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Summary

I. Outline of the Project

Country : The Republic of Sierra Leone Project title : The Agricultural Development Project

in Kambia in the Republic of Sierra Leone

Issue/Sector : Agriculture Cooperation scheme : Technical Cooperation

Division in charge : JICA Ghana Office Total cost : 350,259 thousand_yen
Share of Japan’s Contribution: 100 %

Period of|(R/D): 01/022006~31/03/2009|Partner Country’s Implementing Organization :
Cooperation Ministry of Agriculture, Forestry and Food Security,
and

Rokupr Agricultural Research Center

Supporting Organization in Japan :

Related Cooperation|Children and Youth Development Project in Kambia District
Project : Establishment of Water Supply Management System in Kambia District

Integrated Project for Rural Health Improvement

1 Background of the Project

In the Republic of Sierra Leone, agriculture is key industry which accounts for 45.0 percent of]
GDP. The main staple crop is rice and it is cultivated by most small-scale farmers. The annual per
capita consumption is estimated at about 104 kg. However, production of food crops concentrating
on rice as staple food has been halved compared to pre-civil war time and the reduction in food
supply has increased the number of population suffering from food shortage. Rice production is also
constrained by several factors including the widespread use of traditional rice varieties whose grain
yields are usually low. Therefore, the promotion of food security through strengthening of the
agricultural sector is prioritized as one of the three pillars of poverty reduction strategy in the
Sierra Leone Poverty Reduction Strategy Paper (SL-PRSP) in March 2005.

Considering these backgrounds, the Governments of Sierra Leone (GoSL) and the Government of
Japan (GoJ) had agreed to launch a new technical cooperation project titled “the Agricultural
Development Project in Kambia in the Republic of Sierra Leone” in November 2005. Since Japan
International Cooperation Agency (JICA) officially started the Project on March 2006, JICA Project
Team has been implementing activities in cooperation with Ministry of Agriculture, Forestry and
Food Security (MAFFS) and Rice Research Station at Rokupr (RRS-R) in the district. The project

will terminate in March 2009.

2 Project Overview
The project tries to formulate agricultural technical package of rice and other crops for five agro-
ecological zones in Kambia District and technical support guideline for the implementation of the

package.




(1) Overall Goal

Productivity of food crops for self-sufficiency thereby contributing to food security in Kambia

district is improved

(2) Project Purpose

Agricultural technical support system in Kambia district is strengthened

(3) Outputs

1. Agricultural support system of MAFFS-K is improved

2. Agricultural technical package to improve agricul—tural productivity is formulated

3. Agricultural technical support guidelines for farmers is developed

(4) Inputs

Japanese side :

Expert: 9

Local cost: 34,208 (thousand) Yen

Sierra Leonean Side :

Counterpart

124

(Total 350,259 (thousand) Yen)
Equipment: 279,396 US Dollars

Trainees received: 1

Land and Facilities: Project Office

I1. Evaluation Team

Members of
Evaluation

Team

Japanese Side:

(1) Mr. Masato KUMAGAI
(Team Leader)

(2) Mr. Masaaki OTSUKA
(Agricultural Technology)

(3) Dr. Junichi SAKAGAMI

(Agricultural Technology)
(4) Mr. Akira SHINTANI
(Evaluation and Analysis)
(5) Ms. Seiko TOMIZAWA
(Evaluation and Analysis)
(6) Ms. Nozomi UI
(Evaluation Management)
(7) Mr. Mitsuhiro KATO
(Evaluation Planning)
Sierra Leonean Side:
(8) Mr. Joseph S Bangura

(Evaluation and Analysis)

Senior Representative, JICA Ghana Office

Senior Adviser, JICA HQs

Senior Researcher, Japan International Research
Center

for Agricultural Sciences (JIRCAS)

Sanyu Consultants Inc.

Evaluation Adviser, JICA Ghana Office

Project Manager, JICA HQs

Project Formulation Adviser, JICA Ghana Office

Assistant Director of PEMSD, MAFFS




(9) Mr. Ben A Massaquoi National Extension Coordinator, MAFFS

(Extension)

Period  of[15/11/2008 ~ 07/12/2008 Type of Evaluation : Terminal Evaluation

Evaluation

III1. Results of Evaluation

1. Project Performance
- Outputs
Output 1: Agricultural support system of MAFFS-K is improved

Agricultural support system of MAFFS-K has been improved as follows.

- Sufficient tools and equipments for extension work have been provided to MAFFS-K, which
includes twenty four (24) motorbikes, four (4) personal computers, two (2) printers, a set of office
furniture, a set of technical books, one (1) generator and electrification of the office, etc. These
machineries considerably contributed to the improvement of agricultural support system in MAFFS-
K.,

- The Project conducted a baseline survey and some additional surveys to know the actual situation
of agriculture and rural socioeconomics in Kambia district. In the baseline survey, information of
134 villages and 1,995 households selected randomly were collected and analyzed. In addition,
surveys on agricultural machinery, local markets, agro-ecology, post harvest etc. have been
conducted. These basic data are expected to be utilized for the betterment of their work., and

- The trainings have been held as planned. Fifteen (15) officers / workers have participated in
seventeen (17) training sessions, totally two hundred and thirty three (233) man-days. These
trainings were conducted by JICA experts from May to November 2008. One (1) Subject Matter
Specialist (SMS) was trained at Tsukuba International Centre in Japan from July to November 2008.
The subject of the training was ‘Upland Rice Variety Selection Techniques for Sub-Saharan Africa’.

Output 2: Agricultural technical package to improve agricultural productivity is formulated

An agricultural technical package is to be formulated by the end of the Project as follows.

- A rice cultivation manual for five agro-ecological zones and a vegetable cultivation manual for 3
crop species are to be completed by the end of the Project with the result of pilot projects.

- Manuals for rice milling, rice threshing and rice winnowing machines have already been supplied
to 7 pilot villages with the collaboration of FINIC, the domestic manufacturer of the machines.

- Through pre-pilot project in 2006, the profitability of the technical package of Rice Research
Station at Rokupr (RRS-R, which was converted to Rokupr Agricultural Research Centre (RARC))
was tested. With this result, the Project developed an improved technical package and verified in
pilot projects (PP) in 2007. In 2008, the Project has been verifying it again. After reflecting these
results, the package is to be finalized by the end of the Project.




Output 3: Agricultural technical support guidelines for farmers is developed

The guideline of agricultural technical support is to be completed by the end of the Project.
Implementation method and measures to disseminate the agricultural technical package to farmers

are to be given in it.

-Project Purpose

Project Purpose: Agricultural technical support system in Kambia district is strengthened

The project purpose is to be achieved by the end of the Project as follows.

- Sufficient tools and equipments for extension work have been provided to MAFFS-K and the
Project conducted a baseline survey and some additional surveys to know the actual situation of]
agriculture and rural socioeconomics in Kambia district. These considerably contributed to the
improvement of agricultural support system in MAFFS-K.,

- As a result of continuous technical transfer through PP and PT, and trainings conducted, the
capability of extension officers / workers have been strengthened, which implies that agricultural
extension of MAFFS-K has progressed., and

- The agricultural technical package prototype for every five (5) agro-ecological zones and the
technical support guideline, which shows the extension methodology of the package, are to be

finalized by the end of the Project.

2 Summary of Evaluation Results

(1) Relevance

The relevance of the Project is very high as the following reasons.

- In Agricultural Development Strategy of 2004 and Development in the Agricultural Sector 2003-
2005, the government aimed to achieve self-sufficiency of the country before 2007.

- Agricultural production increase is one of the most important issues in Kambia district, as most
people engage in agriculture sector,

- Rural community development is one of the priority issues and Kambia district is one of the
focused areas of Japanese aid to Sierra Leone

- In PP, seven villages were selected to verify the draft technical packages and all of the 5 agro-
ecological zones were covered by them to develop feasible agricultural technical packages at the
end,

- Number and sex ratio of farmers in PP and PT are appropriate. A group of model farmers consists
of 7-8 men and 2-3 women since work of rice cultivation is mostly hard physical labor while a
women’s group consists of 3 men and 10 women since the vegetable cultivation does not

accompany so much physical work..

