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14. Evaluat ion Methodology 

Th i s  is  t h e  f i r s t  r e g u l a r  eva lua t i on  c a r r i e d  out  on t h i s  p r o j e c t .  A n  is- 

m € ~  paper  was prepared by t h e  USAID P r o j e c t  Manager and d i s cus sed  a t  

l e n g t h  wi th  PASA? p r c j e c t  personne l  and key GOB o f f i c i a l s .  The d r a f t  

PES was t h e n  prepared by t h e  P r o j e c t  Manager w i th  a s s i s t a n c e  from t h e  

USAID Evaluat ion Of f i ce r .  The PES Summary and List of Actions were 
b 

reviewed and agreed upon i n  a meeting which inc luded  t h e  Permanent 

Sec re t a ry ,  MOA; t h e  D i r ec to r  of F i e l d  Se rv i ce s ,  MOA; and t h e  USAID 

Di r ec to r .  

15. Ex t e rna l  Fac to r s  

The p r o j e c t  s e t t i n g  has  no t  changed bu t  was de sc r ibed  i n  over optimistic 

terms i n  t h e  PRP and PP. The PP i n d i c a t e d  t h a t  r e sea rch  c a r r i e d  ou t  by 

t h e  GOB and o t h e r  donors dur ing  1970-73'beemed accep t ab l e  a s  a c e n t e r  

of focus  f o r  a c rop  product ion program!' However, s e v e r a l  key elements  

of t h a t  "product ion package" were no t  w e l l  t e s t e d  and have n o t  been 

a t t r a c t i v e  t o  farmers.  For example, oxen have n o t  been used f o r  w in t e r  

t i l l a g e  due t o  l a c k  of dry-season water  supply a t  t h e  "lands." 

Also, e a r l y  autumn p l a n t i n g  is no t  p r a c t i c e d  due t o  s c a r c i t y  of d r a f t  

animals  and customary Botswana r e s i d e n t i a l  p a t t e r n s .  

The worldwide g r a i n  sho r t age  i n  1976-77 l e d  FA0 and o t h e r  donors t o  

encourage es tab l i shment  of S t r a t e g i c  Grain Reserve programs inLDCVs. 

OSARAC decided t h a t  Botswana's subsequent reques t  f o r  USAID a s s i s t a n c e  

i n  c o n s t r u c t i n g  s i x  S t r a t e g i c  Reserve warehouses should b e  f inanced  

from t h e  unused funds i n  t h i s  slow starting pmject. 

16. I npu t s  

a .  Technica l  Ass i s t ance  

A I D  was t o  p rov ide  6-112 and 3 person y e a r s  of long- and short - term 

a s s i s t a n c e  r e s p e c t i v e l y  t o  t h e  Crop Improvement Div is ion  (CID) 

formed by t h e  GOB i n  1975. Vain e f f o r t s  t o  l o c a t e  a u n i v e r s i t y  t o  

implement t h e  p r o j e c t  slowed --TA provis ion .  Although t h e  P r o j e c t  
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Agreement was s igned i n  August 1976, t h e  Chief Crop Improvement 

O f f i c e r  (CCIO), head of C I D ,  came t o  Botswans permanently only 

i n  February 1978 fol lowing two TDY's (June-August 1977; October- 

December 1977). A Crop Program Of f i ce r  t o  work wi th  t h e  CCIO 

a r r i v e d  i n  May 1979, 2 yea r s  behind schedule  a f t e r  s e v e r a l  candi- 

d a t e s  w e r e  r e j e c t e d  a s  unqual i f ied  and a t  l e a s t  one candida te  

accep tab l e  t o  t h e  GOB and USAID took another  assignment. 

The Crops Div is ion  has  s u f f e r e d  from poor l eade r sh ip  and has  not  

developed i n t o  a dynamic u n i t .  The Div i s ion ' s  annual  work programs 

a r e  s t i l l  inadequate ly  def ined  and adequate  lonr-range p l ans  have 

not  been prepared. S t a f f  p o s i t i o n s  f o r  t h e  new Divis ion have not  

been recommended by t h e  CCIO and thus  a r e  no t  y e t  e s t ab l i shed .  

