  I n  t h e  hope t h a t  Esman's work would 
be use fu l  f o r  reference  a s  the  p ro jec t  progresses,  an a r t i c l e  d iscuss ing the  
model and o the r  ins t i tu t ion-bu i ld ing  l i t e r a t u r e  i s  appended as Annex G. 

The l ack  of a research s t r a t e g y  and a set of approved research p r i o r i t i e s  or  
guidel ines  has probably a l s o  contr ibuted t o  the  recent  f r i c t i o n  over p ro jec t  
implementation. The Evaluation Team has urged t h a t  t h i s  be given h ighes t  
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p r i o r i t y  s o  t h a t  a document can be ready f o r  NARB review and approval  i n  t ime 
t o  be t h e  b a s i s  f o r  t h e  p repa ra t ion  of t h e  1989-90 r e s e a r c h  program. 

A I D / ~ a n j u l  i s  r equ i red  t o  submit semi-annual r e p o r t s  t o  AI~/Washington on t h e  
progress  of i ts  p r o j e c t s ,  and iIt i s  suggested t h a t  t r i p a r t i t e  p r o j e c t  
implementation reviews be he ld  a t  least semi-annually t o  review progress  
i n d i c a t o r s  which could be inco rpora t ed  i n t o  t h e  A I D  r e p o r t .  The f a l l  review 
could focus on phys ica l  implementation and f i n a n c i a l  management i s s u e s  and t h e  
s p r i n g  review on forward planning and budgeting - - t ie ing  them i n t o  t h e  
up-coming GOTG budget cyc le  and t h e  p repa ra t ion  of t h e  c o n t r a c t o r ' s  annual  work 
plan.  

B e  CONTRACTOR PEBFORMMCE 

I n  g e n e r a l ,  t h e  Cont rac tor  has  performed w e l l .  Qua l i f i ed  TAs were f i e l d e d  
qu ick ly ,  and have worked hard t o  h e l p  t h e  Gambians up-grade t h e  q u a l i t y  of  
r e sea rch  i n  t h e  s e r v i c e .  The f i e l d  team has  been back-stopped w e l l  ( a f t e r  some 
d i f f i c u l t i e s  i n  a r ranging  f inance  and procurement procedures a t  t h e  o u t s e t ) .  
Tra in ing  backstopping i n  t h e  U.S. has  been p a r t i c u l a r l y  noteworthy. 

There have been concerns expressed about  t h e  l a r g e  number of STTAs and 
c o n s u l t a n t s  t h a t  were f i e l d e d  dur ing  t h e  f i r s t  year  and a h a l f  of  t h e  p r o j e c t .  
The c o n t r i b u t i o n  of some t o  p r o j e c t  progress  was no t  immediately ev iden t  o r  was 
considered marginal .  The p r o j e c t  des ign  c a l l e d  f o r  a l a r g e  number of STTAs i n  
t h e  f i r s t  two years .  Even s o ,  t h e  numbers f i e l d e d  seem t o  exceed even t h e  
ove r ly  ambit ious schedule i n  t h e  P r o j e c t  Paper. 

6 Some GOTG o f f i c i a l s  are c r i t i c a l  of t h e  s i z e  of t h e  Con t rac to r ' s  l o c a l  s t a f f  
and t h e  f a c t  t h a t  t h e  Con t rac to r ' s  o f f i c e s  and motor pool a r e  not  co-located 
wi th  the  DAR. The Cont rac tor  i s  aware of t h e  c r i t i c i s m s ,  but  f e e l s ,  
understandably,  t h a t  they  a r e  somewhat un jus t .  The P r o j e c t  was s p e c i f i c a l l y  
reques ted  t o  h i r e  personnel  f o r  p o s i t i o n s  t h a t  would l a t e r  be f i l l e d  by GOTG 
employees once t h e  r eo rgan iza t ion  was complete. The GARD s t a f f  w i l l  be reduced 
a s  t h e  func t ions  are assumed by t h e  GOTG personnel.  The s t a f f  a t  Mile 7 has 
been prepared t o  move t o  MOA/DAR o f f i c e  space s i n c e  September 1988; however, 
t h e  MOA has  y e t  t o  make t h e  space  a v a i l a b l e .  

It w f l l  be e s p e c i a l l y  important  t h a t  t h e  h i v e r s i t y  (Home Of f i ce  and F i e l d  
Team), A I D ,  and t h e  GOTG have a n  agreed d e f i n i t i o n  of i n s t i t u t i o n a l i z a t i o n  and 
w h a t  it means ope ra t iona l ly .  Some long-term TAs may need t o  accep t  more 
r e s p o n s i b i l i t y  f o r  o p e r a t i o n a l  a c t i v i t i e s  than  some have f e l t  a p p r o p r i a t e  i n  
t h e  past. This  does no t  imply any l e s s  p r i o r i t y  f o r  i n s t i t u t i o n a l i z a t i o n ,  but  
a r ecogn i t ion  t h a t  t h e  performance of t h e  r e s e a r c h  s e r v i c e  must be maintained 
and improved now, not  a f t e r  a l l  t r a i n e e s  have r e tu rned .  

C. CONTBBCT BmEwAL 

The c o n t r a c t  wi th  t h e  Univers i ty  of Wisconsin i s  f o r  f i v e  years ;  t h e  p r o j e c t  i s  
f o r  seven years .  This  makes f o r  u n c e r t a i n t i e s  by t h e  Cont rac tor  and t h e  GOTG 
a s  t o  how they  should be planning. A s  soon a s  t h e  r e sea rch  p o l i c y / p r i o r i t i e s  
i s  approved by t h e  NARB, some re-planning i s  q u i t e  l i k e l y .  A t  t h a t  t i m e ,  t h e  
Contractor  should be asked t o  p repa re  a 7-year budget as t h e  first s t e p  i n  t h e  
process  of g e t t i n g  t h e  c o n t r a c t  extended. 
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Recommendation: A I ~ / ~ a n j u l ,  with concurrence from the  DAR Di rec to r ,  r eques t  

~ t h e  Contractor t o  prepare a 7-year budget a f t e r  t h e  
ramif ica t ions  of t h e  NARB-approved pol icy  and guidel ines  
have been analyzed. 

D. CONTRACT BUDGET 

Some of the  l i n e  items i n  t h e  budget i n  t h e  con t rac t  have been exceeded, while 
o the r s  a r e  less than planned. USAID has agreed t o  budget adjustments where the  
overspending aga ins t  budget exceeded t h e  15  percent  allowed i n  t h e  con t rac t .  

The l i n e  items i n  t h e  contrac t  a r e  not  cons i s t en t  i n  a l l  cases with the  budget 
i n  t h e  Pro jec t  Agreement. The DAR Director  wishes t o  be ab le  t o  i d e n t i f y  
support c o s t s  of t h e  Contrac tor ' s  o f f i c e  vs. d i r e c t  support t o  the  research 
program. He a l s o  wishes t o  be a b l e  t o  send h i s  personnel t o  v i s i t  IARCs o r  
o the r  research se rv ices  without the  v i s i t  being t r e a t e d  a s  t r a i n i n g  and 
involving t h e  prepara t ion of PIO/Ps and re la ted  A I D  Documentation. 

Recommendation: The con t rac t  budget be amended t o  inc lude a s p e c i a l  l i n e  
i t e p  f o r  Networking and t h a t  t h e  accounting system be 
modified, i f  necessary, t o  provide expenditure d a t a  t o  meet 
t h e  DAR Di rec to r ' s  needs. 

A s p e c i a l  item f o r  co l l abora t ive  research i s  needed t o  inc rease  the  l inkages  
with t h e  I n t e r n a t i o n a l  Agr icu l tu ra l  Research Centers (IARCs) and with NGOs 
a c t i v e  i n  a g r i c u l t u r a l  development i n  the  Gambia. With i t s  own funding, t h e  
Pro jec t  could ob ta in  IARC cooperat ion according t o  GOTG p r i o r i t i e s ,  not those 
of the  M C s .  A small a g r i c u l t u r a l  research se rv ice ,  such a s  Gambia's, needs 
t o  ob ta in  research r e s u l t s  from t h e  IARCs and get them t e s t e d  on farmers '  
f i e l d s  withcut going through a long in-country, on-station research program. 
I n  some cases ,  it may be poss ib le  t o  take  r e s u l t s  from t h e  IARCs d i r e c t l y  t o  
NGOs f o r  t r i a l s  wi th in  t h e i r  p ro jec t s  under general  supervision/coordination of 
t h e  Gambian research se rv ice ,  with t h e  back-up of t h e  IARC. The proposed l i n e  
item i s  t o  support t h i s  type of a c t i v i t y  a s  w e l l  a s  o the r s  which can he lp  
a c c e l e r a t e  t h e  adapta t ion and dissemination of a g r i c u l t u r a l  technology. 

Recommendation: The Grant Agreement be amended t o  provide a l i n e  item f o r  
Collaborat ive Research and t h a t  t h e  budget i n  t h e  Grant 
Agreement be made compatible with the  con t rac t  budget. 

CONTRACTING MODE 

This i s  a T i t l e  X I 1  co l l abora t ive  mode p ro jec t .  A s  such i t  places a premium on 
long-term, i n s t i t u t i o n a l  l inkages  between t h e  Contractor  and the  hos t  country. 
This, i n  tu rn ,  makes it important f o r  t h e  Contractor t o  use i t s  own personnel 
r a t h e r  than h i r i n g  'off  t h e  s t r e e t . '  Seven of t h e  e i g h t  long-term, sen io r  TAs 
provided have been from t h e  th ree  Contractor u n i v e r s i t i e s .  The e ighth  was 
brought i n  f o r  one year when the  GOTG asked t o  begin the  l i v e s t o c k  TA pos i t ion  
one year ahead of schedule. That individual  i s  now being replaced by a member 
of t h e  Contractor u n i v e r s i t i e s .  A l l  f i v e  of the  long-term junior  TAs have been 
from t h e  Contractor u n i v e r s i t i e s ,  a s  have most of t h e  short-term TAs. 
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The Contractor team is led by the University of Wisconsin (UW) with Virginia 
State University (VSU) and the University of Michigan as subcontractorso The 
three schools seem to work well together. 

Of special interest is the UW-VSU connection. The two universities are linked 
by a Joint Memorandum of Understanding (JMOU) with AID. UW and VSU cooperate 
very closely in the GARD Project. VSU has responsibility for the RELO position 
and for STTA missions regarding extension. The two schools provided senior 
personnel for the first internal evaluation and also for developing plans for 
the Gambia College. They hope to work together with the Gambia College. In 
the early phase of the project the administrative backstopping staff of UW 
worked with the VSU staff to familiarize them with the administrative needs of 
this type of project. The UW-VSU relationship in the GARD project seems to be 
fulfilling the objectives of the JMOU program, but it perhaps could be 
strengthened by fostering greater participation by the Virginia State 
University backstop team in the informal forward planning for the project. 

