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FOREWORD

This Report has been prepared by members of the University staff
under the sponsorship of the Institute for Development Studies, as a result
of a request from the Ministry of Finance and Planning to undertake a
comprehensive evaluation of the Special Rural Development Programme for
the period ending December, 1971, A draft of the main Report was made
available to the Govermment in August, 1972, for a meeting of the officials
involved with the SRDP, The Report has been revised as a result of the
discussions at the meeting and in the light of coiwrents received subsequently

from University colleagues and Government officials,

It should be stressed that the Appendices form an integral part of
the Report: those who read the main Report withiout its accompanying
Appendices may find it somewhat abstract and »itched at a high level of
generality. The Appendices provide not only a fuller analysis and supporting
arguments for many of the points made in the waii: Report but they also
capture the flavour and spirit of this pioneerins effort in accelerated

rural development.

The University through the Institute Ior Development Studies has
been closely involved with the SRDP from the v2ry begimning. It played a
key role in the plamning and organisation of the Kericho Conference which
first stressed the need for an experimental, inrovative effort at
in®grated rural develorment, The subsequent survey of rural areas on
the basis of which the six SRDP areas wers selected was also carried out
by the University staff, They have coatirned their involvement in the
Programme, as this Report shows, by direct participation in some of the
strategies devised for rural development, auid “urough their evaluative
role, first as Area Evaluators and subsequently as a centre-based multi-
disciplinary team of researchers and evaluators, At the same time,
numerous papers have been written on various aspects of the SRDP and a
number of workshops have been organised to discuss its prineciples,

objectives and strategies,

It is appropriate, therefore, that the Institute should have
been asked to undertake this important evaluation. The present Report is
an outcome of a team effort, involving specialists in a wide range of social
science disciplines and drawn from various departments in the University.
The multi-~disciplinary approach to research on development problems is
an integral part of the basic philosophy of the Institute for
Development Studies. It is hoped that the value of this approach
will be fully demonstrated by the Report.
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This Report has been prepared under an enourmcus pressure
of time by individuals most of whom had already full-time teaching

and research commitments.,

The team consists of the following:

Dr. J. Ascroft Dr. P. Mbithi Mrs. M. Baily
Dr. N. Roling Dr. J. Heyer Mr. J. Kariuki
Dr. G. Gwyer Mr. F. Hay Dr. E. Baum
Dr. M. Mutiso Miss S. Almy Mr. G. Ruigu
Mr. W. Oyugl Dr. M. Gachuhi Miss C. Barnes

The Institute is greatly indebted to them, and in particular tc

Dr. J. Ascroft who was co-ordinator of the study, for the enormcus

amcunt of work they have put into this Report and for their persistence
and dedication. In addition, the Institute acknowledges the assistance
of 'Dr. J. Nellis and Mr. P. Moock in the initial stages of the evaluaticn
vroject .

The main conclusions and findings of the evaluation are set
cut clearly in the Report and speak for themselves, but it may be in
order to make a few points here. Perhaps the single most important
conclusion that emerges from a reading of this Report is the need for
better and more imaginative planning in all phases of the SRDP -
in establishing objectives and targets, in selecting strategies and itz
individual components, 1n designing the pilot projects, in eliciting
lccal participation, and in implementation and evaluation. Most of the
faults and failures of the Programme can be traced to deficiencies

in various phases of the planning process.

Some of the persons involved in the organisation and operation
of SRDP may feel somewhat discouraged by the critical tone of the
Report. It should, however, be remembered that one of the purposes
of the wo-aluation was precisely to highlight the deficiencies in the
cbjectives, strategies and implementation of SRDP, in order that
these might be avoided in the future. A report which failed to deo 1t
would hardly have served that purpose. But more important, fallures and
drawbacks are i1nevitable in the early stages of an experimental
programme like the SRDP. Any attempt to bring about dramatic improvement
in the incomes and welfare of rural people through new apnroaches

1s by 1ts very nature an extremely complex and arduous undertaking.
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Not only is there need to think up new ideas, strategies and
projects, but new organisational structures must be created,

the bottlenecks caused by the ministerial structure and bureau-
cratic procedures overcome, and the energies and enthusiasism of
the local people engaged in the development process. Judged by
these exacting requirements, the SRDP has achieved a number of
notable successes. Its basic principles and objectives

continue to be valid. It is hoped that the present Report will
make a valuable contribution to the improvement in the planning
and operation of the SRDP in particular and the rural development

programmes and policles in general,

Dheram Ghai
Director,
Institute for Development Studies,

University of Nairobi.
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THE TERMS COF REFERENCE

The terms of reference of this evaluation are contained in
a letter from the Director of the Institute for Development Studies to
+he Permanent Secretary Ministry of Finance and Planning, of which the

following is an extract:

"The Bermenent Secretary,
Mirnistry of Finance and Planning,
2.0, Box. 30561,

NAIROBI.

For the attention of Mr. S.C..Mbindyo

Dear Sir,

ERes: Qverall Evaluation of S.R.D.B.. = Period Ending
December, 1971.

We. refer to.your letter, EDB/SC.237/012, dated 22nd Feburary,

1972,, and subsequent series of discussions which we had with you,.

We have already had a meeting during the course of which the
terms of reference you gave us were thoroughly discussed. In prineciple
we are satisfied with the terms but we believe that these may need sligunt
modification as a result of the experience gained during the actual conduct
of the wvaluation.. Accordingly, at the initial stage, we have slightly
modified your terms of reference and the following suggested framework is
presenteds=

ls General Evaluation of SRDP Principles and Objectives

To evaluate the extent to which the principles and

objectives have been so far achieved.

To. determine whether the processes and procedures
evolved and applied have been right or wWrang, use-
ful or not for planmning and implementation and
whether these processes can be improved or corrected

for future planning and implementation,

To determine the degree to which the SRDE programmes
are ‘tending to reach their designated goals, and if
not, what needs to be done to get them on target and
to accelerate the process,

The above ¢onsiderations might well lead to a re-~statement of the SRDE:
principles and objectives along the following liness-



To distinguish between principles and objectives and
between levels of objectives.

To formulate more precise, less ambiguous definitions of
principles and objectives, possibly making a plea for
general acceptance of a standard set of definitions.

In defining objectives, to consider not only making them
more detailed, but also to distinguish ultimate objectives,

from intermediary or lower level objectives.

Specific Questions for Evaluation

Is the planning framework developed for SRDP

adequate or effective to meet its principles and objectives?

In planning the SRDP, was the unexploited potential for

development of each SRDP area adequately assessed?

dere the probable constraints preventing this potential from

being maximally exploited adequately assessed?

To what extent are the stratcgies and approaches designed
to accelerate rural development in SRDP area, newer and

more effective than those which they replace or supersede?

Are the implementation stages effective enough to try out

these new strategies and approaches?

Were the extra funds, staff, expertise, administrative costs,
special training, equipment, etc., estimated for and provided

to SRDP areas inadequate, adequate or more than adequate?

To what extent are the procedures, strategies and approaches
devised for SRDP projects replicable in this country as a

whole?

How effective has the role of the Area Co-ordinators, District
Development Committees and the Ministry of Finance and

Planning in its capacity of overall 3RDP co-ordinator been?

To wnat extent have local commwities bean adequately
involved in the planning and implementation of SROP and to
what extent has this involvaemsat besn premature, timely or
too late?

To what extent are B3RDP projects integrated or co-—ordinated
with on-going programmes and to what extent have on-going

programmes been labelled SRDP?



In answering these questions, our evaliuation will pay specific attention
to 1ne degree to which the procedures and processes utilized adhered tc
SEDP prineiples particularly with regard to SRDP goals. Recomendations
foxr improvement will also be mades

111 Particular Projects for Evaluation

To evaluate the progess and strategies evolved for
the following specific programmes

liigori Master Rarmers and Roads Programme

The Mbere Cotton Programme

The Tetu Extension Pilot Project, Farm Management
and 4K Club Brogrammes

The Vihiga Waize Credit Rackage

The Reporting Syster

In evaluating these specific programmes, we shall again pay particular
attenticn to questions of adherence to SRDP principles and the achieve-
ment of SEDP. goals. In addition, recommendations for improvement will
be madee-

Ve Gverall Assessment and Summary of Recommendations

To. provide an overview of the degree to Wiich SRDE
in general is adhering to the SRDP principles and
gbjectives and how far these objectives are being

achieved..
To: provide general recommendations Lor improvement,
giving some idea of priorities.,
I lcok forward to hearing from you about this mattex,
Yours sincerely,
(Signed)

Director."

Terhal agreement was reached between MFR and IDS on these terms of



THE EVALUATION TEAM SUGGETS THAT IN ORDER TO OBTAIN
A QUICK OVERVIEW OF THE REPORT THE READER SHOULD PAY
PARTICULAR ATTENTION TO THE FOLLOWING THREE BRIEF
SECTIONS: IN. THESE AN ATTEMPT IS MADE TO PLACE SRDP
IN ITS WIDER SETTING, TO OUTLINE THE CONTENTS OF TH.
REPORT, AND TO PROVIDE A SHORT BUT THOROUGH RESUME
OF ITS CONCLUSIONS AND RECOMMENDATIONS.




THE BOIE OF SRDP IN RUFAL DEVELOPMENT

are &
The terms of reference of the IDS SRDP evaluation team/request ror

an assessment of SRDP's achievement on the ground in terms of SRDP principles
and objectives:. They do not ask for an assessment of the role of SRDP

in the Government's development machinery, Therefore, the main body of

the report focuses on an evaluation of SRDP!s achievements on the ground,

and it is offten ecritical of the achievements, not because it failed to

teke into account the short time SRDP has been in operation, but because

SRDP has often lost sight of its own principles and objectives.

Wevertheless it would be a great mistake to conclude from our
rather critical evaluation of SRDP achievements on the ground that we
feel SRDP has fziled. In fact; we share a firm belief that SRDP can
mase a very important contribution to the acceleration of rural
development in Kenya. To explain the apparent contradiction between
our sometimes critical attitude ard our firm recommendation that SRDP
is not only worthwhile but should be continued and strengthened, we have
inserted this brief note to explain the cruecial role of SRDP in Keuny:o:

S

rural development machinery as we perceive it,

The main product of the development machinery is development.

The main product of SRDP is development of the develomment machinery.

The capacity of a government to stimulate development is limited
by the availability of effective and efficient development programmes
and projects. 4 development oriented govermment must therefore take
achive steps 4o increase their availability, DEssential activities fox
anlarging arnd improving the arsenal of effective and efficient development

programmes ana projects are:

(1) applied research: aectivities which increase

scientific knowledge for a specific practical
purpose, and

(2) protoivpe testings systematic development and

small=scale testing of programmes and projects,

prior to their wider application.

Together these activities comprise "Research and Development"

(R&D). RZD absorbs a great deal of money and skill in industry, but is
often neglected by the governments of developing countries, although its
potential benefits for them are no less than those which industry obtains.

The authors of this report regard SRDP as & truly remarkable
snd immovative programme because its seeks to build the functions of
Research and Development into the Government machinery concermed with

promoting rural development, SRDP is indeed "Special" because it perfoims
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R&D, not because it rapidly develops a few Divisions, Its funds are
primarily designed to test the prototypes of promising programmes and
projects and not to finance accelerated development of a few areas,

although that may be an outcome of area-—based prototype testing.

The main thrust of SEDP is to develop innovations in the
administration of area~based programmes, in types of development projects,
in methods of implementing them and so on., It seeks these innovations
to develop projects, programmes and administrative capacity which are
more effective and efficient in reaching the Government objective of
raising the quality of human life than those hitherto in use, Once
developed by SRDP these more effective and efficient programmes and
projects can then be replicated on a wider basis, improving the develop=-

ment capacity of Government.

The R&D function of SRDP described above is not well understood.
Some people believe, for instance, that the new District Planning exercise
has replaced SRDP, while in reality SRDP is, of course, the prototype
testing machinery for replicative District Planning. In fact, we
recommend that mechanisms be developed for feeding SRDP results into the

District Planning machinery.

The R&D function which SRDP performs is defined by the SHDP
principles, If these are not respected, SHDP does not perform its R&D

function. The first principle, experimentation, requires the conscious

allocation of resources (experimental costs) to finding new or better
programmes and projects for achieving desired objectives., These
programmes and projects must be replicable in other parts of the
country., Replication must be feasible, takinginto account existing
Kenya resources, and without vast infusion of external aid. Research

and evaluation of each step in the planning and implementation process

ensures that principles are adhered to, objectives are obtained and
practical lessons are learned., Taken tugether these sound principles
give specific content to the R&D function of SEDP., It is our conviction
that adherence to these principles, and therefore, a sound performance
of the R&D function by SRDP, can lead to accelerated rural development

in Kenya.

Despite its short life to date, SRDP has already demonstrated
the possibilities of area~based planning and development administration.
It has therefore given a strong impetus to the recently initiated
District Planning Policy, and has encouraged further decentralisation

of development administration. SRDP has also initiated new systems:



for programming, monitoring and reporting on area programmes,; systems
which appsar to have potential for country-wide replication. Much
effort has also been devoted to developing prototype projects which
promise more efficient and effective methods for achieving Government
objectives, although, for reasons discussed at length in the
Appendices, only a few of these projects have yet reached the

replication stage. Nevertheless, lessons have been learned.

So far SRDP has concentrated narrowly on a small numbsr
of areas. However this is not a necessary component of SRDP except
where the testing of programme prototypes (area co~ordination,
area~based planning efforts, for example) is concerned, There is
no reason why project prototype testing should not be distributed
widely to different strategic parts of the country. Not all the
benefits need accrue to a few areas, Making SRDP less concentrated
on a few areas than it has hitherto been will allow it to focus
less on a rapid comprehensive area development and more on develop=
ing and testing methods for overcoming specific problems encountered

in rural development.

Specific recommendations have been made in he body of the
report and it is not appropriate to repeat them here, but in examining
SHEDP in its wider setting we feel that it is important to note that
the potential value of SRDP is diminished by its lack of authority.

Therefore we make the following suggestions in order that SRDP might

be strengthened; and its value more widely appreciated:

(1) SRDP be administered by a top Kenyan of Deputy
Secretary rank with the authority and credibility
among field officers to make co-—ordination of
SKDP a realistic functiong

(2) SRDP appoint a Kenyan Programme Officer with high
qualifications, field experience and a thorough
understanding of SRDP principles, especially that of

experimentation, who has the duty of

(a) ensuring that SRDP programmes and projects
adhere to SRDP principles,

(v) identifying new approaches for prctotype

testing, and

(c) ensuring that SRDP optimally performs its



R&D function for accelerating Kenya's rural

development,

(3) SHDP seek assistance from an international organisation
for the development of a multi=purpose proto-type test—
ing unit to support the Programme Officer mentioned in
(6)s Such a unit-would

(a) provide documentation and expert guidance
for identifying and developing new approaches
for proto=type testing,

(b) identify and give incentives to local entre-
preneurs, who have pioneered agricultural
and industrial enterprises which promise pay-—
off for rural development, to make their

experience available,

(c) establish capacity and linkage to mobilise, make
available and co—ordinate expertise for systematic
experimentation and to assess the suitability
of testing ventures such as crop/loan packages,

methods of family planning extension, etc., and

(d) help disseminate SEDP results for replication
and train Government officers in implementation

of these programmes and projects,

In conclusion, we recommend that SRDP be judged on the usefulness
of its R&D function, or its principles, and not as another form of area
deyelopment. The substantial criticisms contained in this report should
then be used to strengthen the programme by encouraging it to become
the innovative arm of the Government®s rural development machinery,
Achievement of this promises to make a fundamental contribution to rural

development in Kenyae.
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INTRODUCTION AND OUTLINE OF THE REPORT

This evaluation report differs from those which have precedsd it,
Earlier Special Rural Development Programme (SRDP) evaluation reports for the
Ilinistry of Finance and Plamming (MFP) have been of three main types:

1. The Chronicle of Events Report, such as the SRDP background
reports from the Institute for Developmernt Studies (Ips) detailing

the sequence of events from the Kericho Conference onwardss

2, The Programme Progress Reports, such as the MFP and donor agency

reports detailing the visible signs of SEDP projects and their

rate of progresss

3, The Research Report, such as the IDS reports describing surveys

undertaken, their findings and implications for strategy

modification or development,

The reason for its exclusion from the above categories lies in the
ermus of reference of the present evaluation., These require the report to
socus on those aspects of the SRDP which make it "Special", and to check whether,
in the process. of implementation, the Programme is continuing to be "Special'.
These unique features of SEDP emanate from the prineciples which are intended to
2uide the formulation and implementation of the Programme, infiueneing both
at is attempted and how it is attempteds Only rarely have preceding evaluations
systematically reviewed the extent to which the underlying principles of SRIP
zre being observed in the specification of its objectives and the choice of
strategies of the Programme, The present report seeks to redress the balance
by paying particular attention to evaluating the progress of SRDP in terms of
its designated principles and objectives, and in so doing seeks to explain these
principles and objective in as clear a way as possible, It is intended that this
evaluation should remove any doubts as to the reason for distinguishing this
rural development programme from all others, and give some measure of the

considersble value to be attained from continuing to de¢ so.

The report is divided initially into two separate parts: the "body"
of the meport, and the Appendices, The former contains the main evaluation in
response to the terms of reference of the study, while the latter provides the
zosater part of the vast amount of information on which the main evaluation is
cased., In the interests of brevity these two hawve been kept separate, sc that
tne discussion of SRDP principles and objectives could be considerably
simpiified. However, as a consequence, an unavoidable dciwece of abstraction
characterises the fcrmer part. But abstraction has its uses, provided it
2learly draws on field experience, and in twm provides conclusions which

relate to that £ield experience; the Appendices are intended to show these
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relationships in the form most relevant to field officers, Although each
field officer will be most interested in the Appendix relating to his

own area it is strongly recommended  that the Appendices be considered
as a whole, lMany lessons can be learned through the comparison of the

experience in one area with that in another.