The presen t  C C I O  is  a t a l e n t e d  r e sea rch  s p e c i a l i s t  bu t  has l i t t l e  

exper ience  i n  management and extension.  The GOB has  asked t h a t  h i s  

con t r ac t  no t  b e  renewed. H i s  GOB counterpar t  may become C C I O  but 

w i l l  need support  from t h e  Crop Pzogram Of f i ce r  and poss ib ly  an 

adv i so r  who would r e p l a c e  t h e  presen t  CCIO.  

The p r o j e c t  a l s o  f inances  a Crop Screening O f f i c e r  a t  t h e  Arable  

Lands Research S t a t  ion  a t  Sebele ,  nea r  Gaborone, who worked i n  

Botswana under an OPEX con t r ac t  from February 1977 through December 

1978. H i s  r esearch  work on maize, m i l l e t  and sorghum i s  on schedule  

i n  a l l  r e s p e c t s  (planning,  number and k inds  of experiments,  s t a f f  

t r a i n i n g ,  r epo r t i ng ) .  Addi t iona l  AID-supported research  on 

l e g ~ s / p u l s e s  and s o i l  and p l an t  g e n e t i c s  now appears  t o  be necessary .  

Short-term consu l t anc i e s  have been confined t o  two v i s i t s  by a s i n g l e  

- Seed S p e c i a l i s t .  H i s  a n a l y s i s  and recommendations have proved 

va luab le  t o  t h e  GOB which i s  p r e s e n t l y  f i n a l i z i n g  p lans  t o  upgrade 

i t s  Seed M u l t i p l i c a t i o n  Unit  with USAID (equipment) and UK (personnel)  

a s s i s t a n c e .  
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b. P a r t i c i p a n t  T ra in ing  

The p r o j e c t  included funds f o r  a  t o t a l  of 29 s tudy y e a r s  i n  t h e  U.S. 

and Afr ica  f o r  1 3  p a r t i c i p a n t s  (Agronomy - 6, Farm Management - 3, 

Extension - 2, Post Harvest - 2).  Only two p a r t i c i p a n t s  a r e  now i n  

long-term t r a i n i n g  (Crop Science, P lan t  Science).  A t h i r d  p a r t i -  

c ipant  has  r e tu rned  from a  short-term course (3 months) in g ra in  

s to rage .  MOA o f f i c i a l s  argue t h a t  q u a l i f i e d  candidates  - a r e  

a v a i l a b l e  but t r a i n i n g  programs have not  been developed by t h e  CCIO.  

There is a  s e r i o u s  need f o r  MOA review of t h e  types  of t r a i n i n g  

required.  For example, t r a i n i n g  a t  ICRASAT (funded by o the r  donors) 

has  proven of exce l l en t  q u a l i t y  and is of s h o r t e r  dura t ion  than 

t r a d i t i o n a l  U.  S. degree t r a i n i n g .  An updated t r a i n i n g  plan should 

be prepared t o  inc lude  t r a i n i n g  f o r  t h e  va r ious  components of t h e  

p ro j ec t  : (1) Research; (2) C I D ;  (3) BAMBIGrain Storage;  (4)  Seeds. 

c. Commodities 

A l l  p ro j ec t  commodities ou t l i ned  i n  t h e  PP have a r r ived .  However, 

a d d i t i o n a l  requirements (seed processing and warehouse equipment 

t o t a l l i n g  approximately $100,000) may poss ib ly  be procured through 

reprogramming remaining pro j  e c t  funds. 

