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1.0 EXECUTIVE SUMMARY AND RECOMMENDATIONS

Since 1987, the Royal Norwegian Society for Rural Development, with funding
from the Norwegian 4H and NORAD, have offered technical and financial
assistance to the Chamen Self Development and Training Center. During the
period April 16-29, 1990, an evaluation team was commissioned to examine the
status of the project, and make recommendations as to future Norwegian
involvement.

In general, the team feels the project has the potential of meeting its basic
objectives. It has, however, faced a number of constraints which have reduced
its impact on both the trainees and the surrounding villages. The team therefore
recommends a number of adjustments in the program.

The Center’s Board of Directors should be named an autonomous statuatory
board by an act of parliament, with the authority to control its own personnel
and finances.

A comprehensive project document should be developed by the Board, with the
assistance of the NRD Project Advisor. This document would include the
objectives and programs of the Center, an annual action plan, and budgets
showing a plan for the phasing out of donor funding over time.

Understaffing has been a serious problem at the Center. It is critical that enough
qualified staff are employed by the Center in order for it to function effectively.

Management, reporting and accounting at the Center must be improved. The
quarterly reports produced by Center staff should be used to monitor the Center’s
progress.

We recommend that trainees are recruited from primary school leavers, and that
intake is restricted to North Bank division. Recruitment campaigns at NBD
primary schools and in the surrounding villages should be undertaken. We
recommend that not less than 30% of intake is female.

Both the trainee-resettlement program and the Village Outreach Program suffer
from poor planning and follow-up, and should be improved.

The Center’s training program should be extended to 18 months in order to
allow trainees to improve their management skills through close supervision at
the Center before being resettled.

An assessment of the progress of the Center should be conducted in one year’s
time in order to determine whether the targets set in the action plans have been
reached and thus justify continued funding.



20 INTRODUCTION

2.1. Agricultural Training in the Gambia

Formal agricultural education in the Gambia starts at the Secondary Technical
School level. At this level students have the opportunity to study agricultural
science as a subject, side by side with other subjects within the curriculum.
Instruction is mainly theoretical, and the school will have a garden or a farm
where students will do their practical work. The practical work invariably
involves growing a vegetable crop in beds, and the school might have some
livestock, such as poultry, sheep and goats, which the students would have an
opportunity to raise. Schools that are situated in the kombos and provinces will
have a farm where field crops such as groundnut, millet, maize and sorghum are
cultivated during the rainy season, and students are expected to provide the labor
for cultivation, weeding and harvesting such crops. After four years of secondary
technical schooling students sit for a national examination in which agricultural
science is one of the subjects.

Another option is to attend a regular Secondary School. Secondary School level
agricultural science is mainly academic; and is taught as a subject with a high
input of theory and laboratory work. Practicals are restricted to gardening. Most of
the secondary schools are located in urban areas, where not enough land is
available for farming. At the end of five years of schooling, students sit to the
G.C.E '0' level exams administered by the WAEC. Agricultural Science is also
taken as a subject at the 'A’ level exams.

In the proposed new education policy (1992-2010), three years of middle school
replaces the secondary technical schools. After 7 years of primary school all pupils
are promoted to middle school. At this level vocational, technical, clerical
/commercial subjects are included in the curriculum. The middle school would
be terminal for some, thus they need some basic technical and vocational skills to
enter the job market on completion of schooling. Agriculture is one of the
subjects offered at this level; the curriculum should thus be practical and job
oriented.

In this new system, secondary school is replaced by three years of High School;
preparatory to higher academic training. Curriculum at this level will continue
to be very academic.

Outside of the regular school system, other formal agricultural training includes
the Anglican Training Center at Farafenni whose main objectives are:

(i) To train pupils in agricultural skills to be self-employed.
(ii) Prepare pupils for further training in agricultural education and other

technical fields , e.g. through institutions such as Gambian Technical
Training Institute (GTTI) and Gambia College (GC).
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Agriculture as a subject is compulsory for all pupils, and is comprised of 60%
practical work and 40% of theory and classroom work. English and mathematics
are also offered to help in basic communication skills and record keeping.

The practical work concentrates mainly on vegetable production.The school has a
farm, garden, orchard and poultry shed used for teaching and commercial
purposes. Interested pupils are encouraged to work in the cultivation of field
crops during the rainy season, sharing the proceeds with the school.

Gambia College School of Agriculture offers agricultural training at the
Certificate and Diploma levels. The Certificate program runs for a period of two
years, in the fields of agriculture and animal health and production. For entry
into the program, students must have a secondary technical education, and a
minimum of one year's job experience in agriculture or animal health and
husbandry. The program is comprised of 60% practicals and 40%
theory/classroom work. Practical work involves field work in
gardening/orchard, and the cultivation, weeding/management, harvesting and
processing of field crops - groundnut, rice, maize, millet and sorghum. Students
are also exposed to some poultry management and other practical skills like
surveying, demarcation and laying out of field plots. Animal health/husbandry
practicals include field work, pasture/range management and some clinicals.

Entry into the 3-year Diploma program in Agriculture requires 5 GCE '0' levels.
Students choose to specialize in Agricultural Education / Extension, Animal
Husbandry, or Agricultural Business. The course is mainly academic and
prepares student for jobs in extension, research, teaching and management. It
also prepares them for higher training in any of the areas of specialization.

The only other form of agricultural training in the Gambia is workshops,
seminars and in-service courses by departments, institutions and agencies in the
agricultural sector. The training and visit (T&V) model of extension being
practiced by the Department of Agricultural Services (DAS) requires regular
training of extension workers in the productive practices they transmit to
farmers. These training sessions take place at the various district extension
centers, and involve both theory and practical demonstrations.

As a training and self-development center, Chamen is unique. It is the only
agricultural training institution with the laudable objective of training and
resettling primary school leavers into farming as a profession. These are the only
category of students without any chance of enrolling into any training institution
on leaving primary school. The only option open to them is either to stay in
their villages and farm with their parents, or migrate to urban areas to seek
increasingly scarce employment for unskilled workers. Chamen thus offers basic
training in productive agriculture, and encourages the young farmers to resettle
in their respective villages.



2.2 Project Background

In the early 1970°s, a local interest group of top civil servants, businessmen and
community leaders initiated a national and international campaign to bring
attention to the growing number of jobless primary school leavers in the rural
areas. Convinced of the need for rural training and community development in
the Chamen area, the group, with funding from Opportunities Industrialization
Center, International (OICI) established the Chamen Self Development and
Training Center in 1977. Funding from the OICI, however, terminated in
December 1982, and lacking further funding, operations at the Center were forced
to cease. The Board of Directors, however, were still committed to the idea of the
Center, and went so far as to contribute from their own pockets to help maintain
the Center until further funding could be secured.

Norwegian support to the Center began in 1987 through the Royal Norwegian
Society for Rural Development with funding from the Norwegian 4H and
NORAD. This support has included technical and financial assistance including
an area study, construction of buildings, maintenance and repair, and provision
of equipment.