In turn the "body" of the report is divided into three sections,
Part I contains a detailed elaboration of the principles of SRDP, a
precise re-classification of the objectives of SRDP, and an attempt to
associlate the strategies of SRUP with the developmental bottlenecks they
are intended to overcome, This centres around a functional model of
SRDPy designed to aid discussion: the model is summarised in tabular
form, In Part IT are presented a number of case studies of important SRDP
projects; these are intended to provide illustrative examples of the extent to
which these projects are consistent with the principlesof SEDP, and are
attaining thelr designated objectives, In short they provide a first level
of information on the field experience with particular strategies; the
Appendices provide the second and more detailed level, Each summary contains
abbreviated recommendations on the manner in which the project should be
modified in the light of the relationship which it has attained with the
principles and objectives of SRDP3; these are developed in detail in the
Appendices, Part III contains the general econclusions and recommendations.
It should be stressed that these are of a general nature - i.e, they do not
relate to specific aspects of individual projects, but instead seek to identify
the common elements of all the projects. They are orgenised around specific
questions contained in the terms of reference, The analysis in each of the
Appendices has also been organised around these gquestions, though less
explicitly so in the majority of the cases; the specific area and project

conclusions are therefore contained in the Appendices.

It should therefore be apparent that considerable effort has
been devoted to keeping strictly to the terms of reference of the
eveluation, and to keeping the report as brief as possible. The
Appendices exist as testimony to the impossibility of simultaneously
achieving this and doing justice to the SRDP projects in the individual

areas.

Several modifications have been introduced; for various reasons
it has not been possible to provide appendices on the Tetu Farm Management
Programme, or on the Reporting System, though a case study of the latter
is included in Part II. However, appendices and case studies on Kapenguria
and Kwale, and a further appendix on local participation; have been added,

although these were not requested in the terms of reference,
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SULIIATY OF CCHCLUSICHS AND RECCOLLIENDALICHS

This section atitempts to provide a review of the main findings
and recommendations which emerge from the evaluation, It must be stressed
that these conclusions and recormmendations relate to the terms of reference
of the study, which set the broad limits of the evaluation, together
with certain specific questions about the achievements of SRDP, Consequently
it is not the function of this section to summarise all that has been
aciieved in SRDP, or to criticise or praise aspects of SRDP which are
outside the terms of reference. Since the terms of reference concentrate
on the adequacy of the specification of the principles underlying SRIL,
and the formulation of the objectives of SRIP, the following conclusicuis

and recomaendations are similarly specific,

THE BRINCIPLES

The evaluation corcludes that the principles of SRUP axe nct being

faithifully observed bescause they are not well enough known or understcod.

The four principles of SRDP - experimentation, replication, use
07 eudisting resources, and research and evaluation = are both necessary
o lasvingudsl TPDR fron ovher rural development programmes, and sufficient
to soilde 211 o) pes or plorming within SEDP; they also appear to be operational,
rouever, there ore varying extents of understanding, and varying
interpretations of these principles: some projects observe some of the
princirles, while others observe hardly any of the principles, Where the
prineiples are igrored there is a tendency to concentrate on developing

SID? areas to their maximum, destroying the uniqueness of SRDP, at the

-

sxpense of developing replicable prcgrammes to benefit the country as a

]

whiole through the process of experimeniation,

The prevailing approach in many sectors of SREIP is strongly
reniniscent of a sports club which states its principle as "sportsmanship!
and its okjective as "the development of healthy minds and bodies',

then assumes that all its activities adhere to its prineiple and promote

its objective in some wvazue vet incontrovertible way., seldom if ever

stooping to ciheck the validity of this assumption critically and objectively.,

It is strongly recommended that the four principles of SEDP be

erpleined elearly to SRDP nersonnel at every level of Government from the

top oificials down tec the lowliest junior field assistant and also to the

rural folk themselves in SEDP areass

Tnoine the "rules of the game", the principles of SRDP, is

the essential first step towards generating widespread involvement in



O.DP, whether as active participants or interested spectators, The
Tollowing simple definitions of the principles are suggested as a
gtarting-point for developing the necessary knowledge; they are developed

at greater length in Part I, pages 3 to 10 .

Experimentation means trying out alternative strategies for attaining

particular objectives, the trials being organised in ways which clearly
show if the strategies can work (their feasibility), and, if they can,

how well they work (the extent of their pay=off),

LReplication means the extension or reproduction of successiully fested
strategies elcewhere, under similar conditions; it follows the development

of blueprints and prototypes of the successful strategy.

Use of DIxisting Resources means employing additional resources to meet

only the extra experimental needs, scaled down progressively during
subsequent replications to the level of normally-~available on-going

resolcesS,

Research means, in this context, gathering and interpreting information
relevant to pinpointing experimental objectives and strategies, while
evalvation means gathering and interpreting relevent information about

how well the strategies have worked to attain their objectives,

THE OBJSCTIVES

The evaluation concludes that the objectives of SHDP as presently

formulated ("ultimate" and "primary”) do not provide clear-cut direction for

SRDP projects, Some are too vague and general, some are wrongly classified
as "ultinate" or "primary", and the present list has some notable omissions,

Tt is recommended that the following reclassification and elaboration of the

32DP objectives be adopnted:

Tmmediate Project Objectives

1 To increase agricultural, industrial and commercial
output in SRDP areas,

2, To reduce unemployment in SRDP areas by increasing wage
employment in private enterprise and public works,

3, To improve the extension, education, health and social
public services in SEDP areaso

4, To increase decentralization of decision-malking authority

and responsibility in the SRIF areas.
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Ultimate srorsrarz-e Objectives

1. To generaie incones throvgh agriculiure; covierec and

4

wysical, mental and social welfare,

(Y]
°
3
(@]

> generate p

i

- To inerezsze seli-generating developuent of rural people
tarown increased seli-determinism, sell reliance and

cape~ "y te sustein continuing growth and development,

The chove scheme apnecrs o puovidae aa aaegreate set ol jocls %o
provide clear-cut direction or SIJP projects., The achieme is developed

2

iz deteil inm Paxrt I, pages 14 to 2

I

[

The evaluation has reached the following general conclusions on the

exzbent to which SRDP proiects are nresently achieving the ultimate objectives

2DP:

-

n

I's)
[

L

1, Achieving Income Generation, SIDP to date has concentrated heavily

wpon pulling together prograrmes of agriculiural projects with imnediate

ocbjectives of increasing afzricultural output, The master farmers project,

ne extension pllot project, the maize credit pacliage, the cotton projects,
the 42 clubs, farm management projects, and the holding grounds are cases

in point, MNone of these is anywhere near fulfilling its objectives on a
self=generating basis but this is because none of them has reasched maturity
yets The emphasis upon the agricultural sector seems appropriate in view of

the fact that it includes ithe majority of rural inhabitents,

A few projects are aimed at increasing commercicl output. The loans

to iaput stockists in Migori is the most advanced and experimental of
these, Also included, however, is the involvemsnt of local input stockists
in the meize credit package and the Partnership for Productiviity efforts.
The Tetu extersion plilot project is only now proposing to involve input

stockists along the lines of the Ifigori project.

Hardly anyr experimental activity appears to be aimed at increasing
Cndustrial outpul, LJffosls are belng made through Partnership for Productivity
end the construction of Rural Industrial Developmant Centres (RIDC) at
ycrdl, kakamega, and Zambu, bubt these are margina. o the SRDF and lack

slezr-cut exXperimental content.

The achievement of reduced unemnloyment appears to be lagging.

InTormeticon is lacking on the extent to which wage employment has been
Generated in the course of implementing projects +to increase agricultural
output; there 1s no menitoring procedure to check on this, Similarly,

aluaough experinental labour intensive techniques were plammed™for the
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purpose of infrastructure construction, in the implementation process

changes were made so that only insigaificant numbers of wage earnmers are
involved, Still to be implemented is the Vihiga labour-intensive road
eonstruction programme which, on paper, appears to be a more determined

drive to reduce unemployment through public works,

26 Achieving Welfare Generation., (That isy improving the physical,

mental, and social well=being of the inhabitants in ways other than directly
increasing money incomes), Hardly any SRDP activity of a clear-cut
experuiensal nature is discernible in this area, There are projects concerned

with building and expanding educational, +raining and health facilities,

but none of these apvears to be testing alternative strategies for gemerating

welfare development, except in so far as coastruction of facilities

constitutesa supportive or integral part of experiments to increase output.
The extensions to the Wambugu FIC may be regarded as connected to the
extension pilot project, and the RIDCs may be preludes to focussea
experimental activity., On the whole, SEDP is responsible for only hastening

the implementation of projects aimed at generating this type of welfare,

The major exception to this generalization is the sequential
implementatidn project in Kwale which places priority on water development,
Provision of clean water for human and animal consumption has greater
implications, at least in the short run, for generating health and welfare
than for generating incomes. Almost all SRDF areas have water development
projectsy some supported through UIICES., On the whole, however, they lack a
clearcut experimental design and are more appropriately regarded as on=going

projectss

3s Achieving Self-generating Development,

The evaluation coneludes that despite limited efforts in this direction, the

zoal of achieving self-generating development has not been attained, and is

absent from many of the vnrojects.

It is fair to say that this ultimate objective, which seeks to ensure
that those projects which are implemented emnable or stimulate the spontaneous
emergence of further development effort from the local societies, is the
hardest of all to attain, At the moment the benefits of many of the projects
will end with the completion of the project, rather than the project suecessfully
eliminating the constraints to "natural" development by the local people.

There appear to be at least three reasons for this: iIn the drive to show
visible signs of SREDP on the ground projects were implemented with undue hasteg
in the process of designing programmes and projects very little attention was

paid o the long-run development path of an areaj local participation in the
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»loming process and implementation of the projects was not sought to the

necessary extent.

Zell~determinism, or the capacity of the local people to select the

205t satisfactery development path and cambinations of projeets, has been
given scre attention in Tetu (tue planning end implementation of the extension
pilot project) and in Ligori ('l:he rroject advisory cozmni‘t'tee), but generally
there hos been a small degree of local participation., Even the DDCs are

gtill lersely instruments of Govermment, Self-reliance, or the ability of

local peonle to find the necessery resources - apart from those to overcome
botilensc’ts ~ has not been encourased, even although building up the local
ahilitry to plan could relieve the pressure on plamning experts and avoid
the nistakes of centralised seolection ena desizn of development projects,
in general it ajpears to be e case that local abilities and ideas

have been ignored, not to mention their misunderstanding and complaints,

Ou=goinz growth and develonment is the target of successful bottleneck

identification and elimination; once the obstacles have been removed the
special effort is withdrawn as the area should now be able to develop
spontaneously, However, the very short planning horizon which has been
adopted in most cases - related to the cursory assesmments of both potential
and constraints = does not extend beyond the life of the component projects.
The lack of a long run view, and in particular the absence of an attenpt

to view the areas in a national context hes contributed to an over-emphasis
of agriculiure, Gespite itvs relevance in a rural area, For example, witaout
considering vheti:er there was a need for a permanent general credit-providing
institation in Vihiga, and experimenting with alternative forms, a narrowly
specific and temporaxy czedit schene was instituted, Idttle effort has been
put into the development of commercial, industrial, and other non~-fam
employment opportunities, altiuorgh these might have been better integrated
into a rational policy to lessen the pressure of urban migration, If no
exfoxt is put into the attempt to bring about on-going growth and
development, the only alternative to the status quo is prolonged welfare

dependence on the central government, &

+ is reccommended that effoxts should be nmade to tap the

considerable local resources for develomment throuzh the training of

leaders of local interest groups, and experimenting with different types ol

local responcibility in projectss

PFinally it is recormended that attention should be distributed

- L.

squitably acrosc all objectives, since SRIP essentially involves the creation

of en intesrated rrosrarme oX nwojects desised so that together they will

achieve the overall uvliimate goal of ZIDD,
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THE STRATEGILS

The evaluation concludes that the SRDP strategies which are beins

tried are ccafused partly because or the confusion among objectives of

5002 but also because no systematic attempt has been made to categorise

tae potential bottlenecks to develommant which the strateszies are intended

to overcomes In general the majority of strategies so far developed and
currently being tested are familiar more~of-the-same old strategies rather
then tailor-made strategies to fit the requirements of specific perceived

bottleneclz,

What are the possible areas of bottlenecks? This gquestion has
often been asked in SRDP, but so far not answered with a systematic

classification of bottleneck areas, which would make it evident to all

where the search for likely strategies to overcome the bottlenecks would

be most fruitfule. It is recommended that the following classification of

bottlenecks be adopted as a means of ensuring that strategies are selceted

in relation to an assessment of the obstacles to the greater attainment of

objectives throush existing strategiess

Project Bottlenecks: Searching for alternative area based strategies

for overcoming:

1o, lack of kmowledge and skills through education, training and
extension, and researcih.

2, ILack of financial and material inputs of money, supplies and
equipment,

3. Lack of intermal and extermal markets to absorb surplus output.

4, Iack of infrastructural facilities and amenities,

5, Lack of people=~involvement in project planning, design and
execution.

6, ILack of employment opportunities through labour-intensive

work schemeso

Programme Bottlenecks: Searching for administrative strategies for

overconing:

1, Tack of organization through co-ordination and integration,

2, Tack of control through intercommunication, monitoring and
reporting systens.

3o Iack of plamming resources through increasing problem solving
capacities of area plamniag teams,

4, ILack of implementation resources through extra funds, equipment,
staff, and a stable team of experts and technicians needed for

experimentation.
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Thene bottleneck areas should assist planners to identify
those bottlenecks which are present in a particular area, and to
concentrate on searching for strategies waich can overcone them, and in
so doing attain the SRD2 objoctives, Lhis search muct be distribuied equitably
aercus all the bovwtleneck sectors, and not just those associated with
ol outpus o aduzinistrative ovganisation and control, as is the
present work in S0P, An elaboration of this clascification will be found

in faxt L, pases 18 to 22 .

TV AT CATATITOT T
GRIHLAL SATCIORIOn

Tie seineral recommendations outlined above have emerged from
the development on a "Tunctional Hodel' of SRDP; this is discussed in
debeil in Part . It is intended as a compact, handy summary of the
orinciples, objectives, and stratezies of SiDP, a ready reference for
plomers ingercested to Imow what S:D- is 21l about. Dut it can only
be uselul if sirills are acquired throvgh training in how best to use the nmodel,

and through practice inactuallyusing it. It is therefore recommended that

area teams talte time vo study thce mocdel carefully, to exnlain it to interested

perties in tle SADP greas themselves, and to hold brain-storming seminars o

elicit and develop feasible nhich nay-off strategies for overccning development

hotilencelss, to implement them in ways consistent with the principles of

STDL, o0 a8 to benefit the country as a whole.

Ir Taxt IX of tae evaluation a aumber of case studies of
indZewridval projects are listeds, In eading them the reader should aslt
mhirolle dn Ve 1isht o the above conclusions and recorendations:

5 L
Were 1he SO princinles observed? ere the objectives stated clearly?

Prey £y "W

were all the ldlely bottlenecks tolenn into account? Are the strategies

uselfrl ead replicable on 2 lorger scale?



PART I
PRTICIPLES, OBJECTIVES, AD STRATEGIES
GEUERAL COMMENTS .

Shorv term wonders are rare events, miracles even rarer.
It would have taken nothing short of a miracle to render SRDP a roaring,
unqualified success after barely one year of full operation. Therefore,
only the most unmitigated optimist could possibly have hoped for an SRDP
unfolding on the ground in ideal form. On the contrary, it is only
natural that its early days may be fraught with scepticism and controversy,
for seldom is the birth of a new idea easy and effortless. But
consider that five donor governments and many other international
agencies have Seen~*1t to support SRDP, and that so much unprecedznted
activity and change haye been c'ener:a:t:ed. by SRDP, and that formerly
half-hearted and uncommitted ministries are now being galvanized into
SRDP action, and one gains some @PpTreciation of Jjust how far SRDP has come.
1.2  Let us suppose now that SRDP as a whole was divided into two
phases, as indeed it originally was. Suppose further that the express
and unavoidably necessary function of the first phase was to set up and
test the SRDP administrative machinery, to see how well the methods and
procedures envisaged for SRDP operated in practices:y to determine
whether unanticipated gaps and bottlenecks still remained. Then Iinally
suppose an SRDP having systematically evaluated itself, corrected its
errors and focussed itself more clearly upon attaining its objectives in
a business-~like way. Given these suppositions, then it cannot be denied
that the SRDP has been remarkably successful in revealing its own short-
comings and now stands ready to move forward into its second and potentially

most profitable phase with renewed zeal and confidence. We therefore

recommend in all sincerity that this be the view adopted by all parties

concerned in the development and promotion of an SRDP which promises to

become a unique and valuable contribution in the world today, rather than

merely a unique funding system.

1.3 To be a useful constructive exercise, however, the present
evaluation must be unreservedly critical when necessary while also paying
due credit where deserved. We learn both from failure and success and we
would be remiss in our duty if we glossed over either result.

1.4 By its very name SRDP is in some way "Special', that is
different from other rural development activities. What makes it different?
Not its ultimate aims, which are the same as any other development effort,
nor the means which will be employed, as these may duplicate the measures
adopted in other schemes. The essential contrast with other efforts lies

in the motives behind the Programme which may be summarised as finding



planning and implementation procedures of general relevance throughout
Kenya for hastening development. These motives are given substance by
the principles of SRDP, the related objectives, and the strategies which

emanate from them.

1,5 In this largely methodological section an attempt is made to
explain the principles, objectives, and strategies of SRDP as clearly and
concisely as possible. Because this is a complicated issue the evaluators
have developed a functional model of !SRDP, to systematise the discussion and
znalysis. It is also hoped that the model forms a framework to provide clear
guidelines for planning and implementing SRDP projects and programmes. It
has been called functional because it emphasises the different roles of
principles, objectives, and strategies in the operation of SRDP, and examines
the relationships between one and the other., Normally such a model should
be prepared before the event, as Wouldfthgoplans for the construction of a
house. This one, however, is an ex pos¥ blueprint, prepared to evaluate
on-going "construction", Since SRDP is still young enough to change this
is not a considerable drawbacks; it is hoped that the model will prove useful
in indicating the modifications required to ensure that SRDP has a more
disciplined up-bringing. The model, in tabular form, is presented on
rage 11 and it is suggested that during the following discussion reference

be continually made to it
THE RELEVANCE OF PRINCIPLES, OBJECTIVES, AND STRATEGIES

1.6 At this stage in the discussion it is appropriate to insert a
few words on the general relevance of principles, objectives, and strategies
to the issue of hastening rural development., The most useful way may be by
analogy with various sporting activities. Any sporting activity, if it is
not to degenerate into chaos, requires rules. These perform two functions:
they impose discipline, indicating specifically what kind of behaviour on
the part of the participants is permitted, and they differentiate one game
from the other = football and hockey are quite different because their rules
are different. The counterpart here is the principles of SRDP; at one and the
same time they indicate the kinds of activities which will be permitted within
SRDP; and show how different, or "special", it is compared with other
development programmes., Hence a lot of stress is laid on acquiring a knowledge

of the principles of SRDP, in order that the "game" may be played well.

