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I. SUMMARY
A. Objectives

The project objectives ware changed after its initial design in 1980.
Based on a Salvation Army model in Kenya, the initial objectives of the pro-
Ject wvare: '

"“To establish a 4~H program in SO primary and secondary schools

in the Bas-Zaire and Bateke Plateau, 25 the first year, and 23

the second year. These schools ar2 managed for the GOZ by the
Salvation Army. The activity is chiefly aimed at encouraging

young people in this rural area to become involved in productive
agriculture as an alternative to wage employment. Through practical
demonstration and a loan system of seed and hand tools to club
members, 2,500 young people will be involved In home garden

projects and should be self-supporting at the end of two years".

In February 1982, project activities were moved from a school sutting
to a farming site in another zone of Bas-Zaire, but still within the Salvation
Aruy's established radius of activities. Several factors prompted this change
in project objectives and approach: '

1. School children finished classes in the early afternoon and had
to walk home, then were tired and had studies that preempted time for working
in the gardens.

2. School children found work in the gurdonlphyatcallydonandins;
they had no incentive to work in the fields especially when, with a diploma,
they could venture to the city for (presumibly) less ardious labor.

3. The Zairian teachers at Kasangulu resisted participation in project

activities.
4. Home gardens are usually cultivated in the dry season which coincides

with the school vacation.
S. The considerable distances between the schools made activity

monitoring difficult,

B, End of Project Status
The young farwer's project, under the daily supervision of Salvation

Army and Peace Corps personnel, has established 10 agricultural clubs in
Bas-Zaire with approximately 200 members. Sueds and hand tools have been

distributed smong the members, and farmers have received guidance in the

implementation of bettsr agronomic practices.



The IRT grant agreemsat was signed on May 15, 1980. The terwination
of project financing (PACD) wvas December 31, 1982. The dollar grant fuunds
budgeted were $18,000, of vhich $17,000 were axpended. The local currency
budget was for 269,000, all of wvhich vas expended. The Salvation Army
contributed an additional 227,800 for construction materials, a motorcycle,
and local staff salaries. Thu Peace Corps supported the .costs of

one motorcycle and one volunteer.

C. Findings
1. Experience proved the original project objectives to be .

unrealistic. The shift of the project site from the Kasangulu zone to
Mbanza-Nzundu, and the project's redirection from school children to
farmers, enabled the realization of the project's revised objectives.

2. The number of clubs (10) is two less than the number targetted
(12) in the project objectives of May 1981. However, 14 villages have
subscribed to participation in the project. Hence, this proj.c;.objuctivo

has essentially been achieved. _
3. Project management - by USAID, PC, and the local Salvatiocn Aray -

has generally been satisfactory. The greatest problea was with the SAWSO
(Salvation Arwy World Service Organization) office in ita tardiness in
providing timely financial and activity reports.

4, The project has tralned a local SA officer in program managesent.
Training in financial manegement is still needed. .

§. Thc project truck has proved to bs a mixed blessing. Its
maintenance hus exhausted much of the PCV's time and patience. The PCV's
training of one officer in mechanics may help ensure proper vehicle oparation.

6. As originally designod, the hand tool/seed distribution activity
vas pot succeosful. The dire~ticn of this activity has recently shifted to
the sale of toois and seeds rsther than their extension on credit. This tack

seens to be more successful.



7. Club leaders were trained and they accepted responsibility for
their duties. Thus they became an intcgral part of the success of the
project, to the degree that it accemplished its objectives.

8. Club members and the project headq artera have begun cultivation
of improved varictiea of manioc received from PRONAM.

9. Improved agricultural practices have been communicated to club
lenders at workshops and in regular visitse by the project managers. The club
menbers are taught how to implement the new agricultural practices. Both

leaders and members have been receptive.