The commodities ordered by OSARAC p r i o r  t o  t h e  research  t e c h n i c i a n ' s  

a r r i v a l ,  namely a  t r a c t o r  ( smal l  Farmall)  and an experimental p l o t  

p l a n t e r  a r e  of l i t t l e  o r  no  use. The t r a c t o r  is s o  underpowered it 

can ' t  p u l l  t h e  supp l i ed  equipment. The t r a c t o r  h i t c h  is not  s tandard  

with any o the r  research  s t a t i o n  equipment t h a t  might be  used. The 

p l a n t e r  de l ive red  can ' t  be adapted t o  experimental row widths 

necessary  and t h e  p l a n t e r  boxes a r e  no t  adaptab le  t o  s eeds  (corn,  

sorghum, e t c .  ) being used. The p l a n t e r  does not  a l low seed t o  f a l l  

properly.  A l t e rna t ive  uses f o r  t h e  equipment, such a s  use  on a  

h o r t i c u l t u r e  p ro j ec t  a r e  p re sen t ly  being explored. Other research  

s t a t i o n  equipment has  been made a v a i l a b l e  t o  t h e  Crop Screening 

Of f i ce r  f o r  h i s  work. 



d . Other  Costs  

The t h r e e  p r o j e c t  houses have been completed and occupied. 

These houses ( T Y P ~  105) a r e ,  however, sma l l e r  than o t h e r  

u n i t s  cons t ruc ted  under l a t e r  A I D  p r o j e c t s  ( ~ h a k a w e ' s )  and 

d@t be t r aded  t o  BHC f o r  Shakawe's t o  reduce p o t e n t i a l  

f o r  PASA tens ion .  The Crop Research Workshop is i n  u se  a s  

planned. Due t o  poor records  and a  s h i f t  i n  c o n t r o l l e r  

r e s p o n s i b i l i t i e s ,  l e v e l s  of expendi ture  f o r  budget suppor t  

of  t h e  Crops Div is ion  must be determined dur ing  an in-depth 

review by t h e  USAID C o n t r o l l e r ' s  o f f i c e ,  now underway. 

The g r a i n  s t o r a g e  (BAMB) a c t i v i t i e s  a r e  complicated. According t o  

t h e  PP, two u n i t s  were t o  be b u i l t  by September 1977 and t h r e e  

more by J u l y  1978 a t  a  t o t a l  c o s t  of  $120,000. ProAg 7 7 - 8 4  

(15 February 1977) provided $96,000 f o r  two warehouses and 

program support .  Although no t  c l e a r l y  s p e l l e d  ou t  i n  t h e  ProAg, 

it seems l o g i c a l  t h a t  approximately $66,000 was earmarked f o r  two 

warehouses, because under ProAg 78-633-4, $97,000 w a s  earmarked 

f o r  t h r e e  warehouses. The warehouses, b u i l t  under FAR procedures ,  

have not  y e t  been accepted by A I D  engineers  ( a l l  a r e  complete 

except  Moshupa which is scheduled f o r  Ju ly  completion) and no 

disbursements have been made. 

OSARAC, with A I D j W  approval ,  agreed t o  f i nance  an urgent  GOB 

r eques t  i n  October 1977 f o r  cons t ruc t ion  o f  s i x  S t r a t e g i c  Grain 

Reserve warehouses with funds ($199,000) from t h i s  p ro j ec t .  Sub- 

s equen t ly ,  t h e  GOB decided t o  r e l o c a t e  t h e  S t r a t e g i c  Uni t s  t o  

more i s o l a t e d  a r e a s  and asked A I D  t o  provide  an a d d i t i o n a l  $367,000 

f o r  c o s t s  of o f f i c e s ,  f enc ing ,  s i t e  p r epa ra t i on ,  e t c .  S ince  FAR 

procedures  had been u t i l i z e d  and a d d i t i o n a l  funds were no t  a v a i l a b l e ,  

USAID suggested t h e  GOB t u r n  elsewhere f o r  a s s i s t a n c e .  The GOB/ 