1.7 Participants in sporting activities usually have a variety of
aims: the footballer may seek to win the game in which he is playing at the
moment, and, less immediately, he may seek to keep fit through playing

football. He is only liable to attain the second aim if he participates in
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many games of football, It should also be noted that he puts effort into
winning the game, because it is an objective of the rules of football - the
winner is the one who scores more goals. The aims of the sporting activity

find their counterpart in the objectives of SRDP - these have to be consistent

with the "rules" or principles of SRDP, and two different levels of objectives

may be distinguished, corresponding to winning the individual game (the

immediate project objectives of SRDP,) and keeping fit (the ultimate programme

objectives of SRDP),

1.8 Finally the participant in a sporting activity is always trying
out new strategies which will help him to win the game. For example, the
long distance runner may choose from setting the pace for the other runners,
bunching with his competitors, or trailing behind the field with the
intention of sprinting past near the end of the race. But he will not indulge
in strategies which are inconsistent with his aim of winning flat out at the
beginning of the race, or in strategies which though they might permit him to
finish the race first will lead to his disqualification under the xrules of
the game, such as striking his opponents or taking a short cut. So, too0,

in SRDP the selected strategies have to be both consistent with the objectives,

and permitted by the principles.

1.9 But the runner’s choice of strategy devends very much on what
he considers to be the principal obstacles to his winning a particular race,
as repetition of the same o0ld strategies may not always be successful., So he
selects his strategy in response to what he considers to be the main threat -
a particular competitor, or the condition of the track. In the same way the

SRDP strategies should be selected in relation to perceived difficulties, oT

bottlenecks, in order to overcome them.

1,10 The ensuing discussion attempts to set out precisely the rules
of SRDP, the kinds of targets it has, and the kinds of strategies which may
be employed in SRDP to get round the typical obstacles to rural development,

THE SRDP PRINCIPLES
l.11l The Development Plan 1970-74 states three guiding principles
of SRDP experimentation, replication, and the use of existing resources;
a fourth, research and evaluation is implicit in these. Regarding experimentation.
the Development Plan notes that SRDP

"is an experimental programme, that it is intended to

provide experience in conception, design and execution of

comprehensive rural development”

Of replication, the plan states that one of the

"Mfundamental principles of the whole programme is that
projects and methods that are proved successful in the
pilot arecas can be reproduced in other similar areas

subsequently."



On using existing resources, the Plan contends that a

"fundamental pringiple is to utilise existing resources of
staff and finance as far as possible, and to seek external
assistance to support what will, in effect, be a large
scale self-help effort."

The fourth principle, research and evaluation, is implicit in the preceding
three because they necessarily involve research and evaluation if they are

to become operational. It was also given explicit emphasis by the National
Rural Development Council, an emphasis which led to the IDS being allocated

the task of research and evaluation,

1,12 If these four principles are to effectively guide the development
of SRDP they must be clearly known and understood by all those involved in the
control of SRDP. The following discussion is provided to ensure that this is

SO0e

The Principle of Experimentation

1.13 Experimentation is the most important of the SRDP principles;

if it is not fully understood the importance of adherence to the others cannot be

adequately grasped. Furthermore, the "special' quality of SRDP may be seen

to hinge on the principle of experimentation: if there is no experimentation

in SRDP, then it is no different from other programmes which seek to maximise
the development of particular rural localities., Ixperimentation involves
testing alternative strategies for the attainment of particular objectives,

in order to show if the strategies can work (their feasibility), and, if

they can, how well they work (the extent of their pay-off). Thus far it is

an innocuous concept. Nevertheless, it appears to be little known in SRDP
circles, and those who knmow of it are uncertain or sceptical of its
applicability in field situations., This appears to be because-._ -
feasibility~testing and measurement of pay-offs involves more planning

and systematisation of experimental procedures than at first appears to be
necessary. Experimental testing involves comparison of one strategy with another
to find out which works best under specific conditions. New, different, or
improved strategics may be compared with existing ones, or compared with

each other; labour-intensive construction methods may be compared with
machine~intensive methods, or sequential implementation with integrated
implementationy, or the provision of credit with the provision of extension
advice.s But the essence of comparison of such processes requires the following

three preconditions:



(1) it must be possible to distinguish between the strategies
being assessed, and to attribute outcomes to separate
strategiess

(2) the strategies must have clearly defined objectives,
to give meaning to "success" and "failure';.

(3) if possible the objectives should be stated in forms
which are measurable, so that the extent of their

success may be assessed.

1.14 If these three preconditions are not met, the principle of
experimentation has been neglected; it will be impossible to carry out any
effective comparison of strategies, and a choice from amongst them would
virtually be a random selection. If the effectiveness of a new fertiliser
were being tested the plamning procedures to ensure that objective results
could be attained would be obvious; there does not appear to be any reascn
why planning procedures to attain the same objective assessment cannot be
devised for field testing of more elaborate strategies, such as the
effectiveness of a particular method of introducing credit, or a particular
method of encouraging the adoption of a new technigue. The only factor which
makes this task more difficult is that human response to the strategy
is the focus of attention, rather than the merely technical response of a

crop to a fertiliser.

1.15 Attempts to meet these three preconditions encounter varying
degrees of difficulty, depending on the nature of the objectives and the
strategies being testeds For example, the level of success attained by a
strategy (or combination of strategies) to introduce a new agricultural crop
may be more easily ascertained than the success of one seeking to increase
the adoption or output of an existing crop, already being actively encouraged
through a variety of measures. In the latter case it is considerably more

difficult to attribute results specifically to the newly-introduced strategy

(or combination of strategies). A case in point is the Vihiga Maize
Credit Package: there it is not possible to attribute increases in hybrid
maize output specifically to the strategy being tested (the provision of
a combination of ;tied credit and extension supervision), rather than to
the factors which were already contributing to increased output, such as
the demonstration effect from already-successful innovators, of local

fertiliser trials.

1l.16 Targets or objectives must be stated clearly and
unambiguouslys it is poor experimentation if either too many objectives
are stated, or if they are stated in too general or idealistic terms. The

Mbere Cotton Blocks Project was guilty of committing the former fault -



it was Gifficult to see which objective cof several was bzing ained al,

while thc Tetu 4 Club Project £sll znto laticr tre,

The Principle of kenlication

1,17 Replication is the exteusion or reproduction of successfully
tested straiecgics elsewhere, unler similar conditionsy it fcllows the
develosment cf bluejrints, and prototyres ol the svccessful stretegy.

Zlie blaeprint is the documeuntation of the procedures used to attain the
sclested objective, while the prototype of the strategy is the final
impzoved form, implemented and in operction, the feething troublas having
becn cvercome, rossassion of the blueprint, and the abdility to obssxve the
anerution of the prototype, strengtihen the likelihood of successfu
veplication. DReplication may involve increasing participation within the

pilov ares, as well as extending the strategy to other arcas.

1,18 The ease witilr which zcplication may be achieved can be

exaggerated, for the fcllowing reosons:

(a) it is not always easy to know at which point an experiment
beconecs ready for replication, i.e. a succezssful prototyne
has bcen developed. This is particularly true where several
strategies hiove becen combined in o single project, and it may
be necessary to delay rcalizotionw vntil it becomes possible to

tige vhe errects of sach element of the packages

(p) it isg not always easy to ensure tlhat the area for replication

possesses the same conditions as those of the experimental arcw;

~t

(c) it is not wlways easy tc scparate the direct experimental

input from the successful prototype: 1t is only the lavter
which is to be replicated, and nct the trial and ercor
processes anw gpecialised inputs necessary for the creation

of a successiul prototype. However, there may te confusion
between them, as, for example, in the case of wilc sublicity
accorded a project: has it matericliy coantributed to ifs
success - and therefore should be replicated as part of the
prototyne — or is it just one of the special euperimental
inputs:  Iodesd, replications immediately succeeding ezperimentetion
noy have to employ some of the specialisod experimental inpuis,
and ounly after successive replications will the ex»derimental

costs come down to manageable levels,



F -~ 19
THE MAIZE CREDIT PACKAGE.

There are two distinct parts of the maize credit package which are
discussed separately: (1) the encouragement of hybrid meize productior
(2) the use of tied credit provision as a means of encouragement. It is
felt that the eppropriateness of the emphasis on hybrid maize is quite
separate from the issue of whether or not the provision of tied credit was
the right way to encourage it. Before examining these two separate issues,

the objectives of the maize credit package are considered.

The Objectives:

The immediate objectives of the maize credit package have been

variously stated ass

1. "Promotion of.. intensification of smallkolder production
Of s eoe hybrid maize (through improved availability of seeds and fertiliser
and demonstration of proper planting techniques) t0 raise yields and reduce

total maize acreage™ (2, p.2);3

2o "o achieve self sufficiency in maize through increased yields;

to reduce acreage for transfer to cattle and pig production® (2, po8);

3e "so Maize should be encouraged only to the point of self
sufficiency for the family. This would require about 15 bags per year
(per farm)"™ (6. Do3)s

4 "Its primary purpose (is) to make Vihiga Division self-

supporting in maize" (15, p.l)}

5. M. self sufficiency of the area in the production of maizeV¥..
(12, p.5)3

These objectives need further clarification. The question of self=
sufficiency is confused: is it envisaged that each family will be self-sufficient,
or that the Division as a whole will achieve self-sufficiercy through specialisation
within the Divisiony or is self—sufficiency envisaged on a wider or narrower
basis than the Divisiong the ®area®? Secondly, there is the question of the
reduced acreage of maizes is it intended to reduce the maize acreage because
it is not profitable to produce a surplus beyond that required for self-
sufficiency however defined? This is related to the question of which alternative
products are to accompany maize: +that is the rest of the programme which so

far has been insufficiently developed,
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The instrumental objective of the package has been stated as:

To create "... an experimental small-~holder credit scheme, . (the) loans
to be secured by the harvest of the borrowers (13, p.5), backed up by

an intensive extension effort,

It has already been pointed out that the practical problems of initiating
such a scheme have led to the emergence of a marked divergence between the intended
form of the package and its actual achievement, The experimental features of
the package have been lost, partly due to a failure to spell out the implications
of the instrumental objective at an early stage., Had this been done, it would have
become clear that there was a conflict between an experimental package, and a
package that could be justified on grounds acceptable to the agencies chosen to

implement the scheme, These points are discussed further below,
The ultimate objective is also worthy of consideration:

"optimising the level of income received by the average farmer in
Vihiga" (14),

The link between attaining self-sufficiency in maize requirements and
improving the level of income in Vihiga is not elaborated upon explicitly in
any of the documents. Nor is any attention devoted to the distributional aspects
of the package., The stated objective of attaining self-sufficiency for each
and every individual farmer has a clear distribution association, but there is
no analysis of the likely outcomes of the programme and whether they are
consistent with the distributional. intentions of the package. The alternative
formulation - self-sufficiency through the specialisation of the few -~ evidently
has a very different implication with regard to the distribution of the gains
from the package, though in the long run it is not necessarily less equitable
than the other approach.

It is evident that the objectives of the maize credit scheme have been
imprecisely specified, a deficiency stemming in part from the poor factual basis
available to the planners, but also from their apparent disinelination to examine
the wider implications of the project in terms of individual and overall behaviour.

The micro aspects of the project have been poorly bonded to the macro dimensions
of the objectives.

The Choice of lMaize:

Three reasons appear to underlie the choice of maize: Vihiga is
considered to be a deficit area; it is considered to possess a physical
environment suitable for hybrid maize; and it is felt that a densely populated
area should feed itself, In the first place, the basis for considering Vihiga
a deficit area has not been stated in any of the documents,



The most satisfactory way of establishing whether a deficit exists is through
the collection of simple market information. Possibly the Division imports
maize from other areas to make up for a shortfall in its domestic production,
but there is insufficient information to establish this. Sources, quantities,
pricesy; and the market mechanisms which 8ffect this are not mentioned. It is
possible that maize is sold at one time of the year and bought at another, and
there would be no deficit at all if adequate maize storage facilities were
available in Vihiga. The alternative way to calculate the deficit is from
estimates of the consumption requirements of the population and actual
production in the Division, but this approach raised serious problems. I
involves a strong assumption regarding the desirable proportion of maize in
the diet of Vihigans,; and it is critically affected by the accuracy of the
estimates of maize acreages and yields. In section II it was suggested that
there may be a deficit estimated in this way, but the uwezknesses of this method

of estimation were also stressed. The collection of appropriate market inform--

ation is recommended to establish whether or not there is a maize deficite

Vihiga does appear to possess a physical environment that is well
suited to the production of hybrid maize. What is questionable, though, is
the desirability of focussing so heavily on maize at the expense of other

alternatives.

The question of self-sufficiency is most perplexings should a
densely populated area feed itself? It has been argued that because Vihiga
is a 'bedroom®? community, and Vihigans are interested in farming to satisfy
only their food requirements, it is logical to devise a programme to encourage
food production,; enabling Vihigans to produce their food instead of purchasing
it However this confuses the desire to increase the availability of maize or
other foods in the Division with the objectiwe of achieving this through
increased maize production. Apart from the question of whether it is additional
maize or additional foods of other kinds that are needed, there is the question
of whether it might be cheaper to import maize in exchange for other farm produce
than tc produce it directly. It is not always worthwhile to produce all of ome's
food supply locally. The alternative of producing more of other products that
can be exchanged on the market for maize, is generally open, and may increase
the availability of maize more than by increased maize production. It is
possible that there already is a substantial trade in maize between Vihiga and
other Divisions and Districts; this may be the most economic way of obtaining
naize for consumption. If it is to be worthwhile for Vihiga farmers to produce
more maize, returns to both land and labour must be attractive relative to other
elternatives. Simple comparative return figures for alternative possible products
do not appear to have been estimated at any stage, although they are crucial to
farmers! desires tc expand maizZe rather than other lines of production. Unless it
can be established that maize offers one of the most attractive labour and land

returns, it should not be encouraged.
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If it is worthwhile to produce maize for domestic consumption, it

n=y also be worthwhile to produce for other markets in Kenya or elsewhere,
rather than drawing the line at% local self-sufficiency. However, once the
local consumption maricet is satisfied it is to be expected that the price
will fall to take account of transport and other costs involved, If export
is involved then the piice would fall to the export parity price; if the
wtilisation of mazize for stock feed is coniemplated then the price would be
even lover, What level of production of maize = and therefore supplying
which markets = will provide a sufficiently high return to land and laboux?
The prices vary considerably over time and between markets. At the moment
local prices are said o raange between Shss 70,00 and Shs: 30,003 the buying
price of The laize and Zwroduce Board is at present about Shs: 35,003 the
export parity price wmight be about Shs: 20,003 the value as stock feed
could be as low as Shsy 15,00 The range is sufficiently wide to suggest
that at the same price level within the range aliernative products will

become more profitable,

There is alsc the question of whather all farmers should be encouraged
to grow hybrid maize or only scome; the objectives of the maize credit paclkage
are not sufficiently explicit as to whether Vihiga is expected to become self-
sufficient through specialisation or individual self-sufficiency on each farm.
At present an average of one acre of maize per farm is grown, but the
productivity increases were envisaged as sufficieatly high to 21low self=
sufficiency to be achiewed on @ smaller acreage than at present. The loan
for the recommended inputs for one acre of maize azounts to shs: 105,00,

The price of maize at the time when the loan has to be repaid i1s appsrently

shse 30,00 or less, Thus, at least 3,5 bags of maize are required to repay

the loan. If self=sufficiency is to be achieved, at 15 bags per family,

18.5 bags per acre need 1o be produced on the present acreage, more if the acreage
is to be reduced, This represents an increase of 10~12 bags per acre over the
present mean of 6-8 bags, without reducing the acreage. This requirement is
reduced to the extent that maize requirsments per family are overestimated at

15 bags, and to the extent that 2 second crop makes some contribution to the

m2ize supply. IHowever, it is clear that very much improved husbandry techniques
would be required to achieve individual self-sufficiency, snd this requires a

level of labour and skills which not all farmers have,

The second formulation of the objective requires rather different
responses, Self=sufficiency Lor the Division could be achieved through a
higher degree of specialisation (though aot the creation of a monoculture) of
sone farmers in the production of maize for sale in addition to home consumption,

It is quite lilkely that some farmers in Vihiga are already doing this., The 600~
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farmer survey show that a minority of farmers have very high maize yields (10
per cent had yields over 16 bags per acre in the 1970 long rains), and a
minority grow relatively large acreages of maize (11 per cent grew more than
2 acres in the 1970 long rains), (1, Tables 34 and 37). If these two groups
coincided; and if the means for this group were 3 acres of maize and a yield
of 18 bags per acre, a farm belonging to this group could provide sufficient
maize to meet the subsistence requirements of 6 families (at 15 bags per
family per year) including the farm family itself. If 16 per cent of the
farms fell into this group, Vihiga could be self-sufficient with no maize at
all on other farms, provided that the surplus maize could be purchased by
those not growing maize on their owun farms. In practice of course some maize
would probably continue to be produced on most farmsy; for some time, reducing
the required degree of specialisation. The implications of this approach
might include the need to devecte more acreage on the specialising farms to
the production of maize instead of reducing the acreage; it might also
involve the encouragement of the specialising farms, i.e., possibly an
acceleration of a process which is already going on. Unfortunatesly, there

is wvery little information on the existing pattern of grain movements in the
Division, consequently it is not possible to assess the extent To which there
are already incentives towards speccialisation in maize production. However,
it is evident that the approach to meeting the maize deficit through the
specialisation of a minority of farmers is a distinct alternative that would

require very different policies on the part of the Govermment.

Finally, there is the choice of hybrid rather than local or synthetic
maize. Hybrid is not necessarily superior to local or synthetic maize varieties
for all farmers. Hybrid maize needs a high standard of husbandry and an intensive
use of complementary inputs to be a successful competitor to local maize. It
may be a suitable product for skilled entrepreneurs and for those with ample
resources, It may not be suitable for others. In 1970, 47 per cent of all
farmers in Vihiga grew hybrid maize, and 59 per ¢ent had tried it at one time
or another (1, Table 23, 24). It could be that 47 per cent is about the
proportion for whom it is worthwhile, (although there may still be gome room
for expansion). Perhaps the remaining 53 per cent would do better to continue
with the local maize variety or take up synthetic maize. Synthetic maize,
which is less demanding than hybrid maize in terms of husbandry and complementary
inputs, and which has the advantage of meeting its own subsequent seed requirements
appears not to have been seriously considered recently (33). The possibility
that for quite a large number of farmers local maize might be superior to hybrid
maize appears not to have been considered in Vihiga SRDP discussions. It may be
that hybrid maize has now reached most of the farms on which it is worthwhile,

and that it would be a more productive use of resources to turn to something else
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thot the hybrid maize "plateau™ has been reached.s This possibility should

2
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riously considered.