2.3  Project Evaluation

At the request of NRD, an evaluation team was commissioned to assess the
progress of Chamen Self Development Training Center (hereafter referred to as
the Center), and to make recommendations on the nature and extent of future
NRD involvement in the project. A more detailed description of the scope of the
evaluation can be found in Annex 1.

The evaluation took place in the Gambia from April 15 - 30, 1990. The
evaluation team was comprised of:

Ms. Ingrid L.P. Nyborg, Research Scientist, Norwegian Center for International
Agricultural Development (NORAGRIC)

Mr. Anthony Ademola Taylor, Acting Principal Planner, Gambian Government
Department of Planning (PPMU)

Mr. Alieu Badara Senghore, Acting Head of Agriculture, Gambia College

Prior to the evaluation period the team was provided with background
information on the project, including quarterly reports and earlier studies from
the area. The "Agro-Ecological and Socio-Economic Study of the Chamen
Training Center and Environ" commissioned by NRD in 1988 was particularly
helpful in providing information on recent conditions in the Chamen area. The
information gathered during the evaluation was obtained through interviews
with various government departments and institutions, Center staff and Board
members, ex-trainees from the Center, and members of the women’s groups
from two of the villages surrounding the Center.
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The team was in the Chamen area for four days for interviews and field
observations. It was unfortunate, however, that the evaluation took place
during school holidays, in the period between graduation of the 1989/90 trainees
and the intake of the 1990/91 trainees. There was therefore very little activity at
the Center during our stay. In addition, the team was not able to interview the
Center’s accountant, as he was away on leave during the evaluation and his
documents inaccessible to the team. This made it difficult to make specific
comments on the accounting and bookkeeping at the Center.

The team received assistance from the Project Advisor in setting up
appointments and gathering additional documents, and had a vehicle and driver
at its disposal throughout the evaluation period.

At the end of the evaluation, preliminary comments and recommendations
were presented by the team at a meeting in the Gambia with the following in
attendance:

Mr. Jan Eirik Imbsen, Resident Representative, NRD

Ms. Anne-Brit Nippierd, Project Advisor, NRD

Mr. M. Dibba, General Manager, GCU, Member, Chamen Board of Directors
Mr. Seni Darbo, Chairperson, Chamen Board of Directors

Mr. N.S.Z. Njie, Vice Chairperson, Chamen Board of Directors

Ms. Adelaide Sosseh, Treasurer, Chamen Board of Directors

The results were presented in Norway on May 30 to NRD and the Norwegian 4H.



30 PROJECT OBJECTIVES

In looking at the project objectives as stated in the Terms of Reference (Appendix
1), the team considered whether the objectives have been met, their attainability,
and their relevance to the future activities of the Center. The comments made in
this section are of a general nature, and will be taken up in detail in subsequent
sections.

Objective 1: To effect a significant decline in the exodus of rural
youth to the urban areas in search of employment.

As a whole, the Center has been somewhat successful in discouraging the youth
who have attended the Center from seeking employment in urban centers. Most
of the trainees who attended the Center from 1987-89 received resettlement loan
packages, and most of those trainees have continued to farm rather than move
to urban areas for paid employment. While this is encouraging, it is presently
too early to tell whether these ex-trainees will continue to farm after they have
managed to repay their resettlement loans. The case of the 1989-90 group of
trainees is less certain. Only 15 of a total of 29 trainees received resettlement
loans this last period. It is critical that the Center continue to collect data on the
activities of both those who received loans and those who did not in order to
determine the impact of the center on urban migration. If proper follow-up is
provided to the ex-trainees, and they are able to become active contact farmers for
their communities the team feels the center can have a significant impact on
encouraging rural youth to continue farming.

Objective 2: To train Gambian youth in practical and theoretical
agriculture and animal husbandry in order to improve
agricultural productivity in the Gambia and make
farming more attractive to youth.

The Center seems to have been fairly successful in the training of the trainees in
agriculture. In interviews with ex-trainees, they indicate they have been able to
use most of the techniques learned at the Center on their own farms, and that
they are able to produce more than before. This is true not only for crops which
are sold, but also crops which are consumed by the family, such as millet. The
resettled farmers, however, have faced a number of constraints concerning
productivity. The high price of fertilizer and the difficulty of obtaining
medications for their animals have contributed to lower yields than anticipated
and loss animals to disease. These losses have a serious effect on the
productivity of these farms, and may discourage the youth from continuing.
Proper follow-up is critical in order to help ex-trainees solve their input and
disease problems before too much of a loss is incurred. Close attention should
also be paid to the appropriateness of the techniques promoted by the Center to
ensure they are not only productive, but ecologically sound. For example, sheep
and goat rearing in areas where the environment is fragile should be
discouraged. Furthermore, a training period of only 10 months has its limitations
in fostering the skills needed to ensure that the resettled trainees can establish
productive farms. It is felt that at least an additional season be added to the
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training period in order for the trainees to plan, manage and implement their
projects while they are still under close supervision of the Center staff.

Objective 3: To offer job-oriented training and provide young farmers
with incentive to enable them to establish their own income-
earning farms in the rural areas.

The provision of resettlement loans upon completion of the training program is
a very strong incentive for staying in the rural areas and farming. This is based
on the fact that it is virtually impossible for private small farmers to get the
support they require to invest in their farms. This incentive is, however,
hampered by the stiff repayment period, which gives the young farmers very
poor returns during the first four years of their operations. This can have a
discouraging effect on farmers who leave the center highly motivated to invest
in farming. Incentive alone, however, is not the only issue. The farms
established by the trainees must also result in enough profits to make a real
difference in their rural incomes. Thus far, the center has concentrated its efforts
on agricultural production, including both crop production and animal
husbandry. Trainees should be encouraged to take up activities in these fields
which will offer them high returns based on their local marketing possibilities.
The potential of the center in providing training for other income-earning
activities for small farmers is also great. Training in food processing techniques,
and crafts such as soap-making, tie-dying, and batik and could offer farmers
opportunities for income generation during lulls in the production calender.
Also, training farmers in masonry, blacksmithing and carpentry could reduce
their dependency on distant services and provide their villages with local
alternatives for repair and building.

Objective 4: If the project proves to be successful, the Gambia will establish
other centers of this kind.

In order to determine whether the Center has been successful enough to consider
expansion into other areas of the Gambia, it must be possible to determine the
impact the center has on the local community. Presently, trainees are recruited
nation-wide, and thus the vast majority are not resettled into the North Bank
Division. Also, the activities to be performed through the Outreach Program in
the five "high impact " villages referred to in the Center's 5-Year Plan have been
very limited. We feel the Center must be able to show a solid impact in its
surrounding communities both in terms of resettled trainees and outreach
activities before expansion into other regions can be considered.

The impact on the local community, however, is not the only condition for
success. Success in this case would also be determined by the long-term financial
sustainability of the Center. It is imperative that the Center become a self-
sustaining entity to ensure it will remain an integral part of the local community
for many years to come. We have confidence that commitment on the part of
the Board of Directors and the Administration of the Center to exploit a wide
range of income-generating activities will result in a self-sustaining training
center with a high level of local involvement. This commitment must,
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however, be matched by innovated planning and management in order to be
viable.