It is indeed very unusual and commendable that the Contractor universities have 
supplied so many of the technical assistance personnel from the member 
institutions, and it was good to see so much interest in the project on the two 
campuses visited. It should be noted, however, that none of the Contractor 
universities are located in an area that is geographically and ecologically 
comparable to The Gambia. At times, therefore, it will be in the best interest 
of the project to use experts (particularly STTA) from other U.S. institutions 
or organizations or from regional centers. Long-term relationships with 
regional centers and M C s  are also very important for The Gambia. The 
Contractor should also keep abreast of, and be prepared to recommend use of 
specialized technical services available through centrally or regionally funded 
AID projects. 
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XI. PROJECT DESIGN ASSUMPTIONS 

A. INSTITUTIONALIZATION 

I n s t i t u t i o n a l i z a t i o n  has become an i s s u e  of content ion  i n  t h e  implementation of 
the  projec t .  For some, the  Mixed Farming Pro jec t  had made some important 
con t r ibu t ions  and t h e  GARB p r o j e c t  was seen a s  a  follow-on p r o j e c t  t h a t  would 
i n s t i t u t i o n a l i z e  the  Mixed Farming Pro jec t  r e s u l t s .  The d i f fe rence  between t h e  
s t r u c t u r e s  of the  p r o j e c t s  seems t o  have been minimized. The Mixed Farming 
Pro jec t  was working d i r e c t l y  wi th  farmers and not  with any GOTG departments. 
Thus, t h e  Mixed Farming Projec t  could be i n s t i t u t i o n a l i z e d  only i n s o f a r  a s  
farmers accepted the  p r a c t i c e s  recommended. Some people t o l d  the  Evaluat ion 
Team t h a t  most of t h e  presumed successes of t h e  Mixed Farming Projec t  a r e  no 
longer i n  p rac t i ce .  

Some people have f e l t  t h a t  t h e  GARD pro jec t  should have picked up t h e  
a c t i v i t i e s  t h a t  showed promise and moved them f u r t h e r .  The evaluat ion  team 
shares t h i s  view with regard t o  one or  two a c t i v i t i e s  from t h e  Mixed Farming 
Pro jec t .  However, i t  would be unusual t o  have a government department pick up 
a c t i v i t i e s  i n  which they had no p a r t  i n  t h e  design o r  implementation. 

I n s t i t u t i o n a l i z a t i o n  vs. production of research  r e s u l t s  is  another  i s s u e  t h a t  
has a r i s e n  which seems t o  stem from t h e  bas ic  design exe rc i se .  The Pro jec t  
Paper says  t h a t  research  production and dissemination should not  s u f f e r  a s  a  
p r i c e  of i n s t i t u t i o n a l i z a t i o n ,  but it  might have been h e l p f u l  t o  have been more 
s p e c i f i c  about the  need f o r  production t o  maintain c r e d i b i l i t y  of the  
service-an e s s e n t i a l  ing red ien t  of i n s t i t u t i o n a l i z a t i o n .  

This i s s u e  a r i s e s  not  only i n  terms of research  r e s u l t s ,  but  a l s o  i n  
e s t a b l i s h i n g  research  p r i o r i t i e s .  Great e f f o r t  was expended t o  ob ta in  t h e  
c rea t ion  of an i n s t i t u t i o n  (NARB) t o  review and endorse research  p r i o r i t i e s ,  
but no exe rc i se  t o  e s t a b l i s h  p r i o r i t i e s  has  ye t  been undertaken t h r e e  yea r s  
i n t o  t h e  p ro jec t .  The evaluat ion  team f i n d s  t h i s  a  s e r i o u s  shortcoming which 
thay w e l l  be an underlying f a c t o r  i n  t h e  recent  controversy over p r o j e c t  
d i r e c t i o n .  

8. BRIE 

One of the  f i v e  p r o j e c t  components was an i n i t i a t i o n  of BRIE a c t i v i t i e s .  One 
of the  major outputs  f o r e c a s t  f o r  t h e  p ro jec t  was: "the expansion and 
i n t e g r a t i o n  of BRIE a c t i v i t i e s  a s  a  recognized and valued component of 
research  and extension i n  the  Gambia." This  has not  happened and it is 
un l ike ly  t o  happen i n  t h e  way t h a t  it was planned i n  t h e  P ro jec t  Paper. 

The I n t e r n a l  Evaluat ion r e p o r t  (May 1987) r epor t s :  "As y e t  t h e r e  i s  no un i f i ed  
concept of BRIE among team members and t h e  l eadersh ip  of t h e  p ro jec t . "  The 
cur ren t  evaluat ion  team concluded t h a t  such is  s t i l l  the  case.  However, the  
team concluded t h a t  a  recommendation t o  at tempt t o  implement BRIE a s  envisaged 
i n  t h e  P ro jec t  Paper would be counterproductive. The team has i n s i s t e d ,  
however, t h a t  t h e  concerns which gave rise t o  t h e  B R I E  recommendations i n  t h e  
P r o j e c t  Paper a r e  va l id .  That is ,  more a t t e n t i o n  needs t o  be given t o  farmers '  
c o n s t r a i n t s  and p r a c t i c e s  i n  t h e  s e l e c t i o n ,  des ign,  and implementation of 
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research .  The team b e l i e v e s  t h e  l a t t e r  is  e s s e n t i a l  t o  achieving  p r o j e c t  
success ,  but  t h a t  i t  i s  p o s s i b l e  t o  do t h i s  wi thout  implementation of an FSS/E 
a c t i v i t y  i n  t h e  form and magnitude s e t  f o r t h  i n  t h e  P r o j e c t  Paper. The 
approach i n  t h e  P r o j e c t  Paper seems not  t o  account  f o r  t h e  s i z e  of t h e  r e sea rch  
s e r v i c e  and t h e  newness of t h e  FSR/E concept. 

C. GOTG FINANCIAL MANAGEMENT AND BUDGET CONTRIBUTIONS 

The P r o j e c t  Paper assumes that a p r o j e c t  a d m i n i s t r a t o r  would be r equ i red  f o r  
only two years .  This  seems c l e a r l y  t o  underest imate t h e  p r o j e c t  a d m i n i s t r a t i o n  
needs of t h e  Cont rac tor  and overes t imate  t h e  c a p a b i l i t y  of t h e  GOTG t o  improve 
its admin i s t r a t ion .  The experience of M D  wi th  p r o j e c t  f i n a n c i a l  management 
throughout t h e  Sahel  should have in t roduced a l i t t l e  more r ea l i sm i n t o  t h e  
planning i n  t h i s  a r e a .  

The P r o j e c t  Paper and t h e  P r o j e c t  Agreement provide f o r  t h e  GOTG t o  cover a l l  
ope ra t ing  c o s t s  of t h e  p r o j e c t  by t h e  end of t h e  f i r s t  phase of t he  p r o j e c t ,  
i .e . ,  a f t e r  seven years .  I f  t h e  p r o j e c t  i s  r e a l l y  seen  as a 15-year (o r  more) 
e f f o r t ,  why would one expect  t h e  GOTG t o  have picked up a l l  c o s t s  a f t e r  seven 
years? 

Regardless  of what was reasonable t o  a n t i c i p a t e  i n  1985 when t h e  p r o j e c t  was 
approved, t h e  GOTG is i n  extremely t i g h t  f i n a n c i a l  straits. The l a r g e s t  i tem 
i n  t h e  budget is  deb t  s e rv ice .  The GOTG has had t o  go through two r e t r e n c h i n g  
(personnel  r educ t ion )  exe rc i se s .  Even s o ,  some new p o s i t i o n s  f o r  r e sea rch  
suppor t  and p r o j e c t  admin i s t r a t ion  have been e s t a b l i s h e d .  

The a p p r o p r i a t e  t ime t o  r e q u e s t  i nc reased  c o n t r i b u t i o n s  t o  t h e  r e s e a r c h  budget 
( o t h e r  than personnel  c o s t s )  w i l l  be a f t e r  t h e  p r o j e c t  has  achieved some 
successes  i n  t h e  d isseminat ion  and promotion of r e s e a r c h  r e s u l t s  and/or  
improved farming p r a c t i c e s  t h a t  a r e  r e s u l t i n g  i n  inc reased  product ion.  For t h e  
p resen t ,  i t  would be p r e f e r a b l e  t o  encourage t h e  GOTG t o  f a c i l i t a t e  a more 
e f f i c i e n t  use of i ts  resources  i n  suppor t  of t h e  p r o j e c t  r a t h e r  than t r y i n g  t o  
g e t  i t  t o  i n c r e a s e  i ts  f i n a n c i a l  c o n t r i b u t i o n s  t o  ope ra t ing  c o s t s .  For 
example, t h e r e  a r e  f l e x i b i l i t i e s  a v a i l a b l e  under t h e  GOTG system which are n o t  
being provided t o  t h e  P ro jec t .  This  is  d iscussed  f u r t h e r  i n  Chapter 1 I I . B .  

Do SHORT-TERM TECHNICAL ASSISTANCE 

The overloading of STTAs dur ing  t h e  f i r s t  two yea r s  of t h e  p r o j e c t  has  been 
c i t e d  previously.  This  was, i n  p a r t ,  b u i l t  i n t o  t h e  design.  It was a l s o  
s t r u c t u r e d  i n  t h e  Cont rac tor ' s  budget t o  appear t h a t  STTA a c t i v i t y  would always 
have a t r a i n i n g  element ( i t  was inc luded under Tra in ing) .  There w a s  a l s o  an 
assumption t h a t  STTA would be used, through f r equen t  fol low-up v i s i t s  of  t h e  
same person,  t o  s u b s t i t u t e  f o r  long-term adv i so r s .  This  seems ,nore l i k e l y  t o  
work i n  t h e  l a t e r  s t a g e s  of t h e  p r o j e c t  a f t e r  t h e r e  are more we l l -qua l i f i ed  
Gambian r e s e a r c h e r s  i n  t h e  system, many of whom w i l l  have had t h e i r  t r a i n i n g  a t  
t h e  c o n t r a c t  u n i v e r s i t i e s  and s tud ied  under t h e  STTA. 

E, TECHNICAL ASSISTANCE ADVISORS VS. BESEARCH ASSOCIATES 

The o r i g i n a l  des ign  as'sumes a c l e a r  d i s t i n c t i o n  between t h e  long-term a d v i s o r s  
and t h e  r e sea rch  a s s o c i a t e s  who come t o  do a n  o p e r a t i o n a l  job, e.g. ,  f o r  a 
Gambian who i s  i n  t r a i n i n g .  I n  p r a c t i c e ,  some of t h e  Research Assoc ia t e s  have 
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been given adequate support  and some no t ;  a l s o ,  some of the  TAs have become 
opera t ional .  The Direc tor  of Agr icu l tu ra l  Research ques t ions  whether the  
d i s t i n c t i o n  between RAs and TAs is  use fu l .  On t h e  o the r  hand, t h e  Min i s t e r  of 
Agr icul ture  and t h e  Chairman of t h e  NARB have complained about  t h e  youth and 
inexpere ince  of some of t h e  t e c h n i c a l  a s s i s t a n c e  personnel.  Presumably, they 
were r e f e r r i n g  t o  RAs. 

The Evaluation Team ques t ions  whether doing away wi th  t h e  d i s t i n c t i o n  between 
RA and TA is  worth t h e  h a s s l e  t h a t  would be involved i n  nego t i a t ing  a change i n  
t h e  con t rac t .  What seems more c r u c i a l  i s  t h a t  t h e r e  be e s t a b l i s h e d  f o r  every  
con t rac t  p o s i t i o n  a c l e a r l y  defined scope of work and a statement  of t h e  type 
of support  t o  be provided. Fur the r ,  t h e  candidate must be q u a l i f i e d  t o  f i l l  
t h e  pos i t ion .  

It may wel l  be t h a t  t h e  Minis ter  and NARB need t o  be b r i e fed  b e t t e r  on t h e  r o l e  
of t h e  Contractor ,  t h e  Peace Corps, and o t h e r  donors i n  maintaining t h e  
p roduc t iv i ty  of t h e  research  s e r v i c e  while  h a l f  o r  b e t t e r  of i t s  s t a f f  a r e  i n  
t r a i n i n g .  Some of t h e  people r e c r u i t e d  should be younger workers and it should 
be recognized t h a t  t h i s  w i l l  permit the  con t rac t  budget t o  go f a r t h e r  than i f  
more s e n i o r  personnel  were h i r e d  f o r  a job t h a t  a more junior  person could do. 