In summary, it-is recommended that hybrid maize continue to be

enccuraged in Vihiga, but not for @ll farmers and not exclusively. The extent
to vhich the production of hybrid maize is to be encouraged should be reconsidered,
end several other vroducts should be added quickly to accompany maize. Promotion
of hybrid maize alone is unlikely to benefit all farmers, and even for those who
are encouraged to grow hybrid maize it may be appropriate to combine it with
other productss these are also in need of encouragement. It is ctrongly
recommended that the zcotive promotion of additional products of relevance
10 large numbers of farmers in Vihiga should become a central componeat of

azricultural programme. These zdditional products could be identified
iuivially through the collection of farm profitability estimates,; and through

03 with agriclturalists familiar with Vihiga conditions, a point

The PRecommended Innui Packages

The husbandry and input practices recommended in the maize credit
nackage appear to be sabisfactory, apart from the fact that the rates of
application of fertiliser are substantially lower than those recormmended
by Kitale. The overestimation of acreages compensated in part for the use
of the lower rate in the first year; but in the second year acrcages were
acre accurately measurcd and the error may have been more seriouse The
Kitale recommendation was 60 lbse. P205 and 75 1bs. N per acre; the loan was

for approximately 16 1bs. of each per acre. This meant that low application

H

atez were achieved; but it also meant that farmers mey have been seriously

2
fria

isinsiructed over she tise of fertiliser, and this could be rczarded as a
very damaging criticism, although it is possible that the economically
efficient package does indeed involve lower rates of application than the

technically efficiert paclkage that might emerge in recommendotionsfrom an

agricultural research station.’ This possibility should be actively
cousidered.
+ Technically efficient recommendations are often geared to maximising

yields per acre whereas economically efficient recommendations involve maximising
returns o other factors as well as lande
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Quegtions should also be raised as to the extent to which the
recommended inputs are already being applied by farmers, and the extent to
which further encouragement is needed., In the 1970 long rains, 47 per ceni
of Vihiga farmers were growing hybrid maize as already mentioned; 41 per
cent were using chemical fertilisers, not necessarily both the recommended
ones and not necessarily the recommended rates; and 20 per cent were using
insecticides, (1, Tables 23; 24, 29 and 31). Thus, both fertilisers and
insecticides were already used by substantial numbers of farmers. The
advisability of encouraging the extension of their use is not open to
question, but this has been overemphasised in some of the Vihiga documents,
and relatively little attention has been paid to the fact that substantial

numbers of farmers already use these inputs. Therefore it is recommended

that the emphasig be shifted guway from the most progressive farmers who

already use the inputs, to the less progressive farmers who do not.

The Mechanism for Getting the Packoge Adopteds

The second major issue is the use of tied supervised credit
provision as a means of encouraging the adoptiem #F BF¥rid paize and the
recommended inputs. Assuming that it is importafrk ¥¢ get more peeple
growing hybrid maize and using the recommended package of inputs (which is
questionable), there are alternative methods of achieving this. Should the
emphasis be on extension (what kind of extension?), farmer training, demon-
strations, subsidised inputs, or credit (what kind of credit?) provision,
or on a combination of these and other alternatives? The Vihiga programme
relies heavily on tied = credit provision and intensive extension contact
for the few. There are also fertiliser demonstrations which are part of a
larger programme organised by FAO. Most of the discussion relates to the
credit programme as there has been no opportunity to look into the extension
programme at all fully.

Is the provision of credit the most appropriate method of encouraging
the further adoption of hybrid maize? It always seems to be popular with
those who want z tangible agricultural development programme, and it secems to
be a favourite with doners who wamt to spend funds., But it is rarely made clear
what credit is,; or mnder what cenditions a lack of credit comstitutes a constraint.
The essence of credit is that it provides an opportunity to defer payment for
goods and services, an opportunity which is attractive because the incurring
of costs has to precede the receipt of revenue by the duration of the production
and marketing processes (in agriculture a relatively long period). It is a
cash=flow problem, a problem of timely availability of funds which gives rise
tc the need for credit; and since this is common to virtually all agricultural
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~voeamnes, it may be inferred from the active pursuit of cxisting enterprises
Sz that meny cash-flow problems are somehow swrmouwnted. Possibly the
rreduscr rztains a larger cach balance between sale of one crop and purchase
of she inputs for the subsequent onesj possibly he mgy ensure that remittances
of non~fzrm income coincide with these expenditures; posgibly he borrous;
roesibly he roduces consumption. Howevero. it is invalid To infer from the
mere fact that 22 innoveition has not been adopted; or that a higher level of
cutput has not been attained that the cash—flow problemy and therefore lack
»f credit. is the operastive constraint. The further information has to be
proriced that the farmer is sulficlently confident that additional resources
will 7icld g positive not return in a particular use, taking due account of

the risk and uneertainty, and that lower-cost or more attractive interncl
olutions to ihe cash=flou pro-iem aré not available. One reason for the
non-provisiocn of credit may be the lack of demand for it dwe o the producer's

sercention of the noneprofitebility of an innovationg or of the non=profitability

£ an expandced level of oubrut of a particular products

o]

There are other rezsons for the non-provision of credits one is the
absence of effective sccurity. (It has to be effective; a land title may not
be effective security if it is unlikely that the creditor will be permitted to
dispossess tle owncr in the event of non-repayment). Generally credit of the
"seed-time to barvest® iype =~ ie.e. tc meet current outgoings, not capital
expensds ~ requires little iy the way of security, but much in the way of
efficient aMministratitn. Sccurity is confidence, and reputation is the
converitional guide Yo confidence where there is no history of credit repayment.
But this can orly be put to effcctive use if there is axn intricate network of

credit agencies capable of assessing credit—worthiness.

Another explanation of the avparent absence of credit—provision is
thet tlhere is no market for it — not simply thet there is no demand for it,

bat that there is no dsmand gt commercial rates, and therefore no incentive

for the creation of the nctuwork of outlets necessary to establish the optimal
allocation of available fundse. This brings the argument back to the profitability
of the enferprizes wkich could potentially be users of credit. Due to the many
alternative uses of funds the provision of credit to a particular use is not
without its costsg the concepi of free or subsidised credit is a distortion of
reality, and is certeinly not replicable on a national lewvel. It is a moot

noint that where a nctwork of credit agencies has not become established the
subsidisation of credit provision may be an gppropriate measure, but such a
subsidy should be directed towards the lender, not the borrower, if a replicable

scheme is to be developed. From the above discussion the following cenclusion
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emergess the provision of credit in Vihiga is justified if it is directed to
those producers for whom the cash~-flow problem is the principal reason for not
taking up hybrid maize and for whom hybrid maize production is sufficiently
profitable after allowing for the cost of the credit. It goes without saying
that if the immediate objective is the increased adoption of hybrid maize then
it should go to the producers in this category who have not yet grown hybrid : _
maize, This may not be necessary if the objective is simply to increase the

production of maizeo

There is a second justification of the provision of credits if the
constraint is the lack of appropriate husbandry skills, and the strategy to
make good this deficiency is intensive extension supervision, it may improve
the impact of this input if credit is also offered. It is argued that credit
provides the excuse to concentrate on g few farms, that it gives an entree
into the farms and a means of putting pressure on the farmers, and that it
raises the morale of the extension officials and farmers involved. These
may be sufficient grounds for ignoring the requirements of the preceding
justification, and giving credit where there is in fact no credit constraint.
In addition to the increased impact of the extension services achieved in this
way, there are also benefits to be derived from the fact that the credit provided
probably displaces other funds and permits their allocation to other uses. So
the second conclusion is that the provision of credit in Vihiga is justified
if it is directed to those producers selected as being likely to benefit mosi
from intensive extension supervisiony i.e. those for whom the principal constraint
in the production of %nybrid maize is the lack of the appropriate knowledge, and

who are likely to respond to the "bribe".,

There is no evidence to show that either justification of the provision
of credit guided action in Vihiga. The absence of any profitability estimates
regarding the adoption or increased production of hybrid maize has been remarked
upon already, so those for whom the lack of credit was a constraint could noct
be identified. Credit was obtained by some who would not be regarded as experiencing
a shortage of internal funds — though that in itself is not positive proof that
they do not ™need"™ the credit, since it is in the nature of things that when
individual®s command over resources is limited the offer of more, particularly
when it is free, is rarely refused. However, it is quite clear that some of
those qualifying for credit had already adopted hybrid maize and were already
applying the recommended practicesj their inclusion in the scheme is certainly

not justified on the grounds of their need to obtain the extension supervision.
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The inevitability of this outcome is discussed below;, in the course of examining

the details of the scheme,

The type of credit chosen for Vihiga is short—term "seed-time to harvest',
and it is tied to the purchase of specified inputse The implications of this choice
should be considered. Firstly there is the assumption that the constraint is the
absence of funds to meet current outgoings, and not to purchase capital assets
(storage facilities, for example). The implication is that such an injection
would have to be repeated annually; but in fact this issue was never discussed.
Indeed it may be that the rationale underlying the project was to permit the
producer to raise his productivity to a new higher level which would permit him
%0 be self=sufficient after the first injection. If this were the case it may
well justify the provision of credit at less than commercial rates; and this
arrangement might be replicable over the whole country, a small area at a time.

It is strongly recommended that this issue be given consideration,; in order to
establish whether the credit should be provided on non-commercial terms (as in
the first year when no charge was made) or commercial * terms (as in the second

year) °

Secondly, it is tied to material inputs of specified types (as well
as to intensive supervision), and is not available to finance other current
expenses such as the hiring of labour. These complementary inputs have to be
found and paid for by the farmer himself. This reveals the implicit objective
of the project; and the particular interpretation of the resource endowment of

the areas

its purpose is to "benefit farmers with a surplus of family labour
but with insufficient funds at planting time to purchasece oo

seed, fertiliser, and insecticide" (16, p.l).

It should be pointed out that the original proposal by Harmon
(US AID) included labour as eligible for credits this was later ignored or
dropped.

Thirdly, the loan is in kind but repayment has to be in cash implying
that at least part of the crop must be sold for cash, or cash must be diverted
from other uses to repay the loan. This conflicts with the idea of individual
self-sufficiency and nil dependence on a local maize market, but not with the

idea of self=-sufficiency for the Division through individual specialisation.

o+ Strictly speaking, less than commercial terms; there were apparently
no attempts to cost the exercise or to compare interest rates with those
determined under commercial conditions.



F~ 29

Fourthly, the concepi of a growing crop as security for a2 loan is
self=~confradictorys the crop must be consumed or sold, and either wsy the
securily can disappear while the obligation to repay remains. Only if the

p is marketed through a rarastatal authority is control retained when the
crop is disposed of on the markety and only then can the crop be employed as
security agsinst a loan. Under these conditions a broadly-based credit
scheme is possible, paying little attention to selection criteria, buit even
then there are problems of black markets. znd what to do if output feilse.
Houwever, in the Vihiga case no control is maintained over the marketing of
the cropy consequently alternative means of enforecing or encouraging repayment
are required. To this mistalen vieuw of the securiity offered by a growing crop
may be attributed the restriction of the credit scheme to producers who sabisficd
feirly stringenmt and restrictive criteria; and the emergence of a group of
recipients for a proportion of whom the provision of credit appeared Lo be
justified on neither of the grounds discussed above. The minimum maize acrecege
requirement of two acres eliminglied a large proportion of Vihiga farmers from
the schemes only 61 per cent of the farms have a total acreage of two or mors
acres, and only 13 per cent grew two acres or more of maize in the 1970 rains
(1g Tables 13, 34). Some farmers may have been able to increase their maize
acreages and therefore qualify for inclusion, but for the vast majority the
+10 acre minimum must have been either uneconomic or physiczlly impossible.

P. lMoock pointed out that ¥The average self-=declared farm size of loan
recipients is nearly seven acresesss™ (32, p.5). Among the 22 farmers
selected in the first year from outside the 5CC-farmer sample were one chief,
tuo sub-—chiefs; three Ads, and several teachers and traders. In the second
year both the selection procedures and the ouitcome of the selcction process
were criticised by P. Moocke The sube=chiefs and the AA%s were supposed to
publicise the fact that loan applications would be received from anyonc
wishing to applys; and to make known the days on which loan applications

would be accepted at the locational or divisional officesy but according to
licock few farmers knew of the year!s programme or the opportunity to apply

for loansy let alone the particular days on which applications could be rade.
Arrong those selected were several "farmers who clearly do not suffer from any
financial constraint in the purchase of maize inputs, (and who are not) in our
opiniongeeseso in most need of the intensive supervision extended to credit
recipients" (19, p.l). ..> Moock®s impression was that a number of sub-chiefs,
and some AAs as well, exercised their discretion about who should be informed.
Considerable screening also apparently took place at an informal level before

applications were presented to the formal committees.
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As would “e expected from the great selectivity of the scheme as it
was implementcd a high proportion of the loan recipients had already adopted

many of the hybrid maize recommendations.

"Of the 56 farmers who signed loan agreemenmts and (were among the 600

initially surveyed):

~~
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79 per cent had already adopted hybrid maize
61 per cent grew hybrid maize in the 1970 Long Rairs
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co 0 per cent were already using chemical fertilisers

2 hybrid maize

-

(iv) . 18 per cent werc already using DeD.Te on hybrid maize"
(16, p.2)

Pifthly, in the first year of the scheme no attempt was madc to
recoup any part of the cost of the provision of credit, but in the second
vear this was amended to an interest charge of 12 per cent per annum (15. p.2)=

Possibly this reflecied the conflict of views on subsidised credit noted above:

"The provicion of loans ..e must he recognised as necessarily

containing a large clement of Covernmert subsidy. (Steps shouvld

ok

be %aken S0 ersure that it) does not amount to 2 waste of public

funds® (16, p.2)

¥Subsidigation of eredit is not recommended hecause:it-tends to
rroduce an enterprise that may not be able to stand on its owm
feet" (17, 140 A donor report!)

The earlicer discussion suggested that cubsidisation of credit uas a
wrong strategy where annuelly repcated injections were eanvisaged; on the grounds
hel such a strategy was not replicable on a national level, but that there
might be a place for it if a once~and—for—all injection could 1lift the producer
vermanently onto a sounder economic fooiing, having implemented the other part
of thie packase. However, just as the question of whether the injection should
be repzated or net was never thorouglly examined, neither was the issuc of the
subsidy element in the loan - ignoring for the moment the even greater subsidy
involved in the inteonsive supervision., This issve is direck: ly rclated to the
concept of credit-worthiness, which, as one of the selecticn criteria, has taken
on consicderable significance, Ideally it rhould meon “worthy of receiving credit
that is, being rated a low riz: of non—paoyment. In deciding who qualify therc
is obviously an inherent bias in favour of the alread v=-successful y and against

N AtomEs 1 . . Al 1 15 3 3
the potorticllyesuceszsfial oroducer if croditvorthiness is the tost. However,
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the cheice of the M™non-nrogrzssive" and the low preductivity producer as the
target of the scheme does not necessarily imply that non-creditworthiness

(i.e0 the likelihood that the producer will default) should become the
criteriony instead it requires the introduction of a procedure which will
identify the potentially = creditworthy among the present ™non-progressive"

and low productivity producers. So again the critical issue is the producer’®s
view of the profitability in use of the inputs and the husbandry skills
provided by the package. However, if the credit is subsidised then there

will be a distortion of the profitability of the crop and more will be
encouraged to grow it than market cost/%eturn relationships allow. As pointed
out already, if the credit is a one-shot "“funds for take~off" type which will
not be repeated in subsequent years then the distortion will not be ccnsidered
ané those who are on the margin of profitability will presumably revert to
traditional crops and practices in the subsequent secason. 3But if the provision
of subsidised credit is to be a permanent feature of the production system the
distortion may become considerable, and the production of high-cost hybrid maize
become a problem to be encountered in the future. It has also been pointed that
+he continuous provision of subsidised credit is a non-—replicable strategy, and

therefore inconsistent with the principles of SRDP.

4 final comment is due on the failure to see credit as only one of a
number of alternative ways of encouraging the adoption of a hybrid maize package.
It would appear that the alternatives, such as different types of extension,.
demonstrations, farmer training, production grants,; have not been considered,
still less subjected to experimentation. A discussion of al iernatives was
initiated by Harmon, but appears not to hawve been taken seriously by anyone
else respcmsible for the development of the Vihiga programme. The exclusive
concentration cn credit provision may explain the reluctance to amend the
scheme in the light of the results of the performance in the first year,
despite signs of apparent ineffectiveness of credit cf the type provided.

Of the 76 farmers whose applications to receive credit were approved, 63
used the credit - two refused the loan after signing, six received inputs
but invoices were not submitted by the stockists for repgyment, and for the
remaining five the reason was not known. The repayment rate as of May 1972
was T2 per cent (313 pol),a low figure despite the fact that the loan was
interest freej in October 1971, after the harvesit when the loan was to have
been repaid, the repayment rate was only 26 per cent (15, po6)e To this may
be linked the fact that the actual increase in yields gttributable to the
application of the package may not have been very large, though it is
difficult to be conclusive in this respect. Yields of first year recipients
ranged from 11 to 33 bags per acre, averaging 21 bags; yields achieved without

credit by an admittedly non-representative group of “progressive"™ farmers
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zurveyed bty Po Moock, the Area Evaluator, averaged 18 bags per acre using the
two fertilisers recommended, and 16 bags using only one of them. It is signif-
icant that five of <his group used local gseed plus nitrogen, top-dressing and
achieved an average of 19 bags per acre (32ﬂ pOS)o Of course, it may be
appropriate to argue that the poor improvement in yields which can be attributed
t0 the credit package was a direct result of the selection criteria picking out
producers who were already growing hybrid maize fairly well. However, that does
not then permit the conclusion that had the "gonwprogressive“ producers been
selected their yields would have reached these levelg. It is likely that producers
already involved in hybrid maize found it profitable,; and had no serious difficulty
in finding the appropriate complementary inputss it has yet to be established
that this is true of the producers who are not involved in the credit sclieme
at the moment,; or of the so=called ™non-progressives". The lack of success of
the maize credit scheme to date underlines the need to develop the experimental
nature of the programme, and, if hybrid maize has still to be encouraged, to
test cther strategies for encouraging its adoption. The fact that there is
some evidence that neighbours of farmers in the credit scheme have adopted the
whole of the package without credit suggests that, apart from the obvious point
that for thiem the constraint was not credit, there may be a role for simple
demonstrations as a means of encouraging those who feel that hybrid maize is
profitable to commence production. In addition it is also questionable whether
the distribution of extension advice was the optimal one: +the considerable extra
burden which the extension staff has to bear in servicing the loan recipientis,
many of whom patently do not need their services, must have been gf the expense
of applying their skills elsewhere. It has been said that the Vihige extension
services were so under—utilised before that the other farmers are not losing
anything; and the introduction of the credit scheme has mobilised this resource;
however, the opportunity cost. of this particular allocation of their time should

be assessed not in relation to what they once did, but what they could now be
doing inmstead.