4.0 GENERAL FINDINGS

4.1 Institutional Framework

The instititonal arrangements surrounding Chamen Self Development and
Training Center have, at times been hindering. Some of the institutions
illustrated in the organogram below have in one way or the other increased
bureaucracy, weakened authority, encouraged hostility, introduced frustrations
and confusion, delayed implementation and affected the realization of some
project objectives.

Chamen
Institutional Framework

Ministry of Agriculture
NORAD 4H

Minister

DLS DOD DOC DAR DAS

v ' v NRD
< GCU ¥ Resident Rep
Project Advisor

Board of Directors

Chamen Center

Staff trainees ¢

Resettled Trainees

Outreach Program
Village Women Groups

Chamen, Tankanto, Ndanka Ndanka, Jeriko Wollof, Jeriko Fula

The Royal Norwegian Ministry of Development Cooperation (NORAD) and the
Norwegian 4H are the 2 external donors for the Center. NORAD represents the
Norwegian Government and provides 80% of donor funding. The Norwegian
4H provides the remaining 20% of donor funding.
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The Royal Norwegian Society for Rural Development (NRD) is a non-
governmental organization (NGO) which coordinates Norwegian projects in the
Gambia. The NRD has an office in the Gambia, currently at the GCU, headed by a
country representative and assisted by a Project Advisor.

The Gambia Cooperative Union (GCU) is the apex cooperative organization of all
Cooperative Primary and Marketing Societies (CPMS) in the Gambia. The
General Manager of GCU has an umbrella agreement with NRD and was
instrumental in negotiating NORAD and 4H funding for the Center through
NRD in 1985. Because of the fact that the Norwegian cooperative movement
does not deal directly with Governments in principle, GCU became the only
institution through which their funds could be channelled. Thus, the GCU is
responsible for disbursing funds to the Center according to the planning,
budgeting, reporting and consultation requirements as specified in the
Agreement (Article III (3.3); Article II (2.2); Article V (5.2)).

The Ministry of Agriculture and Natural Resources (MANR) is a government
ministry headed by a Minister. The Ministry is comprised of five departments:

(i) Department of Agricultural Services (DAS) is responsible for overseeing
general agricultural production programs, e.g. horticultural and field crop
programs; and providing general agricultural services, e.g. personnel, crop
protection and extension services. The FAO Fertilizer Project operates as a
unit of the department and collaborates with the Center through
demonstration trials and a contract-growing seed multiplication program.
The center has received inputs (seeds, fertilizer and chemicals) from the
FAO project for their vegetable schemes and maize production and has
provided the FAO with data and certified maize seeds. The Center's
management and performance in the past have, however, been cause for
concern to the FAO project, making it uncertain whether continued
cooperation is possible.

(i) The Department of Agricultural Research (DAR) is responsible for
conducting and supervising agricultural research to increase productivity
and recommending new technologies. The seed technology unit of DAR
supervises the seed multiplication program. The Center's Program Director
and Training and Production Manager are both staff members of the DAS
informally seconded to the Center. This has caused uncertainty in the
formal relationship between the Center and the DAS in terms of staff

loyalty.

(iii) Department of Livestock Services (DLS) is responsible for the development
of livestock sector including disease and pest control. The department's
personnel (veterinary officers) are stationed throughout the country
providing services to individual owners and organizations. The Center's
Animal Husbandry Instructor is a staff member of the DLS, also informally
seconded to the Center.
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(iv) The Department of Planning(DOP) is responsible for all agricultural
planning, data collection and policy formulation for the agricultural sector.

(v) The Department of Cooperation (DOC) is responsible for registering,
regulating and supervising cooperative affairs in the Gambia.

The Chamen Board of Directors (the Board) is the governing body of the Center.
Presently, funds from NRD are channelled through the GCU, then to the Board's
bank account for the running of the Center. In reality the Board does not control
finances and considers this is a significant constraint in running the Center, and
to its power of appointing its own personnel and applying disciplinary measures.
Government subvertions to the Center are highly insufficient and the Center
does not currently generate enough revenue to be self-financing on a sustainable
basis. Limited funding also™ makes it difficult to employ highly qualified and
competent staff whose loyalties do not lie with the Ministry of Agriculture.

The Norwegian 4H has, as a donor organization, a unique link with the Center.
In addition to providing funding and instructors to the Center, it also sends two
Gambian trainees per year to Norway to live with rural families for three
months. This linkage, termed "movement-to-movement" is a valuable one, and
offers inspiration to the trainees to become involved in Gambian 4H activities.

The Center’s link with resettled trainees is a key component in the potential
success of the Center. This link suffers, however, from poor follow-up on the
part of the Center. This is discussed in more detail in Section 4.4.

Linkages with the five high impact villages (Chamen, Tankanto, Ndanka
Ndanka, Jeriko Wollof, Jeriko Fula) are mainly through the Village Outreach
Program, with the village women's groups (Kafos) as the main target groups.
This linkage is described in more detail in Section 4.5. Other linkages include
collaboration with NGOs e.g. Catholic Relief Services (CRS), Action Aid (AA),
and Save the Children Fund in their various agricultural projects.
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4.1.1 Proposals

The following proposals are suggested to strengthen the institutional position of

the Center making it more effective in its administration and management.

1.  Establish an autonomous statuary Board by an Act of Parliament to provide
for the managment of Center. The Act will clearly state the powers of the
Board, which would include the power to directly employ, discipline and
remove its officers,as well as Center staff members.

2. A new agreement directly between NRD and the Board should be signed. As
an autonomous Board, it will have the power to deal directly with donor
organizations, control its own finances and prepare and keep regular reports
and statements of accounts on the affairs and businesses of the Center as
required by the Act.

3. Adequate funding should be made available for the employment of the core

staff needed to run the Center effectively. This will eliminate the Center’s
reliance on government secondment for it’s staff.

4.2 Management and Administration

4.2.1 Board of Directors

The Chamen Board of Directors (the Board) is a multidisciplinary Board
appointed by the Minister of Agriculture and Natural Resources. Its functions
include policy development, management and accountability of the Center
programs and resources.

The Board is comprised of 11 highly experienced professionals, managers and
community leaders in the fields of education and training (formal and non-
formal), agriculture, the cooperative movement etc. The Ministry's
representative in the Board (Deputy Permanent Secretary), functions as the
Board's Secretary, responsible for all correspondence and reporting. The Director
of Schools of the Ministry of Education functions as the Board’s Treasurer,
responsible for accounting and financial reporting. These two positions, along
with the Chairperson and Vice-Chairperson, form the Board’s Executive
Committee. The local community representatives in the Board are the North
Bank Divisional Seyfo (chief), and a female social worker/organizer of women's
groups in the area. These two are on-the-spot Board members. The NRD Project
Advisor is an ex-officio member of the Board.