It i s  important t h a t  "advisors" be prepared t o  t ake  on ope ra t iona l  t a s k s  a t  
t imes,  e s p e c i a l l y  i n  first-of-a-kind exe rc i ses .  On t h e  o the r  hand, it i s  
important  t h a t  adv i so r s  not  g e t  s o  loaded down o p e r a t i o n a l l y  t h a t  they cannot 
he lp  wi th  longer  term planning and a r e  unable t o  conduct seminars and g ive  
on-the-job t r a i n i n g .  

I n  s h o r t ,  good w i l l ,  good planning, good communications, and good 
implementation a r e  a l l  i n t e r - r e l a t e d  and e s s e n t i a l .  With those,  t i t l e s  and 
des ignat ions  become much l e s s  important.  
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ANNEX A 

EVALUATION SCOPE OF WORK 

Gambia A g r i c u l t u r a l  Research D i v e r s i f i c a t i o n  P r o j e c t  

(No. 635-0219) 

Delivery Order No. 10 ,  PDC-1406-1-10-7006-00 

I OBJECTIVE 

1 )  To e v a l u a t e  t h e  progress  of t h e  Gambia A g r i c u l t u r a l  Research and 
D i v e r s i f i c a t i o n  (GARD) p r o j e c t  (535-0219) toward meeting t h e  end of 
p r o j e c t  o b j e c t i v e s ;  

2) To e v a l u a t e  t h e  success  of t h e  GARD Pro jec t  i n  achieving  t h e  p r o j e c t  
purposes and meeting p r o j e c t  goa l s ;  and 

3)  To a s s e s s  t h e  degree t o  which t h e  p r o j e c t  is being executed i n  a manner 
c o n s i s t e n t  wi th  t h e  P r o j e c t  Grant Agreement. 

1 . STATEMENT OF WORK 

The e v a l u a t o r s  w i l l  a s s e s s  ARMS i n  order  t o  determine i f  i t  is  c a r r y i n g  out  
t h e  key f u n c t i o n s  of e s t a b l i s h i n g  r e sea rch  p r i o r i t i e s ,  reviewing on-going 
and proposed r e sea rch  a c t i v i t i e s  i n  l i g h t  of t hese  p r i o r i t i e s ,  and 
a l l o c a t i n g  r e sources  f o r  r e sea rch  accordingly.  

This eva lua t ion  w i l l  a l s o  a s s e s s  (A) t h e  degree t o  which p r o j e c t  ou tpu t s  
have o r  can l i k e l y  be achieved,  i nc lud ing  t h e  degree t o  which t h e  p r o j e c t  
has  been a b l e  t o  genera te  technologies  which a r e  being adopted by farmers ,  
(B) whether o r  not  s u f f i c i e n t  q u a l i t y  and q u a n t i t y  of informat ion  i s  being 
c o l l e c t e d  t o  enable measurement of t h e  p r o j e c t ' s  progress ,  and (C) t h e  need 
f o r  making changes i n  GOTG and c o n t r a c t o r  s t a f f i n g ,  l e v e l  of r e sources ,  and 
management arrangements f o r  t h e  va r ious  components of t h e  p r o j e c t .  The 
e f f e c t i v e n e s s  of promotional /extension a c t i v i t i e s  being conducted by t h e  
p r o j e c t  and o t h e r  p r o j e c t s ,  and t h e  improvement i n  Gambian r e sea rch  
c a p a b i l i t i e s  a l s o  w i l l  be given s p e c i a l  a t t e n t i o n .  

Key ques t ions  which t h e  eva lua t ion  team w i l l  address  a r e  i n d i c a t e d  below f o r  
each component of t h e  p r o j e c t .  

1 )  A g r i c u l t u r a l  Research Management System (ARMS) 

Key Questions No. 1: 

Is t h e  A g r i c u l t u r a l  Research Management Systems (ARMS), as c u r r e n t l y  
being developed, appropr i a t e  f o r  t h e  s i z e  and i n s t i t u t i o n a l  capac i ty  of 
t h e  Gambia? 

DEVELOPMENT ASSOCIATES, INC. - 
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A) What progress  has  been made i n  developing a  d e t a i l e d  p l an  f o r  t h e  ARMS? 

B) What a s p e c t s  of t h e  p lan  have a l r eady  been implemented and what 
d i f f e r e n c e  has  t h i s  made i n  terms of how resea rch  programs a r e  
planned, p r i o r i t i z e d  and funded? 

C) Are t h e  t e c h n i c a l  a s s i s t a n c e  and t r a i n i n g  r e sources  a p p r o p r i a t e  and 
adequate f o r  t h e  implementation of t h e  ARMS? 

D) How has  t h e  p r o j e c t  s t a f f  a t tempted t o  coord ina te  i t s  a c t i v i t i e s  wi th  
r e s e a r c h  i n p u t s  from o t h e r  donors? 

E) What impl i ca t ions  does t h e  r e c e n t  re -organiza t ion  of t h e  Min i s t ry  of 
Agr i cu l tu re  (MOA) have f o r  ARMS a s  c u r r e n t l y  being implemented? 

F) How can t h e  support  s e r v i c e  being provided t o  t h e  r e s e a r c h e r s  by t h e  
p r o j e c t  be more f u l l y  i n t e g r a t e d  i n t o  t h e  Department's r e sea rch  system? 

Key Ques t ion  No. 2: 
B 

Are t h e  o t h e r  suppor t  s e r v i c e s  provided by t h e  p r o j e c t  a p p r o p r i a t e  and 
adequate? 

A) Has t h e  c o l l e c t i o n ,  a n a l y s i s ,  and p u b l i c a t i o n  of a g r i c u l t u r a l  
s t a t i s t i c s  been improved by t h e  p r o j e c t ?  What f u r t h e r  a s s i s t a n c e  
should be provided by t h e  p r o j e c t  t o  t h e  program po l i cy  and monitoring 
u n i t  (PPMU) i n  t h i s  a rea?  

B) Has t h e  provis ion  of computer hardware and t r a i n i n g  improved t h e  
a b i l i t y  of r e s e a r c h e r s  t o  ana lyze  t h e i r  da ta?  What a r e  t h e  p l ans  f o r  
i n t e g r a t i n g  t h e  computer f a c i l i t y  w i t h i n  t h e  Gambian Research Serv ice?  

C) Has a p lan  been developed under t h e  p r o j e c t  t o  improve l i b r a r y  
s e r v i c e s  f o r  r e sea rche r s?  I f  so ,  what are t h e  next  s t e p s  f o r  p r o j e c t  
a s s i s t a n c e  t o  improve t h e s e  se rv ices?  

2)  Train ing  

Key Question No. 1: 

Are t h e  l e v e l  and type of t r a i n i n g  programs being implemented by t h e  
p r o j e c t  adequate t o  meet t h e  needs of t h e  r e sea rch  se rv ice?  

A) Have long-term t r a i n i n g  p r i o r i t i e s  been e s t a b l i s h e d ?  

B )  Is t h e  process  by which long and short-term t r a i n i n g  o p p o r t u n i t i e s  are 
i d e n t i f i e d  and p a r t i c i p a n t s  s e l e c t e d  ope ra t ing  f a i r l y  and e f f i c i e n t l y ?  

C )  W i l l  t h e  amount of B.S. and M.S. t r a i n i n g  planned under t h e  p r o j e c t  
meet t h e  needs of t h e  r e sea rch  system? 
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D) Has the short-term trainingladvisor system worked as planned in the 
project design? How might it be improved? 

E) What role should Gambia College play in conducting in-country training 
programs? Should the project assist the Gambia College or another 
Gambian institution develop the capability to conduct this type of 
training? 

3) On-Station Research 

Key Question No. 1: 

What progress has been made in improving the way research is selected, 
design, budgeted, implemented, analyzed and reported? 

A) Have the prioritization and selection of research activities changed? 
How has the size of the research program changed? 

B) How has the design and budgeting of research changed? 

C) How has the implementation and management of research changed? 

D) How has the analysis and reporting of research changed? 

Key Question No. 2: 

Are the types, number of trials, and level of on-station effort 
appropriate for the size and institutional capacity of the Gambian 
Research System and the crops/technologies being tested? 

A) Given the present organization and implementation of FSR/E activities, 
is it likely that the on-station research program will be affected by 
the experiences and lessons learned from FSRIE activities? 

B) Has the project begun to improve the linkages and communication 
between the Gambia Research System and sources of innovation at 
International Agricultural Research Centers and research programs in 
neighboring countries and elsewhere? Have efforts to date been 
adequate? 

C) Are the level and type of technical assistance and training adequate 
for the on-station, component research activities being supported by 
the project? 

4 )  Farming Systems and ]*tension Program (FSRIE) 

Key Question: 

What progress has been made in institutionalizing FSRIE activities in the 
agricultural program? 

A) How are the current ERIE core and field teams organized? Does this 
seem to be a viablelefficient way to conduct FSRIE activities in the 
Gambia? 
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B) What FSR/E activities have been conducted by the project to date? 
What have these activities accomplished so far in identifying and 
alleviating constraints to agricultural production? What should be 
the priority focus of these activities in the future? 

C) How involved are farmers, extension agents, and PVOs in planning and 
conducting on-farm research? 

D) Are the technical assistance and training resources adequate for the 
FSR/E activities? 

E) Have the technologies identified in the Project Paper as ready for 
on-farm testing been tested? What have been the results? What 
improved technologies have been tested on-farm? 

F) What should be the appropriate mix between on-station and on-farm 
research? 

5 )  Promotion Activities 

Key Question: 

Are the project's current and planned efforts to assist extension and 
PVOs in promotion and training adequate given other donor's and GOTG 
efforts in promoting and extending improved technologies? 

A) What improved technologies, if any, have been developed, disseminated, 
and adopted by farmers as a result of the project. In this regard, 
what can be expected of the project in the near future? 

B) What role has the FSR/E activities played in terms of promotion of 
technologies? 

C) What promotion activities have taken place since project design? 

D) What has been the role of the Research Extension Liaison Officer 
(RELO) in promotion activities? 

6) Project Administration 

Key Question: 

How might administration of the project be improved? 

A) Are project activities likely to exceed the amount of funds budgeted 
for them? Are new line items or adjustment.3 in existing line items of 
the budget required? 

B) Has the process for identifying and approving short-term technical 
assistance (STTA) worked efficiently? Are adjustments in procedures 
needed? 
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C) How effective has USAID been in providing administrative guidance, 
support, and required approvals? How well has the three-way 
partnership (GOTG, AID, CONTRACTOR) as envisioned in the collaborative 
mode, worked? 

D) Has a counterpart for the project administrator been identified and 
trained? Will there be a continued need for long-term expatriate, 
in-country, project administrative support beyond that currently 
pla~ed for in the project? 

E) What has been the effect of personnel changes: i.e., chief of party, 
agronomist, livestock advisor, and administrator? 

7) Project Design Assumptions 

Key Question: 

Are the assumptions in the original log frame still valid? 

A) Can actions be taken to increase the probability that the critical 
assumptions will be realized? 

B) Are the explicit or implicit assumptions about the diversification 
objectives of the project clear? What does diversification mean in 
terms of the GARD Project and the type of research being done? 