A principal conclusion is that considerable lessons can. be learned
from the experience since the inception of the maize credit package. It is
vitally important that the lack of success in terms of the objective of the
project is not made a justification for writing off this experience, even if
the project itself is discontinued. It is better to learn from experience
than ,to discard the project and pick up another in which the same errors are
made, once more 10 no avail. The following are suggested as topies for carefully
considered reflection on the Vihiga experience:
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No strategy can be blamed for wrong selection of the objective of a
project = the profitability of maize production has to be examined,
the appropriate level of production of maize for Vihiga selectied,
the group of producers considered to be the target identified,, and
the availability of complementary inputs, in particular labour,
within that group verified.

Mach of the experimental nature of SRDP stems from the willingmess.
to consider a number of strategies; and combinations of strategies;
rather than to. depend on a single change agent. Though much of the
foregoing discussion has centred on credit = since this was the
chosen strategy — the possibility of using various strategies
simultaneously within a particular area in a way designed to
establish which are the most suitable for replication should not be
overlooked. The use of a variety of measures necessitates careful
experimental design in order to be able to ascribe results to particular
strategiess In the project as.it is currently implemented it is not
possible to establish whether credit or the extension advice which

is given to credit recipients is the more effective,

The choice of the provision of financial assistance should be seen

1o emerge from the identification of a short—run or long=run cash-
flow problem, which in turn necessiSate® an examination of the,

present "internal® sourcés of funds for the purchase of inputs, and
principal expenditure flows which might compete with agricultural uses.
It may be necessary ito reconsider lending money to enable producers

t0 hire labours

The need for loaned fynds having been established and the potential
recipients identified; the next consideration is the choice whether
t0 create what might uwltimately -become a permanent fagility through
which credit or other types of loans would be offered, or provide
one~shot "™ ake=off"™ injections of finance. This would include a
review of the most appropriate repayment schedules, in the light
also of (3) aboves

The final area of choice concerns the alternative ways of introducing
the loaned funds into the production system, bearing in mind that if
the ultimate requirement is a fairly permanent credit structure
adequate effective security, not to mention administrative competence,
is required. Should it be:funnelled directly to the producers over
whomg in the case of maize; there are no sanctions in the eveni of
non~repayment, or should 1} be provided via the marketing or input

supply commercial channels, over whom there may be a greater degree
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of control? Even if credit extended to input stockists was not passed
on to the preducer the availability of supplies of inputs might well

be improved. Indeed the improvement of commercial services complementary
to agricultural production would have important conscquenccs in that

sector.
OTHER CCI'TONENTS OF THE AGRICULTURAL FRODUCTION FROGRAMME.

One of the serious problems with the Vihiga agricultural production
procramme is its emphasis an a single product, hybrid maize. It has certainly
becn the inte 1tici. throughoyt that other products will be added, but in the
third year cf the programme, 1972/73, the only »roduct that is being added to
mzize as an SRDF getivity is tea. Other preducis under discussion or somcuherc

in the

process of planning include cattle, vegetables, poultry and pigs, but

nene of these has yel reachicd the final planning stage. The failure to develon
addibicael production programmcs, and the limited renge of alternatives presently
gndoer discussion are sources of considerable concern. In 1670 Hormon stressed
the nee?d for simple farm profitablity estimates to enable the devclopment of a
broader programme., At that time it was understandable that these estimates did
wot cxist, but now, two years laler, there is less excuse for these figures still
not being available. Given tlhic crucial importance of farm profitability calculaiions
to assist in the selection of additional products for the agricultural programme,
it is disturbing to note that no attempt has been made to start collecting this
information. Substantial guantities of survey data have been collected in the
600 farmer survey, but no parallel exercise has been undertaken to provide farm

management information. It is recommended as a matter of urgency that attempts
a5

e nade o start collscting simple farm management information perhavs with the

assistance of the Farm Management Unit in the Ministry of Agriculture, which is

just starting a national recording system for similar purposes.

In addition to farm profitability estimates, there is a need for further
dascussion with agriculitural scicntists familier with the Vihiga environment to
see if there are any additional products that might be worth developing. The
current discussion is coufined to the products listed carly in the planning of
the Vihiga programme. There is a need to widen the range of alternative products
mder discussion. This should be Come with the assistance of agricultural

scientists and those involved in the collection of farm management information.
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Anong the products under discussion at present,; none looks promising
for more than a small group of farmers with above average entrepreneurial skills,
and above average resources of other kinds. There are the farmers also cligible
for the maize crcdit package. There is lititle indication that any of thc production
programmes currently under discussion will help the majority of Vihigans. Unless
the majority is consciously planmned for, it does not look as if SRDP uill be
significantly differcnt from what has gone before in emphasising the small

minority of well-endowed farms and leaving the majority alone.

There are some problems with the proposals for tea and dairy catile,
and with those for other products that are at earlier stages of planning.
However, the main criticisms are those given zboves many others are gipilax
to those already spclled out for the maize credit packages for ezamrple, to
encourage the development of tea through the provision of credit again ignores
the labour problems It is not intended to pursue any further evaluation of

the other individuwal production projects in this paper.
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EVALUATICN OF THE INSTITUTIONAL ARRANGEMENTS
TOR_VMARKETING AHD CREDIT

The following commenis are directed at the institutional arrangemeuts
¢hesen $0 be the vehicle for the provision of credit to selected maize farmers.
Barlier in the rveport it was pointed out that the information available on the

o

institutional framcuwork of the Vihiga economy is limited, and this is now
discussed in relation to the marketing arrangements, The central theme of this
section is that thc maize credit package has not been grafted cnto the existing
arket structure; instead it forms an over~lay largely independent of <the local
marketing system. DTcr this reascn it may be a less efficient system than one

which uses exdigting walleling resources to the full.

CUTLINE CF THE INSTITUTIONAL ELEIMIITWS OF <L PACKAGE

The institubicnal arrangements chosen for the provision of credit to
waize producers in Vihiga involve selected eristing stockists of agricultural

&

inpuats as egents of the Government raother than as profit-maximisiug cnterprises

in their own righi. This results from the nature of the credit instrumient, or

-, .

Mauthority to Incur Eiponditure", issued to succeseful loan applicants, which
entitles thea 1o specificd guantities of hybrid maize seed; fertiliser, and
irsectiicide up to nmarimum monetary value free of chaipco On being presented
with this documen’ the stockist is expected 1o supply these inputs to the farmer.
He thern submits signed invoices for the inputs supplied to A.FoC. Kakamega for
verification, and rerpgyment is subsequently made through the A.F.Q..office in
Fairobic. The administrative timelag which results from this procedure mecans, that
the stockist is obliged to provide free credit to the producer (or to AcF.Coy
epending on how one locks at it) betueen supplying the inputs and receivirng
payuent from the A.FeoCo In the first year of the scheme, 1970/71, the
producer wes not required to pay interest on this credit, but in the second

year a charge of ozc per ccnt rer month was introduccd. But although the

credit is provided Ly the stockist until he is peid for the inputs = at which

x

time the A.TuCe effcectively molkes a loan to ths Lroducer — none of this intcrest
payuens accrues Lo the shockist, even though it is charged for the entire period
belween the producer accepting ths conditions of the ccheme and receiving the
authority to iusur cipenditure jand repaying to the 4.7:8. It is little wonder

PR TS
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g refused to honour the authority, and complained that the
tise taken to effect nayment (apparently 30 to 60 days) tied up their lirited

capital for an excessively long period of time (15, p.6)o
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The selection process, and the means whereby the stockists obtained
supplies do not appear to have been discussed at all. The incentive to encourage
stockists to take part in the scheme is presumably the potentially higher level
of sales of the imputs which they could realise, though this caq/ﬁglgchieved
through the carrying of a higher level of stockss iﬁ&s not clear whether these
are obtained on cash or credit terms, If they were respounsible for obtaining
these additional stocks on cash terms then their availability of capital would
be an important factor influencing both their willingness to participate and
their degree of co—operation. Presumably proximity to the participants in the
scheme was also an important consideration, rather than other characteristics
of the stockists such as efficiency or size. It appears, however, that their
co—operation involves a modification of .their normal commercial behaviour: in
the first year of the schecme the total value of the loan was calculated at
standard input prices, but as there are apparently no list prices for fertiliser
supplied in small lots up=country, there was substantial variation in the prices
charged by different stockists. Although this may be 2 normal characteristic
of the inputs market, it was considered to be a deficiency of the scheme since
it meznt that lower application rates resulted for those producers who were
obliged to purchase inputs at higher prices than those at which the credit
requirement had been caleculated. (The fact that input price wvariation alters
the economically—optimal package appears to have been 0verlooked)o Therefore
in the second year stockists were expected to supply inputs at specified prices,
irrespective of cost differences and variation in profit rates among different

tvpes of fertiliser.

However, there appears to be room for improvement in the service
provided by the stockists. Some appear to have lijtle knowledge of the
appropriate fertiliser application rates (15g p.9)9 and the apparently wide
range of bag sizes and fertiliser analyses is probably an inefficient mix.
Nevertheless, where co-operation is sought it is inappropriate to endeavour to
make good these deficiences Yy edict rather than through the creation of the
necessary incentives. It is understandsble that stockists were not happy about

participation in a scheme which showed such disregard for their interests.

THE EXISTING MARKETING STRUCTURE.

In suggesting fuller participation by the existing marketing institutions,
it is recognised that planners are handicapped by the limited amount of informacion
vwhich appesars to be available on these institutions. There are apparently sevecral
different types of participants in the Vihiga marketing structure for agriculiural
inguts and outputs; (1) agents of the Maize and Produce Board; (2) shopkeepers
wlio buy maize, store it, and sell it in Vihiga again; (3) input stockists-’4) coffee

cooperativess
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(1) The agenks of the I'aize and Produce Board are supposed to step into
waize market to purchase at the Board buying price (the floor price) when

there is a surplus of moizes However, it is frequently stated that Vihiga is
a maize~deficit areay; and that the role of the Board is therefore very limited
in this respest. In 1971 no maize was delivered to the Board and according to
thie Beard this is the normal positicn. If the area is a deficit area, the
laize and Produce Board might be expected to meet the deficit by selling
maize in Vihiga ouce a ceiling price is reached. There is liitle evidence
of the Maize and Produce Board®s activities in this respect, although one

uonld net normally cxpect them to use their buying agents for the sales.

(2) The shopkeepers who buy maize, store it, and sell it again periorm
two functions. They provide a realy cash market for the crop at harvest,
when cash requirements are apparently high, and they store the maize crop
until it is required for consumption, at which {ime it .commands.a premium
reflecting the producerts desire for ready cash, the cost of storage, losses
Auring storage, and the cost (including transport) of obtaining supplies from
clscuhkere when necessary. Apart from that there is little information on |
therr functions. It is not clear whether all farmers sell at harvest time,
whether those who sell buy back later, or how the flows gos Nor is it clear
whether ithe price differertial would be reduced by the provision of more
gtorage, either at shops or on farms. Furthermore, it is not clear whether
they would bencfit c¢r suffer from a substantial increase in maize output.

These questions requirve investigatione

(3) As has been pointed out above the role of the input stockists is
an important one but very. little analytical work appecars to have been carried
outs indeed there is a paucity of information even of a descriptive kind -
how many stockists are there; how big are they in terms of turnover, how many
customers does each have, what are the capital requirements of their businesses,
with which other activities in the agricultural or commercial sector. are they
integrated? Few of these questions can be answered, and therefore little can
be said about the determinants of their performance. It would appear that
gince their function is to derive a living at least partially from the sale of
agricultural inputs they are potentially in a position to both estimate
the probzkle extert of the market for fertiliser, and identify those
producers who are considecred to be worthy of credit. Indeed they may already
provicde inputs on credit, but it is open to question whether they can adopt
a more risky policy of identifying the potentially creditworthy, rather than

those who are already successful, and therefore good risks.
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(2) An existing marketing chanz:zl which provides some of the envisaged
functions such as credit and input provisicn is the coffee co—operatives,
which should be mentioned as an alternative form of institution which may
have a role to play in the development of the maize package. There are four
such co-operatives, concentrated, naturally, in the coffee producing part of
the Division. At ieast one of them already provides hybrid maize inputs as
an alternative to cash for coffee deliveries. However, in relation to the
large indebitedness of members to the co—operatives and in turn the indebtedness
of the, co-~operatives to the co—operative union, and the very low sales per

member, the following comments were mades:

Mooo it would appear the existing co-operatives are not financially

capable and do not have satisfactory management +o handle the
business of mgking and collecting loans now or in the near future,
The societies have 2 bad reputation of losing the members® money,
something most ,undesirable for a society making loans:or accepting
deposits." (15; pol6).

Both their location and their own interngl problems make them dubious channels

for the maize project, but there are lessons to be learned from their experiences

I+ would be extremely useful to have a more detailed knowledge of how
the Vihiga agricultural marketing structure operates. To what extent is the
provision of inputs an integral part of the crop marketing arrangements? Are
inputs already financed by credit against the maize crop? The Division is said
10 be a deficit areas as we. pointed out in Section II additional marketing
information would establish whether this is so. Are additional supplies
channelled into the area%? At what prices? When and vhere from? How are

fertilisers supplied to the area at present? And so on.

THE ENVISAGED MARKETING STRUCTURE.

The eventual enlargement of the scheme to include very many more
farmers (600 in 1972/73 and 6,000 eventually) is intended to be accompanied
by the development of new cooperative societies (15, p.12). This proposal
inmplicity rejects the present marketing structure for this purpose, without
seriously considering the reasons for which it is inadequate. The only
justification for new cooperatives seems to be the usual textbook argument
which presumes the instantaneous and cost=less creation ¢f an efficiently
managed apd versatile structure providing credit, inputs; savings bank
functions, crop storage and marketing services - .all the services "necessary?
for the unp=take.of the production scheme which the farmers are unable to

provide themselves. No attempt has been made to cost this proposal. It is



F~ 40
intcresting to note that the principal comments made about the inadequacies
of +the present market structure relate to its poor performance as,an.instrument
for the provision of the inputs under the maize production scheme, but as has
been pointed out there is no evidence that the functions. the marketing system
was required to perform in this respect were commercially oriented in the

first places

In the absence of any critical evaluation of the existing marketing
system it is not possible to assess the merits of the proposed new cooperative
stryctures , The functions which it is expected to perform.are comprehensive
(15, p914), but there is no indication of the steps pecessary for the creation
of such a structure, the resources that are required, and the management
organisation necessary for its efficient operation. The proposal appears not
10 have benefitted from the experience of the ccffee. societies in Vihiga, and
others elsewhere attempting to organise marketing. and provision of credit and
inputs on a cooperative basis. There is an implicit assumption that the
injection of funds, and a small amount of supervision,from the AF.C._is
sufficient to engender a strong spirit of cooperation, and an unlimited
supply of mangerial talent from among the farmers themselves. The words of

caution in an earlier donor report appear to have gone unheeded:

"For some reason developing countries are aluays excited by the idea

(of cooperatives). Theoretically, they appear to be such a simple

and practical solution to their problems. It is enough to look at

their record. Even in countries where qualified managers are
available and where farmers are sophisticated, it has not been good.
eoo The Vihiga Program makes reference to ‘organising farmers?® to

do various things, but current evidence is that they resist thise.

Their past experience with such organisations as the Coffee

Societies provide ample reason for them to be wary. The F.A.0.

Fertiliser Program has had no success in organising groups in the

Division to purchase fertiliser and maize seed., Thc reason for

this needs further study before attempting to create marketing or

purchasing cooperativesM. (17; pp.37,38).

It is not, of course, assumed on an a prioribasis that cooperatives
are the wrong form of marketing organisation The principal point of the
argument is that tco little attention has been devoted to,the mechanisms
involved in the creation of a completely new organisation, and that too
1little consideration has been given to the possibility that the development
of the existing marketing structure, possibly including existing co-operatives,
might provide a cheaper and more efficient alternative to the creation of a

new onee.
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EXPERIMENTATION IN MARKETING.

Although the approach adopted to problems of marketing inputs and
outputs has displayed certain novel features, none can be attributed directly
to a desire to experiment. Indeed, the novel features appear to emanate from
a reluctance,to devote effort to the analysis of the existing institutional
arrangements, and a reluctance to design the package in such a way as to
involve the intricate system of suppliers. and marketing intermediaries
which appear to exist in Vihiga. Far from attempting to employ appropriate
incentives to encourage the desired.conduct and performance of these institutions,
the adopted approach has been to regard them either.as an adjunct of the
extension services, to hehave in accordance with Govexynment direction (or, more
corrcctly, expectaiion), or as redundant institutions, to be replaced at the

carliest convenience by totally ncu siructures to perform their functiouse

(1) Inputs:e It has already been pointed out thabl stockists of inputs
were obliged to carry the burden of part of the credit exiendedqu the producer,
due to the administrative organisation of loan financing. They were also expected
to stock the appropriate inputs, and charge uniform prices. They were expected
t0 bear the risk of financial loss if the increase in demand for inputs did not
materialisc. The Mexperimentation® may therefore be jdentified as the dependence
on the goodwill, rather than the commercial judgement, of the stockists in

question. The economics of supplying inputs is novhere analysed.