The Board meets regularly, and occasionally forms technical committees for the
execution of policy, e.g. the Planning Committee which drew-up the current 5-
year Plan (1988-1992). This type of activity has, unfortunately, been limited. Due
to the full-time engagement of Board members in their respective employment,
they have been unable to effectively monitor and control activities, operations
and staff performance at the Center. This has contributed to the inefficient
management of the Center as well as the feeble relationship between the Board
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and Center's management. In addition, most of the Board members are located
in Banjul, and thus have difficulties following the activities of the Center.

Chamen Center Organization

Board of Directors

!

Program Director
Y
[ I
Training Staff Support Staff

|
I l

Accountant /

Typist || Laborers

Storekeeper
I | ] ]
Training Crop Animal Home. Outreach
« | | Husbandry | [ Husbandry Economics Program
Manager * :
Instructor || Instructor Instructor Coordinator *

Trainees, Trainee Representatives

* Not yet employed at time of evaluation

Despite the Board's lack of effective control, its high committment and hopes in
the Center's great potential must be appreciated, demonstrated especially during
the dormant period of the Center when they contributed their personal funds to
keep it going.

4.2.2 Center Staff and Trainees

The Program Director receives directives from the Board, and implements policy,
financial and management decisions of the Board. He is responsible for the day-
to-day administration of the Center. The rest of the staff at the Center is directly
responsible to the Program Director. The trainees have a set of elected
representatives which are responsible for trainee-relations with the staff.
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It is apparent that the administration and management at the Center has suffered
from poor staff relations. In the worst cases, this has resulted in staff either
quitting in frustration, or being dismissed by the Program Director. There does
not seem to be adequate communication between all members of the staff. Staff
meetings appear to be infrequent and may not be a comfortable forum in which
to express disagreement. This can also be extended to relations between the staff
and the trainees. The team feels there is not enough effort on the part of the
Center staff to create a positive, cooperative atmosphere at the Center.

4.2.3 Proposals

1. More members of the Board should be appointed from people residing in
Farafenni and surroundings, since they will be on-the-spot and be abreast
with the daily administration of the Center. Those who are currently locally
appointed should participate more actively in the Center's affairs as they are
valuable resource persons.

2. The Treasurer and Vice-Chairperson of the Board should reside in
Farafenni to assist in the smooth administration of the Center.

3. In order to improve and strengthen management in general, a number of
technical working committees should be set up within the Board to review
and give advice on various issues. Even if the Board decides to employ
outside expertise to execute some of its planning, it should be noted that the
Board is ultimately responsible for the implementation of policy at the
Center.

4. The Program Director should hold regular meetings with his staff to plan
and discuss personnel issues.

5. One staff member other than the Program Director and one student, both
elected by their peers, should become ex-officio members of the Board.

6. The proceedings of Board meetings should also be discussed among staff
members,and staff views on future issues to be discussed by the Board
should be sought.

7. The Program Director has to improve his attitude in general and be
respectful and tactful in dealing with staff, trainees, the Board and the
Project Advisor. He should also improve his communication skills - both
written and verbal.

4.24 Reporting and Accounting

The administration of the Center is required to submit quaterly reports on the
activities of the Center, and financial reports to the Board, which are in turn
submitted to NRD for fund disbursements. These reports should detail the
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Centers activities; training, practical production, resettlement program, and
outreach programs, as well as the constraints facing the Center during the
quarter.

Currently the Program Director writes the reports with information from the
Training Manager and Instructors. A lot of improvement is needed the
structuring and content in these reports. Apparently, the Program Director
gathers together the reports written by each staff member and puts them together
without any serious editing. As a result the reports are not properly structured;
they tend to be very similar from quarter to quarter giving just general
information.

An Accountant is employed at the Center, answerable to the Program Director.
The Program Director depends on the information received from the accountant
for the financial reports to the Board. This has been a bottleneck in the
production of both the quarterly and annual reports for the Center, resulting in
delays in fund dispersement for, for example, the resettlement loans.

42.4.1 Proposal

The quarterly reports should be the main document for monitoring the
activities of the Center. The format of these reports is therefore critical. Clear
guidlines and training in report writing should be provided to the Program
Director. The process of report writing should also be inproved. After receiving
all the necessary information from each staff member, the Program Director
should make a draft of the report, which should then be discussed by the staff in
their next staff meeting. Any necessary corrections or additions should then be
made before the Program Director writes the final report. Below are some
suggestions for what could be included in the quarterly reports.

(i) A calender of the activities of the Center during the previous quarter. It is
not necessary to mention again and again in quaterly reports the fixed assets
of the Center; this could be reserved for the annual reports, together with
depreciations on such assets, losses etc.

(ii) Summary of training activites during the quarter; classroom contact time
(refering to weekly timetable), practical training activities - field work,
garden work, work with animals, home economics.

(iii) Work on Center farms - size of cultivated areas, operations, stage of
production, and general forecast of yield.

(iv) Outreach program - visits and supervision of outreach activities, both at the
Center and in the surrounding villages.

(v) Supervision of resettled trainees - number of visits made, and general
impression of ex-trainees performance. Detailed records of each trainees
activities to be recorded in his/her file.
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(vi) Any other activity taking place at the Center during the reporting period.

(vii) Constraints and problems encountered during the period.

(viii) Plans for the coming quarter with concrete dates and deadlines.

4.2.5 Staffing Levels and Qualifications

The present Center administration is seriously understaffed. This has had a
negative effect on the quality of training provided to both the trainees and the
surrounding villages. The current staff and their qualifications and duties are
summarized below:

1. A Program Director.

Quualifications: Certificate in General Agriculture; with a number of years
experience in agricultural extension, and a supervisory role in the DAS.

Although there is not yet a detailed job description; it is expected that the
Program Director would fulfill the following functions:

(i) The day-to-day administration of the Center.
(i) Provide leadership in professional training and self-development.

(iii) Manage the resources of the Center, e.g. farms, livestock, equipment and
machinery.

(iv) Implement the trainee resettlement program.

(v) Provide an outreach program to neighboring villages, through farmer
groups using Center facilitites such as gardens and fields, and then try and
practice such improved practices in their various villages.

2. A Training Manager.

Recently returned back from training in Tanzania. A hastily prepared
jobdescription has been presented, but not yet given to the Training Manager.
(see Annex 4) The Training Manager is expected to organize and
implementtraining programs at the Center. He also engages in teaching and
supervision ofstudents farm practicals; also the supervision of resettled trainees.

3. Two Instructors.

One Crop Husbandry Instructor. Qualifications: Certificate in General
Agriculture, with a number of years as an extension worker.

One Animal Husbandry Instructor. Qualifications: Certificate in Animal Health
and Production, with a number of years as a livestock inspector.
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The Instuctors are to provide theory and practical instruction in their areas of
specialization - crop husbandry, animal husbandry, home economics and
supporting courses. They also supervise students' practical projects, and visit and
supervise resettled trainees.

4. Support Staff
- One accountant/storekeeper.
- One typist
- One driver
- Six laborers

There is currently no instructor in home economics, and the extension agent
previously engaged by the Center has been fired. This level of staffing is
considered low for the programs the Center is offering. The situation is not
helped by the fact that the Program Director does not do much teaching and
practical instruction.