BAMB has  n o t  y e t  s e l e c t e d  b u i l d i n g  s i t es  nor  furn ished  f i n a l  de s ign  

and s i t e  p l ans  f o r  review by an  A I D  engineer .  USAID has recommended 

t h a t  BAMB s e l e c t  a q u a l i f i e d  p r i v a t e  engineer ing  f i r m  o r  u se  t h e  

MOW t o  supe rv i se  cons t ruc t ion .  
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17. Outputs and EOPS 

a.  By 1981 t h e  Crop Improvement Divis ion (CID) w i l l  have t h e  i n s t i -  

t u t i o n a l  capac i ty  t o  i d e n t i f y  and r e a c t  t o  o p p o r t u n i t i e s  i n  

dryland crop development It w i l l :  

(1)  Recommend ( a )  p o l i c i e s  and programs r e l a t e d  t o  crop 

product ion;  (b) c rop- re la ted  experiments,  s t u d i e s ,  and 

a n a l y s i s ;  and (c )  p o l i c i e s  and programs i n  support of 

Botswana's needs f o r  seed m u l t i p l i c a t i o n  a c t i v i t i e s .  

(2)  Prepare and implement a long-term crop development plan. 

(3) Coordinate  and provide l i a i s o n  w i t h  o t h e r  donor-funded 

a c t i v i t i e s  r e l a t e d  t o  crops,  t h e  A g r i c u l t u r a l  Research 

and F i e l d  Serv ices  D iv i s ions ,  BAMB, and i n t e r n a t i o n a l  

crop r e sea rch  i n s t  it  u t  ions .  

(4 )  Assemble t h e  necessary  s t a f f  from t h e  Minis t ry  a s  a t a s k  

f o r c e  - t o  address  p a r t i c u l a r  problems and design and 

support  execut ion of p ro j  e c t  s. 

(5) Support t h e  t r a i n i n g  of f i e l d  s t a f f  i n  crop product ion 

opera t ions .  

(6) Evaluate  c rop- re la t  ed a c t i v i t i e s .  

Comment 

C I D  is  f a r  from ga in ing  t h i s  capac i ty  and, a s  no ted  above, t h e  

Divis ion has  no long-range management p lan  f o r  improving i t s  capa- 

c i t i e s .  A s p e c i a l  t a s k  f o r c e  (not inc lud ing  CID) has  been set up 

i n  MOA t o  prepare  an Arable  Lands Development Program (ALDEP) over  

a two-year per iod.  While no t  involved i n  designing ALDEP, C I D  w i l l  

have a c r i t i c a l  r o l e  i n  i ts  implementation. 

C I D  ha s  been e f f e c t i v e  i n  conducting f i e l d  t r i a l s  i n  t h r e e  reg ions  

of Botswana t o  test elements of p o s s i b l e  a r a b l e  l ands  t e c h n i c a l  

packages and has  provided important recommendations on improved 

seed m u l t i p l i c a t i o n  a c t i v i t i e s .  



b.  Botswana will have a substantial research base proven in trials 

and demonstrations in many parts of the country, in which to 

build a national cereal and crop program. This technology will 

be institutionalized into extension training. 

Comment 

l'he project's input of a Crop Screening Officer for sorghum, millet and 

maize has given a small but important boost to Botswana's research program. 

Although diagnoses vary and little hard evidenceois available, it appears 

clear that many key research questions concerning a basic arable "package" 

remain unanswered. The GOB,'MOA has requested TA for sorghum/millet, legumes/ 

pulses, plant genetics and soil fertility research from the US. Linkages 

between research and extension training are not clear. The concept of a 

simplistic "packageqt is also very doubtful. 

c. A basic core of trained (local) technicians will be assigned to 

crop-related positions in the MOA. 

Comment 

The CCIO is working on a day-to-day basis with a qualified counterpart. 

As noted above, few candidates have been identified by CID for training 

although the MOA insists that several qualified personnel are available. 

The MOA/CID should prepare a long-term staffing and training program ASAP. 

d. Five 1000-ton capacity grain storage warehouses operating with 

personnel trained in storage management. 