(2) Outputss The lack of attention devoted to any analysis of . the maisze
marketing system in Vihiga is regrettable as this could have firstly, quantified
flows and priccs necessary for planning purposesj and secondly, identified
functions and performance of different types of intermediaries, and the kinds
of obstacles which they encounter. In turn this could have led to the package
being directed to a more .appropriate group of producers, and to incentives being
built into it to guarantee the supply of supporting services in the marketing
fielde Analysis of this area could have provided clear evidence as to the

overall desirgbility of a maize programme in the first instance,

An explicit form of experimentation would of course be involved in
the replacement of the existing marketing framework with some new cooperative
body performing its functions.. The trouble with this proposal is that it lacks
any evaluation of its likely success on the basis of available :managerial rescurces
and expected levils of member discipline. It is an experiment insufficiently

checked as to likely success or failure in the first placee.
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The adoption ¢f a more experimental approach with regard to the use
of the existing market structure is recommended. This could have two functions:
firstly to indicate the most appropriate type of production programme required
in Vihiga, and secondly to act as a commercial vehicle for bringing innovative
packages to the producer. It has already been pointed out that the undersfanding
of the present structure,of the market in Vihiga is very limited. However, if
this were to be improved; and the various intermediaries in marketing and input
provision employed as a source of the requisite information on product and input
flows = instead of relying, as so often happens, on the producer to provide all
the necessary information = then it might become possible to talk more meaning-—
fully about the Mmaize market™ in Vihiga, and to identify opportunities to be
exploited (such as marked differences in supply and demand conditions between
arcas within Vihiga leading to different recommendations regarding increased
and decreased production of maize), or bottlenecks to be removed. A lack of
storage facilities may be an important issuec, and one in which existing
intermediaries have a vested interest; possibly there is scope for longer-term
loans to them for the provision of storage, the organisation of which could
incorporazte az producer credit scheme, if such were to be necessary following

the emergence of a more rational price profile during the year.

In the same way as the maiZe credit scheme encourages producers to
respond to the incentive of credit by adopting hybrid maize, the improvement
cf the various services offered by the intermediaries could be effected by the
introduction of a system of incentives operating in their part of the market.
The provision of crcdit to input stockists through the fertiliser market or
the hybrid seed market could be a welcome development; its effects could be
variouss extension of credit to producers, improvement in the stocks of inputs
available to the farmery; or cost reducticns and improved efficiency in the
distribution of these requisitzs are some of the possibilities. Indeed there
may even be scope for trying out subsidised inputs to test the effects of the
existing overall marketing organisation for fertilisers and seeds. It is also
likely that any measures which heighten the degree of competition in the local
market betuween intermediaries are likely to benefit the producers;.on the other
hand it might be possible to devise measures to bying about a reduction in the
number of participants in this part of the market, and the amalgamation of
particular functions (such as maize buying and input provision) in order to
foster the development of normal trade credit, and in turn a more prosperous
commercial component. of the area which would be attractive to financial
institutions. It may also be possible to.explore experimental ways of
bringing these functions closer to .those of the Maize and Produce Board,

vhose involvement in Vihiga appears to be of peripheral importance at the moment.



A particularly simple development micht be the organisation of the
provision of market information to the producers and to the intermsdiaricss
that a system of scrts exists is undeniables reports of considersble amounts
.of maize being sold green from the field, and much ecarly mature maize being
taken to markets at some distance by taxi in 1971.suggests that there is

already a fair flow of market infommagtion. The guestion concerns its adegaacy-

The idea of invelving the marketing and the inputesupplying inter-
mediaries is not altogether new; the local maize speculators have already been
proposed as sz group which could become the chamnel for credit offered by the
KoTahe (18). However; as long as the objective remains to increase the output
of maize, it may be necessary to seriously question the compatibility of :he
three functions they are envisaged as performing — maize speculation, surplying
fartiliser, and supplying credit. A sulisbgitial increase in the outpnt of maize,
brought about through increased zdoption of hybrid maize and increased utiliisgtion

f fertiliger TLought on credit, could upset the balance struck at the moment
between the level of output and the speculative function, If there were no

floor in the market, both the post~harvest price and the end—of=season price
would fall =~ the former more than the latter if there was a shortage of storage
facilities = and the speculative earnings would remain the same., But since there
is a floor in the market made effective by the Maize and Produce Board purchasing
maize when the price reazches the intervention levely the outcome might be a very
much reduced turnover for the speculztors, and a narrower price range throughout
the season as the Board would be regquired to perform the storage and resale
function provided by the speculators. Therefore if the Maize and Produce Board
were to become of more importance in the maize mgrket in Vihigs, it would be =t
the expense of the present maize speculators -~ they would thercfore oppose this
trend by refusing to encourage a substantial increase in maize output. The
alternative would be that they would be forced tc keep the price above the floor
by competing with the Board.for . supplies, but this could lead them into an over~
bought pesition, the end=of-season price would reflect th¥s (Que to the need to
find other markets at that time) and a drop in price would lead to a diminished

economic performance by the speculators,

A further sensible experiment would be to identify the principal local
and more distant markets for agricultural praduce, to collect price information
on a range of cropsy those already grown in Vihiga and these net; and ascertain
the extent to which there is an untapped market for Vihigs produce at these prices.
This in turn implies an ability to evaluale the profitability t¢ both the producer

ard the mcerchant of o particular line. There may well be opportunities to iticu-

9 v

atisce the organisgbion of these markets, even providing existing inteineliaries

with incentives to extend their functions beyond their present ransc,
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RECO/MERNDATIONS

There axrc many recommendations iwmplicit in this reports only the most
important are listed here. As far as Vihiga is concerned it would appear that
those iavolved in the plamning process are either out of touch with the principles
ard objestives of SeReDePsy or too willing to relinquish control over the design
of z pro;eﬁ*gieavingcﬁt to the donor. The need for outside financial assistance
may well be pressing, birt there is a2 clear divergence of interest between the
Keuya Government in S.R.D.Pc and the normal objectives of donors. As has been
shown in +he main hody of the evalunation report, the essence of S.R.D.F. is to
discover effective development strategies of wide application and minimal
depcndence on external resources through a process of experimentation, Iunors,
on the other hand, nsually wich a project to be a successful development in its
ovm right. A sveonessful exneriment may not be a successful develomvmente the
criteria of success are quite diffcrent. The former is judged by the ampount
vhich is leoarncd sbout 2 given situation: the resourcez inveolved in it, the
way ‘in which it worls, and, above all, the ways in which it can e changed in
a given dircction. The latter is not concermcd with this knowledge per se but
with the attainwent of immediate goals such as increased output or incomes,

It is vatally important that this distinction is borne in mind when cousidering

the recommendations which follow,

It is reccommended that the Vihiga experimental maize credit package
»e subsStantially medified in the light of the exverience of the last two seasons

tefore_it 18 extended to more producers.

It is evident from the preceding sections of this report that at ithe
moment the experimental design of the maize credit package lcaves a lot to be
desired; ncvertheless the experience of the last Two seasons can be made to
yvield moch of valne for the future. The compoacnis of 2 wellworcanised

exeperimens vlould wow be much clearer:

(1) an wndergtanding oF the principal inter-relationships
affecting the sclccted area = noj simply the collection

of a voluminoas guantity of data, but an asscssment cf

the resource base sufficient to suggest possible objectives

3

o strategies for specifie projoctss
(2) careful and precise specification of the ultimabe and
immediate objevtives appropriote to the needs of the areas
(3) carcful and precise specification of the most appropriate

strategy or strategies that can be expected to lead to the

shitainment of these objectivess
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(1) the formulation of the strategies as consistent experimental

projects from which lessons can be learned;
(5) a monitoring procedure to check on the experiment to:

(a) check during implementation.that the understanding
of the resource base; production and marketing

processes is correct;

(v) check that. the perception of the needs of the arez

is correcty

(c) check that the strategy is not modified in the course
of implementation to the extent that it loses value
as. an experiment or becomes divorced from its original

objectives;

(a) identify and.effect. the necessary "“running repairs"
to-the projecty, in the light of the information
collected under (a), (b), and (c).

(6) collect and analyse the results of the experiment, and draw
conclusions regarding the success or failure.of the project
in terms of the S:R.DoP. principles and objectives. (See
Recommendation 5 below).

One of the most.obvious practical problems is the extent to which the
donor can be expected to co—operate in the modification of the project now that
it has become apparent that the project is deficient in terms of the S<R.D.P.
principles and objectives. It would be understandable. if a. donor resisted
modification on the grounds that the project is already successful acecording
to its own criteria (which might include criteria such as numbers of farmers
receiving credit) and that a proposed. change . is likely to lead.to a deterioration

in performance according to_its own criteria. If it were not.possible to count

on the willingness. of .the donor to co-operate in extengive revision of the project
in line with the principles and objectives of SoRe¢D¢P... then ifts future as an
integral. part of SsR.DePs would be in jeopardy.. It is not anficipated that this
difficulty will arise with regard to the maize credit package, though detailed
discussion will be required as to the specific. manner in which the package is
brought in line with SeR«D:Po aims.. Specific recommendations need to emerge

from deliberations involving the Govermment. and the donor; here it is appropriate
to elaborate upon the ways in which the project. could be modified to make it

more consistent with the objectives and principles of SeRoD.P.



e The Jbiectives:

The maize package regquires a more specific production objeciive,
t0 replace the ill~defined “self=sufficiency in maizeV. TFor example the
original spirit of the objective of the maize package was 1o increase the
19comes of the existing low-income producers. through improved maize husbandry
and increased . majze production. If the abtempt is made,to recapbure this
spirit apd develop z specific objective for the project, the relationships
vetween farm and. non=farm income, between maize and other enterprises, and
betweew production and marketing of the crop will all need to be considered.
All of these affect resource availability and resource allccaticn decisione
naking. Resource use, production. and sale of outoubt must all be fa. of

the obisstiveo

2]
w

Tre Sirateey:

It follows from the above comments on the characheristics required

she objective that the chosen strategy (or strategies) should relate to
+ie perceptions of resource bottlenecks among those producers to. whom the
project is directed.  Doubt has been cast on the general validity of the
"labour surpluos® interpretation of the resource endowment.of Vihigas
consequently a strategy of providing assisteamce for the purchase of material
inputs may be frustrated by “the lack of complementary labeur. In the absence
of more presise iunformatioun on the ngiure of the bottlenecks it may be fruitful
to experiment with various. strategies representing different interpretations

of producer resource constrainis.

Eithe. the strategy should remain as it is in broad outline, but
artempts be made to identify those producers for whom ¢redit and extension
supervision are bottlenecks to hybrid maize production,; i.e. producers for
whom hybrid maize would be profitable and who have surplus labour resources
toupled with a cash=flow problem and a lack of hybrid maize knowledge. A4t
this wmoment it is not possible $o tell how big this group.might be (it might
be guite small)g but further analysis of the A00=farmer survey may assist here,
If solutions were 1o be found to such problems as lack of .security and ineffective
distribution of material inputs g
solutiong which still satisfied the requirements of replicability om a larger
snaley, this would constitute an important breakthrough in the provision of

producer credit.



1,19 Part of the reason for this principle not being widely
understood is that the foregoing principle of experimentation is not well
understood. A true experiment must pay attention to the replicability of
its results; otherwise costly experimentation will be a never—ending
exercise, failing to provide successful strategies. Therefore the introduction
of non-replicable strategiesy; such as continuous intensive extension
supervision, or annual interest-free credit, is not consistent with the
principle of experimentation. In the absence of compirison of different
strategies -~ which is the essence of experimentation - a non-replicable
course of using SRDP funds to finance on-going development has often been

adopted, and the "special" nature of SRDP has been permitted to disappear.

The Principle of Using Existing Resources

1,20 Using existing resources involves employing additional resources

to meet only the extra experimental needs, scaled down progressively during
subsequent replications to the level of normally available on-going resources.
Additional resources include trial amd error expenses, additional supportive
staff and expertise, extrem vehicles, equipment, and supplies to sustain the
experimental phase of SRDP. Blue print and prototype development are usually
very expensive undertakings and cannot be managed entirely out of normally
available resources. It should be stressed that these additional resources
are needed in addition to, not instead of normal on-going resources.
Otherwise, the ceiling for incurring experimental expenditure is limited

only by the availability of those additional resources.

1,21 The only justification for additional resources in
experimentation however is to facilitate the development of more effective,
productive and profitable strategies for reproduction elsewhere, Therefore,

these experimental costs must be progressively scaled down to fit normally

available resources during subsequent replications. Thus, if SRDP resources are

being used to hasten on-going projects rather than to develop replicable
strategies, then this may be an inappropriate use since the projects may

not be replicable on a wider scale, It therefore serves little useful purpose to
relabel anything developmental in an area as SRDP unless it forms a clearly
specified (not merely self-evident) integral part of an SRDP experiment.,

For instance, renaming a water project "SRDP" merely because it is an

existing project is misleading unless it is also an integral part of an
experiment such as testing more effective ways  Similarly, a self-help dip
construction project may be taken over by SRDP only if it is part of an
experiment to test more effective strategies for upgrading cattle, but not

if it is a normal on-going development,
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1,22 Dxternal experts have a special role to play in filling
gaps in existing resources. Local staff and people may have useful
development ideas, but lack knowledge and skills of experimental planning,
design and execution to turn their ideas into viable experiments. Due to
the rapid turn-over of external experts problems can emerge: the proposals
of one set of experts may often be followed by conflicting proposals from
the succeeding set, Purthermore it is vital to ensure that such experts
are conversant with the principles and objectives of SRDP, and that their
advice reflects this; otherwise they may tend to concentrate on developing

the area for which they are responsible,

1l.23 Vihiga is a good example of an instance where the involvement
of foreign experts both materially influenced the design of the project and
created certain conflicts with its experimental content. Some areas -
Kwale, Migori, and Kapenguria - currently have little access to experts;
others - Tetu, Mbere, and Vihiga - do, but the teams are not always sufficiently
interdisciplinary. Frequently there is no time for counterpart training, and,
when there is, there are no counterparts to be trained. As a result, the
experts tend to take over the - management of the programme, rather

than contributing only in their specialised field,

The Principle of Research and Evaluation

1.24 Research in this context involves gathering and interpreting
information relevant to pinpointing experimental objectives and strategies,
while evaluation means gathering and interpreting relevant information
about how well the strategies have worked to attain their objectives in
order to derive more suitable strategies for future use. Experimental
design incorporates research and evaluation, Since experimentation is not
well understood in SRDP, confusion exists about the functions of research
and evaluation. These may be clearly identified if an experiment is first
broken down into three component phases:

speoifies
1,25 The Project Planning Phase? -winen objectives and appropriate

strategies suuto- A likely objective might be increase agricultural
output. But from what present state to what future state? To answer this
question "baseline'" information is required to show and if possible measure
the extent to which the objective has already been attained and the

further extent which could be expected to be reached through existing
strategies. If increased adoption of a new technique is the target, the
current level of adoption has to be knowm, and the probable future level of

adoption in the absence of the intended strategy. Establishing this present

state or baseline of goal-attainment permits an estimation of the potential
remaining for attainment, and an assessment, through subsequent evaluation,

of the degree of progress as a result of using the intended strategy.
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1.26 But strategy selection depends on an interpretation of which
factors are at present holding back more full attaimment of the objective
in question., For example, why is it that the new technique has not been
adopted to the extent which appears to be possible? What obstacles are there
to its adoption? In other words the bottlenecks hindering the uptake of
the new technigque have to be identified; once the bottlenecks have been
identified it is then possible to select strategies with the express aim
of eliminating the bottlenecks, Consequently, the information which is
gathered must be of a kind which will assist in the identification of
likely bottlenecks.,

1,27 Gathering these kinds of information can range from being
very simple to inordinately complex. Many people, however, presume
research must be complex; probably because of familiarity with the term
"survey research'", Surveys are indeed often very complex, involving large-
scale sampling, structured questionnaires, computer processing and
voluminous statistics, all of which demand high expertise which is rarely
readily available, They also take time, delaying projects so much that
many are inclined to view them as unnecessary luxuries. All too frequently,
they become wasteful luxuries either because they are inexpertly or
unreliably conducted, or because too much irrelevant information is gathered,
or because interpretive . skills are lacking.  Frequently, information is
gathered and never used because of undue haste to get on with the project.
The maize credit package, for instance was implemented before already -
gathered survey information could be analysed. Nevertheless, many projects
need survey information. Some, like the extension pilot project, profit

from them, basing project planning and design upon the survey results.

1.28 lMore often than not only simple fact finding research is
required, but even so elementary research can be overlooked, with
disastrous results. A critical assumption for the success of the Mbere
cotton blocks project, that local people would be willing to make land
available for the blocks, was not tested, and contributed to the failure
of the project. It is not always easy to know when simple research suffices
or when a survey is indicated, This is an area where cxpert advice and guidance

is probably needed,

1.29 The Strategy Testing Phase is addressed to the trial

implementation of the selected strategies, to check that they can attain
the designated objectives, The research component of implementation is
monitoring, continuously watching progress to ensure that the project
remains on target. It involves issues of timing, phasing and pacing, and

of introducing modifications to account for unforeseen developments.
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At present the function of monitoring is largely performed by the

reporting sysiemn,

1,30 The Effects Evaluation Phase in wiiich-it+is determines how

well the sele=ted strategies are overcoming bottlenecks and attaining
de~ignated cbjectives. While the research and evaluation embodied in the
preceding two phases are no less integral parts of the experiment,
evaluation of the outcome of the sirategies being tested is essential if
the principle of experimentation is to be respected. If there is no
objective assessment of results it cannot honestly be said that there has
been an experiment. For instance, if the 4K Club project's objective is
following the examplu of their children (the strategy), then sooner or

lzter information has to be gathered to see how far the strategy has worked.

1.31 One perennial problem is to find sufficiently unbiased
evaluators with an expert grasp of the guiding principles and objectives so
that their pronouncements regarding the validity and effectiveness of

strategies being used are credible and meet with general acceptance.
Conclusion

1.32 The "rules of the game™; the SRDP principles, should be
understood by all participants, not only a few officials at the tope.
The evaluation has come to the conclusion that at present this not so, hence
the above elaboration on the principlces of SRDP. These need to be carefully
and clearly explained from the top down the line to the lowliest JAA, and to
the rural people themsclves. Gaining a knowledge of the rules of the game
is the first step to generating widespread involvement in SRDP, if not
as active participants then at least as intercsted spectators hoping for
a successful outcome.

THE OBJECTIVES OF SRDP

1l.33 An objective is a goal which strategies are designed to
reach. In view of the idealism and vagueness which may be observed in the
stated objectives of the SRDP projects at present, this simplicity must be
deceptive. There appear to be two reasons for the difficulties which are
being experienced in expressing clear-cut objectives: firstly, there are
really two sets of objectives each of different levels of generality,

cnd secondly, the official SRDP objectiveés are confusing.