I1. SUSTAINABILITY
The projact activities, as redofined to meet the revised goels and

objectives, are more than a year behind schadule. The establishment of
the project center at Mbanza-NamJu and the beginning of club forwation
1o the outlying areas was not undervay until February 1982. This was more
than a year after the project officially began. The first year's sctivities
did not contribute directly to achievement of the objectives set for the
second year. Therefore, at lcast an additional year of project activity is
necessary before achievements can be properly assassed in light of the new
criteria. In addition, the project's second objective vas significantly
revised in January 1983. The Jistridbution of seeds and tools will henceforth
be on a cash rather than loan basis. Therefore, although the year 1982 can be
seen as 4 learning period in this activity, it will be at least another
year before the effectiveness of this new approach can be determined.

The design of the project assumed the continuing support of
the Salvation Army. Provisions were not made for the disengagement of
this support. An evaluation of sustainability must thercfore exasine
vhether the Salvation Aray is capuble of continuing project activities

wvithout further sssistance from USAID.



A. Organization
At the present time, the project activities rely on the support

of the Peace Corps and Salvation Army to carry out the functions of managemant,
planning and direction. The Salvation Army's role is more critical to
the day-to-day operations of the project than' that of the Peacs Corps.
The organization of the project at all levels corresponds to that of the
Salvation Army. The Saivation Army provides logistical, financial and
technical support from its bases in Kinshasa with bLackstopping from
Washington DC. Lt. Mukoko. a Salvation Army officer, handles the day-to-
day project managemant. He is based at the project center in Mbanza-Nan,
Bas-Zaira. At the village level, all club managers are Salvation Army
officers. Also, most club members are Salvation Army members although
this 1s not a club membership requiremant. The villages chosen for project
participation ara characterized by a utrong Salvation Army pressence.
The Peace Corps volunteer with the project, Tom Jeffries, has
pleyed & role in the following areas:
1. Assistence to Lt. Mukoko on conceptualization of the_ptojoctl'l
strategy;
2. Assistance in financial management;
3. Respousibility for maintenance of the truck and motorcyclesi
4. Assistance to Lt. Mukoko in day-to-day operations such as
purchasing and distributing tools, and adainistering the
training prograss.
Jeffries believes that Lt. Mukoko 1s capable of handling ares
four alone although a project managemant tesm of tvo people 1is useful
to handle emergency breakdovns and so that one may substitute
for the other ss needed. Tha second psrson does not need to be a PCV.
In January 1983, Lt. Mukoko began handling area two alone. Jaffries
believes that with one more year's experience, Lt. Mukoko will be
capable of handling areas one and four as vell. However, he would
recomsend the sssignment of an sesistant project manager to be trained

by Lt. Mukoko.



The problem area is number three, the maintenance of the pick-up truck.
An American vehicle (International Harvester), it is difficult to maintain,
particularly in Mbanza-Ngungu. In fact, vhen the USAID evaluation team
visited the project site, the vehicle was inoperable and could not be used
to vieit the clubs svay from the Center as had been planned. The
Salvation Army is not sanguine about its capacity to maintain the pick-up
vithout assistance. The truck is used to carry out the important task of
distributing seeds and tools to village clubs. For the time being, the
PCV vill continue to take responsibility for the pick-up'e maintunance.

He expects that revenues from the sale of seede and tools can be used

to support the coste of vehicle operatioa and maintenance.

Without the PCV's assistsnce, the day-to-day project managesent
taskr probably could be handled by Lt. Mukoko except for the maintenance of the
vehicle.Miintensnce would occupy a great deal of hia time and probably
would reduce the lavel of his efforts elsevhere. Also, Jeffrieo questions
wvhether the Salvation Army will have the time, interest and capability to
maintain the vehicle.

The Salvation Army must determine vhether it 1s willing to commit 1its
time end resourcee to the maintensnce of the truck. Lt. ﬁukoko or a
designated assistant should receive further trainin; im vehicle maintenance
{f that I3 to be a countinulng function of thetr work,

If these steps are not taken, either the Salvation Army vill have to
commit one of its other vehicles (more suited to the environment) to the
project or the pick-up vill be useless and the major activity of the
project (extension work) will come to e halt.

