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Attachment ' 

Action Decisions Approved, by Mission 
(Actions Required). 

Name & Position of 
Official Responsible 

for Action. 

Date to be, 
Completed., 

1. BARC/IADS and USAID should review the fiscal situation, 
siGit targets for scientific/administrative accomplishments 
& budget, and self-consciously use the annual work and 
financial plan progress to allocate resources to various 
program areas. 

Dr. Ekraul Ahsan 
Acting Chairman, 
BARC. 

September 
1985 

Initial Status (30 June'85): Agreed. It may be 
noted that IPSU is no longer relevant to the 
Phase II (USAID) project. 

Current Status (19 Nov. 85): Contract amendment, 
annual work plan and financial plan have been completed.. 

2. GOB/BARC should establish an effective Training Division 
at BARC as expeditiously as possible. The Team also 
recommends that both IADS and USAID use resources at 
their command to assure execution of the manpower 
development program. 

-Dr.Ekravul Ahsan 
Acting Chairman 
BARC. 

Initlat.d i 
October, 19 
and corntinu 

Initial Status (30 June 85): Agreed by Project 
Advisory Committee. 

Current Status (19 Nov. 85): BARC has initiated 
Manpower Development Planning. The World Bank has 
provided a Training Specialist under a separately 
funded project. 

3. While the World Bank is financing additional con-
struction, BARC/GOB 3houid consider renting temporary 
office space. 

Dr. 'Ekramul Ahsan 
Acting Chairman 
BARC.. . 

Septembcr, 

Initial Status (30 June 85): USAID will look into 
the possibility of diverting $40,000 for minor 
construction for office accommodation. 

Current Status (19 Nov. 85): Office space prob
lems have been partially resolved by BARC. 
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4. 	BAFC/IADS and USAID should review the maintenance 

policy under ARP-II, determine whether it is causing 

under-utilization of AID-procured equipment, and set 

a policy accordingly. 


Initial Status (30 June 85): Agreed. The USAID!
 
ARP-II project should take care of installation and
 
maintenance of equipment procured under the project
 
during the project period.
 

Current Status (19 Nov. 85): BARC is presently
 
implementing a commodity inventory which requires
 
utilization of spare parts.
 

5. 	BARC, based on priorities for research programs 

established,in NARP and other available sources, 

should make an indicative allocation of available 

contract research funds to the various program
 
areas, holding some portion in reserve.
 

Initial Status (30 June 85): Agreed by the
 
Project Advisory Committee of BARC.
 

Current Status (19 Nov. 85): Reallocation of
 
contract research funds-will be completed by
 
December, 1985.
 

6. 	BARC should re-establish technical committees for 

each program area (We understand this is now 

being done informally, but to be really effective, 

and so the research system can understand what is
 
going on, the arrangement should be formalized)
 
and these committees should meet quarterly.
 

Initial Status (30 June 85): Agreed by the Project
 
Advisory Committee.
 

Current Status (19 Nov. 85): The recommendation
 
has been completed
 

7. BARC should consider revising the manual for contract' 
research. . 

Initial Status (30 June 85): Agreed by Project'-

Advisory Committee.
 

Current Status (19 Nov. 85): The Member Director
for Planning and Evaluation has been advised to
 
follow through with this recommendation.
 

Dr. K. Azharul uaq Un-going
 
Member-Director
 
of Engineering,
 
BARC.
 

Dr. Ekramul Ahsan December, 191 
Acting Chairman, 
BARC. 

Dr. Ekramul-Ahsan September, 1 
Acting Chairman, 
BARC. 

Mr. M.A. Quddus December, IS 
Member-Director of 
Planning and 
Evaluation, BARC. 



8. BARC should ensure that its contract ri"research project

monitoring and evaluation responsibilities are 

carried out. 


Initial Status (30 June 85): System is in 

operation but needs strengthening. 


Current. Status (19 Nov. 85): BARC is following
 
through with recommendation.
 

9. BARC should ensure that new contract'research funds 

from the World Bank and other donors are administered 

using uniform proposal approval, monitoring, and 

evaluation procedures, with 1ADS Specialist assis-

tance when necessary.
 

Initial Status (30 June 85): Agreed by Project
 
.Advisory Committee.
 

Current Status (19 
Nov. 85): BARC is now imple
menting recommendation.
 

10. BARC should assure that the results coming out of 

contract research are appropriately utilized in 

the research system and particularly in the extension 

system.
 

Initial Status (30 June 85): Agreed by Project
 
Advisory Committee.
 

Current Status (19 Nov. 85): The National Tech
nical Coordination Committee is utilizing informa
tion and research results are now being utilized
 
by extension personnel.
 

Mr. M.A. Quddus, ContOi$ing
Member-Director of Bai!s
 
Planning and Eva
luation & the
 
Member-Director of
 
the concerned area,
 
BARC.
 

Mr. M.A. Quddus, November, 191
 
Member-Director of
 
Planning and Eva
luation, BARC
 

Dri Ekramul Ahsan Continuing
 
Acting Chairman, Basis
 
ARC
 



11. 	BARC/IADS should carry out a systematic study of the 

response of farmers to improve technologies developed 

at CSR sites and regional stations. Specifically, 

researchers should look at such issues as: 
how much 

farmers know about new technologies, their informa-

tion sources, their evaluation of various technolo
gies, constraints to adoption, adoption rates, and
 
measurable consequences of adoption. This study should
 
compare villages close to and distant from CSR sites.
 
Promising sites for these studes include, Kalikapur

in Ishurdi, which has fairly active researcher
farmer and research-extension linkages with surroun
ding villages, Jamalpur or Hathazari sites, where
 
there'have been less active outreach efforts, and a
 
set of villages in some area where there is no CSR
 
site or regional station.
 

Initial Status (30 June 85): Agreed by Project
 
Advisory Committee.
 