4.2.5.1 Proposals

The following are comments on the Center's staffing level and their
qualifications and general duties.

1.  Program Director

Qualifications:
(i) Should possess a B.Sc. or B.A. degree in Agriculture, or Agricultural
Education or a related qualification in agricultural education.

(ii) Must have held a senior position of responsibility in a training
institution, school, or agricultural organization or agency, for a
minimum of 3 years.

(iii) Must be prepared to reside and work in the provinces.

In addition to the administration of the Center, the Program Director should
engage in the instruction and supervision of a limited number of student
projects, as well as the co-administration and supervision of resettlement
program.

2. Training Manager
Qualifications:
(i) A B.Sc. or advanced diploma in agriculture, agricultural education or a

related field in agriculture.

(i) Must have had a minimum of 3 years teaching experience in a training
or agricultural institution.
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(iii) Must be prepared to reside and work in the provinces.

Some of the most important duties would include :
- administration of all training programs
- trainee advising
- instruction and supervision of trainee projects and resettled trainees.

3. Instructors

Qualifications:

)] A diploma in his/her area of specialization.

(ii) A Certificate in agriculture/livestock or the equivalent in home
economics.

(iii)  Five years of working experience.
In general, the duties of the instructors would include the following:

Crop Husbandry Instructor/Resident Tutor responsible for:
- theoretical and practical instruction,
- supervision of trainee's projects,
- supervision of resettled trainees,
- male-trainee welfare and a residential affairs.

Animal Husbandry Instructor responsible for:
- theoretical and practical instruction,
- supervision of trainee's projects
- supervision of resettled trainees,
- care of all the animals of the Center.

Home Economics Instructor/Matron responsible for:
- theoretical and practical instruction,
- supervision of trainee's projects,
- supervision of resettled trainees,
- female-trainees welfare and residential matters.
- participation in the outreach program for women's groups.
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Outreach Program Coordinator

Qualifications:

B.Sc. or advanced diploma in a relevant field of rural development.
Background in non-formal education. Experience in working with income-
generating activities for women.

She would be responsible for the organization and implementation of the
Centers outreach program.

The position of Accountant/Storekeeper should be evaluated by the Board
to ensure that he/she is qualified to keep the types of accounting records
necessary in dealing with donor organizations as well as government
auditing authorities.

A staff development program should be drawn up and implemented; this
would include appropriate training for present staff members to give them
the required qualifications to fulfill their jobs. Gambia College School of
Agriculture could provide the relevant training up to the diploma level for
Training Manager, and Instructors in both crop and animal husbandry.
Appropriate training for the Accountant/Storekeeper should also be imple-
mented.
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4.3 Training Programs

The Center offers a 10-months intensive training program on production
techniques and practices in crop husbandry, animal husbandry and home
economics. Courses are 80% practicals and 20% theory. Originally, trainees were
recruited from primary school leavers. In recent years, however, the
requirements seem to have been raised to secondary school leavers. This seems
to have been on the initiative of the Program Director rather than a policy
change on the part of the Board.

The training program starts in May with one week of orientation. The trainees
then start their practical activites immediately without any theoretical
background. There is no clearly worked out curriculum for the program at the
Center.

Syllabuses for the various subject-areas often do not exist, and where they do
exist, they are based on the work of the instructor handling the subject and may
not be updated.

The timetable for classes and practical activities is not specific or flexible enough
for the type of training offered. Theory classes were sometimes not held because
trainees had worked all day in their fields, and were too tired to concentrate in
class.

Classes are taught in English, although they are sometimes held in the local
languages for the benefit of those with difficulties understanding
English.Instructors write on the chalkboard for trainees to copy in their
notebooks. Sometimes instructors prepare handouts for students to use.

Students do field practicals under the supervision of the Instructors.There are no
textbooks for the courses offered at the Center, and general reading material is
also lacking.

4.3.1 Proposals

1.  Trainees should be recruited from primary school leavers if the intent of the
Center is to provide training to those without access to the formal
educational system and to discourage urban migration.

2. The Board should commission a technical committee to draw-up a
curriculum and syllabus for all the programs offered at the Center. This
committee should also work with the 4H instructors in developing training
materials. Training subjects offered to male and female trainees should be
re-evaluated to ensure the approaches are innovative.. The team feels that
the female trainees should receive more instruction in, for example, field
crop production to take advantage of the newer techniques previously
reserved for male farmers. Instruction for women in the use of draft
animals is now taking place in many areas of the Gambia. Likewise, male
trainees should be exposed to home economics courses such as food
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preservation and processing. Courses in other skills useful to rural
communites such as masonry and equipment repair should also be
considered for periods of slack production.

3. Basic English and functional mathmatics should be added to the cirriculum.
In addition, it is critical that the trainees be taught basic management skills,
project design and proper record keeping.

4. Textbooks and other reading material should be made available for a library.

5. The Training Manager and Instructors should develop weekly workplans
and timetables to be posted for students.

6. Investment in additional and improved facilities for training activities
should be made, such as poultry production facilities and storage sheds.

7. Field trips, excursions, and visits to other agricultural projects, institutions,
resettled trainees and farmer groups should be made by the trainees. This
would require the purchase of a minibus for transportation.

8. We recommend the training period be extended to 18 months. Ten months
of training is too short a period to learn enough improved skills in
agricultural production. We feel that the extra training in project
management and close supervision by staff during an additional session of
the program will ensure better results when the trainees return to their
family farms.

We therefore propose the following training calender,which we suggest be
reviewed and modified by a competent body; such as the Board, or the technical
committee commissioned by the Board to draw up curriculum/syllabuses for
programs at the Center.

Nov.-Dec. Advertisement for entry to the Center through radio, primary
school visits, farmer and women’s group meetings and visits to
ex-trainees.

First week

in Jan: Interviews and selection of applicants.

Jan. 15: First session begins:

First week - Orientation

Theory classes on crop production - vegetable production

Theory classes on animal husbandry - poultry

Theory classes on home economics

Basic English, functional mathmatics

Practical classes on vegetable gardening and animal husbandry,
poultry production can go on at the same time as theory.

Work on Center vegetable garden.



March/
April:

June:

July-Oct:

Nov.-Dec.

Jan.

March/
April:

Oct.-Nov.:
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2 - 3 weeks Easter break.

Second session begins:

Theory classes in crop husbandry / field crops production; animal
husbandry - sheep and goats; home economics; some English and
mathmatics.

Practicals in field cultivation - trainees individual plots and
Center farm.
Animal husbandry practials - sheep and goats.

Theory classes on crop husbandry and animal production (sheep
and goats) should continue simultaneously with practicals in
these areas.

Holidays

Center administration should market its produce and aportion
the proceeds according to guidelines specified by the Board.
Advertisement for new trainees begins.

Third session begins:

New trainees start their orientation (see session one)

Review of production activities of the last sessions.

Theory classes in project planning, small business management,
functional maths and English.

Practicals in Gardening.