(2) Effectiveness

Effectiveness of the Project is high as the following reasons.

- The extension services of MAFFS-K have improved by capacity development through the




implementation of PP and PT, trainings for CP and provision of tools and equipments and the other
two outputs are to be achieved before the termination of the Project. As a result, project purpose
“Agricultural technical support system in Kambia district is strengthened” is to be achieved by the
end of the Project.

- Most of CP personnel and farmers appreciate that the improved agricultural technical package,
which includes (i) farming calendar, (ii) land preparation, (iii) timely transplanting of a few
seedlings per hill, (iv) timely weeding, (v) fertilizer application, and (vi) post-harvest techniques.

- The concept of the technical package, “low-cost” and “ecasy to adopt”, suits the situation of
farmers. In addition, CP personnel and model farmers were not only provided equipments but also
introduced and trained in improved agricultural techniques, therefore it is likely that they will be

able to maintain the system for extension and continue the activities.

(3) Efficiency

Efficiency of the Project is fair as the following reasons.

- Tools and equipments supplied, e.g. motorbikes, personal computers, textbooks etc., have
generally been well utilized and contributed to the achievement of output 1 except some cases of its
dishonest utilization and theft of several equipments, and

- Number and fields of JICA experts were appropriate. However, some MAFFS-K officers / workers
and relevant farmers commented that their assignment period was too short while MAFFS officers
said that it was too long. In addition, assignment periods of JICA experts were segmented into many
times and so many days were spent for travel from and to Sierra Leone. It was inefficient under the
circumstance of very limited assignment periods.

- In total 24 counterpart personnel and However, in terms of their specialties for the technical
cooperation, they were not properly dispatched.

- MAFFS-K has not received any budget for local activities from MAFFS for the Project. It

negatively affected on the implementation and JICA bore all of the costs.

(4) Impact

Some impacts are observed as follows.

- All of the farmers who participated in PP or PT have practiced improved agricultural techniques
introduced by the Project at their own rice fields / farmlands. Since then, their yields have been
increasing and fruit quality improving.

- In Robbenah, Sabuya and Makatick, model farmers and women’s groups have started management
of micro finance, utilizing the benefits from operation of post-harvest machineries or sales of
agricultural production. Furthermore, new farmer groups were established to follow the pilot farmer
group in Robat.

- As mentioned above, application of introduced agricultural techniques by farmers were confirmed.
By continuing this, future attainment of self-sufficiency is expected. However, for the attainment of]
self-sufficiency, strengthening of extension system such as securing extension workers, capacity

development of extension workers and sufficient budget allocation is also needed.




(5) Sustainability

To make the effects of the Project sustainable, some challenges have to be tackled. The followings
are the major factors influencing on the sustainability.

- Although the capacity of MAFFS-K has been strengthened by the Project, it still has difficulty of
human and financial resources for extension services. It was confirmed during the evaluation
exercise that MAFFS has a bright indication and plan to raise extension unit to a division and
strengthen its’ extension services.

- If the technical package and guideline developed by the Project are well recognized and utilized in
MAFFS, the technical transfer in MAFFS will be highly effective, since they are the first technical
materials for extension services in the organization.

- The Project has been trying to develop easy and low input agricultural techniques, which could be
easily adopted by ordinary farmers. It was found that all of model farmers and women’s group
members in PP or PT sites have already started transferring the improved techniques to other
farmers.

- At present, the extension policy in Sierra Leone is under consideration. It is important for MAFFS
to clarify measures for increased production of food crops and self-sufficiency and the position of]

extension of agricultural technologies, and then share them among all stakeholders.

3. Factors promoting better sustainability and impact

(1) Factors concerning to Planning

The new president Mr. Koroma, who was inaugurated in August 2007, held up agricultural
promotion as one of the priority issues. Therefore the Project is consistent with the basic policy of]
GoSL and matches the needs of the country. In addition, there are few agricultural support activities

of other donor agencies in Kambia District and Japan has comparative advantage in rice cultivation.

(2) Factors concerning to the Implementation Process

At the district level, the Project has held regular weekly meetings since the second half of 2006
with participation of CP personnel and JPT and had series of discussion for decision making. At the
national level, steering committees has been held by necessity about two times a year for
information exchange among stakeholders.

The project has been utilizing local radio program to conduct extension activities efficiently and
effectively and compensate for shortage of extension staffs. It is considered that this extension
approach has potential of big impact on the improvement of agriculture technique, since 70 % of
households have radios in the Project area and all of the farmers answered that they had listened to
the program of the Project in the interview.

In addition, implementation of pre-pilot project was effective for the formulation of low-cost and
applicable technical package as the utilization of large quantity of fertilizer, which was introduced

in the RARC’s technical package, was found unrealistic through the implementation of pre-pilot

project.




4. Factors inhibiting better sustainability and impact

(1) Factors concerning to Planning

At the early stage of the Project, JPT surveyed the institutional arrangement and capacity of]
MAFFS and RARC. As a result, it was concluded that it was not realistic to continue the Project
according the 1% version of PDM. Then it was suggested to revise the PDM by the Project. It was
approved in the Steering Committee in February 2008.

(2) Factors concerning to the Implementation Process

As for the baseline survey, input and tabulation data were delayed due to the re-check and re-do of]
data input done by PEMSD. Therefore the report was finally submitted in December 2007.
Following the delay of the baseline survey, the commencement of pilot project was also delayed.
DG and DDA were changed due to the change of the Government and its policies were re-directed.
It influenced the participation of MAFFS and other authorities concerned. MAFFS-K should have
reported the activities to MAFFS and discussion between the GoSL and JICA should have been held
more frequently. The budget stipulated in R/D was not allocated to MAFFS-K for local activities,
which lowered ownership of MAFFS-K and hindered smooth operation of the Project. In addition,
CP personnel were not properly dispatched in terms of their specialties.

For JICA’s technical cooperation, counter-government should arrange financial and human
resources in order to implement projects smoothly and heighten the sustainability of post-project,
however MAFFS-K faced limited budgetary allocation and JICA shouldered all the necessary costs
for the implementation. The fragility of sustainable development on the extension activities of

MAFFS-K is left and smooth implementation of the Project was limited.

5. Conclusion

The Project activities have been smoothly implemented with joint effort of both governments. As a
result, agricultural technical support system in Kambia district is strengthened through
improvement of agricultural support system of MAFFS-K, development of the agricultural technical
package and guidelines.

According to the five evaluation criteria, the relevance of the Project is very high; effectiveness of]
the Project is high; efficiency of the Project is fair. For the impacts, some outstanding facts are
observed. The capacity and skills of the MAFFS-K CP personnel and model farmers are
strengthened through a series of trainings and vigorous instruction of the JPT. Improved agricultural
techniques are generally acquired to the extent that MAFFS-K CP personnel and model farmers will
be able to continue activities on their own. In addition, other farmers started to learn and adopt the
techniques with model farmers, in one of which a new farmer s’ group was established to follow the
model farmer group. Furthermore, model farmers and women’s groups have started management of]
micro finance, utilizing the benefits from operation of post-harvest machineries or sales of]

agricultural production. To make the effects of the Project sustainable, there should be a part taken

by the GoSL and allocation of the human and financial resources to MAFFS-K should be secured.




According to the second version PDM, the Project purposes will be successfully achieved by the
end of the Project. Based on the findings mentioned above, it is concluded that the Project will be

terminated on March 2009 as planned.

6. Recommendations

(1) Ownership of the Government of Sierra Leone (GoSL)

Since the beginning of the Project, the input of financial and human resources allocated by the
GoSL have not been appropriate and it retarded the implementation of the Project. In addition, the
effort to reach common understanding between GoSL and JICA on the Project was not enough and
it led up to insufficient ownership of the Project by GoSL. Therefore, continuous discussion
between GoSL and JICA is recommended so that the GoSL gets more involved in the Project with a
strong initiative. Then GoSL should take necessary measures including appropriate provision of]

budget and logistics for the suitable and independent agricultural support system.