Comment 

Four of 5 warehouses operating. No in-country training in storage 

management financed by USAID to date. 
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18. Purpose 

The p ro jec t  purpose i s  twofold. The primary purpose w i l l  be t o  

s t a f f  and t r a i n  a Crop Division i n  program development and opera t ions .  

The subordina te  e f f o r t  w i l l  be t o  expand crop research  (major 

emphasis on sorghum) t o  supplement GOB and o the r  donor-supported 

e f f o r t s .  

Comment 

End-of-Project S t a tus  (EOPS) a r e  described along i n  t h e  Outputs i n  

t h e  o r i g i n a l  PP logframe and i n  t h i s  document and thus  w i l l  not  be 

discussed again here.  A s  noted above, progress  i n  developing a 

s t rong  Crop Division has been disappoint ing.  Leadership i n  t h e  

Division w i l l  have t o  be s trengthened and a plan f o r  developing t h e  

Division prepared and agreed upon by t h e  MOA. 

Aid-f unded s t a f f  should show g r e a t e r  i n t e r e s t  i n  i d e n t i f y i n g  candidates  

f o r  t r a i n i n g  and developing t r a i n i n g  programs i n  t h e  U.S. o r  Afr ica  

f o r  t h e s e  f u t u r e  C I D  s t a f f  members. The p r o j e c t  has met its very 

l imi t ed  r e sea rch  ob jec t ives  and with h inds igh t ,  one can argue t h a t  

more emphasis should have been placed on research  ( l e g ~ s / p u l s e s ,  

p lan t  gene t i c s ,  s o i l  f e r t i l i t y )  i n  t h e  PP. 

19. Goal 

The long-term g o a l  of t h e  GOB is t o  develop a crop system a c c e s s i b l e  

t o  resource-poor farmers with pa r t i cu la r . emphas i s  on c e r e a l s ,  

p r imar i ly  sorghum, t h a t  w i l l  be more product ive per u n i t  of input  

and minimize r i s k s .  
1 

Coment 

Botswana's y i e l d s  a r e  among t h e  lowest i n  t h e  world and most r u r a l  

households a r e  engaged in s e v e r a l  o the r  income-generating a c t i v i t i e s  



(livestock, South African mines, urban employment in Botswana, etc.). 

Returns from crop production have not been sufficiently attractive 

for households to .risk large amounts of capital and labor on farming. 

Despite the country's semi-arid climate an.1 erratic rainfall, there 

are many who believe that increased crop production is essential to 

increased rural incomes and rural employment and can be obtained via 

a major new program entitled Arable Lands Development Program (ALDEP). 

Planning for ALDEP is being coordinated by a special task force within 

the MOA. While many technical and economic constraints require 

resolution, it appears likely that crop system(s) can be developed 

which will prove attractive to small farmers, although subsidies 

might be required, at least initially. 

Beneficiaries 

The PP anticipated that 60-70,000 low income rural families would 

benefit from the project through increased crop yields and hence 

increased income as a secondary effect of the institution building 

activities of the project. 

Commcbn t 

l'hcrtb is nG reason to believe that many rural families have benefited in 

any substantial way from the project as yet. For the anticipated benefits 

to occur, the CID will require major strengthening during the remainder of 

the project life. 

27. Unplanned Effects 

None to date. 



,>., 
L L . Lessons Learned 

a. USAID and the GOB must more carefully evaluate the management 

capacity of expatriate personnel whose functions are to build 

an institution while providing the high-level technical 

expertise. 

b. USAID must be more realistic in understanding that a project's 

size will affect its attractiveness to universities. In this 

case, many months were lost in selecting an implementing organi- 

zation because the project, with just two positions to be 

filled by the contractor, was not large enough to interest a 

U.S. university. 

c. OSARAC staff was too overburdened with regional project design 

responsibilities to adequately monitor implementation of this 

project. Once again, AID has not seen fit to staff up suffi- 

ciently to ensure the value of the investments. 