Current Status (19 Nov. 85): The Member Directoz
 
of Economics and Social Science will submit a
 
proposal and initiate the program.
 

12. 	Publications covering all aspects of production of a 

particular crop should be prepared as 
research results 

permit. This will require scientists in Crops, Soils, 

Entomology, Plant Pathology, Irrigation, and Economics 

to pool their knowledge and make recommendations
 
useful to extension workers and Bangladeshi farmers.
 

Initial Status (30 June 85): Agreed by Project
 
Advisory Committee.
 

Current Status (19 Nov. 85): Presenrly, project

funds are not available to publish large amounts
 
of materials. BARC will coordinate wit'th the Depart
ment of Agricultural Extension.
 

i3. 	BARC should carry out asolid manpower analysis of 

the research system and develop a strong training 

program and personnel policy to address recognized 

needs. 


Initial Status (30 June 85): Agreed by Project
 
Advisory Committee.
 

Current Status (19 
Nov. 85): BARC has initiated
 
action and has submitted a draft manpower training
 
program to the Ministry of Agriculture and the
 
National Training Council.
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Dr. Ekramul Ahsait, 

Member-Director of
 
Economics and
 
Social Science,
 
BARC.
 

December, 1V
 

Mr. M.A..Quddus, Continuing
 
Member-Director of Basis
 
Planning and Eva
luation, BARC.
 

Mr. 	Ahmed Hussain October, 198'
 
Training Cell, BARC,
 
and Mr. M.A.Quddus.
 
Member-Director of
 
Planning & Evaluation
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14. 	If USAID and BARC are interested in increasing the 

effectiveness of FSR site research and the quality 

and relevance of regional station research, they

should extend the Associate Specialist positions
 
through the life of the project.
 

Initial Status (30 June 85): Agreed by Project
 
Advisory Committee.
 

Current Status (19 Nov. 85): Recouended and
 
Approved.
 

15. BARC/IADS should document several cases of successful 

transfer of improved technology and see that this 

information reaches the hands of appropriate adminis-

trators and scientists within the system. 


Initial Status (30 June 85): Agreed by Project
Advisory Committee. 

Current Status (19 Nov. 85): USAID will
 
coordinate with BARC to publish successful research
 
results.
 

16. 	Given inadequate operating funds for an effective 

agricultural research system, USAID should either 

continue to provide funds under direct project 

assistance or Title III funds should be provided 

through BARC.
 

Initial Status (30 June 85): Agreed Project
 
Advisory Committee.
 

Current Status (19 Nov. 85): USAID and MOA have
 
agreed to provide Title III funds for recurrent
 
costs.
 

Dr. Ekra ul Ahsan, October, 19f
 
Acting Chairman,,
 
BARC.
 

Dr. Ekramul Ahsan, June, 1986 
Acting Chairman, 
BARC, and Kevin A. 
Rushing, Agricul
tural Development
Officer, USAID. 

Vin"A. :Rushing,. June, 1986 
Agricultural 
Development Officer, 
USAID. 
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17. 	Every GOB organization in the channel of approval 

for new research projects-the institutes, BARC, MOA, 

the Planning Commission, and the Ministry of Finance 

should give careful attention during the approval
 
process to the balance in project budget between
 
personnel and operating costs..
 

It is the feeling of the Team that additional senior
 
scientific and administrative staff are needed to
 
support each BARC Member-Director and to gradually
 
take over many of the duties now being performed

by lADS Specialists. These administrative and
 
scientific professionals should be able to provide
 
continuity during changes in Member-Director
 
staffing.
 

Initial Status (30 June 85): Agreed by Project
 
Advisory Committee.
 

Current Status (19 Nov. 85): BARC is 
now
 
implementing.
 

18. 	There should be a manpower analysis of BARC itself, 

to determine what personnel at which levels of 

training are necessary to effectively accomplish 

duties assigned to BARC. The GOB should then
 
establish and fill the needed positions and provide

associated salaries and operating expenses.
 

Initial Status (30 June 85): Agreed by Project
 
Advisory Committee.
 

Current Status (19 Nov. 85): Action has been
 
initiated by BARC.
 

19. 	This evaluation leads the Team to conclude that the 

objectives (proposed outputs) of the projects were 

appropriate as originally-conceived, are still valid 

for building a national agricultural research system, 

and are only partially accomplished. USAID should 

continue to support'these objectives until the bulk 

of the outputs have been satisfactorily achieved. 


Initial Status (30 June 85): Agreed by Project
 
Advisory Committee.
 

Current Status (19 Nov. 85): USAID to,continue'i
 
support.
 

t|
t 


Dr. Ekramul Ahsan, Continuing. 
Acting Chairman, Basit, 
BARC. 

Dr.. Ekramul Ahsan, Workshop 
Acting Chairman, schedulead fi 
BARC. March. ..36, 

Dr.-.Ekramul Ahsan, Project 2'ap, 
Acting Chairman, Supplentnt 
BARC, and Mr. Kevin 
A. Rushing, Aghi-

approved by 
February 19 

cultural Develop
ment Officer, 
USAID. 
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20. The Team agrees with the draft proposals emphasis on 

decentralization of technical assistance to regional

stations and CSR sites, and with the emphasis on full 

system research activities. To ensure that both of 

these objectives are met, the Associate Production 

Agronomists working at the BARI regional research 

stations should be retained, but should expand their
 
attention to work in support of all agricultural
 
research institutes active in the region. Further
more, they should work closely with the Mobile
 
Farming Systems Team. 

Initial Status (30 June 85): Agreed as revised: 
"Thie team agrees with the draft proposal's emphasis 
on technical assistance to regional stations and 
with the emphasis on full development of the farming 
system research activities. To ensure that both of 
these objectives are met, the Associate Specialist 
working at the BARI regional research stations
 
should be retained, but should expand their attention
 
to work in support of all agricultural research
 
institutes active in the region".
 