(2) Appropriate involvement of RARC

To pursue more adaptive agricultural technologies and research-extension cooperation, appropriate
involvement of RARC is essential. It is, however, necessary for RARC to be rehabilitated its
facilities and allocated budget for research activities on the basis of its strategies and programmes.
It is recommended that JICA and RARC establish stronger linkage for agronomical studies, under

the condition of earnest support and recognition of the GoSL for the institutional capacity
development of the RARC.

(3) Proper Project Management

Some of the equipments provided by the JICA have not been utilized in the way as stipulated in
R/D. In addition, the progress of investigation on the lost equipments has not been made clear to
JICA so far. It is strongly recommended that the appropriate actions for these issues are taken by
the GoSL as quickly as possible to ensure the smooth and sustainable implementation of the Project

and accountability of the proper project management should be enhanced.

(4) Cultivation of Vegetable in dry season

The JPT has found the high potential in cash crop cultivation by women in dry season. It was found
effective and important for empowering women, generating income as well as ensuring the food
security. It is recommended that the cultivation of vegetables and other cash crops continue to be
encouraged by MAFFS.

(5) Collaboration with other organizations
It was found that people in the Project sites understand the importance of improved agricultural

technology and became to adopt them in their farm. To disseminate the Agricultural Technical

Package by the JPT more widely, the collaboration with other organizations engaged in the capacity




development of rice farmers should be taken into consideration by MAFFS in the future.

7. Lessons Learned

(1)Collaboration with other organization

Initially the Project was planning to provide trainings on technical package to the staff of other
organizations. However, their activities were not implemented as properly as the Project expected
and actual collaboration in the field was not realized. For the collaboration with other

organizations, sufficient information collection prior to the Project is essential.

(2)Cooperation in the post conflict situation

Prompt formulation and implementation of project are inevitable in the post conflict situation.
Having said that, sufficient discussion and minimum investigation are needed. In most cases, the
condition of JICA’s technical cooperation is different from the one of other donors. Therefore, to

obtain enough understanding and necessary cooperation from recipient government is important.

8. Follow-up Situation
N/A
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MINUTES OF MEETING
BETWEEN
THE JAPAN INTERNATIONAL COOPERATION AGENCY
AND
MINISTRY OF AGRICULTURE, FORESTRY AND FOOD SECURITY
OF THE GOVERNMENT OF THE REPUBLIC OF SIERRA LEONE
ON THE TERMINAL EVALUATION STUDY
OF THE JAPANESE TECHNICAL COOPERATION FOR
THE AGRICULTURAL DEVELOPMENT PROJECT IN KAMBIA
IN THE REPUBLIC OF SIERRA LEONE

The Terminal Evaluation Team (hereinafter referred to as the “Team”), organized by the Japan Intemnational
Cooperation Agency (hereinafter referred to as “JICA”) and headed by Mr. Masato KUMAGAI, Senior
Representative of JICA Ghana Office, visited the Republic of Sierra Leone from 16th November 2008 to
4th December 2008, for the purpose of conducting the Joint Evaluation Study on the Agricultural
Development Project in Kambia in the Republic of Sierra Leone (hereinafter referred to as “the Project”),

started on the basis of the Record of Discussions signed on 18th November 2005.
During its stay in the Republic of Sierra Leone, the Team, which consists of seven members from JICA and
two members from the Government of Sierra Leone, had a series of discussions and exchanged views with

the stakeholders.

As the result of the evaluation, both sides of the Team submitted the documents attached hereto, and agree

to make necessary recommendations to their respective governments.

TR

Mr. Masato KUMAGALI Mr. Francis A-R. Sankoh

Senior Representative, Ag. Director General,

Japan International Cooperation Agency, Ministry of Agriculture, Forestry and Food
Ghana Office Security

Japan The Republic of Sierra Leone



Major Points of Discussions and Agreements in the Meeting

1. The Japanese side of the Team presented the report to the Ministry of Agriculture, Forestry and Food
Security (hereinafier referred to as “the MAFFS”); Attachment I.

2. The Sierra Leonean side of the Team, on the other hand, submitted their comments and observations;
Attachment 11.

3. Both sides agreed that the Team observed very positive opinions expressed by beneficiaries during the
evaluation study and the Project showed the successful result according to the design.

4. Therefore, the MAFFS agreed that the Project is to be terminated on March 2009 as planned.

5. However, there still remain some issues to be discussed to have a common understanding between
MAFFS and JICA on the implementation and management of the Project.
JICA submitted its counter-comments; Attachment [11.
Based on the facts above-mentioned, the MAFFS and JICA agreed to make a continuous effort to have

common understanding and the strong ownership hereafter to extend the good outcome of the Project.

Attachment I: Joint Terminal Evaluation Report
Attachment I1: Comments and Observations from the Sierra Leonean side of the Team

Attachment 111: Counter-comments from the Japanese side of the Team

/—L, oy/#ﬂ?

o De... o8

e/



Mrachment 1

Ministry of Agriculture, Forestry and Food Security (MAFFS)
The Republic of Sierra Leone
Japan International Cooperation Agency (JICA)

THE AGRICULTURAL DEVELOPMENT PROJECT

IN KAMBIA IN THE REPUBLIC OF SIERRA LEONE

Joint Terminal Evaluation Report

December, 2008
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Outline of the Terminal Evaluation Study

Objectives of the Evaluation

The evaluation activities were performed with the following objectives;

To evaluate the overall achievement of “the Agricultural Development Project in Kambia”

(hereinafier referred to as “the Project”), based on the Record of discussion (R/D), the Project
Design Matrix (PDM) (Annex 1) and the Plan of Operations (PO) (Annex 2).

To identify remaining challenges of any aspects of the Project implementation and proposing

necessary solutions.

To consider the lessons learned from the Project activities in order to reflect them on future

projects in the interest of making them more effective and efficient.

Members of the Joint Evaluation Team

The Japanese Team

Name

Job title

Occupation

Mr. Masato KUMAGALI

Team Leader

Senior Representative, JICA Ghana Office

Mr. Masaaki OTSUKA

Agricultural Technology

Senior Adviser, JICA HQs

Dr. Junichi SAKAGAMI

Agricultural Technology

Senior Researcher, Japan International Research

Center for Agricultural Sciences (JIRCAS)

Mr. Akira SHINTANI

Evaluation and Analysis

Sanyu Consultants Inc.

Ms. Seiko TOMIZAWA

Evaluation and Analysis

Evaluation Adviser, JICA Ghana Office

Ms. Nozomi Ul

Evaluation Management

Project Manager, JICA HQs

Mr. Mitsuhiro KATO

Evaluation Planning

Project Formulation Adviser, JICA Ghana
Office

(2)

The Sierra Leonean Team

Name

Job title

Occupation

Mr. Jo

seph S Bangura

Evaluation and Analysis

Assistant Director of PEMSD, MAFFS

Mr. Ben A Massaquoi

Extension

National Extension Coordinator, MAFFS

1-3.

Period of the Evaluation

The detailed schedule of the terminal evaluation study is attached as Annex 3.

1-4. Methodology of the Evaluation

To carry out the Terminal Evaluation, the Joint Evaluation Team (hereinafier referred to as *‘the

Team”) consisting of both the Sierra Leonean side and the Japanese side has conducted interviews to




the relevant personnel, field visit and a series of discussions within the Team and other partners. The
evaluation was conducted based on the findings from the above activities, and the following five

evaluation criteria.

(1) Relevance

Relevance is referred to the validity of the Project Purpose and the Overall Goal in compliance with
the development policy of the Government of Sierra Leone as well as the needs of beneficiaries.