If the main thrust of ths activity i.e. the purchase and resale of
seeds and tools to village club members, is to survive, it is apparent
that the structure of the Salvation Army must remain intact for the
indefinice future. Examining the project approach used by the Salvation
Army, the evaluation team found that it-vas succeseful in utilizing
locsl resources and training local manpover. The project's organization
has beccoe an integral part of the village organization, and village
farmare nlay a subecantive role in the succese of the activity. Inun-
puch a4 the redesigned project works largely vith Salvation Army sambers,
the durability of project organization 1s as likely aw that ol the Salvation

Army's vrpanization,



Civen the Salvation Army's history of a viable presence
in Zaire, it is likely that it will be sble to maintain necessary orgsniza-
tional support for this activity for the foresseable future.

B. Personnel

As the avaluation team vas able to interview only one of the tea
club managers, the findings regarding personnel are largely based on
conversatione with Lt. Mukoko and PCV Jeffries. All club managere ere
Salvation Army officers as well se local village residents. These two
characteristics coiplcnnnt one another and contribute to the manager's
abiliey to function successfully. As a Salvation Army officer, the
club manager is accountable to the Salvation Army for his actions.
Such values as honeety and productivity, vhich are stressed by the
organization, act as a countervailing force to any tamptation to mismanage
the project's resources f%or personal profit or gain. In addition, as a
local resident rather than an outsider, the club manager has a rspport
vith his fellov villagers that permits him to be sensitive to their needs
and custoss.

The tasks of the club manager include:

1. Distribution of seeds .nd tools. This includes recording

quantities discributead aud collecting payments from the villagers.

2. Organization end direction of loctingi of the club members vhere

the club managers describe and demonstrate improved sgricultural
practices.

3. Regular vieits to the club members' gardens in order to assess

progress and provide technicsl assistance.

The clud mansgers spend an aversge of two days per veek carrying out
these tasks. According to Jeffriee and Mukoko, the managers have succesa-
fully carried out their tesks except for the letter pert of number one
(1.e. collecting payments). It appears that, vhen the seeds and toolas
vere distributed on s loan basis, the villagers considered thum gifoe
(this 1s further discussed belov under financial nuatninvbillt}).

Overell the club managers have so fsr been able to recover only about 14X

of the coats of the gooda.



Most club members are Salvation Army members, However, this affiliation
apparently has not provided sufficient incontive for thes to pay for the
goods when the latter are exterded on credit. With the information
available to the evaluation team, it ie difficult to assess vhether the
cludb managers could have more effectively enforced the system.

The project management etaff has provide ] training workshops for tha
club managers. This vas a positive iniciative not planned originally. Two
workshops vere held during 1982: one focused un dry season crops, mainly
vegetablcs, and one focused on rainy season crops, mainly manioc. In sddition,
a wvorkshop vas held in January 1983, which focused on administration,
strategy and morale. The club managers have gained valuable skills vhich
can be transferrsd to the village members.

The incentive to the club managers to participate is two-fold: firet,
as Salvation Army officers, they are fulfilling their responsibility to
serve; second, they receive free seeds and tools. PCV Jeffries expressed
mixed feelings sbout the motiviation and morale of the managers. The club
sanagers have carried out most of their assigned tasks quite well. Howevsr,
the focus of the January workshop on morale appsrently reflected an avareness
of a need to bolster morale. .
Except for the failure to xecover the costs of the seeds and tools distributed
last year, it sppears that the club managers have demonstrsted their
capacitias for carrying out their responsibilities in the futurs. The
defictency in collections is being sddressed by redesigning the distributiom
of seeds and tools to be on a cash basis only.