Current Status (19 Nov. 85): Proposed in Project
 
Paper supplement.
 

21. The proposed extension should provide technical 

assistance to the core disciplines of Crops and 

Soils Management to encourage basis research 

(e.g. development of new varieties) that will 

lead to new technologies for testing at FSR sites. 


The Team strongly endorses proposed support for
 
operating expenses and believes that USAID should
 
ensure, throughout the remaining life of the
 
project, that lack of operating expenses does not 
constrain the productivity of the research system. 

Initial Status (30 June 85): Agreed as revised:
 
"The proposed extension should provide technical
 
assistance to the core disciplines to encourage
 
research (e.g., development of new varieties) that
 
will lead.to.new technologies for testing at FSR sites*,
 

Current Status (19 Nov. 85): Proposed in Project
 
Paper Supplement.
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Dr. Ekramul Ahsan, Project Pap
 
Acting Chairman, Supplement
 
BARC and Kevin A. approved by
 
Rushing, Agricul- February,19
 
tural Development
 
Officer, USAID.
 

Dr. Ekramul Ahsan, Project Pape 
Acting Chairman, Suppler- -(t 
BARC and Kevin A. approved by 
Rushing, Agricul- February, 19
 
tural Development
 
Officer, USAID.
 



22. 	The Team endorses the proposed direct payment 

procedures for contract research. 


Initial Status (30 June 85): Agreed as revised: 

"The team endorses the direct proposed payment 

procedures for contract research through BARC". 


Current Status (19 Nov. 85): Proposed in
 
Project Paper Supplement.
 

The Team has concluded that the overall per-

formance of the IADS has been at a satisfac-

tory level. For the Project Extension, it is 

recommended that a host government contracting
 
arrangement be continued between BARC/GOB and
 
IADS.
 

Initial Status (30 June 85): For the short
 
1-year extension it is O.K. but for the extension
 
for four years beyond 1987 it needs further
 
examination. In this respect the performance of
 
IADS should be evaluated as desired by the
 
Gove rnment. 

Current Status (19 Nov. 85): An internal
 
evaluation of the Contractor by BARC will be
 
completed in November, 1985.
 

24. All CSR sites should conduct corresponding high 

input and low input trials, measure residual soil 

fertility effects and devise other approaches to 

reach both rich and poor farmers.
 

Initial Status (30 June 85): Agreed by Project
 
Advisory Committee.
 

Current Status (19 Nov. 85): This action will,,,
 
incorporated into the National Coordinator for
 
Farming Systems Research (NCFSR).
 

25. 	Components which are estiential to food production at 

the system level, water management, pest management

& grain storage technology, must eventually be 
incorporated into trials at the CSR sites. 


Initial Status (30 June 85.): Agreed by Project'

Advisory Committee. 


Current Status (19 Nov. 85): This action will be 

incorporated into the National Coordinator for
 
Farming Systems Research (NCFSR).
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Dr. 	Ekramul Ahsan, Project Pape
 
Acting Chairman, Supplement
 
BARC and Kevin A. approved by
 
Rushing, Agricul- February,198
 
tural Development
 
Officer, USAID.
 

Dr. Ekramul Ahsan, November, 19
 
Acting Chairman,
 
BARC..
 

Dr. Hugo Manzano, Continuing
 
Winrock and the Basis
 
NCFSR.
 

Dr. Hugo Manzano, Continuing
 
Winrock and the Basis
 
NCFSR.
 
Dr. K. Azharul Haq
 
Member Director of
 
Engineering and
 
Mr. Kamal Uddin
 
Ahmed, Member-Director
 
of Food Crops, BARC
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26. 	Links between the Bangladesh agricultural research 

system and the international and regional centres 

should be increasingly shifted from 1ADS Specialists 

to Bangladesh scientists. Project funds should 

support visits of Bangladesh scientists to inter-

national centres and their participation in research
 
conferences. Since GOB approval delays often limit
 
timely travel of Bangladesh scientists, project
 
funds should also be used to bring international
 
centre scientists to Bangladesh.
 

Initial Status (30 June 85): Agreed as revised:
 
"Project funds should support visits of Bangladesh
 
scientists to international centers and their par
ticipation in research conferences. Since GtiB approval

delays often limit timely travel of Bangladesh 
scientists, project funds should also be used to
 
bring international centre scientists to 
Bangladesh".
 

Current Status (19 Nov. 85): Recommendation is now
 
being implemented by BARC and Winrock.
 

27. 	ARP-II resources should be utilized to assist in this 
major undertaking. In the interim, BARC and IADS 
should take available livestock and forage research 
results and begin to incorporate them into the FSR 
program.
 

Initial Status (30 June 85): Agreed by Project
 
Advisory Committee.
 

Current Status (19 Nov. 85): BARC has implemented 
action through the National Farming Systems Research 
Program. 

28. 	 BARC/IADS and USAID should analyze Water Management 
fund requirements for the life of the project and 
make reallocations to other programs as appropriate 
and 	feasible.
 

Initial Status (30 June 85): Agreed by Project
 
Advisory Committee.
 

Current Status (19 Nov.85): Recommendation
 
completed.
 

Dr. Ekramul Ahsan, October, IS
 
Acting Chairman,
 
BARC and Dr. David
 
Daugherty, Project
 
Supervisor,Winrock.
 

Member-Director September,] 
for Livestock and 
the NCFSR. 

Dr. Ekramul Ahsan, Noveiiber,19 
Acting Chairman, 
BARC. 



29. The Vertebrate Pest Management Program is working 
well and should be continued. 


Initial Status (30 June 85): Agreed as revised: 

"The vertebrate pest management program is working 
well and should be continued until project assistance
 
completion date or to the extent resource is available".
 

Current Status (19 Nov. 85): Recommendation
 
completed.
 