(2) Effectiveness

Effectiveness is referred if the expected benefits of the Project have been achieved as planned and if
the benefit was brought about as a result of the Project (not of the external factors).

(3) Efficiency

Efficiency is referred to the productivity of the implementation process and examined if the input of
the Project was efficiently converted into the output.

(4) Impact

Impact is referred to direct and indirect, positive and negative impacts caused by implementing the
Project including the extent of the prospect of the achievement of the Overall Goal.

(5) Sustainability

Sustainability is referred to the extent that the Project can be further developed by the recipient
country and the benefits generated by the Project can be sustained under the recipient country’s

policies, technology, systems, and financial state.

1-5. Evaluation Questions and Sources of Information

(1) Evaluation Questions and lndicatofs

The Evaluation Grid is attached as Annex 4.

(2) Sources of Information Used for the Evaluation

The team reviewed the achievement based on the interviews with the Sierra Leonean counterparts
engaged in the Project, Japanese experts, and other authorities concerned, and documents compiled

by the Project. The team also collected information through questionnaire from concemed personnel.

2. Outline of the Project

2-1, Background of the Project

Agriculture is the main source of livelihood in Sierra Leone and about 600- 660 000 ha of land (10 -
12% of cultivated area) is currently cropped each year. The agriculture sector is key industry which
occupies 45.0 percent of GDP. The main staple crop is rice and it is cultivated by almost the totality

of the small-scale farm families. The annual per capita consumption of rice is considered to be about
104 kg.



However, production of food crops centering on rice as staple food has been halved compared to
pre-civil war time and the reduction in food supply has increased the number of population suffering
from food shortage. Rice production is also constrained by several factors including the widespread
use of traditional rice varieties whose grain yields are usually low (about 0.5 to 1.1t/ha). Therefore,
the promotion of food security through strengthening of the agricultural sector is prioritized as one
of the three pillars of poverty reduction strategy in the Sierra Leone Poverty Reduction Strategy
Paper(SL-PRSP) published in March 2005.

Considering these backgrounds, the Governments of Sierra Leone (GoSL) and the Government of
Japan (GoJ) had agreed to launch a new technical cooperation project titled “the Agricultural
Development Project in Kambia in the Republic of Sierra Leone” in November 2005. Since Japan
International Cooperation Agency (JICA) officially started the Project on March 2006, JICA Project
Team has been implementing activities in cooperation with Ministry of Agriculture, Forestry and
Food Security (MAFFS) and Rice Research Station at Rokupr (RRS-R) in the district. The project

will terminate in March 2009.

2-2, Summary of the Project

Project Title

The Agricultural Development Project in Kambia in the Republic of Sierra Leone

Overall Goal

Productivity of food crops for self-sufficiency thereby contributing to food security in Kambia
district is improved

Project Purpose
Agricultural technical support system in Kambia district is strengthened

Outputs
1. Agricultural support system of MAFFS-K is improved
2. Agricultural technical package to improve agricultural productivity is formulated

3. Agricultural technical support guidelines for farmers is developed

3. Project Performances

3-1.Inputs

3-1-1. Japanese Side

(1) Dispatch of experts

In total nine (9) Japanese experts have been dispatched. Their fields are: Team Leader (Agricultural
Development / Distribution, Marketing), Sub-Team Leader (Extension / Farmers' Organization),
Women's Group, Post-Harvest Technology, Rice Cropping, Vegetable Cropping, Extension /

Farmers’ Organization / Post-Harvest Technology, Agricultural Machinery / Post Harvest Technology,



and Project Coordinator. The details of the dispatched experts are shown in Annex 5.

(2) Provision of Materials, Tools and Equipments

The following tools and equipments have been provided for effective implementation of the Project
and technical transfer to Sierra Leonean CP: Motorbikes, 4WD vehicles, generators, computers, rice
millers, threshers, fertilizer, textbooks, etc. In total USD 279,396 has been spent. The detail of
provided equipments is shown in Annex 6.

(3) Local Activity Costs for the Project

In total, JYP 34,208,000, which is equivalent to USD 348,244 (USD 1 = JPY 98.23), has been
allocated for local activity costs, which includes planned budget for the remaining period of the
Project. The detail of the local activity costs is shown in Annex 7.

(4) Counterpart Training

In total seventeen (17) in-country trainings have been conducted in MAFFS-K and in total 233
man-days of CP personnel have participated. The target of the trainings was totally fifteen (15)
extension officers / workers; five (5) Subject Matter Specialists (SMS), three (3) Block Extension
Supervisors (BES) and seven (7) Field Extension Workers (FEW). In addition, one (1) SMS has been
dispatched to the training at Tsukuba International Centre of JICA in Japan from July to November
2008. The subject of the training was ‘Upland Rice Variety Selection Techniques for Sub-Saharan

Africa’. The detail of the CP trainings is shown in Annex 8.

3-1-2. Sierra Leonean Side

(1) Assignment of Counterparts

In total twenty four (24) counterpart personnel have been assigned to the Project; two (2) Director
General (DG) from MAFFS, three (3) District Director of Agriculture (DDA), five (5) SMS, three
(3) BES and seven (7) FEW from MAFFS-K and four (4) officers from RARC. The list of CP is
shown in Annex9.

(2) Physical Facilities

Administrative office has been provided for the Project in MAFFS-K.

(3)Local activity cost for the Project

No local activity cost has been allocated.

3-2.Achievement Level

(1) Outputs

Achievement level of each output is described as below. (The detail of outputs is attached in Annex
4.



Output 1: Agricultural support system of MAFFS-K is improved
Agricultural support system of MAFFS-K has been improved very much. The followings are the

major achievements of the output 1.

[Indicator a: The progress in the provision of tools and equipment for agricultural extension at
MAFFS-K]

Achievement: Sufficient tools and equipments for extension work have been provided to MAFFS-K,
which includes twenty four (24) motorbikes, four (4) personal computers, two (2) printers, a set of
office furniture, a set of technical books, one (1) generator and electrification of the office, etc. Since
MAFFS-K did not have enough machinery for the work, these machineries considerably contributed

to the improvement of agricultural support system in MAFFS-K.

[Indicator b: The accumulate of information for the existing conditions of agricultural production
and rural villages by chiefdom])

Achievement: The Project conducted a baseline survey and some additional surveys to know the
actual situation of agriculture and rural socioeconomics in Kambia district. [n the baseline survey,
which was conducted in July to August in 2006, information of 134 villages and 1,995 households
selected randomly were collected and analyzed. In addition, surveys on agricultural machinery, local
markets, agro-ecology, post harvest etc. have been conducted. The result made the implementation of
the Project more effective and since MAFFS-K has had a difficulty of updating the relevant
information of the district, these basic data are expected to be utilized for the betterment of their

work.

[Indicator c: The records of agricultural extension workers in participating in training and
workshops]

Achievement: The trainings have been held as planned and fifteen (15) extension officers / workers
were trained. Fifteen (15) officers / workers have participated in seventeen (17) training sessions,
totally two hundred and thirty three (233) man-days. These trainings were conducted by JICA
experts from May to November 2008. One (1) SMS was trained at Tsukuba International Centre in
Japan from July to November 2008. The subject of the training was ‘Upland Rice Variety Selection
Techniques for Sub-Saharan Africa’. Furthermore, the Project has held weekly meetings regularly

since the second half of 2006, and this has promoted knowledge and experience sharing among CP.

Output 2: Agricultural technical package to improve agricultural productivity is formulated

Draft agricultural technical package was formulated in March 2007. This package is expected to be

finalized by the end of the Project. The followings are the major achievements of output 2.



[Indicator a: The cultivation manual of rice for the pilot project areas]
Achievement: A rice cultivation manual is to be completed by the end of the Project with the result
of pilot projects. It includes specific techniques for every five agro-ecologies in the district;

Mangrove swamp, Associated mangrove swamp, Boliland, Inland valley swamp and Upland.