DEVELOPMENT ASSOCIATES, IXC. 
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ANNEX B-1 

THIRD COUNTRY TRAINING SUMMRRY - GRRD PROJECT 

Beginning o f  P r o j e c t  t o  11/30/88 

Name o f  P a r t i c i p a n t  Dates i n  T r a i n i n q  F i e l d  o f  T r a i n i n q  
I 

JRRJU,'S. C 
BCIRONG, CI. 09/19/86-09/25/86 FSSP Networkshop on CInimal Power 

JARJU, S .  C 
MRRONG, R .  C 
SRRR, D. 09/26/86-10/02/86 Work Oxen Pro jec t :  Rnimal 

t r a c t i o n  techniques C implements 

NJRI, Omar 6 
MBRKEH, H. 07/18/87-07/26/87 ~ n t e r n i t i o n a l  Workshop on Goat 

Product ion 

S M ,  Jabel  B. 06/13/87-06/23/87 ILCR Workshop on Rnimal T r a c t i o n  

JAITEH, Lamin 09/17/87-09/27/07 SRFGRRD On-Farm Tes t ing  Workshop 

T o t a l  Number o f  P a r t i c i p a n t s :  7 
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ANNEX B-2 

IN-COUNTRY TRFIINING SURMARY - GAR0 PROJECT 

Beginning o f  Project  to  11/30/88 

Description o f  Training 

FSSP 0-Farm T r i a l s  

FSSP On-Fan T r i a l s  

Instruct ion on GaDS Data 
Col lect ion 

Instruct ion on GODS Data 
Col lect ion 

f igr icul tura l  S t a t i s t i c s  f o r  
Developing Countries 

Program Budgeting Workshop 

Laboratory Instrumentation 
Work shop 

Animal Tract ion 

Animal Tract ion 

Number o f  
Dates o f  Traininq Part ic ipants  Enrol led 

Tota l  
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ANNEX B-3 

U.S. TECHNICAL TRAINING SUWIARY - GARD PROJECT 

Beg inn ing  o f  P r o j e c t  t o  11/30/88 

Name 
o f  P a r t i c i p a n t  Dates i n  T r a i n i n q  F i e l d  o f  T r a i n i n q  

ANN, Musa 08/19/86-12/22/86 S o i l  T e s t i n g  6 Management 

CANTEH , Momodou 09/16/87-09/18/87 C m p  P r o t e c t i o n  

COX, A lbe r t .  01/15/87-02/19/87 T r a i n i n g  i n  u s i n g  pe rsona l  . 
computer and se lec ted  
s t a t i s t i c a l  s o f t  ware packages; 
a s s i s t a n c e  i n  a n a l y z i n g  p a s t  
r esea rch  t r i a l s  da ta ,  a s s i s t a n c e  
i n  t h o  f o r m u l a t i o n  o f  p roposa l s  
f o r  r esea rch  t o  be conducted i n  
87; i n t e r a c t i o n  w i t h  UW Agronomy 
f a c u l t y ,  c o l l a b o r a t i o n  w i t h  M. 
Mbenga, GflRD P a r t i c i p a n t  a t  
Corne 11 . 

FY E, John 

GAYE, G.O. 

08/08/87-10/29/87 S o i l s  C l a s s i f i c a t i o n  

08/10/86-08/28/86 A t tend  I n t e r n a t i o n a l  
H o r t i c u l t u r a l  Congress, 
Post-Congress Tour,  and i n t e r a c t  
w i t h  H o r t i c u l t u r e  F a c u l t y  a t  
U H .  

GAYE, G.O. 01/12/88-12/15/88 H o r t i c u l t u r e  

JABANG, Lamin 09/06/87-10/08/87 Computer S t a t i s t i c a l  So f tware  

JALLOW, R a l i c k  01/17/87-04/23/87 Computer t r a i n i n g  

JALLOW , Romodou 08/23/87-12/13/87 A g r i c u l t u r a l  S t a t i s t i c s  

JALLOW, Yaya 01/03/88-12/18/88 S t a t i s t i c a l  Ana l ys i s  

JASSEH, F. 07/10/86-08/10/86 Water Management-USDA S h o r t  
Course 

JOHfi, Ken 05/10/87-07/05/87 Review Gambian R i ce  P o l i c y  

KINTEH, Sambou 12/06/87-12/14/87 Socioeconomic resea rch  i n  t h e  
Gambia; rev iew/d iscuss  PPMU's 
Market  P r i c e  Survey, 
H o r t i c u l t u r e  Market  Study, and 
GADS survey and microeconomic 
concepts;  t o u r  Wisconsin Dept .  
of A g r i c u l t u r e  t o  v iew economic 
a n a l y s i s  and s t a t i s t i c a l  
s e c t i o n s  o f  t h e  S t a t e  o f  
Wisconsin;  d i scuss  c o l l a b o r a t i v e  
research  programs on  marke t i ng  
improvement o f  t h e  g roundnut  
t r a d e  w i t h  s t a f f  f r om Harvard 

B-3 and t h e i r  i n f o r m a l  c r e d i t  s t udy .  



U.S. TECHNICAL TRAINING SUMMARY - GARD PROJECT (con t inued)  

Name 
o f  P a r t i c i p a n t  

NJIE, Rus t a f a  

OWENS, Solomon 

Dates i n  T r a i n i n g  

OWENS, Solomon 08/08/88-08/26/88 

SENGHORE, Thomas 01/17/87-02/23/87 

SEY, R. 

TOURAY, K .  

F i e l d  o f  T r a i n i n q  

Page 2 

Crop P r o t e c t i o n  

Analyze d a t a  f r om resea rch  
t r i a l s  c o l l e c t e d  i n  t h e  Gambia; 
training i n  use o f  persona l ,  
computers f o r  d a t a  a n a l y s i s  dnd 
r e p o r t  w r i t i n g ;  p repa re  
summaries o f  r e s e a r c h  r e s u l t s  
and deve lop  p roposa l s  f o r  1987 
resea rch  t r i a l s ;  i n t e r a c t  w i t h  
Wiscons in  s t a f f .  

Conference on  Dry l a n d  Farming 
and GARD Update 

O b t a i n  t r a i n i n q  on  computer and 
s e l e c t e d  computer so f tware  
packages; e n t e r  d a t a  f r om 1986 
f i e l d  t r i a l s  on computer; 
ana l yze  t h e  1986 f i e l d  r esea rch  
t r i a l s ;  summarize r e s u l t s  and 
f o r m u l a t e  p roposa l s  f o r  r asea rch  ' 
f o r  1987; i n t e r a c t  w i t h  UW 
Agronomy f a c u l t y ;  i n t e r c r o p p i n q .  

H o r t i c u l t u r e / V e g e t a b l e  Crops - 
USDA S h o r t  Course. 

S o i l s  

T o t a l :  19 



ANNEX B-4 

CURPRil PFIITTIClPRHl TRFllHID IN PIQ lLS. 

Nrw of E q l o y w  in  Field of %at ing Date Est, %)ate of Lasation of k0m 

Participant 6ambia Training of Trrininq of Completion T~rininq - 6osl 

011m, D ~ t r l r l d  n.1 j 5 1  h t l t r y !+ i I  AlR7 A/PQ Ihiu,  nf Yilrnmin R.H, 

WE& Wyrda D, Rhea ngrinrlturrl OIBB 6/94 V6U 0 Wlrc. Hb & 

Extension 

CRE, khutd D. k R. fl1ronoy 1/65 

J W ,  Ou-n D. R. R, Hwtlcultwe 9/88 

WY, llohrnd D.A. R b b  9/88 

W hl- D. ~ 1 .  a f l l~noy i 16 

Univ. of Wisconsin kS, 

tuskeyn Univeralty )I.% 

h i v .  of Miscamin KS. 

tanoll Unlwrslty M e %  

JOE, bbou I. A. A. Soils Science 9/Bb 

WLLD, hidou D.I. R f ig rona~  8/86 

S%W, @miff D.RL flprirultu~al 9/84 

Extension . 

SMEI, Ellm atas. m ~ t v  ~ r t ,  A / R ~  

r-, K e  0. A R. 4- 12/86 

Univ. of Uiscomin 8. S. 

Univ. of Yiscamin &S. 

Virpinia Mate bbriv. AS. 

Univ. of Wi~corsin B.E. 

h i v ,  of Y t m t n  B. 6. 

Virginia State Univ, 8. %. 



ANNEX C 

LIST OF REPORTS BY 
SHORT-TERM TECHNICAL ASSISTANTS (STTASI 

1. Tra in ing  Consultancy by Sharon Baumgartner. 

2. A Review of t h e  A g r i c u l t u r a l  Data System a t  PPMU wi th  Sugges t ions  f o r  
Im~rovement  bv A.C. Johnson and John Rowe (Februarv 1986) .  

3 .  S o i l  and Water Conservat ion Programs by Fred Madison, (March 1986) .  

4. Eva lua t ion  of S o i l  F e r t i l i t y  Programs and t h e  S o i l  Tes t i ng  Lab, Yundum, by E.E. 
Schu l t e  (March 19861. 

5 .  Report on GARD Consultancy i n  The Gambia (Agronomy) by E. G r i t t o n  (March 1986) .  

6.  Agronomy - Joshua Posner.  

7. T r ip  Report - A g r i c u l t u r e  S t a t i s t i c s ,  by John S. Rowe (Apr i l  1986).  

8. S t r a t e g y  t o  S t r eng then  The Farming Systems Approach t o  Research and Extension 
f o r  The Gambia, by F rede r i co  Poey (May 1986) .  

9. N e i l  P a t r t c k  - June / Ju ly ,  1986. 

l o .  Accomplishments, Follow-Up and Needs f o r  Farming Systems Research/Extension 
wi th  a Focus on H o r t i c u l t u r e  C r o ~ s .  bv John Caldwell  (March 1986) .  

11. Current  Research on Agronomy and S o i l s :  Report on GARD Consultancy I n  The 
Gambia, by E a r l  G r i t t o n  (August 6 - August 23, 1986).  

12a.  S t r eng then ing  Animal T rac t ion  Research and Developments i n  The Gambia 
Through Networking, by P. S t a rkey  (March 1986) .  

12b. S t r eng then ing  Animal T rac t ion  Research and Developments i n  The Gambia 
Through Networking: Annotated Bibl iography of Animal T rac t ion ,  by P. 
S t a rkey  (May 1986).  

13. Livestock Research Planning Mission,  Jane Homan and Tom Y u i l l  (October 1986) .  

14.  A g r i c u l t u r a l  S t a t t s t i c s  Short-Term Technical  Ass i s t ance ,  by John Rowe 
(September 1 5  - October 1 0 ,  1986) .  

15. Report on Animal Research Planning Workshop, by A. Pope, B. Wentworth, G. 
Dent ine,  W. Bosu, M. Ezekwe, T. Remington, J. Homan (November 30 - December 22, 
1986).  

16. Technical  Report  - H o r t i c u l t u r a l  Marketing Mission,  by Gerald Campbell and Lisa  
Daniels  (December 25, 1986 - January 18, 1987).  
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17 .  H o r t i c u l t u r e :  Technica l  A s s i s t a n c e  Repor t ,  by John S. Ca ldwel l  i n  
c o l l a b o r a t i o n  w i th  G.O. Gaye and I s a t o u  J ack  (15  February  t o  14  March, 1987) .  

18 .  A g r i c u l t u r a l  S t a t i s t i c s  Short - term Techn i ca l  A s s i s t a n c e ,  by Aaron C. Johnson 
and John S. Rowe (12 February  - 28 March 1987) .  

19 .  Toward A N a t i o n a l  Program f o r  A g r i c u l t u r a l  L i b r a r y  In fo rma t ion  S e r v i c e  i n  The 
Gambia, by Mary Ba i l ey  (November 1 8  - December 9 ,  1986) .  