30. Required physical facilities and equipment for 

adequa-e pest management research (e.g. nethouse 

for plant pathology, screen-house/insect rearing

facility, and toxicology lab.) should be included 
in the next Annual Work and Financial Plan by'
 
BARC/IADS. 

Initial Status (30 June 85): Agreed by Project 
Advisory Committee.
 

Current Status (19 Nov. 85): Recommendation
 
completed.
 

31. The Horticulture research program should be 

strengthened, making use of the AVRDC linkage. 
A new seed production, distribution and promotion 

should be established as part of it. 


Initial Status (30 June 85): Agreed by Project
 
Advisory Committee.
 

Current Status (19 Nov. 85): A candidate for the
 
vacant Winrock Horticulturalist position has been
 
Atpproved by BARC and USAID. 

32. Greater emphasis should be given to working with 
junior level scientists'at research institutes 
and field stations emphasizing inter-disciplinary 
research and preparation of commodity oriented 

publications for extension and farmers. 


Initial Status (30 June 85): Agreed by Project 
Advisory Committee. 

.'Current Status (19 Nov. 85): BARC has instructed
 
BARI to follow through with this recommendation.
 

10 

USAID, BARC and the September,
 
Bangladesh Agricul
tural Research
 
Institute (BARI).
 

Mr. Kamal Uddin September,1! 
Ahmed, Member-
Director of 
Food CropsBARC. 

Mr. Kamal Uddin January, 19; 
Ahmed, Member-
Director of 
Food Crops, BARC. 

Dr. Ekramul Ahsan, October, 198 
Acting Chairman, 
BARC and Dr. M.M. 
Rahman, Director-
General, BARI. 



33. BARC and the associated institutes should initiate 

their National Farming Systems Research Program by

adding Livestock, Horticulture, and other research
 
conuponents 
to the CSR sites in 1985-86.
 

Initial Status (30 June"85): Agreed by Project
 
Advisory Committee.
 

Current Status (19 Nov. 85): Recommendation
 
completed.
 

34. Give high priority to analysis of data previously 

collefted and largely un-analyzed and preservation


*of 	data' In a computerized data bank. 

Focus thefit socio-economic analyses on major policy 
and developmental issues affecting the achievement 
of TFYP goals and objectives (e.g., crop diversifi
cation, rural employment, markets, and 	risk manage
ment).
 

Initial Status (30 June 85): Agreed by Project 
Advisory Comittee. 

Current Status (19 
Nov. 85): BARC is now testing
 
a new computer bank with National Farming 'ystems

Research data. BARC is optimistic that previously
 
un-utilized farm level economic data uvill be
 
published and disseminated.
 

35. Arrange regular fora at BARC and the institutes for 

interchaige/discussion among agricultural scientists 

from all program areas and the agricultural 

economists.
 

Initial Status (30 June 85): Agreed by Project
 
.-Advisory Committee.
 

Current Status (19 Nov. 85): Workshops are
 
continuing at BARC and the respective institutions
 
in all program areas.
 

36. 	Institutionalize the research skills trainingilat 

BAU and other training instirtions. 


Initial Status (30 June 85): Agreed by Project
 
*Advisory Committee.
 

Current"Status (19 Nov. 85): Specific training
 
programs have been institutionalized at Selectet&
 
research institutes.
 

Dr. Hugo Manzano, October,1985
 
Winrock and NCFSR.
 

Dr. Ekramul Ahsan, Continuing 
Acting Chairman, Basis 
BARC. 

Dr. Ekramul Ahsan, Continuing 
Acting Chairman, Basis 
BARC. 

Dr. Ekramul Ahsan, Continuing 
Acting Chairman, Basis 
BARC. 



Part I
 

H. Evaluation Abstract
 

Project aims at increasing the effectiveness of agricultural

technologies for Bangladeshi farmers. 
 Its purpose is to establish a

functional agricultural research system that will assist in increasing

domestic food production, small farm income, 
and rural employment.

The project is being implemented by the International Agricultural

Development Service 
(IADS) and the Bangladesh Agricultural Research
 
Council (BARC). This annual evaluation (5/84-5/85) was conducted by a

BDG-USAID/Bangladesh 
 team on the basis of a review of project

documents, visits 
 to on-going and planned research field sites and

interviews with project personnel. 
The major findings and conclusions
 
are: 

o The research system through .ARP-II has made significant accom
plishments over the past several years. 
 A number of new high

yielding varieties have been developed and some excellent work is
 
being 
done in analyzing how these fit into traditional cropping

systems. The new varieties and improved cropping patterns have
 
been adopted by many farmers.
 

o 
 The objectives (proposed outputs) of the Project were appropriate
 
as originally conceived, 
are still valid for building a national
 
agricultural research system, 
are only partially accomplished,

and that USAID 
 an 

functioning national agricultural research system is in place.
 

should continue support until effectively
 

o Research, extension and farmer linkages at farmers fields have
 
been developed through the cropping systems research program

under ARP-II. Plans 
are now maturing to incorporate non-crop

activities into the field program, achieving 
a full farming
 
systems approach.
 

o Decentralization of activities within -he research 
system has

progressed substantially over the past year or so. 
Effectiveness
 
of regional research planning and execution has been facilitated.
 

o The National Agricultural Research Plan (NARP) provides a good

overview of research requirements and prioritizes them.' 
 A major

effort for BARC, and for the International Agricultural Develop
ment Service (IADS), in conversion of the NARP into high priority

research programs. 
BARC will then have precise criteria to guide

Its 
review )f institute plans and to effectively carry out its

role in the 
 review process for contract research and for new
 
Annual' Development Plan (ADP) projects which involve also 
the

Ministry of Agriculture, Planning Commission, 
Establishment
 
Ministry and Ministry of Finance.
 