Animal husbandry trainees can start their projects.

Easter break.

Fourth session begins:

Students concentrate on their individual projects in field crops.
Animal husbandry projects continue.

Trainees to be closely supervised by staff.

Graduation and resettlement.
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44  Resettlement Program

One of the main objectives of the Chamen Self-Development and Training
Center is to encourage its trainees to remain in their rural areas and become
productive farmers. In order to address this issue, the Center provides its
trainees with a rather unique offer in addition to the on-site training at the
Center. Upon completion of the 10 month training program, the trainees are
provided with a resettlement loan. These loans seem to provide good incentive
for the trainees to continue as farmers in their home villages.

To obtain a resettlement loan, the trainees must have piece of land on which
they can farm when they return to their villages. This requires the Center staff to
meet with both the applicant and his/her guardian to ensure that at the end of
the program the trainee is guaranteed use or control over a certain amount of
family resources. During the course of the ten month program, the trainees
choose a project which they would like to implement on their home farms. The
projects which have been granted loans from the Center have included both crop
and animal husbandry. The loans have a ceiling which has varied between
D5000 - D6500, depending on the year. They are low-interest at 5%, and are to be
repaid over a period of 4 years. While in past years most the trainees attending
the Center were granted resettlement loans, only 15 out of a total of 29 trainees
received loans this last season.

The resettlement loans are given in the form of a package, where Center staff
accompanies each trainee when purchasing their inputs. The composition of the
packages are somewhat dependent on the equipment and resources the trainees
have on their farms from before. A typical package for those engaged in crop
production would include 2 oxen, 1 sinehoe, and 1 seeder (if a trainee has
experience with horses, a horse may be included rather than the oxen). Where
trainees have not been able to save seed from their fields at the Center, some of
the loan is used for seed. Fertilizer is not a part of the loan package.

For animal husbandry, loans are given for the purchase of animals, feed and
medicine. Goats and sheep are the main animals purchased, but poultry
production has also received support. Last year, one of the trainees applied for
support for a piggery, despite the fact that the Center does not raise pigs and could
only offer the trainee theoretical training.

Monitoring of ex-trainees has been performed by the Program Director, Training
Manager, Animal Husbandry Instructor, as well as two of the Center’s Board
members (Director of DAS, and Chief of Upper Baddibou District). According to
the staff, ex-trainees are visited several times a year, but not necessarily by the
same staff members. Unfortunately, the team was unable to examine visit-
records due to time constraints.
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4.4.1 Constraints

In examining the resettlement program, the team could identify a number of
shortcomings which we feel will effect its long-term sustainability.

1. Lack of a clearly defined policy on criteria for receiving resettlement loans.

The fact that so many of the, trainees from this last season did not receive
resettlement loans was very unfortunate. The success of the Center is very much
dependent on the ability to resettle trainees.

2. Inappropriate loan packages.

Fertilizer application is one of the techniques which the Center promotes in
order to obtain increased yields. In the crop production packages, however, no
provision is made for the purchase of fertilizer. In interviews with ex-trainees,
we discovered that none of them could afford to use fertilizer, even though they
were all convinced of its potential in increasing production. Since the Gambia is
currently in the process of removing subsidies on fertilizer, it is unlikely that
these farmers will be able to afford fertilizer in the near future if faced with even
higher prices.

The size of the loan packages is also a constraint. Currently, both crop and
animal husbandry projects are confined by the same loan ceiling, despite the fact
they require different types of inputs. There is also little flexibility in the choice
of packages, particularly for women trainees. Male trainees have the opportunity
to choose either field crop production or animal production. Women, however,
are not encouraged to enter seriously into field crop production, as can be seen by
the limited amount of land they are allocated at the Center. This is despite the
fact that in many areas of the Gambia women traditionally grow upland grains.
Since other income earning opportunities for women have not yet been
seriously developed at the Center, their only choice currently is animal
production. Although it can be profitable, sheep and goat production can also be
risky , as the loss of an animal due to disease can result in a significant loss of
income.

3. Inappropriate repayment schedules.

While it is too soon to make far-reaching conclusions on the repayment of the
resettlement loans, some indications can be gathered by examining the status of
the first year’s installments paid by the 1987/88 trainees.

Out of 29 trainees who received loans, only 5 (17%) were able to pay their first
installment in full, 16 (55%) made partial payments, and 8 (28%) made no
payment. Those who paid partial payment, paid about half of the amount which
was due. Unless the levels of production increase dramatically (something
which is difficult in the face of increasing fertilizer prices), it is unlikely that the
majority of farmers will be able to pay-off their loans within the four year period
specified in the loan contract. This would have a negative effect on a) the
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morale of the farmers, who after completing the program at Chamen have high
expectations of success; and b) the financial sustainability of the resettlement
program.

In terms of income to the Center, repayment for the 1987/88 trainees can be
summarized:

Total Principal Loaned D 166 250.00
Expected income after

4 years at 5% annual interest 174 562.00
Expected repayment per annum 43 640.65

Amount Received first installments 19 989.38
Amount outstanding 23 651.27

This means that income from repayment after the first year is at only 46% of
what was expected. If this continues, there will be little chance of maintaining a
revolving fund for trainee resettlement.

4. Inadequate supervision and monitoring of resettled farmers.

It was clear from interviews both with Center staff and ex-trainees that follow-up
of ex-trainees is not adequate. Visits to the farms are infrequent, and do not
provide the type of close supervision needed by the newly settled farmers.
Proper monitoring of ex-trainees is also very important in determining the
impact of the Center over time. Lack of staff and transportation constraints are
part of the problem. Trainees are now recruited country-wide, which makes
monitoring an expensive and time-consuming activity. Also, areas where the
farmers are resettled do not necessarily have sufficient extension staff from the
DAS to provide adequate supervision in the absence of representatives from the
Center.

5. Limited marketing opportunities.

For resettled farmers located far from semi-urban areas, the marketing of their
produce can be difficult. Previously, farmers cooperatives could play a role in the
marketing of the ex-trainees’produce. Because of the recent reorganization of the
Gambia Cooperative Union (GCU), however, many of the more remote farmers
cooperatives have had to cease their operations. Unless the farmers are able to
sell their produce at favorable prices, they will not be able to reach their full
potential as producers. If the Center is to assist in marketing for resettled farmers
on a country-wide basis, however, this would be a very expensive activity which
would require significant capital investments in vehicles and storage structures.
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4.4.2 Proposals

1.

Intake of trainees should be restricted to North Bank Division. By
concentrating efforts in the area surrounding the Center, logistical
problems in ex-trainee follow-up and marketing would be significantly
reduced. In order to ensure enough applicants to the program, campaigns
at local primary schools should be launched.

Since there is disparity in the amounts of investment required for different
types of resettlement projects, a committee should develop guidelines with
ceilings for each type of project. These ceilings could be adjusted when
properly justified.

Regular follow-up visits to resettled farmers should be scheduled for
different times in the production season. The information gathered
during these visits should be able to be used for monitoring and
evaluation purposes.