1l.34 Of the two sets of objectives one is addressed to individual
projects, the other to the programme as a whole. This distinction is

neld to be important. A project objective is the direct outcome of

experimentation with strategies designed to attain them more effectively.

A programme objective is the indirect outcome of the prior attainment of




A FUNCTIONAL MODEL OF THE SPECIAL RURAL DEVELOPMENT PROGRAMHE

THE PRINCIPLES

"SPECIAL™ RURAL
DEVELOPMENT THROUGH:

1. EXPERIMENTATION

Trying out alternative
strateqgies for achieving
desired objectives to see
if they work (feasibility)
and how well they work
(extent of pay-off) in
pilot areas.

2. REPLICABILITY

Developing blue prints
and prototypes of success-
fully tested strategies
for wider-scale reproduc=-
tion elsewhere.

3o USING EXISTING
RESOURCES

Utilizing additional
resources only to meet-
extra experimental needs,
scaled down progressively
to available on-going
resources during subse~
quent replications,

b, RESEARCH & EVALUATION

Infornation-gathering
research before; progress
monitoring during; and
effects evaluation after
project and progranme
implementation,

THE OBJECTIVES

THE STRATESIES

ULTIMATE PROGRAMME OBJECTIVES

IMMEDIATE PROJECT OBJECTIVES

RAISING QUALITY OF RURAL LIFE
THROUGH ACHIEVING:

1. INCOME GENERATION

Raising incomes from
sources within the rural
areas in:

a. Agriculture

b. Commerce

¢. Industry

d. Wage Employment

2. WELFARE SENERATION

Raising levels of:

a. Physical Well-being
b, Mental Well-being
¢, Social Well=being

3, SELF-GENERATING DEVELOPMENT

Increasing local staff and
people capacities for:

a, Self-deterninism
b, Self-reliance
¢. On-going Growth and

Development

FILLING PROBUCTIVITY & EQUITY
GAPS THROUGH ACHIEVING:

1. INCREASING OUTPUT

Raising levels of surplus
marketable or re-investment
output in:

a, Agricultural Enterprises
b. Commercial Enterprises
c. Industrial Enterprises

2. REDUCING UNEMPLOYMENT

Increasing wage employment
in:
a. Public Works Projects
b. Private Enterprises

3. IMPROVING PUBLIC SERVICES

Increasing impact of the:

a, Extension Services
b. Training Services
c. Social Services
d. Health Services
e. Education Services

4. INCREASING DECENTRALIZATION

Increasing feild staff and
local people participation in:

a, Decision-making

b. Project Development

PROJECT BOTTLENECKS

SEARCHING FOR AREA-BASED STRATEGIES FOR
OVERCOMING:

T. LACK OF KNOWLEDGE AND SKILLS

By testing alternatives of providing:
a. Mass and Interpersonal Extension
b. Formal and Informal Training

¢. Formal and Informal Education

2. LACK OF FINANCIAL, MATERIAL INPUTS
By testing alternatives of providing:
a, Loans, Credit, Bursaries, Grants

b. Supplies, Tools and Equipment

3. LACK OF EMPLOYMENT OPPORTUNUTIES
By testing alternatives of providing
a, Labour-intensive Work Schemes
b. Under or Unemployment Relief Work

4. INADEQUATE MARKET DEVELOPMENT

By testing alternatives of providing:
a. Internal Markets, Holding Grounds
b. External Markets, Policy Adjustment

5. INFRASTRUCTURAL UNDERDEVELOPMENT

By testing alternatives of providing:
a. Roads, Transportation, Water, Dips
b. Electrification, Communications
¢. Education, Health, Social Amenities
e. Land Adjudication, Re-settlement

6. LACK OF PEOPLE-INVOLVEMENY

By testing alternatives of providing:
a, Information-gathering participation
b. Project, Strategy Planning, Design

PROGRAMME BOTTLENECKS

SEARCHING FOR ADMINISTRATIVE STRATEGI
FOR OVERCOMING:

1. LACK OF ORGANISATION

By testing alternatives of providing:

a. Area, Central, Donor Coordination
b. Project Integration into Programme
c. Staff Assignment, Deployment

d. Local Development Committees

e. General Administration

2. LACK OF CONTROL
By testing alternatives of providing

a. Monitoring, Reporting Systems
b. Exchange of |deas, Information

3. LACK OF PLANNING RESOURCES
By testing alternatives of providing:

a. Problem-solving Skills, Expertise
b. Training and Training Skills
¢, Interpretation of Priciples, Goals

b, LACK OF IMPLEMENTATION RESOURCES

By testing alternatives of providing:

a. Extra Experimental Funds, Staff,
Equipment and Special Training

b, A Stable Multidisciplinary team
of Experts and Technicians
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several project objectives, the latter being the preconditions for the
former. For example, increased agricultural incomes is stated to be a
programme objective because it may be "once removed® from the attainment
of a projcct objective, such as increasing output. While increased output
is a necessary step towards higher incomes, a second project may be
required to ensure that the increased output becomes increased incomes.
Increased output of a cash crop could lead to a reduction in incomes, due
to & consequential decline in the market price of the crop. To prevent this,
a sccond project with the objective of maintaining or raising the market
price 1is required. Hence the income-increasing programme constitutes two
projccts, neither of which is sufficient of itself +to produce the desircd
outcome, The objective of an output-raising project may be mis-specifiecd
if it is claimed to be income~raising and yet the negessary complementary
parts of the programme to ensure that increased output becomes increased

income are absent.

1,35 Bearing this distinction in mind, an examination of the
official SRDP ohjectives reveals that they arc somewhat confused. At the
moment the SRDP objective are divided into "primary" and "ultimate",
corresponding closely to the distinction between project and programme
objectives., Since the word "primary"™ implies that others are secondary,
it is suggested that a more useful term is "immediate", which relates more
closely %o the project objective, However, although there is agreement as
to the names of the boxes, there is disagreement as to their content. ShDP

objectives as currently formulated are:
Ultimate Objectives of SRDP:

Increased rural production and productivitys
Increased rural incomes, hence higher standards of living j

Increased rural employment opportunities and better rural life.

Innediate ("primary") T .; Objectives of SRDP:
To identify and concentrate on critical development gaps and
bottleneckss
To establish procedure and technigues for self-generating
rural development which can be repeated elsewhere in the country;
To improve the development and training capacity of government
staff ;
To generate active participation in the planning and execution
of SRDP,



These appear to be inadequate for the following reasons:
1. Some objectives appear to be in the wrong categories;
2. Some important objectives are not mentioned at all;
3. The immediate objectives are too vague and general for
practical purposes:

4, Some immediate objectives are actually long-term objectives

1,36 In the following discussion an attempt is made to reclassify
and clarify the SRDP objectives., It is summarised in the "Functional
liodel of the SRDP" on page 11 and reference should be made to this during

the course of the discussion.

Ultimate Programme Objectives

1,37 Present SRDP ultimate objectives tend to cause confusion

because some are misclassified, and because the list is incomplete.,

(a) it is confusing to relate increased incomes to higher
standards of living, and increased employment opportunities
to better rural life, ignoring the contribution of higher
incomes to better rural life, and increased employment to
higher standards of living,

(b) increased incomes result from increased preduction and
employment, &nd is therefore an ultimate objective, while
the others are immediate objec¥ives.

(¢) not specifically mentioned, though probably implied in
"better rural life" is an ultimate objective addressed to
increasing non-economic welfare,

(d) one of the immediate objectives - self-generating development-

should be among the ultimate objectives.

1.38 To get round these problems, a general and overall ultimate

objective has been introduced - Raising the Quality of Rural Life., This

permits the combination of higher standards of living and better rural life,
and in turn is sub-divided into three ultimate objectives, Firstly,

income generation, which has a sense of on-going dynamism; the main sources

are self-employment and wage employment in the agricultural, commercial,
and industrial sectors of the economy, and wage employment in public works.

Secondly, welfare generation, adds the need to improve physical, mental,

and social health and well-being of rural folk to the need for higher

incomes., Thirdly, self-generating development, indicating that instead

of providing poor relief and free welfare services (which may in themselves
have a role to play as strategies), stresses the development of a capacity

for self-determinism, self-reliance, and self-directed
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promotion of growth and development.

1.39 1In short, improvement of the quality of rural life involves
achieving income generation, welfare generation, and self-generating
development, Each of these is just as important as the other, and,

accordingly, they should be given equal attention in planning.
Inmediate Project Objcctives

1,40 Experimentation without immediate objectives is pointless;
it makes little sense to test a strategy intended to achieve an objective
more effectively when that objective is either not specified, or stated
in such vague terms as to remain unspecified for all practical purposes.
Yet, as far as the prcsent immediate project objectives of SRDP are

concerned (seec above), this appears to be the case.

1,41 The main problem is that these objectives are less concrete
then the ultimate objectives. It is easier to know what is meant by
increasing incomes then what is meant by "development gaps," "self-generating
development," or "active participavioa." Yet it is through achievement of
these rather general immedizte objectives that it is hoped to meet the
ultimate ones, They nced, thercfore, to be reformulated more clearly and

simply.

l.42 PFirst. the noticn of development gaps and bottlenecks
appears to apply to all possible project objectives, since they are all
intended to f£ill some "gaps" in rural development by overcoming bottlenecks
currently preventing those gaps from being filled., Productivity, for
instance, may be deemed to be too low in a given area, that is a gap
exists between the existing productivity and the potential productivity of
that arca. Similarly, an equity gap may exist, meaning that the benefits
of rural development are presently not being spread to as many rural people
as possible; they need to be equitably distributed. Thus, filling productivity
and equity gaps is the overall immediate objective of projects.

1.43 Second, none of the present SRDP immediate objectives is
specifically addressed to increasing output in agriculture, commerce and
industry. This objective was included under ultimate objectives. Yet
the bulk of the effort in the SRDP arcas has been towards increasing output,
especially in the agricultural sector. This emphasis is because increasing
output is seen as a major way of ultimately increasing incomes. Therefore,
increasing output is considered as an immediate project objective, which

serves also to increase self-employment,
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1,44 Third, increasing employment opportunities was also
included under ultimate objectives. But this is a morec immediate project
objective since it too leads ultimately to increasing incomes. The term
"reduced unemployment" is used, as it tends to focus attention squarely
upon the problem rather than "opportunities" which may be created only

to lie vacant. Note, however, that reduced unemployment through wage

employment either in public works or as a function of increased output in

private enterprise is involved.

1.45 Pourth, no mention is made of improved public services perhaps

because welfare gencration was not specifically mentioned., Nevertheless,
increasing the effectiveness and impact of such services to the public as
extension, health education, community development and social services also
increases the likehood of achieving all three programme objectives,

especially the generation of physical, mental and social welfarc.

1,46 Fifth, the present immediate SRDP objective of generating
active participation in planning and executing SRDP appears to be addressed

more to seeking strategies for increased decentralization of rural development

decision-making, The objective is to increasingly shift decision-making
responsibility from central government to both arca=level staff and rural
Peoplethrough their leaders and local organizations. Increasing decentralization

is a major way of producing self-generating rural development.

1.47 Finally, the present SRDP immediate objective of "improving
the development and training capacity of government staff" is more addressed
to administrative strategies for overcoming bottlenecks, and is therefore

included under programme strategies.

1,48 The main ways of achieving the overall project objective of
filling productivity and equity gaps and, hence, of achieving the ultimate
programme objectives are through the achievement of increased productivity,
reduced unemployment, improved public services and increased decentralization.
NWote again that all four immediate objectives are of equal relevance to

planning.
Conclusion

1,49 The classification system outlined above and summarised in
the chart should ensure that each development project has a clearly defined

focus, and is therefore provided with the necessary measure by which its

pay-off might be assessed.









STRATEGIES TO OVERCOME BOTTLEITECKS

1,50 The foregoing objectives are generally already attained to
some extent by existing rural activities, and the task of development is
to achicve the objective to a greater extent., The existence of some
bottlencek hindering the attainment of the objective to a greater extent
is therefore implied, and the task of SRDP is to experiment with new,
different, or improved strategies (or combinations of strategies) designed
to overcome bottlenccks. Unlike principles and objectives, which are
limited in number, strategics for overcoming bottlenccks are very numerous,
and, in the long run allowing for technological developments at present
unforeseen, probably without number. Therefore it is easier to provide a
listing of -potential bottlenccks than it is to provide a listing of possible
strategies for overcoming the bottlenecks. The value of such a list is that
it systematises the search for viable strategies to overcome the bottlensciks,
and at the same time ensures that a comprehensive view is taken of the likely

nroblems to be encountercd by development projects.
Two main types of bottlenecks are listed:

Project Bottlenecks ~ area based constraints on the
achievement of objectives;
Programme Bottlencecks - administrative constraints on

the achievement of ultimate programme objectives.

Proiject Bottlenecks

1,51 Project bottlenecks are constraints likely to be preventing

immediate objectives from being achieved to a greater extent. For instance,
what is preventing agricultural output from being increased? Is it because
people do not know about more productive seecd varieties or husbandry
techniques? Do they lack resources to acquire necessary supplies and inputs?
Are there no markets to absorb surplus output?

1.52 If there were a list of the main bottleneck areas which
might in one way or another be acting as a constraint on goal achievement,
plamners could check each one in order to.find those which are critical.
Only then does it become possible to design strategies specifically addressed
to overcoming the critical bottlenecks. An experimental project to test
the feasibility and extent of pay—off of these specifically designed
strategies can then be carried out.. To this end, therefore, the following

list of potential bottlenecks relevant to the SRDP areas is presented.

(1) Lack of knowledge and skills of agricultural, commercial and

industrial techniques and technologies, sugzesting strategies associzted
with formal and informal education, training and extension of all

kinds, and further technical rescarch.
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(2) Lack of financial and material inputs to exploit the unexploited

potential, suggesting strategics associated with loans, credit,
bursaries, capital grants, input supplies and equipment, aimed at

producers and suppliers.

(3) 1Inadequate Market Development to absorb surplus output, suggesting

strategies associated with generating internal consumer markets and
adjusting price and market structure polices to create external
markets.

(4) Underdeveloped infrastructure suggesting strategies associated with

roads, transportation, water schemes, dips, electricity, communications,

land adjudication and education, health and welfare amenities.,

(5) Lack of people-involvement in planning, designing and executing

development projects, suggesting strategies associated with organizing
and integrating people and arca staff into the project and programme

planning machinery.

(6) Lack of gainful employment opportunities in the private and public

sectors, suggesting strategies associated with labour-intensive methods

of construction, "make work" schemes and block systems of farming.

1.53 Doubtless, this list will be added to as time goes on. It is
important to note, however, that one strategy by itself is not usually
sufficient to overcome any one bottleneck and so achieve the designated
objective, To focus, for instance, only on credit as a means of overcoming
financial bottlenecks is to imPly that none of the other bottlenecks is
important. The truth of this must be verified through research. Usually,.
it is a combination of bottlenecks which forms the obstacle to goal

achievenent, though the mix may differ from one area to another.

1.54 A cross-tabulation of project bottlenecks against project
objectives is provided on page 16. Its function is to.ensure that
planners give due consideration to all possible sources of bottlenecks
constraining achievement of a particular objective or sets of objectives.
This approach prompts the planner to scarch for possible strategies to
fill each of the squares under every type of bottlencck. In the first table
the cells are filled with those SRDP activities which are currently being
tried, and in the second table hybrid maize promotion has been used as an
examnple to illustrate the use of cross-tabulation for an individual

projecto

Tables such as these invite planners to choose relevant strategies
from among those indicated in the various cells, although the tables are
not intended to be exhaustive lists of all possible strategies., Effort is

required to devise altogether new strategies, possibly based on some
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technical innovation, Choice of strategy is nevertheless a serious
operational problem, and one on which some comment should be made. First
of all, once the objective has been selected, the range of choice may

be much less than would appear from the table; there the objectives and the
bottlenecks are stated in very general form, and any of the strategies in
each of the cells looks like an alternative to any of the others. However,

careful svpecification of the objectives and the bottlenecks restricts the

choice to those strategzies which are genuine alternatives for each other,

in that they fill the same specific gaps. Normally choice between genuine

alternatives would be based on some kind of cost-benefit analysis, relating
the expected benefit over some future time period to the costs of introducing
the strategy. But the necessary information is rarely awvailable for this
kind of calculation. This highlights the role of SRDP, and in particular

its principle of experimentation: the comparison of alternative strategies

through the organisation of different types of pilot trials is what SRDP is

all about. It therefore offers a unique means of obtaining, under field
conditions, the kind of information on which cost=benefit analyses for the
future replicability of the strategies can be based. This very important
function of providing the rationale..-for the application of a particular
strategy (or combination of strategies) on a national level can only be

performed if SRDP adheres to the principle of experimentation.

1.55 As a training exercise area plamnners could attempt to make
similar cross~tabulations of all the SRDP projects in their areas to
check on the extent to which development gaps may have been overlooked.
Already it is evident from these tables that SRDP has been concentrating more
on overcoming output bottlenecks, especially agricultural bottlenecks, and
improving public services, especially extension services, -than it has on
reducing unemployment and increasing decentralization. If each project
were planned with this cross-tabulation in mind, planners would find
themselves forced to take more factors into account than they are presently
doing. Suppose, for instance, that increasing hybrid maize output is
intended as an immediate project objective. Clearly, planners are forced
to consider what knowledge and skills, what financial and material inputs,
what market and infrastructural development, what people-involvement appears
to be required, and how unemployment relief is likely to result from

increasing hybrid maize output,

1,56 In addition, the cross—tabulations require the planner to
consider the implications for all four objectives of any one strategy
which he selects. For example, in what ways can providing knowledge and

skills in order to increase output also involve improving the public services,
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increasing decentralization and reducing unemployment?

Programme Bottlenecks.

1,57 Programme bottlenecks are administrative constraints
preventing the ultimate programme objectives from being attained to
a greater extent. For instance, individual ministries may be simultaneously
pursuing the same objective, but from different directions. Strategies
therefore may be duplicated, or in conflict, or out of step with each other,.
Yet they may all be aimed at the same target groups. Thus, while many
individual projects might have great merit, when looked at collectively,
they may constitute a discordant, unconcerted confusion, serving only to
disgruntle the rural peopl. What could the likely bottlenecks to achieving a
streamlined, integrated rural development programme be? Here too, the

attempt has been made to compile a list of the major administrative bottlenecks

to focus attention upon finding and testing strategies to overcome them.