Lt. Mukoko has dsmonstrated the potential for carrying out the day-to-dsy
managemsent of the activity. He successfully led three training wvorkshops

for the club managers. He also shared the responsibilities for organization

and financial management with PCV Jeffries. Lt. Mukoko will be taking

greater responaibility for these tasks in 1983. PCY Jeffries will detach

himself from the project except as an sdvisor so that Lt. Mukoko will be
prepared to taks over all aspects of project managemant without further
assistance vhen Jeffries coacludes his ascignment. It is important that

Lt. Mukoko, although quite capsble himself, bu uble to draw upon the support of ¢t

Salvation Army organisation aa nseded.



PCV Jeffries has done an impressive job of helping to organize and
launch a program in only 10 months. The entire program vas redesigned and
a nev foundation laid. He also has desonstrated a graat deal of adaptability
and persaverance in project management. Realizing that the loan program
concept was pot visble, he and Lt. Mukoko etructured a different approach.
The maintenance of the truck has taxed his time, yet he has managed to
improvise when necessary in order to keep the truck running. He maintsinsg
that the choice of this truck, unsuitable to Zaire (given the unavailability
of spare parts and machanica with experienct_gf IH vehicles), reprusented a

sericus planning flaw. Jeffries feecls that at the end of 1983 the projcct
wvill continue to function without further Peace Corpe Assistance.

C. [Financing
Pinancially, the project has failed to become demonstrably self-

sustaining. Of 10,000Z spent on seeds and tools, only 21,400 has been
recovered from the club members. The project managers studied thia problem

and made the decision to change the salas program from a loan to a cash-only
basis. They believe that the villagers are not ready to accept the concept

of credit; goods given to them on credit are perceived as gifts. Altcr harvest,
vhen the club managers visit the members, the latter -attempt to evade paymeuts.
The problem is not & cnsh shortage or harvest or_ market failure (marketing
trucks come by the villages looking for "improved"” vegetables to sell in
Mbanza-Nzundu). Since the mambers cultivate private gerdens, it 1is difficult
for the club managers to monitor their harvest. The cash purchase method
appears to be more workable in all respects. At the tims of the evaluation,

it had been in process for three weeks but the village members already were
purchasing the goods for cash. In fact, the project managers expect to recover
most of the 210,000, for a member cannot purchase nev seeds or tools without
paying his debt. Since the project goods are purchased in Kinshasa, they

are significantly cheaper than 1f they were purchased in Mbanza-Nzundu.

Tor exsmple, a package of seede is sold by the project for 8 Zairea (Z7 for
purchase cost and Il for transport), whereas, in Mbanza-Ngungu, the same



seed package sells for 220-25. The tools have been purchased either vholesale
from UMAZ (Kinshasa) or fabricated by a Salvation Army hlacksoith in Kinshasa.
The cost to the participating cludb member is only a fraction of the retalil
cost in Mbanza-Ngungu.

The evaluation team was not able to assess directly the financial
viability of the members' private gardens. It is the opinion of the project
managers that the gardens are generating income for the following reasons:?

1. There have not been any complaints by the sembers about harvest or

market failures.

2. Fleld inspection of club member gardans showed that they vere
producing the improved varieties of vegetableas.

3, The project managers
repurt  that there clearly is a market for these improved
varieties. Merchants' trucks visit the villages reguiarly.

4, The club members have demonstrated an interest in continuing to
participate in the program even vhen they must purchase the seeds
and tools for cash.

The evaluation tesam recommends that the club managers in the villages

be trained in methods of simple data collection so thst the progress and
impact of the club gardens on sambers' incomes can be measured.

111. PROJRCT OUTPUTS
The revised project objectives of May 1981 are as follows:
1. Establishment of 12 young farmer clubs in Bas-Zaire with spproximately

140 total membership.
2. Establishment of a loan program for seeds and hand tools to the cluba

vith repayment at the end of the year.