20. Use of Farming Systems Research /Extens ion  (FSR/E) Methods t o  I d e n t i f e  
H o r t i c u l t u r a l  Research P r i o r i t i e s  i n  The Gambia, West A f r i c a ,  by John Caldwel l ,  
G. 0. Gaye, and I s a t o u  J ack  (AprilIMay 19861. 

21. John Caldwel l  (combines i n fo rma t ion  from 10  and # 20) .  

22. Eva lua t i on  o f  S o i l s  I n v e n t o r i e s ,  by Fred Madison (May 1987 ) .  

23. *a, by S teven  
Lawry, ( J u n e / J u l y  1987) .  

24. Pump and T i d a l  I r r i g a t i o n  on t h e  R ive r  Gambia - D. Karmeli  ( n o t  f i n a l ) .  

25. H o r t i c u l t u r a l  Expor t s  from The Gambia t o  t h e  EEC; An Overview of I s s u e s  and 
Concerns,  by Gerald  Campbell and L i s a  Dan i e l s  ( Ju ly /Augus t  1987) .  

26. H o r t i c u l t u r a l  Market ing Mission t o  The Gambia, by Gerald  Campbell and L i s a  
DC 

27. 
Gambia, by E a r l  G r i t t o n  (August 11-26, 1987) .  

28. A Review of Cropping Systems Research i n  The Gambia, by P r o f e s s o r  R.W. Wi l ley  
( June  2-13, 1987) .  

29. A g r i c u l t u r a l  Data C o l l e c t i o n  and Management, by R. Klemme. 

30. Computerized Program Budgeting System by R. Devred and J. Sands ( ~ p r i l  22 - May 
1, 1987) .  

31. Supply and Demand f o r  P o u l t r y  i n  The Gambia ( p r e l i m i n a r y  r e p o r t ) ,  by Lisa 
Grobar (from v i s i t  of July/September  1987) .  

32. Study of Water-Controlled Rice  Produc t ion  i n  The Gambia, by C h r i s t i n e  E l i a s ,  
J u l y  1987. 

33. Labora tory  Management, Equipment, and Maintenance,  by Neal E. Wolfe, (November 
- December 1987) .  

34. D i s t r i c t  A g r i c u l t u r a l  P r o f i l e  o f  C e n t r a l  Baddubym NBD, by Joshua Posner  and 
Elon G i l b e r t  ( J anua ry  19871, 

35. s, by 
Joshua Posner  and Elon G i l b e r t  ( J anua ry  19871. 
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36.  S o i l  Physics  and S o i l  & Water Management Research, by B i r l  Lowery (Qc tobe r  - 
November 1987). 

37. A g r i c u l t u r a l  S t a t i s t i c s  Short-Term Technical Ass is tance  by John S. Rowe 
(November t o  December 1987).  

38. The Department of Animal Health and Product ion and Livestock Research i n  The 
Gambia, by James Sumberg (Qctober-December 1987). 

39. Short-Term Technical  Ass is tance  Mission i n  A g r i c u l t u r a l  S t a t i s t i c s ,  by Aaron C. 
Johnson (January-February 1988). 

40. The H o r t i c u l t u r a l  Unit and Research S t a t i o n  Management by Gavin Weis (January- 
February 1988). 

41. F inanc ia l  System f o r  The Gambian A g r i c u l t u r a l  Research Se rv ice  by Frank 
Koois t ra  (February-March 1988). 

42. A Proposed S t r a t egy  f o r  Implementation and I n s t i t u t i o n a l i z a t i o n  of a Research 
and Extension Linkage Process f o r  The Gambia. bv Winfrev Clarke. Omar Sonko. e t  

43. Qrgan iza t ion  of t h e  National  A g r i c u l t u r a l  Research Board (NARB) by Matthew Dagg 
and Aj ibola  Taylor - NARB r e p o r t  (February-March 1988). 

44. Adminis t ra t ive  Management f o r  t h e  Department of A g r i c u l t u r a l  Research, by James 
N t i  (March-May 1988). 

45. Poul t ry  and Livestock Research A c t i v i t i e s  i n  t h e  Department of Animal Health 
and Product ion bv Bernie Wentworth (Mav-June 1988). 

46. Technical Report: H o r t i c u l t u r a l  Marketing Mission t o  The Gambia, by Gerry 
Campbell and Lisa Daniels (June-July 1988). 

47. Prel iminary Report on H o r t i c u l t u r a l  Narket ing Research by Lisa  Daniels ( J u l y  
1988). ( F i n a l  Report t o  be submit ted i n  December 1988.) 
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ANNEX D-1 

VARIETIES OF EACH MAJOR CROP RFZEASED TO GAMBIAN FARME3.S BY THE RESUCH SYSTEM 

VARIETIES ATTRACTIVE FEATURES TO FARMERS 

.................................................................................... 

GROUNDNUTS S-28-206 R e l a t i v e l y  h i g h  s t a b l e  y i e l d s ,  good o i l  c o n t e n t ,  
medium d u r a t i o n ,  h igh  pe rcen t  of  hay. 

Heavy k e r n e l ,  t o l e r a n t  t o  cercospora ,  h igh  y i e l d ,  
h igh  percent  of hay. 

55-437 Confect ionery n u t s ,  commands a  h igh  p r i c e ,  
matures  e a r l y  (@9Q days ) ,  drought  t o l e r a n t ,  
h i g h  percent  of hay. 

.................................................................................. 

T a l l ,  r o b u s t ,  r e l a t i v e l y  h igh  y i e l d ,  yel low 
endosperm, medium ma tu r i t y .  

Ea r ly  ma tu r i t y ,  h igh  y i e l d ,  yel low endosperm, 
drought  t o l e r a n t .  

ACROSS 7434 High y i e l d ,  whi te  endosperm, medium ma tu r i t y ,  

MAKA Very h igh  y i e l d ,  2 e a r s  per  p l a n t ,  drought  
t o l e r a n t ,  h igh  p a l a t a b i l i t y ,  yel low endosperm. 

................................................................................... 

High y i e l d ,  long  e a r  head, e a r l y  m a t u r i t y ,  
s t a b l e  y i e l d .  

MUM NPANG Ear ly  ma tu r i t y ,  p a l a t a b i l i t y  i s  good, h igh  
p r o d u c t i v i t y .  

KAGA WHITE Very h igh  y i e l d ,  i n s e c t  p e s t s  and d i s e a s e  
t o l e r a n t ,  bold g r a i n ,  b i r d  r e s i s t a n t .  

.................................................................................. 

Ear ly  ma tu r i t y ,  h igh  y i e l d i n g ,  easy h a r v e s t i n g ,  
p a l a t a b i l i t y  i s  good. 

.................................................................................... 



Annex D-l continued 

CROP VARIETIES ATTRACTIVE FEBTURES TO FARMERS 

RICE IR 442-258 Medium duration maturity, good cooking quality. 

SE 302 G Early maturity, drought tolerant, good cooking 
quality. 

BC 90-2 Early maturity, high yielding, good palatability. 

PEKING Early maturity, easy milling, resistant to 
disease, good cooking quality. 

ROK 5 Mangrove variety with good salt tolerance, high 
yielding. 

IR 934-450 Early maturity, stable yields. 

PHARCOMEN Mangrove variety, salt tolerant. 

IR 22 Good grain quality, good palatability, short 
stature. 

AIMU Early variety, stable in submarginal conditions. 

COWPEAS TVX 3236 Resistant to insects, medium maturity. 

!I'll 8863 Resistant to insects, white colored grain, 

MOWGE Yields are high, medium maturity. 

(33-5 Extra earliness, white seeded color. 

Sources: 

1, Grain Legumes Annual Papers and personal communication, 1982-86. 
2. Upland Cereals Program Pagers and personal communication, 1982-86. 
3, Rfse Research Program Reports and personal communication, 1982-85. 
4, Training of Extension Aids Unit, personal communication, 1987. 
5 =  K.F. Demba, IRPA Sapu, personal comuaication, 1987. 

Source: Department of Agriculture draft report entitled: Agricultural Research 
Achievements in The Gambia and Impacts of Research on Selected Farm 
Economies. bv Ibrahima Diallo, Patricia O'Neil. and Baboucar M a ~ e l i ,  



I ANNEX D-2 

I NEW OR IMPROVED TECHNIQUES ADOPTED BY FARMERS OVER THE PAST FEFd YZARS 

I aECHNIQUES ATTRACTIVE FEATURES CROPS OF APPLICATION 

Use of inorg .  f e r t i -  Adequate p l a n t  n u t r i t i o n ,  Groundnuts, Maize, Irr. Rice ,  
l i z e r s  ( i nco rp . )  growth and y i e l d  f e r t i l i t y  Cotton 

maintenance 

Seed d r e s s i n g  

Seed d r i l l i n g  

Control  of s o i l  born Groundnuts, Cotton 
d i s e a s e s  (damping o f f )  
f a c i l i t a t e  germinat ion 
and emergence 

Allows good weed c o n t r o l ,  Rice 
reduces  l a b o r  c o s t s ,  h e l p s  
c o n t r o l  e ros ion  and r u n o f f ,  
maintenance of f e r t i l i t y  

Use of farm implements Timely p l a n t i n g  & weeding Groundnuts, Rice ,  M i l l e t ,  
(eco-seeder ,  s i n e  hoe ,  sav ing  of t ime ,  energy and Sorghum, Maize 
l i f t e r s )  l a b o r  

Use of h e r b i c i d e s  E f f i c i e n t  weed c o n t r o l  Groundnuts 

S tocking  h a r v e s t  o r  To c o n t r o l  a f l a t o x i n  Groundnuts 
r a i s e d  p la t forms  contaminat ion 

Thinning 

Gap f i l l i n g  

Helps promote p l a n t  growth, Maize, M i l l e t ,  Sorghum, 
development and y i e l d  Cowpeas, Cotton 
i n c r e a s e s  

Helps main ta in  adequate  A l l  c rops  
p l a n t  popula t ion  p e r  
u n i t  a r e a  of l a n d  

Top d r e s s i n g  wi th  Helps boost  p l a n t  growth Maize, Irr. Rice 
Urea f o r  subsequent h i g h e r  

y i  e l d s  

Use of c rop  r e s f d u e s  Lfvestock maintenance Maize, Groundnuts, M i l l e t ,  
f o r  l i v e s t o c k  Sorghum, Rice 

I n s e c t i c i d e  Appl. Helps c o n t r o l  i n s e c t  Cot ton,  Cowpeas, M i l l e t  
a t t a c k s  Maize 



ANNEX D-2 continued 

NEW OR IMPROVED TECHNIQUES ADOPTED BY FBRMElZS OVER TIE PAST FEW YEARS 

TECHNIQUES ATTRACTIVE FEATURES CROPS OF APPLICATION 

Construct ion of Helps c o n t r o l  s a l t  Rise  and h o r t i c u l t u r e .  
a n t i - s a l t  and water i n t r u s i o n ,  i n c r e a s e s  a r e a  
r e t e n t i o n  devices  c u l t i v a b l e  

Sources : 

1. Annual Research Papers: Grain Legumes, Upland Cerea l s ,  Rice,  and Cropping 
Systems Resource Management Programs, 

2. Train ing  and Extension Afds Uni t ,  personal  communication, 1987. 

Source: Department of Agr i cu l tu re  d r a f t  r e p o r t  e n t i t l e d :  A g r i c u l t u r a l  Research 
Achievements i n  The Gambia and Impacts of Research on Selec ted  Farm 
Economies, by Ibrahima Big l lo ,  P a t r i c i a  O'Neil,  and Baboucar Manneli, 
March 2 ,  1988, 



IDEAS FOR STRENGTHENING BESEARCH-EXTENSION COLEABORATION 

The eva lua t ion  team suggested i n  t h e  f i r s t  d r a f t  of i t s  r e p o r t  t h a t  a  
Research-Extension Col labora t ion  Advisor p o s i t i o n  be e s t a b l i s h e d  t o  adv i se  and 
a s s i s t  t h e  A s s i s t a n t  D i rec to r s  of A g r i c u l t u r a l  Se rv ices  and Research. 