[Indicator b: Vegetable cultivation manual for the pilot trial district]
Achievement: A vegetable cultivation manual for 3 crops, red pepper, egg plant and watermelon, is

to be completed by the end of the Project.

[Indicator c: The manual for the maintenance and the use of the post-harvest processing machinery]
Achievement: Manuals for rice milling, rice threshing and rice winnowing machines have already
been supplied to 7 pilot villages with the collaboration of FINIC, the domestic manufacturer of the

machines.

[Indicator d: Economic analysis results of agricultural technical package]

Achievement: Through pre-pilot project in 2006, the profitability of the technical package of Rice
Research Station at Rokupr (RRS-R) (actually converted to Rokupr Agricultural Research Centre
(RARC)) was tested. It was basically found reasonable from technical aspect; however, fertilizer
application was unaffordable for farmers. With this result, MAFFS-K and the Project developed an
improved technical package and verified it in pilot projects (PP) in 2007. In 2008, the Project has
been verifying it again in PP. Afier reflecting these results, the improved technical package for every
5 agro-ecologies is to be finalized by the end of the Project. However, there may be room for
improvement of the agricultural technical package since some items have not verified enough due to
the time constraints; productivity, profitability, fertilizer application, water management technique,

etc.

Output 3: Agricultural technical support guidelines for farmers is developed
Agricultural technical support guideline is expected to be completed by the end of the Project. The

followings are the major achievements of output 3.

[Indicator: Implementation method and measures to disseminate the agricultural technical package to
farmers in Kambia district]

Achievement: The guideline of agricultural technical support is to be completed by the end of the
Project and implementation method and measures to disseminate the agricultural technical package

to farmers are to be given in the guideline.



(2) Project Purpose: Agricultural technical support system in Kambia district is strengthened
The project purpose is expected to be achieved by the end of the project. The followings are the

major achievement of project purpose.

{Indicator 1: Progress in the institutional arrangements for agricultural extension at MAFFS-K]
Achievement: In general, extension activities of FEWs have become more frequent and
understanding of agricultural techniques of CP has been further strengthened than before, which
implies that agricultural extension of MAFFS-K has progressed. In the interview to model farmers
and women’s group members, for example, all of them answered that the services of extension
officers / workers improved. In the responses of questionnaire survey to FEWSs, moreover,
recognition of the increase of their agriculture support activities was evaluated on average 4.3 in 5
grades. However, these improvements occur mostly due to the implementation of pilot project (PP)
and pilot trial (PT).

{Indicator 2: Progress in the preparation of agricultural technical package prototype for rice in each
agro-ecology]

Achievement: The agricultural technical package prototype for every five (5) agro-ecologies,
Mangrove swamp, Associated mangrove swamp, Boliland, Inland valley swamp and Upland, is to be
finalized by the end of the Project.

Although indicators of achievement are not written in PDM, the Project aims at 1.0-1.5 tons/ha of
rice yields according to agro-ecology, after a series of discussion with CP, in the near future. In PP,
rice yield of 1 ton/ha was achieved without fertilizer application at many sites of various ecologies in
2007. In addition, all of model farmers have tested the improved techniques in their own private rice
fields and most of them told that their yield increased without fertilizer. However, it was identified
from the result of the PP in 2007 that fertilizer application did not make profit in some cases because
the benefit from yield increment did not make up the cost of fertilizer. In order to draw the maximum
effect of fertilizer, not only just applying fertilizer but practicing of overall appropriate cultivation
techniques including proper water management is inevitable. Therefore, it is necessary to continue

pursuing profitability of the agricultural technical package.

[Indicator 3: Progress in the preparation of the agricultural technical support guidelines incorporating
the measures for extension of the agricultural technical package]
Achievement: The agricultural technical support guideline is to be completed by the end of the

Project.
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(3) Overall Goal: Productivity of food crops for self-sufficiency thereby contributing to food security
in Kambia district is improved

To model farmers and women’s group members, it is proved from series of interview that the

improved agricultural technical package was newly introduced by the JPT and it is beneficial. The

concept of the TP, “low-cost farming” and “easy to adopt”, is widely accepted. This fundamental

improvement is inevitable for the future leap of agricultural development.

3-3.Implementation Process

(1)Activities

Most activities have been conducted as planned, while a few were delayed. As for the baseline
survey, data input and tabulation of the result were delayed due to the re-check and re-do of data
input done by PEMSD and the report was finally submitted in December 2007. Following the delay
of the baseline survey, the commencement of pilot project was also delayed. On the other hand, in
2006, the Project conducted the pre-pilot project based on the agricultural techniques of RRS-R. This
result led to efficient inputs for formulating the draft agricultural technical package and the

implementation plan of pilot projects including selection of target villages and model farmers.

(2) Project Management

At the district level, the Project has held regular weekly meetings since the second half of 2006 and
CP personnel and JICA experts participated in the meetings and had series of discussion for decision
making,

At the national level, steering committees has been held by necessity about two times a year.
However, a request for increasing the frequency of steering committees was raised in the steering
committee held in October 2008. In addition, the DG and DDA were changed due to the change of
the Government and its policies were re-directed. As a result, communication between MAFFS and
JICA on the Project implementation is scarce and these issues influenced the participation of
MAFFS and other authorities concerned to the Project. There should have been reports of activities
held at district level from MAFFS-K to MAFFS and discussion between the GoSL and JICA should
have been held more frequently. The budget stipulated in R/D was not allocated to MAFFS-K for
local activities, which lowered ownership of MAFFS-K and hindered smooth operation of the
Project, CP personnel were not properly dispatched for technical transfer in terms of their specialties.
Although CP personnel and model farmers were empowered through a series of trainings and
vigorous instruction of the JPT, there should have been discussions more frequently to demarcate
roles of each member especially in the case like this where the modality of aid differs from that of

other donors,
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(3) Important Factors/Issues
To strengthen the extension activities, the Project utilized local radio program and its effectiveness

was indicated.

4. Results of the Evaluation
4-1. Relevance

The relevance of the Project is very high as the following reasons.

(1) National Policy of Sierra Leone

The Project is consistent with the national policy of Sierra Leone. In Agricultural Development
Strategy of 2004 and Development in the Agricultural Sector 2003-2005, the government aimed to
achieve self-sufficiency of the country before 2007. Rice is a main staple crop and it is cultivated by

almost the totality of the small-scale farm families.

(2) Selection of Target Groups and needs of beneficiaries

In general, selection of target groups is appropriate as following reasons.

- While many development partners had given the direct supports to people and communities just
after the civil war since the Government was not fully functioning at that time, it is pertinent to
support the local government to strengthen its function after the recovery of peace and function of
the Government,

- Agricultural production increase is one of the most important issues in Kambia district, as most
people engage in agriculture sector,

- In PP, seven villages were selected to verify the draft technical packages and all of the 5§
agro-ecological zones were covered by them to develop feasible agricultural technical packages at
the end,

- Model farmers and women’s group members participated actively in the project because the
agricultural technical package was low-cost and easy to adopt, and

- Number and sex ratio of farmers in PP and PT are appropriate. A group of model farmers consists
of 7-8 men and 2-3 women since work of rice cultivation is mostly hard physical labor. A women’s
group consists of 3 men and 10 women since the vegetable cultivation does not accompany so much

physical work as rice cultivation.

(3) Japanese Aid Policy
The Project is consistent with Japanese aid policy as follows.
- Fast-track implementation of the Project was prioritized on for post-conflict recovery in Sierra

Leone,
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- Rural community development is one of the priority issues and Kambia district is one of the
focused areas of Japanese aid to Sierra Leone, and

- JICA has a program named ‘Rural Development in Kambia District’, which is cross-sector support
covering education, agriculture, health and water supply sectors for enhancement of human security

in the district.

4-2. Effectiveness

Effectiveness of the Project is high as the following reasons.