1. Club Organization and Membership
As of December 31, 1982, ten clubs had been established with 14

club lesders and 196 members ss shown below!
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Club Sitas Laaders Members
Mbanza-Nzundu 1 6
Kintanu (last club formed,

14 Decesber 1982) 1 25
Kilumbu 2 24

Kintumba (first cludb formed,

17 Pebruary 1982) 1 15
Lovo 2 17
Mvala-Kisende 1 a2
Mbanza-Nzundi 2 . 22
Mani 2 25
Nkusu 1 13
Sombala 1 27
Total 10 | 14 196

Two more villages have been added to this list since December 1982. On
of thess villagas has 35 club members. Any village that expresses a sincere
interest in joining the project can apply for club membarship.

Clubg are located within 50 km radius of Mbanza-Nzurdu. The projact
sanagers visit each club once or twice a month, or more often if requasted.
Club members are both women and men, with a ratio of approximately 1l:4,

All members of the Mbanza-Nzundu club are women (although the club leader
is male). Capt. Mettler of the Salvation Army, Kinshasa, explained that
contrary to traditional practices, men are now working in the fields,
(particularly if the work is not too laborious). PCV Jeffries noted that
the men have much more "free" tiwe than the woman. All present club leaders
are men, slthough women are not restricted from being chosen as leasdsr.
The posicion of club leader bestows some status, and leaders receive free
tools, seeds, training and lodging at the workshops. They are not salaried
and must hava snother occupation for their livelihood. So far all the
leaders have been Salvation Army mesmbers who are committed to'uugtoua
service. ’

The club leader at Mbanza-Nzundu is also the trained and aalaried
gardener for the Center's demonstration gardens. He mansges the project

hasdquarters vhen the project menagers are traveling to their extensiom



posts. Interested individuals other thun club members may visit the
desonstration gardens to vievw the agricultural techniques. Thus, the
project benefits from added exposure.
2. Seed and Tool Distribution
The loan program for seeds and hand tools was not successful. The

villagers apparently could not understand the concept of a credit programs.
They tock the "free" seeds and tools without comprehending the obligation
for later repayment.

Three deliveries of tools and seeds have been made to the clube.
Project wanagers deposit t*e commodities with the club leaders according
to the individual club's vritten, advance order. The club leaders are
responsible for the subaequent gale to the club members, the collection
of money, and the presentation of the recorded sum to the project manager.
Club members who received tools or seeds previously on credit (names have
been recorded) must reimburse the project for those items prior to purchasing
additioncl seeds or tools. The availability of low-cost tools and seeds
seems likely to ensure repayment of prior loans. Under the present salss
system, records are kept on the names of purchasers, items purchased, prices
and date of sale so that commodities cannot be purchased in quantity by one
pamber and resold. Prices .2flect the actual wholesals cost plus a small
markup to cover transportation costs. Tools and seeds are brought &1rect1y
to them, thus saving the villagers time and energy ‘in addition to monsy.
The sales progras has beean successful so far. For exasple, 64 vatering cans
vere sold in the first tvo wveeks of the program. Hand tools offered for
sale include machetes, watering cans, large hoes and rakes. Tools are
usually purchased in Kinshasa at UMAZ or Chanimetal. Seeds include
"hqrekuteku" and Chinese mustard grecns which are cultivated locally,
specifically for seed production, or importsd carrot, cucunber, lettuce,
and grsen pepper sesds. The project ia aloo experinenting with {mported
wvhite celery and melon seeds in the demonstration gerden. The msjority of
imported-seed crops and some fruits (pineapple and papaya) sre produced
for ssle, vheress traditional crops such aw greens, local eggplant, squash,

bananas and mangoes are primarily consunad by the farwer snd his fanily,



IV. OTHER INDICATORS |
A. Technical Appraisal
1. Prom the observation mads of the participating farmors' fields,
it was established that the project succeeded in making appreciable progress
in a comparstively qhort tioms. It has demonstrated a capacity to transfer

isproved techniques to the member farmers. The project has besn able to
orinnixc fisld trisls in many places. With the assistance of the project,
four villages have benefited from the curtings of improved varieties of
manfoc, distributed by PRONAM, vhich are used for field trials on the
pembers’ fields. It 1is not yer possible to ascortain the degree of
superiority of the twproved verieties over the traditional varieties.