Although t h e r e  i s  no support  f o r  t h e  proposed p o s i t i o n ,  t h e r e  may be i n t e r e s t  i n  
us ing  a s  a  c h e c k l i s t  t h e  i l l u s t r a t i v e  l i s t  of i s s u e s  t h e  proposed TA was expected 
t o  addres s  o r  a c t i v i t i e s  he lshe  might have undertaken: 

1 P a r t i c i p a t e  i n  Task Force and ARAB meetings t o  i d e n t i f y  a r e a s  of 
misunderstanding and t o  f a c i l i t a t e  exchanges of i ~ f o r m a t i o n .  

2. I d e n t i f y  b a r r i e r s  t o  t h e  t r a n s f e r  of information between extens ion  and 
r e sea rch  and between extens ion  and farmers and dev i se  means t o  improve t h e  
t r a n s f e r .  

3. C l a r i f y  t h e  r e s p e c t i v e  r e s p o n s i b i l i t i e s  of r e s e a r c h e r s  and extens ion  
personnel  w i th  regard  t o  on-farm research .  

4. The des ign ,  product ion ,  and d i s t r i b u t i o n  of educa t iona l  a i d s ,  p a r t i c u l a r l y  
r e l a t i n g  t o  new technology t o  be d i f f u s e d .  

5. Survey t h e  personnel  of DAS and prepare  t r a i n i n g  programs t o  inc rease  t h e i r  
competency i n  s u b j e c t  mat te r  a r e a s  and extens ion  methods. 

6 The d e l i v e r y  of ex tens ion  information t o  women farmers.  

7 .  Advise on t h e  production of an MOA news le t t e r  t o  improve t h e  knowledge of 
t h e  ope ra t ions  and o b j e c t i v e s  of t h e  Minis t ry  by a l l  employees and t h e  
Min i s t ry ' s  c l i e n t s .  

8. Survey t h e  NGOs t o  determine t h e i r  r o l e  i n  ex tens ion ,  promotion, and 
r e sea rch ,  how they  and t h e i r  programs i n t e r a c t  wi th  MOA personnel ,  and how 
t h i s  i n t e r a c t f o n  could be made more product ive.  

9. Ascer ta in  and promote ways t o  c r e a t e  a  consciousness by a l l  ex tens ion  
workers of t h e  value of t h e i r  e f f o r t s  and a  p r ide  i n  t h e  way they c a r r y  out  
t h e i r  t a sks .  

10. Advise on t h e  coordina t ion  and c o l l a b o r a t i o n  of t h e  NARB and t h e  
Extension Advisory Board. 

11. Review and advise  on t h e  r e l a t i o n s h i p s  between donor-funded programs 
(such a s  ADP-1.1) and t h e  ex tens ion  and r e sea rch  s e r v i c e s  and the  impact 
of such programs on research  and extens ion .  

12. Work wi th ,  and adv i se ,  t h e  Gambian RELOs a t  Yundum and Sapu S t a t i o n s .  
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ANNEX F 

CRS SESAME PROMOTION PROGRAM 

The Sesame Program's beginnings could be t raced  back t o  1979 when t h e  Ca tho l i c  
Rel ie f  Se rv ice  (CRS) s t a r t e d  looking f o r  a l t e r n a t i v e s  t o  i n c r e a s e  c a l o r i c  i n t a k e  
and improve family n u t r i t i o n  i n  r u r a l  a r eas .  

I n i t i a l l y  sunflower and sesame were thought of a s  p o s s i b i l i t i e s .  Four Sesame 
v a r i e t i e s  were obta ined  by CRS from Sudan ( 2 1 ,  Nicaragua (11, and the  US (1) .  
T r i a l s  were s imultaneously conducted by t h e  r e sea rch  s e r v i c e  a t  Sapu and Yundum f o r  
two yea r s .  The sunflower crop competed wi th  t r a d i t i o n a l  c rops  and had many o t h e r  
problems. Sesame f i t t e d  t h e  system f a i r l y  wel l :  could be sown l a s t  on poor s o i l s ,  
and d i d  n o t  compete wi th  o the r  crops.  However, t h e r e  was no indigenous capac i ty  t o  
e x t r a c t  o i l  e f f i c i e n t l y .  The l o c a l  method of o i l  e x t r a c t i n g  recovered only  about  
50% of the  o i l  con ten t .  (Sesame o i l  content  35-40% of the  seed weight.)  
T r a d i t i o n a l  b e l i e f s  a l s o  favored sesame crop. 

I n  1983 i n  CRS v i l l a g e s ,  3Q ha of sesame were promoted y i e l d i n g  an  average of 400 
kg/ha. By 1986, a r e a  under sesame had grown t o  400Q ha. Seventy-five pe rcen t  of 
those  involved i n  production were female farmers.  The male farmers involved saw 
t h a t  cash r e t u r n s  were poss ib l e .  A t  t h i s  po in t ,  o i l  e x t r a c t i o n  capac i ty  ( inc lud ing  
o rgan iza t ion )  and marketing became a primary concern. 

Between 1985 and 1986, 16  o i l  e x p e l l e r s  were i n s t a l l e d  ( 2  types: 80Q-100 kgs /hr ;  
40-50 kg /h r ) .  Yields of 40Q-800 kgs/ha have been recorded depending on whether o r  
not  manures and f e r t i l i z e r  were used. Up t o  1200 ha have been repor ted  t o  be 
f e r t i l i z e d .  

Other improvements i n  sesame c u l t i v a t i o n  a r e  being thought of ( o r  proposed),  e.g. ,  
a s  a  second crop a f t e r  e a r l y  maize o r  m i l l e t  o r  l a t e  i n t e r c r o p  i n  c e r e a l s .  It i s  
h e r e  t h e  r e sea rch  system could h e l p  by des igning  and t e s t i n g  experiments or  t e s t s .  I 

With t h e  promotion and l a r g e  s c a l e  adopt ion  of sesame c u l t i v a t i o n ,  process ing  and 
marketing begin t o  emerge a s  c o n s t r a i n t s .  Processing seems t o  be not  so  much a 
ques t ion  of o i l  e x p e l l i n g  capac i ty  but  of a d j u s t i n g  t h e  product flow t o  machine 
s i t e s  evenly over a  period of t ime avoid ing  extreme peaks. 

There i s  a good demand f o r  sesame o i l .  P r i c e s  a t  7D/1 a r e  compet i t ive  wi th  
imported vegetable  o i l .  To c r e a t e  an even flow t o  e x p e l l i n g  c e n t e r s ,  plans a r e  
under cons ide ra t ion  t o  develop p r iva te / coopera t ive  means of purchasing dur ing  t h e  
market season and s t o r i n g  t h e  sesame. Attempts a r e  a l s o  underway t o  develop expor t  
oppor tun i t i e s .  This  would he lp  keep domestic p r i c e s  a t  a t t r a c t i v e  l e v e l s  and 
c o n t r i b u t e  t o  the  f o r e i g n  exchange earn ings  of The Gambia. The fo l lowing ques t ions  
a r e  being addressed: 

( a )  Policy: By law sesame i s  not  an o i l  seed crop  i n  The Gambia. Hence GPMB 
and NTC a r e  r e l u c t a n t  t o  t ake  up process ing  and marketing. Nat ional  
p o l i c i e s ,  combined with Economic Po l i cy  Reforms, con t r ibu ted  f u r t h e r  t o  t h e  
r e luc tance  of GPMB and NTC, which have been under performance c o n t r a c t  with 
t h e  World Bank. There i s  no minimum p r i c e  s e t  f o r  sesame. It i s  n o t  c l e a r  
whether a  minimum p r i c e  would have any meaning u n l e s s  GPMB has the  c a p a c i t y  
t o  s t e p  i n  and purchase a t  minimum pr i ces .  
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(b)  Marketing: A marketing s tudy by an ODA consu l t an t  i n d i c a t e d  good expor t  
p o t e n t i a l  i f  t h e  r i g h t  c o n t a c t s  could be e s t a b l i s h e d  and q u a l i t y  produce 
assured.  For example, samples s e n t  t o  Europe had 9% fo re ign  mat te r  whi le  
t h e  accep tab le  range seems t o  be about 4-5%. 

( c )  Investment: A l o c a l  Lebanese merchant has  expressed i n t e r e s t  i n  market ing,  
i nc lud ing  an  investment of $150,000 i n  c leaning  equipment. However t h e r e  
seems t o  be a  s t a l ema te  regard ing  t h e  purchase p r i c e .  

The sesame program seems t o  possess  s u s t a i n a b i l i t y .  Sesame could be produced under 
low f e r t i l i t y  cond i t ions  without competing wi th  major crop e n t e r p r i s e s .  There 
seems t o  be enough l o c a l  demand f o r  cooking o i l  ( a s  seen by impor ts ) .  To t h e  
e x t e n t  sesame o i l  could r e p l a c e  imported vegetable  o i l ,  it i s  l i k e l y  t o  f i n d  a  
p lace  a s  a  cash  gene ra t ing  e n t e r p r i s e  c o n t r i b u t i n g  t o  r u r a l  incomes and saving  
fo re ign  exchange. Perhaps t h e  GARD p r o j e c t  could a s s i s t  i n  a s s e s s i n g  economic 
b e n e f i t s  t o  farmers and the  p o t e n t i a l  f o r  f u r t h e r  expansion l ead ing  t o  import 
s u b s t i t u t i o n .  
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ANNEX G 

Outstanding c o n t r i b u t i o n s  t o  t h e  l i t e r a t u r e  on i n s t i t u t i o n  bu i ld ing  a r e  summarized 
below i n  one of two ca t egor i e s :  manuscripts  with an  i n s t i t u t i o n a l - o r g a n i z a t i o n a l  
focus o r  works dea l ing  with phenomena beyond t h i s  micro o r i e n t a t i o n .  

The l i t e r a t u r e  wi th  an i n s t i t u t i o n a l - o r g a n i z a t i o n a l  o r i e n t a t i o n  r e s u l t e d  l a r g e l y ,  
but  n o t  exc lus ive ly ,  from t h e  In ter -Univers i ty  Research Program i n  I n s t i t u t i o n  
Building (IRPIB). This  m u l t i d i s c i p l i n a r y  program was undertaken by s c h o l a r s  from 
Michigan S t a t e  Un ive r s i ty ,  Syracuse Univers i ty ,  Indiana Un ive r s i ty ,  and t h e  
Univers i ty  of P i t t sbu rgh ,  where t h e  p r o j e c t ' s  headquar te rs  a r e  loca ted .  This  
consortium program, f inanced l a r g e l y  by the  Agency f o r  I n t e r n a t i o n a l  Development 
(AID) and t h e  Ford Foundation, was t h e  l a r g e s t  s i n g l e  source  of t h e  manuscripts  
reviewed i n  t h e  p repa ra t ion  of t h i s  book. 