(1) Contribution of Qutputs to Project Purpose

As stated in chapter 3.2. (1), output 1 has already been achieved and the other two outputs are to be
achieved before the termination of the Project. As a result, project purpose “Agricultural technical
support system in Kambia district is strengthened” is to be achieved by the end of the Project. The
followings are the major contribution of the outputs to the project purpose.

- The extension services of MAFFS-K have improved by capacity development through the
implementation of PP and PT, trainings for CP and provision of tools and equipments, and

- There were no technical materials and guidelines for extension officers / workers in MAFFS-K to
use in their services and it caused the difficulty for them to be equipped with full and correct
knowledge and techniques. In the Project, exiension officers / workers conducted extension services

using draft technical package made in 2007.

(2) Effectiveness of agricultural technical package

The agricultural technical package will be finalized after reflecting the needs of the farmers and the
effectiveness of agricultural technical package is confirmed as follows.

- Most of CP personnel and farmers appreciate that the improved agricultural technical package,
namely (i) farming calendar, (ii) land preparation, (iii) timely transplanting of a few seedlings per
hill, (iv) timely weeding, (v) fertilizer application, and (vi) post-harvest, has been newly introduced
and they were trained by the Project, though its effectiveness still leaves some space to be verified,

- Agricultural technical package not only aims to increase rice yield but also to promote vegetable
cultivation during dry season, and for rice, it includes overall techniques from the stage of
production to that of post-harvest,

- At certain PP sites, the agricultural technical package resulted in increase of unit yield, and

- The concept of “low-cost” and *“easy to adopt” suits the situation of farmers and CP personnel and
model farmers were not only provided equipments but also introduced and trained in improved
agricultural techniques, therefore it is likely that they will be able to maintain the system for

extension and continue the activities.
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(3) Constraints

For JICA’s technical cooperation, counter-government should take a part to arrange financial and
human resources of counter-executing body in order to implement projects smoothly and heighten
the sustainability of post-project, however MAFFS-K faced limited budgetary allocation as often
seen in other ministries in Sierra Leone and JICA has shouldered all the necessary costs for the
project implementation. The fragility of sustainable development on the extension activities of

MAFFS-K is left and smooth implementation of the Project was limited.

4-3. Efficiency

Efficiency of the Project is fair as the following reasons.

(1) Contribution of Inputs to Outputs

Inputs of the Project contributed to the outputs very much as follows.

- Number and fields of JICA experts were appropriate. However, the period of their assignment
might not be enough because there had been quite large space for CP personnel to develop their
capacity and skills and JICA experts had to train model farmers directly with CP. Some CP personnel
and other stakeholders comment that they could not get in touch with the experts when they needed
advice and request to lengthen their period of assignment,

- Tools and equipments supplied, e.g. motorbikes, personal computers, textbooks etc., have generally
been well utilized and contributed to the achievement of output 1 except some cases of its dishonest
utilization and theft of several equipments, and

- Number and placement of CP personnel are appropriate. In total 24 counterpart personnel, who
covered all of the pilot project villages, were assigned and they had enough time to engage in the
Project. However, in terms of their specialties for the technical cooperation, they were not properly

dispatched.

(2) Cost

MAFFS-K had few tools and equipments for agricultural support services when the Project started.
Therefore, JICA provided some basic items such as electrification of the office, furniture etc.
MAFFS-K has not received any budget for local activities from MAFFS for the Project. It negatively
affected on the implementation and JICA bore all of the local activity costs and, in general, the cost

of inputs of the Project is relatively high.

(3) Constraints
There are some constraints to inhibit the efficiency of the Project as follows.

- Most of extension officers assigned to the pilot project did not fully understand the contents of the
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pilot project because of the lack of enough knowledge on rice cultivation, which resulted in the
failure of guidance of the model farmers and monitoring of the Project, and
- Some techniques in the agricultural package are still incompletes after the two subsequent pilot

projects and pilot trails.

4-4. Impact

Some impacts are observed as follows.

(1) Contribution of Project Purpose to Overall Goal

All of the farmers who participated in PP or PT have practiced improved agricultural techniques
introduced by the Project at their own rice fields / farmlands. Since then, their yields have been
increasing, though they have not achieved self sufficiency yet. In addition, improvement of fruit

quality and increase of sales price have been observed in vegetables.

(2) Other Ripple Effects

In Robbenah, Sabuya and Makatick, model farmers and women’s groups have started management
of micro finance, utilizing the benefits from operation of post-harvest machineries or sales of
agricultural production. Furthermore, new farmer groups were established to follow the pilot farmer

group in Robat.

(3) Constraints
In general, soil fertility of rice fields and farmland is poor in Kambia district, but most farmers

cannot afford to buy fertilizer nevertheless.

4-5. Sustainability
To make the effects of the Project sustainable, some challenges have to be tackled; especially
shortage of human and financial resources of MAFFS-K. The followings are the major factors

influencing on the sustainability.

(1) Capacity of Implementing Organization

Although the capacity of MAFFS-K has been strengthened by the Project, it still has a difficulty of
human and financial resources for extension services. It was confirmed during the evaluation
exercise that MAFFS has a bright indication and plan to raise extension unit to a division and
strengthen its’ extension services.

(2) Stability of Technique in Implementing Organization

If the technical package and guideline developed by the Project are well recognized and utilized in

MAFFS, the technical transfer to CP will be highly effective, since they are the first technical
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materials for extension services in the organization.

(3) Acceptance of Improved Agricultural Techniques by Farmers

Considering the challenges and constraints most farmers face, the Project has been trying to develop
low input agricultural technologies, which could be easily adopted by ordinary farmers. It was found
that all of model farmers and women’s group members in PP or PT sites have already started

transferring the improved techniques introduced by the Project to other farmers.

5. Conclusion

The Team evaluated the Project in line with the five evaluation criteria based on the findings
obtained from field observations and a series of discussions with those who have been involved in
the Project.

The Team concludes that the Project activities have been smoothly implemented with joint effort of
both governments. As a result, agricultural technical support system in Kambia district is
strengthened through improvement of agricultural support system of MAFFS-K, development of the
agricultural technical package and guidelines.

According to the five evaluation criteria, the relevance of the Project is very high; effectiveness of
the Project is high; efficiency of the Project is fair.

For the impacts, some outstanding facts are observed. The capacity and skills of the MAFFS-K CP
personnel and model farmers are strengthened through a series of trainings and vigorous instruction
of the JPT. Improved agricultural technologies are generally acquired to the extent that MAFFS-K
CP personnel and model farmers will be able to continue activities on their own. In addition, other
farmers started to learn and adopt the techniques with model farmers, in one of which a new farmer
s’ group was established to follow the model farmer group. Furthermore, model farmers and
women’s groups have started management of micro finance, utilizing the benefits from operation of
post-harvest machineries or sales of agricultural production.

To make the effects of the Project sustainable, there should be a part taken by the GoSL and
allocation of the human and financial resources to MAFFS-K should be secured.

According to the second version PDM of the Project revised by the Steering Committee Meeting
held on 28 February 2008, the Project purposes will be successfully achieved by the end of the
Project. Based on the findings mentioned above, it is concluded that the Project will be terminated

on March 2009 as planned.

6. Recommendations and Lessons Learned
(1)Effectiveness and impact of the Technical Cooperation

The Team found that CP personnel and model farmers were empowered through continuous
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trainings and direct guidance by the JPT. People concerned understand the importance of the
improved agricultural techniques and show their satisfaction for technical cooperation. They are
about to acquire agricultural technical package, which could never be accomplished only by the
provision of agricultural inputs but by a combination of minimum inputs and direct technical
cooperation. CP personnel and model farmers were not only provided equipments but also
introduced and trained in improved agricultural techniques, therefore it is likely that they will be able
to maintain the system for extension and continue the activities. Moreover, other farmers also
learned the improved agricultural techniques from model farmers and became to utilize them in their
farm. In this context, it can be said that the effectiveness and impact of Japanese technical
cooperation is confirmed and these fundamental improvements are inevitable for the future leap of

agricultural development.