The Evaluators noted the following "lessons".
 

o The impetus for decentralization of control over donor 
resources
 
and 
control of the research and training agenda by the regional
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field station level came from USAID and !ADS. Without strong
 
pressure for decentralized .control, changes in policy from the
 
central headquarters of the national research institutes (e.g.
 
BAR1, JR ) would nutihave taken place.
 

o 	 In spite of the ARP-1I design emphasis on the response of farmers
 
to the improved agricultural techniques developed under the
 
project, neither USAID, ADS, nor the BDG have given enough
 
attention to obtaining feedback from the farmers and measuriag
 
adoption rates, increased farm productivity, or increased farm
 
income.
 

o 	 Although the "farming systems research" concept is appropriate to
 
Bangladeshi farmers and promises useful contributions to
 
increased farm productivity, operationalizing this concept in a
 
bureaucratic context is extremely difficult. It was probably
 
unrealistic for USAID to expect more than the "cropping systems
 
approach" at this point in the project.
 

;.o The ARP-II push to develop Cropping System Research 
Sites has
 
been a useful experiment that is paying off and should have
 
future returns if more technical assistance in support is
 
provided at the researcher/farmer/extension worker interface
 
level. The CSR officers are gaining experience and progressing
 
with the daily support of the IADS Production Agronomists and
 
occasional assistance from the other IAVIS Specialists. Continued
 
and increased project support for such field based consultants or
 
a. mobile team is essential for improving and expanding such
 
farmer oriented research.
 

o 	 It is extremely difficult to get agricultural researchers (USA as
 
well as Bangladeshi) to organize field experiments that are more
 
appropriate to resource poor farmers (e.g. corresponding high and
 
low input trials, residual soil fertility movements) and not to
 
over 	emphasize high yield experiments. Also, more research is
 
needed under production conditions of farmers with less control
 
over water management, pest control, planting time, seed
 
sele tion, and grain storage.
 



1. EVALUATION COSTS
 

1. Lvaluation Team
 

Contract Number Contract Cost or Source of
Name Affiliation or TDY Person Days TDY Cost (US $) Funds 
Dr. Fletcher Riggs 37 14,555 Ag. Research
 

Project II
 

(388-0051)
 
Dr. S.M. Arshad Ali 
Associate Professor 30 :440 , -

Irrigation & Water 
Mgt. BAU 

Dr. Kay Calavan Anthropologist & 
 50. 7,800 - e 
Agronomis t 
Independent Dev. 
Consultant 

Dr. Reeshon Feuer Soil Scientist & 
 30 10,894 	 " 
Extn. Agronomist 
Cornell University
 

Mr. A. Waheed Khan Agricultural Econonist, 30 
 .440-
Ministry of Agriculture
 

Dr. Maurice Peterson Agronomist 24. 
 10,857 
 " 'S 

University of
 
California (Retired)
 

Md. Latifur Rahman Agriculturalist 
 340 Ol kunds;:
USAIDI haka 

-	

USAXDDhakR 

201 	 45i326
 

2. 	 Mission/Office Professional 
Staff Person Days (estimate) 55
 

3, 	 Borrower/Grantee.professional 
Staff Person Days..(estimate) 74 



Part 	II 

Evaluaiion Summary
 

AGRICULTURAL RESEARCH II PROJECT EVALUATION (388-0051)
 

1'. 	USAID
 
Office of Food and Agriculture
 
Dhaka, Bangladesh.
 

Bangladesh Agricultural Research Project II
 
Report of the 1985 External Evaluation Team,
 
May 25, 1985.
 

2. 	 Purpose of Activity Evaluated: 

The Agricultural Research II, an extension of Phase I, 
aims-at
 
increasing the effectiveness of agricultural technologies for
 
Bangladeshi farmers. Its purpose is to establish.a functional agricul
tural research 
system that will assist in increasing domestic food
 
production, small fara'income, and rural employment.
 

3. 	 Purpose of*Evaluation and Methodology Used:
 

This was an annual evaluation to assess progress, analyze

problems, suggest course corrections and to determine Low effectively
 
resourcee were being 
used to achieve objectives and to recommend
 
improvements in the performance of the project. 
The Evaluation Team
 
reviewed project and BARC documents, talked extensively with project

administrators 
and scientists (including expatriate consultants) and
 
visited field 
 sites of on-going and planned research accompanied by

Ministry of Agriculture and USAID Officers. 
 A draft of the report was
 
reviewed 
with concerned BARC leaders and consultants as well as with
 
USAID staff, to insure factual accuracy and perceptual honesty.
 

4. 	 Findings and Conclusions:
 

The research system through ARP-II 
has made significant

accomplishments over the past several years. A number of new high

yielding varieties have been developed and some excellent 
work is

being done in analyzing how these fit into traditional cropping

systems. The new varieties and improved cropping patterns have 
been

adopted by many farmers.--For more widespread. adoption, however,
 
researchers must "package" their results, 
particularly at moderate

input levels, and get them into the national system for delivery to
 
farmers. This will require a major effort over the next 
few 	years,

including further s-rengthening of the research system, ac well as
 
the extension delivery system.
 

This evaluation has led to the conclusion that the objectives

(proposed outputs) of the Project were appropriate as 3riginally

conceived, are still valid for building 
a national agricultural

research system, are 
only partially accomplished, and that USAID
 
should continue support until an effectively functioning National
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Agricultural Research System is'in place.
 

Research, extension and farmer linkages at farmers fields 
 have
 
been developed through the cropping systems research under
program

ARP-II. Plans are now maturing to incorporate non-crop activities into
 
the field program, achieving a full farming systems approach.
 

Project management by the prime contractor has improved

substantially and with additional improvements planned and with the
 
personnel now in place, good project management should-become routine.
 