Eight  of t h e  manuscripts  nominated by p ro fes s iona l s  a c t i v e l y  working i n  t h e  f i e l d  
of i n s t i t u t i o n  bu i ld ing  r e s u l t e d  d i r e c t l y  from the  IRPIB. I n  t h r e e  o t h e r s ,  t h e  
methodology developed i n  t h e  program is  used. Because t h e s e  lRPIB c o n t r i b u t i o n s  
a r e  consol ida ted  i n  a  r e c e n t l y  published book of r ead ings ,  t h a t  book i s  the  source  
of most of t h e  summaries of lRPIB c o n t r i b u t i o n s  i n  t h i s  chap te r .  The one 
except ion ,  however, i s  Milton Esman's manuscript ,  "The I n s t i t u t i o n  Building 
Concepts-An In ter im Appraisal ."  This  manuscript i s  summarized i n  d e t a i l ,  r a t h e r  
than  h i s  s h o r t e r  chap te r  i n  t h e  book e d i t e d  by Joseph Eaton, because i t  c o n t a i n s  
t h e  important  conceptua l  framework developed by him and o t h e r s .  

4 
Although no one group of manuscripts  dominates the  macro o r i e n t e d  l i t e r a t u r e ,  a  
ndmber of s i g n i f i c a n t  c o n t r i b u t i o n s  have been made. Again, a  r e c e n t l y  published 
book -- t h i s  one e n t i t l e d  A Theory of I n s t i t u t i o n s  by John Powelson -- is  reviewed 
i n  d e t a i l .  Likewise, t he  book of readings  e n t i t l e d  Modernization by Design by 
Chandler Morse e t  a l .  i s  given cons iderable  a t t e n t i o n .  An a r t i c l e  by T. W. Schul tz  
i s  reviewed i n  s u f f i c i e n t  d e t a i l  t o  i n d i c a t e  c l e a r l y  i t s  s u b s t a n t i v e  c o n t r i b u t i o n .  
F i n a l l y ,  a t t e n t f o n  Is c a l l e d  t o  a  b ib l iography t h a t  con ta ins  some r e f e r e n c e s  t o  
macro o r i en ted  l i t e r a t u r e  i n  t h e  f i e l d s  of t e c h n i c a l  a s s i s t a n c e  and i n s t i t u t i o n  
bui ld ing .  

el] ESMAN, Mil ton J. "The I n s t i t u t i o n  Building Concepts -- An Intermin  Appraisal ."  
Graduate School of Public  and I n t e r n a t i o n a l  A f f a i r s ,  Univers i ty  of P i t t s b u r g h ,  
P i t t sbu rgh ,  Pa., 1967. 66 pages. (Mimeographed. P a r t  of In t e r -Un ive r s i ty  
Research Program i n  I n s t i t u t i o n  Bui ld ing . )  

S ince  much of t h e  i n s t i t u t i o n  bu i ld ing  l i t e r a t u r e  r e f e r s  t o  t h e  framework 
conceptua l ized  by Esman e t  a l .  i t  w i l l  be summarized f i r s t .  Esman's manuscript 
con ta ins  no t  only bas i c  concepts  but  a l s o  a  p a r t i a l  eva lua t ion  of them on t h e  b a s i s  

n / - Melvin G.  Blase ,  I n s t i t u t i o n  Building: A Source Book, ,Hidwest U n i v e r s i t i e s  
Consortium f o r  I n t e r n a t i o n a l  A c t i v i t i e s ,  Inc .  f o r  A . I . D . ,  Contr. No. 
AID/esd-3392, 1973. 
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of data obtained from the initial IRPIB case studies. These case studies were: 
the College of Education of the University of Nigeria, by John Hanson [12]; the 
Central University of Ecuador, by Hans C. Blaise and Luis A. Rodriguez 6471; the 
Institute of Public Administration of Thammasat, University of Thailand, by William 
Sfffin [72]; and the Institute of Public Administration for Turkey and the Middle 
East, by Guthrie Birkhead [73]. 

Basic Concepts 

In the restatement of the basic concepts, Esman emphasizes that his approach has a 
pronounced bias toward social engineering that is based on the proposition that 
most significant, contemporary changes -- especially in developing countries -- are 
deliberately planned and guided. Further, the approach presupposes that the 
introduction of change takes place primarily in and through formal organizations. 
When these organizations are change-inducing, change-protecting, and formal, they 
are considered to be institutions. These organizations and the new patterns they 
foster become institutionalized, e.g., meaningful and valued in the societies in 
which they function. This involves a complex set of interactions between the 
institutions and the environment. The latter varies in its readiness or resistance 
to change both over time and from place to place. 

Basic to Esman's approach is the assumption that the efficient assimilation of new 
physical and social technologies requires that the environment provide supporting 
values, norms, processes, and structures whfch usually are not present when the new 
technologies are introduced. Changing the environment to complement or accommodate 
the new technologies is an integral part of development. Since these new 
technologies are primarily introduced in and through organizations, the supportive 
values, norms, processes, and structures must be fnstitutionalfzed in and through 
these organizations; that fs, normative relationship and action patterns must be 
established in and through arganizations which incorporate, foster, and protect 
normative relationship and actfon patterns and perform functions and servfces that 
are valued in the environment. The results of analyses of these institutionalfzed 
changes can serve as guides to social action. Hence, the assumption has been made 
that institution building is a generic social process, fee., a set of elements and 
actions can be identified which fs relevant to instftution building in general. 

The three analytical categories upon which Esman's analysis is built are depicted 
in the accompanying figure from citation [ % I .  Institution variables are those 
elements thought to be necessary and sufficient to explain the systemic behavior in 
an institution. 

The hstitutfon Building Universe 

Institution Einkages 

Institution variables: 

Leadership I 
doc trine ~ransaetionsF-) 
program 

I resources 
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Leadership a p p l i e s  not  only t o  people formal ly  charged wi th  t h e  d i r e c t i o n  of an  
i n s t i t u t i o n ,  but  a l s o  t o  o t h e r s  who p a r t i c i p a t e  i n  t h e  planning,  s t r u c t u r i n g ,  and 
t h e  guidance of i t .  Within l e a d e r s h i p ,  viewed a s  a  u n i t ,  important  f a c t o r s  inc lude  
p o l i t i c a l  v i a b i l i t y ,  p ro fes s iona l  s t a t u s ,  t e c h n i c a l  competence, o rgan iza t iona l  
competence, r o l e  d i s t r i b u t i o n ,  and c o n t i n u i t y .  

Doctr ine,  a s  t h e  s t a b l e  r e fe rence  poin t  of an  i n s t i t u t i o n  t o  which a l l  o t h e r  
v a r i a b l e s  r e l a t e ,  con ta ins  such c h a r a c t e r i s t i c s  a s  s p e c i f i c i t y ,  meaning t h e  e x t e n t  
t o  which elements of d o c t r i n e  supply t h e  necessary  foundat ion f o r  a c t i o n  i n  a  given 
s i t u a t i o n ;  t h e  e x t e n t  t o  which t h e  i n s t i t u t i o n a l  d o c t r i n e  conforms t o  t h e  expected 
and sanct ioned behavior of t h e  s o c i e t y ;  and t h e  degree t o  which the  i n s t i t u t i o n ' s  
d o c t r i n e  conforms t o  t h e  p re fe rences ,  p r i o r i t i e s ,  i n t e rmed ia t e  g o a l s ,  and t a r g e t s  
of t h e  soc ie ty .  

Those a c t i o n s  r e l a t e d  t o  t h e  performance of func t ions  and s e r v i c e s  c o n s t i t u t i n g  t h e  
output  of t h e  i n s t i t u t i o n  r ep resen t  i t s  program. Hence, important  a s p e c t s  of t h e  
program v a r i a b l e  inc lude  i ts  cons is tency  wi th  t h e  i n s t i t u t i o n ' s  d o c t r i n e ,  s t a b i l i t y  
of output ,  f e a s i b i l i t y  regard ing  r e sources ,  a s  we l l  a s  complementary product ion of 
o the r  o rgan iza t ions  i n  t h e  abso rp t ive  capac i ty  of t h e  s o c i e t y ,  and t h e  c o n t r i b u t i o n  
of t h e  i n s t i t u t i o n  toward s a t i s f y i n g  t h e  s p e c i f i e d  needs of t he  soc ie ty .  

The inpu t s  of an  i n s t i t u t i o n ,  h e r e  defined a s  resources ,  a r e  important  not  only  i n  
q u a n t i t a t i v e  terms, but  a l s o  because of t h e i r  sources.  These sources  and t h e  
a b i l i t y  t o  o b t a i n  resources  through them a f f e c t  dec i s ions  wi th  regard t o  program, 
d o c t r i n e ,  and l eade r sh ip .  Hence, t h e  two c a t e g o r i e s  wi th in  t h i s  v a r i a b l e  a r e  
a v a i l a b i l i t y  and sources .  

A s  both s t r u c t u r e  and process ,  t h e  ca tegory  of i n t e r n a l  s t r u c t u r e  inc ludes  such 
t h i n g s  a s  the  d i s t r i b u t i o n  of funct fons  and a u t h o r i t y ,  t h e  processes of 
communication and dec i s ion  making, and o t h e r  r e l a t ionsh ip -ac t ion  p a t t e r n s .  
Consequently, i t  determines t h e  e f f i c i e n c y  and e f f e c t i v e n e s s  of program 
performance. Components of t h i s  ca tegory  inc lude  i d e n t i f i c a t i o n  of p a r t i c i p a n t s  
w i th in  the  i n s t i t u t i o n ,  cons is tency  of t h e  s t r u c t u r e  wi th  t h e  i n s t i t u t i o n ' s  
doc t r ine  and program, and t h e  s t r u c t u r e ' s  a d a p t a b i l i t y  t o  s h i f t s  i n  program 
emphasis and o t h e r  changes. 

Every i n s t i t u t i o n  i s  dependent upon o t h e r  organiza t ions  f o r  i t s  a u t h o r i t y  and 
resource ;  hence, i t s  l inkages  with o t h e r  e n t i t i e s  a r e  v i t a l l y  important .  These 
l i nkages  a l s o  inc lude  an i n s t i t u t i o n ' s  dependency on complementary product ion of 
o t h e r  i n s t i t u t i o n s  and on the  a b i l i t y  of t h e  environment t o  use i t s  resources .  
F ina l ly ,  l i nkages  a r e  a l s o  concerned wi th  and sub jec t  t o  t h e  norms of t h e  s o c i e t y .  
Through these  l i nkages  the  i n s t i t u t i o n  maintains exchange r e l a t i o n s h i p s  with i t s  
environment, an in terdependent  complex of f u n c t i o n a l l y  r e l a t e d  o rgan iza t ions .  The 
f o u r  subcategor ies  of l i nkages  a r e  d iscussed  b r i e f l y  below. 

In  t h e  i n i t i a l  s t a g e s  of an i n s t i t u t i o n ' s  l i f e ,  i t s  prime t a r g e t  i s  developing i t s  
r e l a t i o n s h i p  wi th  o t h e r  e n t i t l e s  t h a t  c o n t r o l  t h e  a l l o c a t i o n  of a u t h o r i t y  and 
resources  i t  needs; t h i s  ca tegory  i s  c a l l e d  enabl ing  l i nkages .  Developing 
r e l a t i o n s h i p s  wi th  such e n t i t i e s  i s  important  no t  only f o r  ob ta in ing  a u t h o r i t y  and 
resources ,  but  a l s o  because these  a r e  t h e  same e n t i t i e s  through which t h e  
i n s t i t u t i o n ' s  oppos i t ion  seeks  t o  withhold needed i n p u t s  from i t .  
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Functional linkages relate the institution to (1) organizations which are 
complementary in a productive sense, that is, which supply inputs and use the 
outputs of the institution; and (2) those organizations which constitute real or 
potential competition. Through functional linkages an institution attempts to 
spread its innovations as it embodies and promotes new patterns and technologies. 