There should be more variety in the types of loan packages provided to the
trainees as new programs are added to the curriculum.

Repayment schedules should be adjusted. From current production and
repayment records, as well as from the detailed information gathered
during follow-up visits, the staff should be able to determine a more
realistic repayment schedule which would be more within the reach of the
majority of resettled farmers. For example, a credit system might be
developed where farmers would not be expected to pay more than 50% of
their earnings at each installment. Conventional credit systems would
have difficulty with such a system due to the high per unit costs of
monitoring the farmers. The Center has an advantage in this respect due
to the built in follow-up supervision. With close production supervision
and monitoring, the farmers would learn the importance of good credit
habits. In difficult times, however, they would not be forced to pay more
than they could afford.

A proper filing system should be developed. In addition to files for internal
and external correspondence, training programs, and farm operations, files
should be opened for each student to record his/her activities at the Center
and follow up on his/her progress in the resettlement program.

The DAS member of the Board should head a committee where DAS
involvement with resettled trainees should be designed. By building the
ex-trainees into the Training and Visit System as contact farmers, follow-
up supervision of ex-trainees would be made easier, and the impact of the
Center’s program on the local communities would be greater. Efforts to
recruit female extension workers to work with resettled women should
also be made.
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4.5 Village Outreach Program

From the Center's inception in the early 1970's, the potential for local
community impact has been high. The fact that it was originally formed by an
active local "interest group" gave the Center a significant advantage over other
community-based activities initiated by either the government or foreign donors.
Villagers from the five "high impact villages" surrounding the Center were
highly motivated to establish a self-help center which they could use as a base for
learning new skills.

Despite this high level of local commitment, the Center has had only limited
contact with the local community. Contact between the Center and the
surrounding community can occur in two ways:

1) Trainees recruited from local villages which would return to their farms
and act as contact farmers. This strategy is covered in more detail in the
discussion of trainee resettlement (Section 4.4).

2) Special programs offered by the center specifically targeted towards village
members. This strategy is the main idea behind what has been termed the
Village Outreach Program. Women’s groups in particular have been
identified as the major target group in this program.

In examining the Center's Village Outreach Program, the team considered past
and current activities, information obtained through interviews with members
of a few of the surrounding villages, and a project proposal prepared by the OICI
for a Rural Women's Training Component at the Center. It appears that past
activities involving local villages have been rather limited. The GOIC program
running from 1977-1982 did have an element of village involvement through a
women's sewing program, but this did not continue after funding ended in 1982.
When the Center was re-established in 1985 with Norwegian support, new
attempts were made to involve the surrounding villages through contact with
women's groups interested in improving their skills in vegetable growing.
While a few of these groups have been actively growing vegetables at the Center,
the extent to which these efforts have had an impact in the surrounding
communities is unclear. Activities seem poorly organized and are not well
documented. Unfortunately, the team was not able to meet with the extension
agent formerly employed by the Center which was responsible for outreach
activities.

4.5.1 Constraints

There are a number of constraints which can be identified which currently
hinder the successful implementation of a Village Outreach Program by the
Center.

1. Lack of a well-designed program with clearly defined objectives and target
groups, as well as and means to monitor and evaluate the impact of the
Center on local communities.
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During the evaluation period the team was provided with a copy of the GOIC's
"Project Proposal for the Rural Women's Training Component of the Chamen
Valley Self Development Project.” This was presented as the plans for a new
program at the Center which would focus on the particular needs of women. We
feel that the direction of these efforts is highly appropriate in the case of Chamen,
since it is our opinion that the planning and implementation of high-quality
programs for women trainees and women from the surrounding villages has
been seriously neglected at the Center.

Despite the proposal's relevancy, however, its attempt to combine the training
needs of two different groups of women under the same program is somewhat
confusing, and may lead to serious difficulties in planning and implementation.

2. Lack of adequate staff for the Outreach Program

Some of the problems in planning and implementing a viable Village Outreach
Program can be attributed to staffing problems, where staff has either been
lacking, or not trained at a level appropriate for the needs of the target groups.
This seems to be particularly relevant this last year, when the Home Economics
Instructor quit her position with the Center, leaving them without a qualified
instructor dealing with the special needs of women. While the Center did still
have an extension agent who was assigned to work with the Outreach Program,
we feel that a conventional agricultural extension agent is not necessarily the best
qualified person to plan and implement a community-based program with
village women as the main target group.

3. Limited local involvement in the planning and running of Center
activities.

While local commitment was high at the onset of the project, it seems to have
dwindled considerably during the past few years. Few of the local leaders who
initiated the project have any connection with the Center at this time. There is a
feeling that the Center was "taken over" by other interests. There is also a danger
that the five "high-impact” villages surrounding the Center have become
disillusioned due to the lack of activities in their villages. This is accentuate by
the fact that very few of the trainees are recruited from these villages.

4, Socio-cultural constraints

At the onset of the project, there was a dispute between the local Fula and
Chamen Center over the use of part of the land which was allocated to the
Center. Local Fula claim that the Center was given land which they used for
animal grazing. The case was brought to court, and the Center retained title to
the land. This has caused resentment on the part of the Fula, who seem to have
put a curse on the Center. Due to the strength of local beliefs in the area, many
feel that until this issue is finally resolved, there will be reluctance on the part of
local villagers to participate in the Center activities.



29

5. Resource constraints

The lack of water available for watering dry season vegetables seems to be a
major constraint in the Outreach Program. The team visited two of the Center's
five high-impact villages, Chamen Village, and Jeriko Wollof, where we spoke
with the leaders of their women's groups. When discussing future contact with
the center, it was clear that the women were very interested in a dry season
vegetable-growing program. Currently, neither village has a local water source
which could be used for irrigating vegetable gardens located at the village. In
Chamen Village, which is within walking distance of the Center, the women
would consider renting vegetable beds at the Center if land and water were made
available. The women at Jeriko Wollof, however, felt the Center was too far to
travel to every day to care for their vegetables. If water for irrigation was
provided by the Center through, for example, additional wells, land would be
made available to the women at Jeriko Wollof. Both of the groups would prefer
to have water sources in their own fields at the village. This is likely to be the
case for the other women_s groups in the surrounding villages. Thus, unless
there is water available at the village level, the impact of the center in vegetable
growing can be very limited.

4.5.2 Proposals

1. Development of a new Outreach Program plan with clearly defined
objectives, target groups and a monitoring and evaluation system.

The women targeted by the Center fall into two distinct categories: trainees, with
a certain level of education (primary school graduates) and village women
(illiterate). In order to meet the needs of both of these groups, we recommend
the following:

a) The program for the women trainees must be an integral part of the
curriculum of the Center. We have included a description of the
qualifications and responsibilities of a Home Economics Instructor in
Section 4.2.5.

b) The outreach program be a separate program where rural women form the
major target group. The program should be designed together with the
local women’s groups and in line with the needs of the local community.
The program should include an action plan, budget, and clear benchmarks
to measure the progress and impact over time.