Management by the Bangladesh Agricultural Research Council (BARC)

has also improved but further significant improvement is constrained
 
by a number of factors. Scientific staffing at BARC is inadequate,

difficulties in maintaining a full complement of Member-Directors has
 
constrained 
progress in certain program areas, as has insufficient
 
authority of BARC to fully implement its mandate.
 

Research planning and setting of research priorities will improve
 
as BARC becomes more involved, as planned, in review and analysis of
 
institute long range and annual 
plans. The National Agricultural

Research Plan (NARP) has been prepared by BARC, assisted by IADS staff
 
and senior Bangladeshi agricultural scientists. There is much
 
uncertainty on the part of various elements of the Bangladesh agricul
tural establishment about a Program Planning and Review Board 
 (PPRB)

for BARC. 
All of the pros and cons of such a Board have not surfaced
 
so as to be understood by expatriate observers. The GOB will need to
 
sort out this issue among its constituent elements and create a PPRB
 
in appropriate form, or decide that one is 
not necessary and bring the
 
issue to resolution.
 

The NARP provides a good overview of research requirements and

prioritizes them. A major effort for BARC, 
and for the International
 
Agricultural Development Service (IADS), is conversion of the NARP
 
into high priority research programs. BARC will then have precise

criteria to guide its review of institute plans and to effectively
 
carry out its role in the review process for contract research and for
 
new Annual Development Plan (ADP) projects which involve also 
the
 
Ministry of Agriculture, Planning Commission, Establishment Ministry

and Ministry of Finance.
 

A major problem in the National Agricultural Research System is
 
the lack of funding balance between research personnel and the
 
operating expenses required to 'iiuke them productive. USAID has
 
relieved the problem temporaiily with PL-480 Title II funds. A
 
permanent solution is essential. This will require a major effort by

GOB and will require changes in philosophy and procedure.

Philosophically, the GOB apparently feels compelled relieve
to 

unemployment to the maximum extent possible. This is a major factor in
 
funding imbalances for personnel and operating expenses for
 
agricultural research. The increased productivity of the research
 
systcm 
when provided operating expenses has been clearly demonstrated
 
over the past year or 
 so. If this evidence is convincing to
 
Government, they could, over the next several years, improve 
the
 
balance of personnel/operating expense by not approving any new
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research projects that did not have a proper balance. 
In the interim,

government should increase operating expenses for on-going 
projects.

Continued USAID assistance will be very productive in 
assisting
 
government to improve the balance.
 

Decentralization of activities within the research 
system has
progressed substantially over the past year or so. 
Effectiveness of
 
regional 
 research planning and execution has been facilitated by the
 
IADS Production Agronomists.
 

There are 
critical manpower shortages throughout the research
 
system, particularly at the.field level. 
Additional staff, realloca
tion of some staff, and further in-the-field training will require

innovative management by 
BARC/IADS and the institutes to make the

expanded 
cropping systems research (CSR), farming systems research
 
(FSR), and Multiple Location Testing (MLT) programs work.
 

5. Recommendations:
 

Io, 
 BARC/IADS and USAID should review the fiscal situation, set
 
targets for scientific/administrative accomplishments and budget, 
and

self-consciously 
use the annual work and financial plan progress to
 
allocate resources to various program areas.
 

2. GOB/BARC should remove the above constraints and establish
 
an 
effective Training Division at BARC as expeditiously as possible.

The Team also recommends that both IADS and USAID use at
resources 

their command to assure execution of the manpower development program.
 

3. While 
the World Bank is financing additional construction,

BARC/GOB should consider renting temporary office space.
 

4. BARC/IADS and USAID should review the maintenance policy
under 
ARP-I., -determine whether it is causing under-utilization of
 
AID-procured equipment, and set a policy accordingly.
 

5. BARC, based on priorities for research progvams established

in NARP and other available sources, should make an in'.icative alloca
tion of available contract research funds to 
the various program
 
areas, holding some portion in reserve.
 

6. 
 BARC should advertise the availability of contract research
 
resources 4and 
invite proposals based on the prioritized research
 
programs. 

7. BARC should re-establish technical committees for each program area (We understand this is now being done informally, but to
 
be really effective, and so the research system can understand what ia

going on, the arrangement should be formalized) and these committees
 
should meet quarterly. 

4.8 Should involve lADS expertise, along with- local expertise,
in technical review of proposals. 

910 BARC should consider simplification of the' management:' of 
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approved contract 
research projects as suggested elsewhere in this
 
.report (see section VI).
 

10. BARC should ensure that its contract research project

monitoriug and evaluation responsibilities are carried out.
 

11. BARC should ensure that new contract research funds from the

World Bank and other donors are administered using uniform proposal

approval, monitoring, and evaluation procedures, with IADS Specialist
 
assistance when necessary.
 

12. BARC should assure that the results coming out of contract
 
research are appropriately utilized in the research system and
 
particularly in the extension system.
 

- 13. BARC should manage the program on an annual rather than
 
quarterly basis, purely for simplification; more financial and
 
monitoring responsibility should be shifted to the administrators 
 of


.the institutes and universities, and additional incentives should be

%provided to PI's to increase competition for awards, and then require

commensurate substantive inputs from the PI into the project. 
 It is
recognized that 
 annual financial monitoring will not sufficient but
 
AID/BARC/IADS should do some creative thinking to simplify 
procedures
 
now in force.
 

14. BARC/IADS should carry out a systematic study of the
 
response of farmers to improve technologies developed at CSR sites and
 
regional stations. Specifically, researchers should look 
at such

issues as: how much farmers know about new technologies, their
 
information 
sources, their evaluation of various technologies,

constraints to adoption, adoption rates, 
and measurable consequences

of adoption. This study should compare villages close to and distant

from CSR sites. Promising sites for these studes include, Kalikapur

in Ishurdi, 
which has fairely active researcher-farmer and research
extension linkages with surrounding villages, Jamalpur or Hathazari
 
sites, 
where there have been less active outreach efforts, and a set

of villages in some area where there is no site
CSR or regional

station.
 