(2) Ownership of the Government of Sierra Leone (GoSL)

Since the beginning of the Project, the input allocated by the GoSL had not been appropriate in terms
of both financial and human resources and this retarded the implementation of the Project. On the
other hand, the effort to make a common understanding between GoSL and JICA on the Project had
neither enough and this led up to insufficient ownership of the GoSL. Therefore, a continuous
discussion between GoSL and JICA is recommended so that the GoSL gets more involved for
monitoring and steering the result of the Project with a strong initiative and the GoSL should take
necessary measures including appropriate provision of budget and logistics for the suitable and

independent agricultural support system.

(3) Appropriate involvement of RARC

To pursue more adaptive agricultural technologies and liaise between research and extension,
appropriate involvement of RARC is essential. It is, however, necessary for RARC to be
rehabilitated its facilities and allocated budget for research activities on the basis of its strategies and
programmes. It is recommended that JICA and RARC establish stronger linkage for agronomical
studies, under the condition of eamest support and recognition of the GoSL for the institutional

capacity development of the RARC.

(4) Proper Project Management

Some of the equipments provided by the JICA for the Project have not been utilized in the way as
stipulated in R/D. In addition, the progress of investigation on the lost equipments has not been made
clear to JICA so far. It is strongly recommended that the appropriate actions for these issues are
taken by the GoSL as quickly as possible to ensure the smooth and sustainable implementation of the

Project and accountability of the proper project management should be enhanced.
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(5) Cultivation of Vegetable in dry season

The JPT has found the high potential in cash crop cultivation by women in dry season. Through the
terminal evaluation, it was found effective and important for empowering women, generating
income as well as ensuring the food security. It is recommended that the cultivation of vegetables

and other cash crops continue to be encouraged.

(6)Collaboration with other organizations

Through terminal evaluation, it was found that the people in Project sites understand the importance
of improved agricultural technology and became to utilize them in their farming. To disseminate the
Agricultural Technical Package by the JPT more widely, the collaboration with other organizations

engaged in the capacity development of rice farmers should be taken into consideration in the future.
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(2) Training of the Sierra Leonean Counterparts in Sierra Leone

No. Date Subject Lecturer
1 28,/05/2008 lmportance of timely farming practice in relation to the Mr. T Kimijima
life cycle of rice plant
2 04/06/2008 Life _cycle of rice plant and calculation of seed Mr. T Kimijima
requirement
3 11/06/2008 |Seed requirement Mr. T Kimijima
4 26/06/2008 Re-appralsalh?f the wor!tshop on the PP 2007 held in Dr. K Yamaguchi
Feb. and fertilizer exercise
5 02/07/2008 A'ddltlonal information, labor coat confirmation, and Dr. K Yamaguchi
yield components
6 03/07/2008 z!lzllz)practlce of growth monitoring at Robennah upland Dr. K Yamaguchi
7 09/07/2008 |Field practice of plot layout at Rebennah IVS (field) Dr. K Yamaguchi
8 16/07/2008 Yield components, refreshers and growth monitoring Dr. K Yamaguchi
9 23/07/2008 Fetilizer cleculatlon and some comments on Dr. K Yamaguchi
transplanting
10 30/07/2008 Pracf:lcal' exercise on pl‘ant grow?.h: leaf development Dr. K Yamaguchi
and tillering habit of various cultivars
1 13/08/2008 Fetilizer calculation and yield components Dr. K Yamaguchi
Refresher course on timely farming practice, especially
12 03/09/2008 |nursery period and transplanting in relation to crop Mr. T Kim{jima
growth duration
13 17/18/2008 fi:::ral faults found in farming practices in the PP Mr. T Kimijima
14 24/09/2008 Cost and benefit analysys of rice farming Dr. T Mizobe
15 08/10/2008 |Progress of the Project Mr. T Kimjjima
16 22/10/2008 Nutritional physiology and fertilizer application of rice |Dr. J Yamaguchi
improved technologies of vegetable cropping and e
17 15/11/2008 watery pulp desease Ms. A Mishima
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(Annex 9)

Assignment of the Sierra Leonean Counterpart Personnel

Name Position Assigned Period Remarks
From To
Emmanuel K Allieu Director General, MAFFS Mar-06 Feb-08
Francis A.R. Sankoh | Director General, MAFFS Feb—-08 on going
B J Bangura I'\Jdi:g::c;-liirector of Agriculture, Mar-06 April-06
Brima S Mansaray l:‘i:t;::cst_?(irector of Agriculture, April-06 Feb—08
Brima A Kanu aizg'i:cst-l})(irector of Agriculture, Feb—08 on going
Syao Tarawalli hSﬁlfé:c:_zatter Specialist, Mar-06 on going | In charge of Kunthai
Fomba K.James hSﬂl::)g:cSt—zatter Specialist, Mar-06 on going | In charge of Robennah, Macoth
S.1.Turay ;t:)g:cg_zatter Specialist. Mar-06 on going | In charge of Robat
Salamu Saidu ;L:Jgiczst_zatter Specialist, Mar-06 on going | In charge of Rosinor
A.B.S.Kabba ;uAij::cst-h}:atter Specialist, Mar-06 on going | In charge of Kalintin, Sabuya
Idriss Foana ale:I;::t(ension Spervisor, Mar-06 on going | In charge of Kunthai
E.E Bangura 3IAo:l;SE:t(ension Spervisor, Mar—06 on going lhr';;::;at;‘ge of Robennah, Robat,
Muminie Bangura Block Extension Spervisor, Mar—06 on going | In charge of Kalintin, Sabuya
MAFFS-K

R.JF. Gbla 'l;r:;g:_eKExtension Worker, Mar-06 on going | In charge of Kunthai
S.S Kamara :Ar::::lisanExtension Worker, Mar-06 on going | In charge of Robennah,
Joseph Sesay ;r:;g;\fKExtension Worker. Mar-06 on going | In charge of Robat
F.B.Sei :An'Ao::I:fKExtension Worker, Mar-06 on going | In charge of Rosinor
D.M.Kamara :ﬁ:::::lié\fKExtension Worker, Mar-06 on going | In charge of Macoth
B.K.Mansaray :ﬁl::::::lingExtension Worker, Mar-06 on going | In charge of Kalintin
J.M.Pessima ;::;:!ig_eKExtension Worker, Mar-06 on going | In charge of Sabuya
Abdulai Jalloh Director, RARC Mar-06 on going
Dr.Dixon RARC Mar-06 on going | In charge of extension
A.B.Kamara RARC Mar-06 on going | In charge of farm manager
M.S.Mansaray RARC Mar-06 on going | In charge of seed
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(Annex 10)

Sierra Leonean side

Name

Joseph A. R. Sankoh

Joseph S. Bangura

B. A. Massaquoi

Braima S. Mansaray

Japanese side
Name
Masato Kumagai
Masaaki Otsuka
Junichi Samagami
Akira Shintani
Seiko Tomizawa
Nozomi Ui

Mitsuhiro Kato

List of Participants

Title

Ag. Director General, Ministry of Agriculture, Forestry and Food
Security

Assistant Director, Planning, Evaluation, Monitoring & Statistics
Divisioin (PEMSD), Ministry of Agriculture, Forestry and Food
Security

National Extension Coordinator, Ministry of Agriculture,
Forestry and Food Security

Depty Director of Crops

Title
Assitant Representative, JICA Ghana Office
Senior Adviser, JICA HQs
Senior Researcher, Japan International Research Center for
Agricultural Sciences (JIRCAS)
Sanyu Consultants Inc.
Evaluation Adviser, JICA Ghana Office
Project Manager, JICA HQs

Project Formulation Adviser, JICA Ghana Office
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ATTAcHMENT I

SIERRA LEONE GOVERNMENT

MINISTRY OF AGRICULTURE, FORESTRY AND FOOOD

SECURITY

COMMENTS AND OBSERVATIONS FROM THE LEADERSHIP OF THE
MINISTRY OF AGRICULTURE, FORESTRY AND FOOD SECURITY ON THE
DESIGN AND IMPLEMENTATION OF THE JICA AGRICULTURAL

PROJECT IN THE KAMBIA DISTRICT.