2, The project aluo has transferred practicul techniques of
improved cultural practices to the club members. In particular, the members
are planting their crops in rove perpendicular to the slupes of the hills.

This 1s an important step since most farmers continue to plant their crops

vithout regard to contours, _ thus contributing to erosion and the
loss of fertile layers of soil. The health of the plants of the Hbanza-Naundu

club members' plots vas much better than that of non-participating villagers'

plants.
3. With the assistance of the project, thersa has developped a

spiric of organized wvork among the club mesbers. Thie has tncreased thelr
capacities to improve their market gardeans and led not only to incressed

consumption but aleo to {increased income for the member farcars.

4. The projact hs s had the advantage of Lasing ite activitiss in
the heart of a local organization. Yor t! + determivation of the placaa for
tha demonstration gardens, the project collaborated with the village chiefs.
This collaboration is tmportant for the continuity of the projact. The
project dissaminates technical advice to the members on the following

N SO {n addition to leguwen: manioc, comm, bananss, eesspe, beans,

and sountain rice.
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B. Ispact
So far there has been pinimal impact of project sctivities on the

local econoxy. During the ten wonths since the revised project objectivea
vers sstablished, thers has been only one harvest. The effeocts of the
vorkshopa for club leadsrs, and their aubsequent instruction of menbers,
have not been measured. The local project mansgers believe that food
production hss {ncreased for some members but that they are afraid to shov
or mesasure thair better harvests for fear of being forced to repay their
loane or for fear they would bes vieved ss euccessful and thus deserving

no further sssistance. Many productive gardena are reported.

The nutritional impect of the project is also difficult to assess
because of the lack of relevant {nformation. The majority nf the legumss
planted are of an teproved type. The eceds originate {n Europe. The
demand for thess vegetables {8 largely smong the expatriate comounity and
urban Zsirlans. FYor the most part, thess ¢frops ara eeen as cash l:iups
cult{vated {or the purpose of genurating income rather than incressing or
{mproving coosumption. Hovever, the project manajers have observad the
consumption of scee of thesa vegetablea (such 2s carrots) by the cultivators,
Also, the mesbers cultivsts local varieties of tomwatoes, onions, and sggplanta
for their own consumption.

The cvaluation taosm euggcets that a system for pertineat dats collection
be planned by the project managels. The club managers could be the
anuserators after beicvyg trsined in sinple methods. 1n this vay, the impact

of the project ectivitiss on nutritional levels and Income aight bd‘pngguted.

€. Outreach/PRONAM Casusva Program
The collaboration betwesn PRONAM and the projsct reprasents &

mutually revarding relativnahip. The project clube are a good vehicle
through vhich PRONAM can teal the adaptability and productivicy of lmproves
vartet lea. Movever, the potential succesa of this cutreach has been

listted by the folloving tactorsi
1. Tha farsers are suspicious of lnnuvations. 1t hem bean reported

that sowme farmare sell the cessave cuttings tathar than cultivate them.



2. PRONAM does not seem to pubiicize its activities well enough.,
The farmers are not surficiently fumiliar uith PRONAM to participare full
in outreach efforta.

3. PRONAM racently reduced the number of cuttings distributed to
the project. This has obliged the project to reduce the number of cassava
demonstration plots from seven to four.

4. PRONAM bases its cultivation on the use of fertilizer whereas
the local farmers do not; therefore, expectstions are different for the
productivity of the improved varieties.

Closer working relationships between the project and PRONAM might
help to alleviate these constraints.