Both sociocultural.norms and operating rules and regulations have important 
implications for institutions via normative linkages, through which the society 
places certain constraints on and establishes guidelines for institutions. The 
norms, rules, and regulations can either act as obstacles to or facilitate the 
process of institution building. 

While these three categories of linkages refer to relationships of an institution 
with other specific institutions and organizations, diffused linkages refer to the 
relationship between the institution and public opinion and wl.th the public in 
general. Thus, this category includes relationships established through news media 
and other channels for the crystallization and expression of individual and 
small-group opinion. 

Through these four linkages, then, an institution carries on transactions with 
other segments of the society. These transactions involve not only physical inputs 
and outputs but also such social interactions as communication, support 
acquisition, and the transfer of norms and values. Nore specifically, the purposes 
of transactions have been identified as (1) gaining support and overcoming 
resistance, (2) exchanging resources, (3) structuring the environment, and (4) 
transferring norms and values. 

Institution building is a time-cosuming process. During its initial phase certain 
values or goals are concefved by the change agents, and a strategy is determined 
for their attainment. Also during this period, support is sought for achieving 
goals and values, an effort is made to overcome resistances, and an attempt is made 
to acquire the necessary authority and resources for the establishment of the 
institution. Subsequently in the life cycle of the institution, different 
strategies and actions are required for executing the program, maintaining the 
institution, and facilitating the transfer of norms and values to other elements of 
the society. 

Case Studies 

In reflecting on the four case studies, Esman attempts to (1) analyze and compare 
some of the researchers' most salient findings, (2) suggest implications for the 
program's general approach to the institution building process and to the basic 
concepts which were their common point of departure, and (3) indicate the future 
development of theory, methodology, and practical application toward which these 
studies point. Since these studies are summarized in [123, [47], [723, and [73], 
attention is now called to generalizations drawn from them rather than their 
individual findings. 

Technical Assistance in Institution Building 

In all four of the cases studied, technical assistance staffs made up of foreigners 
to the country in question provided the main models for change and, in three cases, 
most of the impulse for action. However, even in these three cases, the staff 
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members were unable t o  c a r r y  t h e i r  l o c a l  coun te rpa r t s  w i th  them on s i g n i f i c a n t  
i s s u e s .  Although f r equen t ly  d i sag ree ing  among themselves,  t h e i r  coun te rpa r t s  were 
committed t o  only a  few of t h e  s p e c i f i c  changes t h a t  they  endorsed. Local s t a f f  
members f r equen t ly  a t t ached  h ighe r  p r i o r i t y  t o  p r o t e c t i n g  e x i s t i n g  r e l a t i o n s h i p s  
than t o  t h e  changes proposed by t e c h n i c a l  a s s i s t a n c e  personnel ,  a l though they  
f r equen t ly  agreed wi th  t h e  t e c h n i c a l  personnel  about proposed goals .  

In t h e  i n s t a n c e s  s tud ied ,  t h e  t e c h n i c a l  a s s i s t a n c e  personnel  were welcomed a s  
s u p p l i e r s  of phys ica l  r e sources ,  a s  t e a c h e r s ,  and, t o  some e x t e n t ,  a s  sources  of 
t e c h n i c a l  i d e a s  which would h e l p  t h e  e x i s t i n g  system do i t s  o ld  job b e t t e r .  But 
when viewed a s  a  means of inducing new norms o r  a c t i o n  p a t t e r n s  wi th in  t h e  
i n s t i t u t i o n  i t s e l f  or  i n  t r a n s a c t i o n s  wi th  l i nked  c l i e n t a l  groups,  they were 
th rea t en ing .  These exper iences  suggest  t h a t  congruence between t h e  t e c h n i c a l  
a s s i s t a n c e  personnel  and indigenous i n s t i t u t i o n a l  l e a d e r s  over goals  and t a c t i c s ,  
a s  we l l  a s  over t h e  d o c t r i n e  and t h e  program of t h e  s u b j e c t  i n s t i t u t i o n ,  d i r e c t l y  
in f luences  t h e  e f f e c t i v e n e s s  of f o r e i g n  a s s i s t a n c e .  Without such congruence 
f r u s t r a t i o n  is  i n e v i t a b l e  and even c o n f l i c t  may r e s u l t .  

On t h e  b a s i s  of t h i s  admi t ted ly  smal l  sample of fou r  c a s e s ,  s e v e r a l  tendencies  
appeared t o  e x i s t .  One of t hese  i s  t h a t  t h e  d o c t r i n a l  c o m p a t i b i l i t y  betweec t h e  
t echn ica l  a d v i s e r s  and t h e  i n s t i t u t i o n ' s  l e a d e r s h i p  cad re  seemed t o  be more 
important  than  t h e  formal p o s i t i o n s  of power t h a t  t h e  t e c h n i c a l  a s s i s t a n c e  
personnel occupied wi th in  t h e  i n s t i t u t i o n .  Another i s  t h a t  t e c h n i c a l  a s s i s t a n c e  
teams need t o  maintain a  p o s i t i o n  t h a t  w i l l  enable them t o  c a p i t a l i z e  upon changes 
i n  t h e  e x t e r n a l  environment. A t h i r d  i s  t h a t  t e c h n i c a l  a s s i s t a n c e  personnel tend 
t o  use mild and accommodating t a c t i c s  r a t h e r  than  t ens ion  o r  c r i s i s  producing 
ones. Fourth,  a t  t h e  o u t s e t  of a  t e c h n i c a l  a s s i s t a n c e  p r o j e c t ,  l e a d e r s  a t  t h e  h o s t  
i n s t i t u t i o n  a r e  o f t e n  unce r t a in  of t h e i r  goa l s ,  a r e  more concerned wi th  main ta in ing  
e x i s t i n g  p a t t e r n s  and p r o t e c t i n g  t h e i r  own i n t e r e s t s  w i th in  t h e  present  system than  
i n  fomenting changes, a r e  unwi l l ing  t o  i n c u r  r i s k s ,  and tend t o  be pass ive  o r  i n e p t  
i n  us ing  t h e  resources  or  t h e  o p p o r t u n i t i e s  a v a i l a b l e .  F i f t h ,  i n  t h e s e  s i t u a t i o n s  
i n s t i t u t i o n  b u i l d e r s  must deploy a  b a t t e r y  of s u r v i v a l  and s e r v i c e  t a c t i c s  a s  we l l  
a s  change t a c t i c s .  S i x t h ,  t h e  i n s t i t u t i o n  bu i lde r  must be a manager par 
exce l l ence ,  who can a d j u s t  t o  unplanned consequences of a c t i o n s  taken a s  we l l  as t o  
unan t i c ipa ted  con t ingenc ie s ,  and who can a t tempt  t o  c r e a t e  o p p o r t u n i t i e s  t o  
f a c i l i t a t e  h i s  program, F i n a l l y ,  Esman concludes: 

The most genera l ized  p ropos i t ion  t h a t  seems t o  emerge a t  t h i s  s t a g e  
of i n s t i t u t i o n  bu i ld ing  r e sea rch  on t h e  ques t ion  of change t a c t i c s  is  
t h a t  t h e  i n s t i t u t i o n  bu i ld ing  l e a d e r s h i p  should a t tempt  i n  i t s  
t r a n s a c t i o n s  wi th  each l inked  pub l i c  t o  d i s t r i b u t e  o r  appear  t o  be 
d i s t r i b u t i n g  a  f a r  g r e a t e r  volume of b e n e f i t s  than of c o s t s .  The 
margin of b e n e f i t s  over c o s t s  must be s u b s t a n t i a l  because c o s t s  
( d i s s a t i s f a c t i o n s  or  t h r e a t s )  in. s t a t u s ,  r e s p e c t ,  s e c u r i t y ,  f i nance ,  
o r  scope f o r  a c t i o n  a r e  usua l ly  perceived t o  be f a r  more c r i t i c a l ,  
t r i g g e r i n g  defens ive  a c t i o n ,  than a r e  a n t i c i p a t e d  b e n e f i t s  t r i g g e r i n g  
suppor t ive  ac t ion .  Where a  wide margin of b e n e f i t s  over c o s t s  cannot 
be d i s t r i b u t e d ,  o r  where t h e  o rgan iza t ion  appears  t o  be under a t t a c k  
from a  major l i nked  i n s t i t u t i o n ,  i t  must not  h e s i t a t e  t o  d e f e r  some 
of  i t s  a c t i v i t i e s  which might be th rea t en ing  t o  an e x t e r n a l  group. 
I n  such cases  i t  must a t tempt  t o  d e a l  wi th  a few nega t ive  s i t u a t i o n s  
a t  a  t ime,  must focus  enough barga in ing  energy and resources  on t h e  



p o t e n t i a l  c o n f l i c t ,  and must be a b l e  t o  deploy enough power i n  t h a t  
s i t u a t i o n  t o  be reasonably c e r t a i n  of a  s a t i s f a c t o r y  outcome. This  
i s  simply t h e  s t r a t e g y  of keeping one 's  opponents divided and dea l ing  
wi th  them s e p a r a t e l y  r a t h e r  than  al lowing an  e f f e c t i v e  c o a l i t i o n  t o  
mobilize. (p. 4 6 9 .  

Severa l  s t r a t e g i e s  f o r  i n s t i t u t i o n  bu i ld ing  a r e  suggested. One i s  t h a t  r a t h e r  than 
c r e a t i n g  an  e n t i r e l y  new i n s t i t u t i o n ,  an  e x i s t i n g  one should be s t rengthened,  
un les s  (1 )  important  groups wi th in  t h e  s o c i e t y  perce ive  t h a t  t h e  e x i s t i n g  
i n s t i t u t i o n  i s  d ischarging  i ts  funct ions  inadequate ly  o r  is  neg lec t ing  a c t i v i t i e s  
which i t  should be performing, o r  (2 )  t h e  o r i g i n a l  i n s t i t u t i o n  i s  not  c a t e r i n g  t o  
emergent needs o r  demands wi th in  i t s  f i e l d  of j u r i s d i c t i o n .  When t h e  e x i s t i n g  
i n s t i t u t i o n  has a  widely d i f fused  i n t e r n a l  power s t r u c t u r e ,  t h e  appropr i a t e  
s t r a t e g y  would appear t o  be an  at tempt t o  c r e a t e  a  new u n i t  wi th in  the  e x i s t i n g  
i n s t i t u t i o n .  I n  s i t u a t i o n s  where both t h e  l e a d e r s h i p  and environmental f a c t o r s  a r e  
favorable ,  a  r a t i o n a l  approach t o  timing i s  t o  g ive  i n i t i a l  emphasis t o  bui ld ing  a 
s o l i d  and v i a b l e  organiza t ion  and then t o  cons t ruc t  r e l i a b l e  l inkages  wi th in  t h e  
environment. Only when these  l inkages  have been e s t a b l i s h e d  should t h e  r i s k i e r  and 
more d i f f i c u l t  t a s k  of r e s t r u c t u r i n g  t h e  environment and t r a n s f e r r i n g  norms t o  
l inked  i n s t i t u t i o n s  be attempted. When t h e  environment i s  e s p e c i a l l y  r e c e p t i v e  t o  
change, a  more apropos and c e r t a i n l y  bolder  s t r a t e g y  may be t o  f o s t e r  changes 
w i t h i n  t h e  environment before  l inkages  have been f i r m l y  e s t a b l i s h e d  and t h e  b a s i c  
organiza t ion  b u i l t  on a s o l i d  foundation.  