15. Publications covering all aspects of 
 production of a

particular crop should be prepared as research results 
permit. This
 
will require scientists in Crops, Soils, Entomology, Plant Pathology,

Irrigation, and Economics to pool their knowledge.and make recommenda
tions useful to extension workers and Bangladeshi farmers.
 

16. BARC should carry out a solid manpower analysis 
of the
research system and develop a strong training program 
and personnel

policy to address recognized needs.
 

17. If USAID and BARC are interested in increasing the
effectiveness of 
FSR site research and the quality and relevance of

regional station research, they should extend the Associate Specialist

positions through the life of the project.
 

18. BARC/IADS should document several cases of successful
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tranurer of Improved technology and see that this information reaches
 
thel hands of appropriate aduthistrators and scientists within the
 
system.
 

19. 
 TADS and BARC should ensure that BARC Member-Directors and
 
program 
area staff are trained in these relevant research management

skills (i.e. annual work plan and financial plan, progress reports) by

participating fully in document preparation and evaluation of
 
progress.
 

20. Given inadequate operating funds for an effective

agricultural research 
system USAID, a should either continue to
 
provide funds under direct project assistance or Title III funde
 
should be provided through BARC.
 

21. Every GOB organization in the channel of approval for 
new
 
research projects - the institutes, BARC, MOA, the Planning Commis
sion, and the Ministry of Finance should give careful attention
 
during the approval process to the balance in project budget 
between
 
.personnel and operating costs.
 

It is the feeling of the Team that additional senior
 
scientific and administrative stnff are needed to support each BARC
 
Member-Director and to gradually take over many of the duties now
 
being performed by IADS Specialists. These administrative and
 
scientific professinals should be able to provide continuity during

changes in Member-Director staffing.
 

ie 22. There should be a manpower analysis of BARC itself, 
 to

-determine what personnel at which levels of training are necessary to
 
effectively accomplish duties assigned to BARC. 
The GOB should then
 
establish and fill the needed positions and provide 
associated
 
salaries and operating expenses.
 

23. BARC, USAID, and other major donors (i.e. World Bank) should

have frank discussions about the adequacy of present contract research
 
procedures (as presented in the Contract Research Manual) and agree on
 
necessary adjustments.
 

24.
... This evaluation leads the Team to conclude that the 
 objec
tives (Proposed outputs) of the projects were appropriate as
 
originally conceived, 
 are still valid for building a. national
 
agricultural 
research system, and are only partially accomplished.

USAID should continue to support these objectives until the bulk of
 
the outputs have been satisfactorily achieved.
 

25. The Team agrees with the draft proposals emphasis on
decentralization of technical assistance to regional stations and CSR
 
sites, and with the emphasis on full development of the farming system

research activities. To ensure that both of these objectives are met,

the Associate Production Agronomists working at the BARI regional

research stations should be retained, but should expand their
 
attention to work in support of all agricultural research institutes
 
activie in the region. Furthermore, they should work closely with the
 
Mobile Farming Systems Team.
 



.26. The 
proposed extension should provide technical assistance
to'the core disciplinec of Crops and Soils Management 
to encourage
basic research (e.g. development of new varieties) that will lead 
to
 
new technologies for testing at FSR sites.
 

The Team strongly endorses proposed support for 
operating
expenses and 
 USAID
believes that should ensure, throughout the
remaining 
life of the project, that lack of operating expenses 
does
not constrain the prodictivity of the research system.
 

27. 
 The Team endorses the proposed direct payment procedures for
 
contract research.
 

28. 
 The Team has concluded that the overall performance of the
IADS has been at a satisfactory level. it
In 
For the project extension,


recommended that a host government contracting' arrangement 
be

continued between BARC/GOB and IADS. 

29. All 
CSR sites should conduct corresponding high input 
and
low input trials, 
measure residual soil fertility effects and devise
other approaches to reach both rich and poor farmers.
 

.30. Components 
which are essential to food production at the
system level, water management & grain storage 
technology, must
eventually be incorporated into trials at the CSR sites.
 

31. Links between the Bangladesh agricultural research system.and the international and regional centres 
 should be increasingly
'shifted from IADS Specialists to Bangladesh scientists. Project funds
should support visits of Bangladesh scientists to international
centres and their participation in research conferences. GOB
Since
approval 
delays often limit timely travel of Bangladesh scientists,
project funds should also 
be used to bring international centre
 
scientists to Bangladesh.
 

32. ARP-II resotirces should be utilized to assist in this major
undertaking. In the interim, 
BARC and IADS should take available

livestock and forage research results and begin to 
 incorporate them
 
into the FSR programme.
 

33. Lower levels of fertilizer and other inputs should beresearched, resulting in technology packages that will' be moreappropriate for Bangladesh farmers at the lower end of the 
 resource
-availability scale.
 

34.. There should be more 
CSR research 
on rhizobium inoculation
-trails with HYV grain legumes and sulfur and zinc inputs. 

35. Field 
 soil test-crop yield correlations 'should be carried
out on selected farms at CSR sites.
 

36. RARC/IADS and

requirements for 

USAID should analyze Water Management fund
the life of the project and.make reallocations 
to

other programs as appropriate and feasible.
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37. The Vertebrate Pest Management program is working well and
 
should be.continued.
 

38. Required physical facilities and equipment for adequate pest
 
mauagement research (e.3. nethouse for plant pathology screen
house/insect rearing facility, and toxicology lab.) should be included
 
in the next Annual Work and Financial Plan by BAC/IADS.
 

39. The Hort4culture research program should be strengthened,
 
making use of the AVRDC linkage. A new seed production, distribution
 
and promotion should be established as part of it.
 

40. Greater emphasis should be given to working with junior
 
level tcientiets at research institutes and field stations emphasizing
 
inter-disciplinary research and preparation of cornodity oriented
 
publications for extension and farmers.'
 