These are:

(1) Lack of organization for the conduct of the SRDP, suggesting strategies

associated with co=ordination of policy and action within and between the

area, the government ministries and the donor agencies.

(2) Lack of control over project and programme development and execution,

suggesting strategies associated with monitoring and reporting systems

and intercommunications.

(3) Lack of planning resources for designing experimental projects which

are integrated into a programme of projects, suggesting strategies associated

with increasing planning, training and problem=solving capacitiese.

(4) Lack of implementation resources for executing a planned programme of

experimental projects suggesting strategies associated with staff, financial,

and material allocations and deployment.

1.58 TUp till now, as overall co-ordinator of SRDP, MFP has
necessarily spent much of its time providing an increasingly viable organisation
and contrecl system, through area co-ordinators, ministerial linkmen, district
development committees, and the reporting system. It has also spent much
time in providing many implementation resources, particularly with respect
to facilitating release of funds. Still lacking are adequate planning
resources, particularly specialist expertise, and a monitoring system which
blows the whistle loudly and clearly when SRDP principles are violated

or ignored.
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Conclusions

1.59 The attempt has been made to categorize project and administrative
bottlenecks that might be constraining the achiecvement of SRDP objectives,
in order to facilitate and systematize the search for viable strategies to
overcome the bottlenecks. It is recommended that these classifications
be clearly explained to all parties involved in SRDPj; knowing the rules
and objectives of the game and having some idea of the bottlenecks to be
overcome to gain the objectives to a greater extent constitutes a giant step
towards attaining a significant break-through in achieving self-generating

rural developments
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PART II
CASE STUDIES OF INDIVIDUAL PROJECTS

2,1 The terms of reference request the evaluation of certain
specific projects, for the most part the leading, most frequently mentioned,
SRDP projects. DBecause it is impossible to do justice to these projects in
a limited space, the greater part of the material is provided in the
appendices to this report. In order to illustrate the way in which the
planning and implementation of these SRDP projects have been related to the
principles, objectives, and strategies of SRDP, the material for each project
has been highly summarised and presented here as a case study. A standard
format has been employed to facilitate comparison of one project with arwother,

in terms of the essence of SRDP,

2,2 Two case studies additional to those requested in the
terms of reference have been added, on the grounds that they illustrate
points which do not arise under the other projects. These are the livestock
marketing development project in Kapenguria, and the sequential implementation
procedure used in Kwale, It has not proved possible to evaluate the Tetu
Farm Management and Plamming Project; there is therefore no case study on
this,

THE MASTER FARMERS (SELECTIVE EXTENSION) PROJECT (MIGORI)

2,3 The Master Farmer Project aimed at increasing the output of
selected above-average farmers via increased extension inputs, so as to make
them models for other farmers, That project never reached the implementation
stage but a similar projecty the Selective Extension Project, currently

exists,

Objective: To increase agricultural output of all types of

farmers,

Perceived Bottlenecks: 1, Iack of knowledge and skills of agricultural

techniques,
2, JTack of financial and material inputs.

Implementation: 1, Each of the 63 extension agents in the area

selected the ten "best" farmers known to them in their
sub-locations, But they have yet to be "highly trained"
due to lack of information regarding agronomic

suitability of agricultural enterprises



BEvaluation:

Recommendation:

n

-

4

2, Loens to farmers were not readily available, As an
alternative measure, commercial bank cooperation was
secured to provide 13 locally appointed stockists with
loans to carry agricultural inputs, Hope was that
stockists would extend credit to their customers, thereby

substituting for the abortive loans programme,

The original Master Farmers' Project was based on a
classification system for dividing selected farmers into

groups according to their level of progressiveness; the

farmers in the scheme were to receive special attention from
extension agents. There was no assessment of the likely
response to the proposed reward systemy or of other altisrnatiwve
criteria., Under the new Selective Extension Project the
sub=-strategies to train the model farmers are not adequately
defined, due to the lack of agronomic research into crop
possibilities for the area, or into the present state of crops
and husbandry on the selected farms, Because of lack of
information on the latter for either the selected group or
their neighbours, evaluation of improvement in the agricultural
skills of either will be difficult when implementation takes
place, The Bank extended Sh 28,000 as loans to input stockists.
With the entire amount now repaid, the bank is seeking %o
expand the BRse of stockists for repeated loaning, However, no
information as yet has been gathered regarding the degree to
which stockists extended credit to farmers. The Loans to
Input Stockists sub-project seems to have potential Fo¥
replication elsewhere

We are not convinced that, by themselves, selected farmers are
likely to serve as effective models, We recommend that the
selected group should include some less progressive farmers
to serve as control and comparison groups., The Loans to
Input Stockists appears to us to be a co=project, not a
sub-project of the selective extension project, It should

be carefully documented. We also recommend research to f£ind
out what effect extending bank loans to stockists is

having upon agriculture in the area.
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THE ROADS PROJECT (MIGORI)

2,4 The Migori SRDP emphasised road construction, as did all

the other SKDPs. The project is more advanced in Migori, and incorporates
many of the features of the other roads projects.

Objectivess

1o To increase agricultural output.
2, To reduce unemployment.

3o To improve public services,

Perceived Bottlenecks: 1, ILack of access to markets-

Strategies:

2, DTack of employment opportunities.

1 Build 215 miles of feeder roads, 8 ft., wide, to improve

access .«

2, Use labour~intensive means of clearing, earthmoving,
and maintenance, employing 200 unskilled labourers
at a time, Use machinery only for road finishinge.

Implementation: 1. Over 50 miles of carriageway were constructed, to a

Evaluation:

width of 12 £t. to encourage MOW to take over

maintenance-

2, The labour force was reduced to 10 persons from the

sub-location through which the road was being constructed,
This labour was used only for bush clearing; heavy
machinery was used for the rest, Wages of Shs, 200,00

per month were paid,

The strategy to increase local employment was new to Kenya, and,
had it been implemented, its costs could have been compared with
those of normal road-building methods., The strategy to expand
markets and improve public services through improved access is not
new, DLocal officials claim improved access to markets for rice
growers, and easier surveillance of cattle smuggling across the
Tanzania border into Kenya, No significant employment has been
generated in road work; a few people are employed for 3 month
terms at reportedly high wages compared to MOA rates, External
resources went beyond the point of experimentation: heavy

equipment was used which MOW cannot afford to employ intensively
under normal conditions, The method finally employed to build the
roads is not an experimental new strategy; it is only a replication
of an o0ld prototype., The effectiveness of road-building as a
strategy to increase agricultural output or improve public services

will not be established until it has been evaluated over several
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Seasons,

Recommendation: Efforts should be made to assess increased output resulting

from infrastructural construction, The feasibility of
labour intensive road building remains untested  since
the strategy was changed during implementation. This
strategy if followed could provide valuable results,

THE COTTON BLOCKS PROJECT (MBERE)

2,5 There was, at the time of planmning the Mbere programme, a
paucity of information about the agronomic performance of crops best suited
to its different ecological zones, This paucity was recognized in the plan.
Nevertheless, pressure to show visible signs of SRDP resulted in premature
implementation of the Cotton Blocks Project, cotton being a crop for which

experimental trial though not actual practice yields were available

Objectives: To increase cotton output and reduce unemployment.
(We have identified ten statements of objectives,
reflecting the uncertainty of plamning of this project.
We have boiled them down to the two above)

Perceived Bottleneckss 1, Iack of agronomic information about crop
potential and performance.
2, Tack of cotton husbandry knowledge and skills.
3, Iack of gainful employment opportunities (even
though the plan characterizes llbere as a labour-
scare-land-abundant area),

Strategies: 1. Carry out agronomic research trials to obtain
information on suitable crops for the arec.
2. Develop cotton blocks = centrally administered, locally
managed, and using hired labour -~ on rented land, for
demonstration purposes .
3o, Improved extension coupliei with training, and demonstration
effects from cottor blocks.

Implementations 1, Cotton blocks started in the absence of information on

environmental suitability for cotton,-and in face cf
expert advice against the project.

2. Target acreage reduced from 500 acres to 280 acres due
to unwillingness of the clans to lease land for the
project

3. 178 acres cleared, 169 ploughed, and only about 48 acres
planted. Despite lateness of the rains the "optimal
plenting date was rigidly applied so (a) what was
planted failed to germinate, and (b) clearing and
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ploughing stopped before it was really necessary.

4. The project was declared a failure, and the land was left

unused.

Evaluations Research into the technical, economic, and social factors was
insufficient. Indications of the economic infeasibility of the
project were not followed up., Cost-benefit evaluation should have
halted the project prior to initial implementation, as would
have seeking the opinion of the local inhabitants as to their
willingness to part with land for the blocks, There is strong
probability that external inputs exceeded the experimental level,
and could not be replaced satisfactorily by local resources.

The agronomic research trials have high replicability potential.

Recommendation: We recommend experimentation to focus on agronomic research

trials. The idea of cotton blocks should not be revived for the
Division.

THE EXTENSION PILOT PROJECT (TETU)

2,6 The Tetu SRDP focussed on increased agricultural output,
especially hybrid maize output, of all types of farmers via experimentation
with extension techniques, Local planners commissioned IDS to carry out
baseline research to identify extension-related bottlenecks. The extension

pilot project is based on the survey findings.

Objectives: Starting with hybrid maize and less progressive small-holding

farmers, to increase agricultural output of all types of farmers.

Perceived Bottlenecks: A. Farmers

1. Lack of knowledge and skills of husbandry
techniques.

2, Lack of material inputs for hybrid maize
cultivation.

3, Lack of finance to pay FTC fees.

B, The Extension Staff

1. Lack of knowledge and skills of communication ,
curriculum development.

2, Lack of differentiation procedures for
selecting farmers as to progressiveness level.

3. Lack of functional linkage between FTC and Field
Staff.
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Strategies: 4, Farmers

1. I'IC training according to level of progressiveness
and field follow-up initially, 225 farmers to be selected s

2, Loans by way of inputs fors acre trial plots of hybrid maize,
secured by the cror.

3. Bursaries to attend FPTC for hybrid maize training,

B. The Extension Staff

1, Training in communication, curriculum development
techniques .

2, Progressive index to differentiate farmers for FTC
training selection.

3+ Field staff to attend FIC with their clients, to act as

resource men, and ensure adequate follow=up.

Implementation: A. Farmers

1. PIC training with follow-up for 217 farmers (about 25 from
each of five sublocations) but not according to
progressiveness level, Farmers make their own cost/
benefit analyses of adopting hybrid maisze.

2, Loan inputs provided through FTC, to be later changed to
Vihiga-type voucher system. Farmers volunteered to supervise
loan repayments, Belated proposal to establish revolving
fund for loan finanecing.

3+ Bursaries and free transportation to FTC provided.

B. The Extension Staff

1. FIC staff received communication training, Hybrid
maize curriculum developed and "stretched out' to cover
3 days of training.

2, Index developed but not used. Selection left in the
hands of sublocational JAA and subchief.

3, Field staff attended courses with their eclients, thus
also being exposed to the new curriculum.

Evaluation: Perceived bottlenecks were identified through a process of
formal research and informal discussion with extension staff and
local officials, and a new set of strategies showing experimental
promise was developed in relation to these bottlenecks. Since a
large number of treatments were simultaneously implemented, it is
impossible to identify which one(s) led to the successful

recruitment of fammers and possible success in
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reaching the project objectives. Replication of the inputs on

credit will only be justifiable if loan repayment is good,

permitting a revolving fund to be established. It appears

that continued experimental inputs will be necessary to

develop curricula for each new crop or livestock practice:

included in the project. All farmers except one accepted the

loan and have planted & acre trial plots of hybrid maize, Some

used their own funds to increase the acreage., Diffusion

effects are claimed to be about 3 additional farmers influenced

per each participant who attended the FIC course.

Recommendations

It is recommended that further testing be carried out in

order to determine which of the several strategies used are

the most critical; those which are unnecessary could be

eliminated. It is also recommended that further testing be

dane to establish methods of recruiting less progressive

farmers.

THE SPECIAL 4K PROJECT (TETU)

2,7 The Tetu Special 4K Project apparently evolved separately from

the other SRDP agricultural projects in the division, and made no use of the

Tetu baseline survey. The objectives of the project as it has been

implemented are

Objectives: 1.

2.

30

increasingly divorced from its original objective.

To inecrease agricultural output by the next generation
(the youths), and to attract them into farming.

To increase agricultural output of less progressive adults
through the demonstration effect.

To increase the production of nutritious (high-protein)foods.

Perceived Bottlenecks: 1. ILack of knowledge and husbandry skills,

Strategies: 1.

3

Implementation:

2. ILack of material inputs for new techniques.

PIC training for 300 youths between 14 and 18 years of age
annually in hybrid maize and bean husbandry, and 4K JAA
follow-up on each 4K club course participant.

Input loans in the form of seed,fertiliser, insecticide,

and tools for ane half-acre plot (to be supplied by the
parent),

Demonstration effect of home plots on parents and neighbours
of the youths.

1s FTC training for 3 weeks for 300 children of between 10 and
14 years of age snnually, in hybrid maize only, plus
4K JAA follow-ugp.
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2, Input loans as above, of which only 42 per cent were repaid
6 months after harvest., Apparently all grew hybrid maize,

but an unknown number of the crops failed,

Evaluation: The project as implemented overlaps with the Extension
Pilot Project, although the latter aims directly at the adults.
The nutrition objective was forgotten during implementation.
The Tetu baseline survey, had it been consulted, would have
shown that 60 per cent of 4K members! families already grew
hybrid maize; a different crop should have been chosen, The
half=acre requirement tends to favour the children of the
more progressive farmers, thus not involving those for whom
the demonstration effect upon parents might have pay=-off and
for whom the project was originally intended, The desired
effects on the children cannot be measured until they leave
school some 4 to 10 years hence, Existing resources camnnot
cope with the 58 per cent default on the loans, No attempt
at evaluation was made, beyond confirmation of the hybrid
cultivation, and yet the project is being replicated, One
can question the wisdom of allocating so much extension staff
time and loan resources on small children, while neglecting

real young farmers.

Recommendation: It is recommended that the project as presently conceived
be changed, that efforts be made to &etermine the characteristics
of 4K members and the problems of fural youth more clearly, and
that the project be evolved to fit these.

THE MAIZE CREDIT PACKAGE (VIHIGA)

2,8 The Vihiga S.R.D.P., originally identified maize, fruit
and vegetable, and dairying as the appropriate products for the main
thrust of the agricultural programme, coupled with experimentation with
extension aimed at reaching all types of farmers. With donor involvement,
a credit package focussing on hybrid maize and backed up by intensive
extension supervision evolved, Inadequate use was made of the available
data on the resources and needs of the area, and the choice of both objective
and strategy was strongly conditioned by an over-simpl: fied interpretation
of the resource endowment, and therefore of the development potential and
the probable bottlenecks in the area, and by the donors concern for a

project yielding immediate and visible results.
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Objectives: To attain more widespread adoption of hybrid maize, and to

release land for alternative uses,

Perceived Bottlenecks: 1, ZILack of finance to hire labour and purchase

material inputs for hybrid maize cultivation.
2, ZLack of husbandry knowledge and skills appropriate

to hybrid maize cultivation.

Strategies: 1. The provision of credit, secured by the crop and to be
repaid in cash, to purchase material inputs (though not to
hire labour) in quantities appropriate to attain recommended
application rates, through a system of wvouchers to be
honoured by input stockists and redeemed by the A.F.C.

2. Intensive extension supervision.

Implementation:1. Concern to achieve a high loan repayment rate led to

creditworthiness of the borrower replacing the crop as
security for the loan, and the introduction of a minimum
maize acreage of two acres as a further criterion for
entitlement to the loan.

2. Seventy-six farmers were selected from a total
exceeding 50,000; sixty-three used the credit.

3. Frequent follow-up supervision was provided by extension

personnel.

Evaluation: The initial fact-finding was not oriented towards identifying
bottlenecks related to the project which was initiated; consequently the
project bears little relationship to the resource availability of Vihiga.

The project had little experimental content. There are doubts that the
resource requirements of the intensive extension supervision are too great
and the attention devoted to institutional aspects of the provision of credit
and inputs too little to permit replicability. As a general means of offering
credit against a crop not marketed by a parastatal body its replicability

has not been established, The project changed substantially in the course

of implementation, becoming highly selective in contrast to its more general

initial objectives.
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cecommendations: 1. The future of the project should be clarified;

although the nurber of participants is increasing the
specific benefits which it has brought have not yet been
identified. The project should be modified to permit this,
to re-align it to S2IP principles., Institutional

problems have still to be solved before the project can

be replicable, even if positive benefits are found.

2, An alternative interpretation of the resource situation in
Vihiga, pointing to the possible labour shortage, should
be used to develop a wider range of products to be
encouraged, with attention being paid the diversity of

the resource base,

3. Experimentation with methods of inducing methods of

change should be pursued,

4. Consideration should be given to the possibility of
using the existing institutional structure in Vihiga to

a greater extent.

THE SREDP REPORTING SYSTEL

2,9 The reporting system consists of an administrative procedure
to programme (phase), monitor, control and report the Implementation of
individuval SRDP projects. The officer responsible is the SRDP Area
Co=~ordinator who uses the system for "operations control". ILarge phasing
charts on the wall in his office enable easy monitoring of the extent to which
objectives agreed upon in monthly meetinzs with Divisional staff have been
achieved and allow the AC to push operations which have lagged behind,
The phasing charts form the basis of a monthly report, The system. introduces

network analysis and detailed action planning into field of rural development
procedures.

Objectives:s 1, To increase the capacity of the Divisional Government

machinery to programmey; control and report project

implementation,

Perceived Bottlenecks: 1, Unsystematic implementation procedures, leading to
delays because implementation plans have not been
properly phased,

2, Absence of co~ordination and steering mechanisms
in project implementation.

3. ZLack of a systematic reporting system.
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Strategies: 1. Annual meeting of Divisional officers of different
Ministries and Nairobi sectoral Ministry officials
(the "linkmen") to break down budgeted projects into their
component operations.

2, Enter these operations into "Annual Phasing Form",
together with officer responsible, resources required
and starting and completion dates,

3. Transfer data to "Programming Chart" which functions as
wall time-planning calendar, ZPlanned operations are marked
in with black ink,

4. The programming charts become management tools,
transforming the Area Co=-ordinators office into an
operations control room. At a monthly meeting of
Divisional staff, monthly targets are written on the
chart, At the next meeting, the AC marks progress on the
chart, projects which lag in red ink, projects which are
ahead or on time in gr<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>