.00 OBSERVATIONS

1 Counterpart Administrative Gap in the project impleméntation.
The District Director of Agriculture of MAFFS —Kambia reported that he had very

limited knowledge about the project budget and did not actively participate in providing

the necessary leadership of the project. His contribution to the coordination functions was

therefore less. That the JICA technical team was contract based. It was operational at a

distance and never permanently based in Kambia.

2 Implementation of the technical package was not mainstreamed

Implementation of the package was not directly linked to the main divisions of the

ministry. Every component of the project had a Japanese expatriate (see below)

No Position Expatriate - Counterpart
1. | Team leader 1 0
2. | Deputy Team leader 1 0
3. | Rice Expert 1 0
4. | Post Harvest Expert 1 0
5. | Vegetable Expert 2 0
6. | Administrative Affairs Manager 1 0
Total 7 0




Counterpart involvement in decision making was very minimal. Implementation process
would have been more effective with the actively involvement of the senior counterpart
cadre of the management team

3 Break in Contact and Communication between JICA and RARC

The contact between JICA and RARC was individual led and not management led. This
was the reason for the low scale collaboration between them. They initially collaborated
with individuals during the baseline survey and design of the trial studies, but it ended

thereafter

4 The Model Package is Purely Station Based Research Study

The technical package is a station based research study. It does not necessarily address
the current urgent food self-sufficiency needs of the majority of the population (35,000
farm families in Kambia District) An integrated and expanded package of input services
delivery to farmers groups, particularly rice, livestock and other food crops is critical for
achieving the 2009 government target of commercial agriculture.

5 The position of JICA as lead agency designated to promote expanded
agricultural development in Kambia district is very critical. An expatriate strength of

80 man months is too large for such a small technical package of $ 3,000,000

RECOMMENDATIONS

The Mission has recommended the following actions:

1.0 The counterpart position of the project leadership should be reviewed and
regularized.

2.0  The expatriate components of the project should be co-managed by counterpart
staff in order to ensure sustainability of the technologies being transferred..

3.0 The JICA technical team will need to understand the institutional and technical
capacity of Rokupr Agricultural Research Center (RARC), and explore the
possibility of how well it could tap the richness of RARC capacity of 20-30
researchers with specialties in rice. The strengthened linkage of JICA with RARC
is very critical in building the capacity of farmers and extension staff in the

transfer of extension messages.



4.0

5.0

6.0

7.0

8.0

9.0

10.0

JICA though should continue its technology research study package, but without
prejudice to expanded farm inputs service delivery that will benefit the majority
of the farming communities in Kambia district

The model package framework of ten farmers per site in nine sites of the district,
(beneficiary contact of 90) is too small to able to create any meaningful impacts
that is worth generalizing as success of the project in the district. The future 2009-
2011 package should consider an expanded beneficiary and farm input support
package which will benefit majority communities both in farmer beneficiary
groups and coverage area.

Need for budget expenditure analysis of the project under completion, so as to be

able to show a distribution of the project expenditure per component.

Need for clarification of the future use of project equipment, mobility, etc. by
MAFFS.
Need to define the programme organization chart/organograms and roles
specified.
Need to mainstream the package implementation within the divisions of the
ministry.
Due respect should be given to the procurement procedures in the expenditure

process of the project.

Signed: Francis A-R. Sankoh

Acting Director General



Mrachment 2

COMMENTS AND UNDERSTANDINGS
OF
THE JAPAN INTERNATIONAL COOPERATION AGENCY
ON
“COMMENTS AND OBSERVATIONS FROM THE LEADERSHIP
OF THE MINISTRY OF AFRICULTURE, FORESTRY AND FOOD SECURITY
ON THE DESIGN AND IMPLEMENTATION OF THE JICA AGRICULTURAL
PROJECT IN THE KAMBIA DISTRICT”

Given the report titled ‘COMMENTS AND OBSERVATIONS FROM THE LEADERSHIP OF
THE MINISTRY OF AFRICULTURE, FORESTRY AND FOOD SECURITY ON THE DESIGN
AND IMPLEMENTATION OF THE JICA AGRICULTURAL PROJECT IN THE KAMBIA
DISTRICT’ by the Ministry of Agriculture, Forestry and Food Security (MAFFS) on 4 December
2008, the Japanese Evaluation Team hereby give the comments and understandings to the report
mentioned-above based on the facts.

1. Information sharing on the budget of the Project;

JICA has disclosed and shared the information on the budget of the Project with MAFFS in
response to the request from MAFFS and Ministry of Finance. Given that the District Director of
Agriculture of MAFFS-K reported that he had very limited knowledge about the project budget, it
can be said that there was lack of coordination and information gap between MAFFS HQs and
MAFFS-K. It could be suggested for MAFFS to have better internal information sharing

mechanism for smoother collaboration with development partners.

2. Allocation of the appropriate Counterpart (CP) personnel for the Project;
During the implementation of the Project, there has been lack of close discussion on the roles of
CP personnel at both central and district level. In the future technical cooperation, the roles and
terms of reference of the Sierra Leonean CP personnel should be defined and agreed clearly
between MAFFS and JICA, and MAFFS should recognize its responsibility to choose and

allocate appropriate CP personnel including the payment of the necessary costs such as salary and
allowances.

3. Suong linkage with RARC;
At the beginning of the Project, JICA had made an effort to collaborate with RARC for the
smooth and effective implementation of the Project. However, due to the lack of researchers

stationed in Kambia district, the collaboration resulted in the limited scale. Nevertheless, the



collaboration between RARC and JICA is still essential to bridge the research and extension. It is
needed that MAFFS and RARC give the detailed and concrete information to JICA on the
present situation of RARC so that the future collaboration can be positively discussed among
them.

4. Impact of the Project;

Through the introduction of the improved agricultural techniques by Japanese Project Team, not
only 90 pilot farmers obtained the improved agricultural techniques, but other farmers in
surrounding areas also have learned and became to utilize the improved agricultural techniques
and more expansion could be seen. In addition, technical guidelines and manuals will
considerably contribute for the improvement of agricultural support system of MAFFS-K to
create bigger impact to farmers all over the district if it’s utilized properly.

5. Goal of the JICA's Technical Cooperation;

JICA advance its technical cooperation project through sharing of knowledge and experience
among experts, CP personnel and beneficiaries with the high priority on sustainability. This is
designed to enable people in the developing world to become self-reliant, solving their challenges
through their own self-help efforts.

It was found during the evaluation study that CP personnel and model farmers were empowered
through continuous trainings and direct guidance by the Japanese experts. Those SMSs and BESs
who have been trained directly by the Japanese experts showed their satisfaction with what they
learned through their technical cooperation. They acquired the contents of agricultural technical
package, which could never be accomplished only by the provision of material inputs and mobility
but by a combination of direct technical cooperation and appropriate inputs. CP personnel and
model farmers were not only provided equipments but also introduced and trained in improved
agricultural techniques on the daily communication basis, therefore it is likely that they will be
able to maintain and extend the activities. Moreover, other farmers also learned the improved
agricultural techniques from CP personnel and model farmers and became to utilize them in their
farm. It concludes that JICA aims to enhance the sustainability of the result of cooperation and
constant effort above all.

It is quite one-sided observation that “an expatriate strength of 80 man-months is too large for

such a small technical package”, and costs and benefits of inputs should be more deeply and
precisely analyzed from the above described perspective.

6. Co-management of the Project;

Co-management of the Project is vital to ensure the successful implementation and the



sustainability of the Project, and it is clearly mentioned in the Record of Discussion agreed before

the commencement of the Project. JICA has been very much eager to pursue the co-management
with appropriate CP personnel.
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Mr. Masato KUMAGAI
Senior Representative,

Japan International Cooperation Agency,
Ghana Office
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