, 41. BARC and the associated institutes should initiate their
 
National Farming Systems Research Program by adding L ivestock,
 
Horticulture, and other research components to the CSR sites in 1985
86.
 

42. Give high priority to analysis of data previously collected
 
and largely un-analyzed and preservation of data in a computerized
 
data bank.
 

43. Arrange regular fora at BARC and the institutes for
 
interchange/discussion among agricultural scientists from all program
 
areas and the agricultural economists.
 

44. Institutionalize the research skills training at BAU and
 
other training institutions.
 

6. Lessons Learned:
 

1. The impetus for decentralization of control over donor
 
resources and control of the research and training agenda by the
 
regional field station level came from USAID and LADS. Without strong
 
pressiure for decentralized control, changes in policy the central
 
headquarters of the national research institutes (e.g., BARI, JRI)
 
would not have taken place.
 

2. 'Although the contract research concept has been useful in 
stimulating research in new and key areus and in helping researchers 
to improve proposal and report writing, spending and disbursement 
rates have been to slow due to: 1) disproportionate allocation of 
funds early on to certain institutions and researchers and failure to 
reobligate' unused funds; and 2) cumbersome multi-tiered financial 
-reporting and financial management procedures. USAID and IADS should
 
have pushed for more efficient accounting and reporting procedures
 
early on in the project.
 

3. In spite of the ARP-II design emphasis on the response of
 
.farmers to the improved agricultural techniques developed under the
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project, 
neither USAID, lADS, ndr the GOB have given enough attention
 
to obtaining feedback from the farmers and miasuring adoption rates,
 
increased farm productivity, or increased farm income. 
 The project

extension should have specific requirements for obtaining and using
 
this feedback.
 

4. For a complex project like ARP-II, with nine program 
areas
 
and twenty five long-term consultants, the Annual Work Plan, Annual
 
Financial Plan, Six Month 
Progress Reports, and Annual Evaluations
 
are essential management tools that are now being well-used. BARC
 
needs to better understand how to use these skills.
 

5. Some unanticipated BDG factors have serious?.y threatened
 
BAkCs leadership role. One factor is the entrenched authority of the
 
separate crop research institutes which see BARC as potentially under
cutting their authority. A second factor is the BDG tendency to delay
 
too long in appointing permanent incumbents to top administrative
 
positions (in this case, 
 the BARC Chairman and Member-Directors
 
positions). This has created a leadership vaccum which undercuts the
 
momentum and authority of BARC..
 

6. Another unanticipated problem is the GOB lack of funding

balance between research personnel and the operating expenses required
 
to motivate productive personnel. The GOB philosophy emphasizes

salaries over operational support. The USAID provision of PL-480
 
Title II funds for a year resulted in increased research productivity,
 
but this is not a permanent solution.
 

7. Although the "farming systems research" concept is
 
appropriate to Bagladeshi farmers and promises useful contributions to
 
increased farm productivity, operationalizing this concept in a
 
bureaucratic context is extremely difficult. It was 
 probably
 
unrealistic for USASID to expect more than the "Cropping Systems

Approach" at this point in the project. 
 It may prove impractical to
 
get real research cooperation between the multiple divisions and
 
ministries covering the different sub-fields in Bangladesh.
 

8. The ARP-II designers did not give enough consideration to the
 
serious research skill deficiencies of particularly junior staff in
 
the agricultural research system. The BARC Training Cell was not
 
capable of handling the manpower development program needed for
 
satisfactory implementation of the ARP-II project. By default, IADS
 
has developed an adhoc in-country training system. Short-term foreign

training has been repeatedly thwarted by a cumbersome GOB 
selection
 
and approval process. 
 Project designers must give more attention to
 
manpower needs assessments and develop realistic ways of carrying out
 
manpower development programs.
 

9. The ARP-II push to develop Cropping System Research Sites has
 
been a useful experiment that is paying off and should 
have future
 
returns if more technical assistance in support is provided at the
 
researcher/farmer/extension worker interface level. 
 The CSR officers
 
are gaining experience and progressing with the daily support cf the
 
IADS Production Agronomists and occasional assistance 
from the other
 
lADS Specialists. Continued and increased project support for 
such
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field based consultants or a mobile team is essential for improving
 
and expanding such farmer oriented research.
 

10. More emphasis should have been given by USAID, lADS and BARC
 
in getting field trial data analyzed and out in a usable'report form.
 
lADS consultants have been essential in this with some painstaking

efforts to transfer basic analytic and report writing skills. It is a
 
teaching and learning process that will require more long term
 
consultant support.
 

11. It is extremely difficult to get agricultural researchers
 
(USA as well as Bangladeshi) to organize field experiments that are
 
more appropriate to resource poor farmers. (e.g. corresponding high
 
and low input trials, residual soil fertility movements) and not to
 
over emphasize high yield experiments.- "Also, more'research is needed
 
under -production conditions of farmers with les control over water
 
Eanagement, pest control, planting time, seed selection, and grain
 
storage.
 



L. Conents by Mission
 

This evaluation report has provided Mission management, the 
Contractor and the Government of Bangladesh an analysis of where 
the project stands in terms of implementation problems and recom
mendations to resolve these problems. The Mission believes the
 
original project objectives will not be achieved by June 30, 1987.
 
Due to past contractor performance and commitments from the 
Government of Bangladesh, the Mission believes a four year extension 
of the Project, through a Supplement, will further strengthen the 
Bangladesh National Agricultural Research System and will refocus
 
project efforts to achieve original objectives. Therefore, this
 
evaluation report will be used as a management tool for project
 
implementation.
 

Comments by Government of Bangladesh 

The Government of Bangladesh has read and reviewed the evaluation 
report and agrees to the recommendations and action plan outlined. 