2. Employment of a Village Outreach Coordinator.

This Coordinator, with the assistance of the Program Director, local community
leaders, and the rest of the Center staff, would design and implement the above
program.  This person would be well versed in rural women's income-
generating activities, with training in non-formal education. She should be
offered the opportunity for training in areas which would assist her in her
position. It would be an advantage if she were recruited from the North Bank
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Division (NBD), to increase the chances of her remaining in the area. In order to
ensure that the Outreach Program remains current, she would establish linkages
with other entities involved in non-formal education and women in
development, both in the area and nationally. The Center's Board has a number
of well-qualified members which would be valuable resource persons in this
area. She would also work in close contact with the Village Extension Workers
(VEW's) assigned to the villages by the DAS.

Concerning possible programs, those suggested in the socio-ecological study
(1988) are still relevant. This is particularly true for a functional numeracy and
literacy program. This could be designed for the community as a whole, with
assistance from the Member Education Program (MEP). One advantage with this
approach is that the MEP incorporates elements of cooperative organization in its
training programs, something which would assist in the strengthening of
community involvement. The women's groups involved in vegetable growing
could also take advantage of any services and advice offered through the
proposed WHCMA (Women's Horticultural Cooperative Marketing Association;
refer to Evaluation of the Bakau and Lamin Horticultural Cooperative Societies,
NRD, 1990)

3.  Assessment of the infrastructural needs of the five "high impact" villages to
ensure a real impact of the Village Outreach Program in the local
community.

This would include structures such as wells and low cost, appropriate irrigation
systems as well as community center buildings for functional numeracy and
literacy programs.

4. Increase local involvement in the planning of community activities.

Re-establishing contact with the original interest group which established the
Center is recommended to ensure local support. Including villages leaders and
the leaders of the women's groups in Village Outreach planning sessions would
contribute to the development of more appropriate and viable programs.

5. In light of the earlier disputes between the Center and the local Fula, it is
recommended that the Center initiate contact with the Fula to make
amends.
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4.6 4H Program

The 4H program at the Center started in 1988. Each year, the Norwegian 4H
sends two of its instructors from Norway to participate in the practical and
theoretical training program at the Center. The instructors are allocated a certain
number of teaching hours per week where they introduce 4H training methods
and materials, and talk to the trainees about 4H organizations and activites in
Norway. They are also to follow-up on the 4H activities of resettled ex-trainees.
The instructors stay at the Center for a period of six months (ca. November to
April). In addition, two Gambians are chosen from the Center each year to travel
to Norway for a period of three months, where they live and work with a
Norwegian farming family.

The 4H program at the Center seems to have been quite successful according to
both the staff and the ex-trainees interviewed. The well-organized sessions held
by the Norwegian instructors seem to have motivated students into becoming
more active in their local farming communities by either forming or joining 4H
groups. The instructors indicated they had no problems with attendance to their
classes, and that they were able to get to know the trainees quite well through a
system where each day two different trainees would act as "guides".

4.6.1 Constraints

While the 4H program can be seen as a positive activity at the Center, it is faced
by a number of constraints which hamper its potential.

1. Inadequate transportation.

The 4H instructors have been provided with small moterbikes from the GCU.
While this in a cost effective mode of transport for travel to and from their
residence at the GCU guest house in Farafenni and the Center, it is inadequate for
follow-up visits to 4H clubs outside of the immediate area of the Center.

2. Limited training materials

Training material for the planning of projects has been limited to the 4H
workbook on vegetable growing, developed by the Norwegian 4H with assistance
from Gambia College. Ex-trainees and staff feel this workbook is relevant, but
could use some adjustments to make it more appropriate for use at the Center.
The lack of similar workbooks for the types of projects chosen by the trainees for
their loan packages makes project planning difficult.

4.6.2 Proposals

1. Better transportation for follow-up visits to Gambian 4H groups should be
provided. It had been recommended that the Center be provided with a
minibus for student field trips, as well as Center staff to and from Farafenni.
It is recommended that with the addition of this extra vehicle, one of the
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other vehicles be made available to the 4H instructors during their 6
months at Chamen. This would enable them to visit the 4H clubs located in
areas far from the Center.

Continued development of project planning materials. As recommended
in the proposals for training, the 4H instructors should work with the
technical committee commissioned by the Board to develop appropriate
training manuals for the trainees. Emphasis should be placed both on the
types of projects which the trainees choose for their loan packages, as well as
other types of projects they may want to implement in addition.

The form of the 4H exchange program should be adjusted. At the onset of
4H involvement in Chamen, there were not yet any 4H clubs in the Gambia.
Over the past years, however, a number of the ex-trainees have formed
clubs in their home villages. This is a positive trend, and we feel that it is
now appropriate that those chosen to go to Norway for three months should
be recruited from these clubs. This would be a good incentive for the
resettled farmers to become more active in community development after
they have left the Center. Their stay in Norway should focus on the
positive impact the 4H has had on encouraging Norwegian youth to be
active in their rural communities.

The 4H instructors in the Gambia should, therefore, continue to instruct
trainees in project planning and the role Gambian 4H clubs can play in
increasing interest in rural development among youth. Particular attention
should be given to encouraging female trainees to become active in 4H
activities.
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5.0 PROJECT PLANNING
The project concept requires the existence of a project document with clearly-
defined objectives and strategies as a prerequisite for effective implementation
management. The absence of such a document for Chamen Self Development
and Training Center (CSDTC) during the phase of Norwegian funding (1987-
1991) as had serious effect on the Center and has contributed to:
i)  poor management of the Center,

ii) deterioration of standards at the Center,

iii) a worsening relationship between the executing agency (NRD)and Center's
management,

iv) uncertainty of assigned responsibilites among the key actors in the project:
Gambia Cooperatives Union (GCU), Chamen Board of Directors, Center
management and NRD Project Advisor

v) untimely execution or inexecution of essential functions

vi) inconsistent and unsystematic reporting of project status from Center's

management.

5.1 Five Year Plan 1988-1992

After a year of receiving funding through NRD, the Board recognized the need
for a document to guide the activities of the Center. On August 27, 1988 the
Board appointed a 6-person Planning Committee charged with the responsibility
of drawing up a 5-Year Plan (1988-1992) with a budget of projected funding
required during that period.

Essentially, the purpose of the plan was to:

i)  serve as a guideline document containing the broad objectives of the Center
and a number of specific strategies to be implemented during the plan
period;

ii) show the financial situation of the Center, the utilization of funds by the
Center with respect to projected cash inflow from NRD, the Gambian
government and the Center over the plan period;

iii) provide the basis for the strengthening of the Center’s management and
accounting system;

iv) provide an effective participatory framework in the light of the new
institutional and organization structures of the project;
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v) contribute to efficiency, improved standards and the attainment of the stated
objectives.

On the whole the plan is comprehensive in the areas of:

i)  borad objectives;
ii) strategies; and
iii) budgetary requirements

It is not, however, comprehensive in the areas of:

i)  targets (quantitative and qualitative)

ii) indicators (monitorable and non-monitorable)

iii) information and reporting journals (for necessary monitoring and
evaluation purposes)

iv) roles and responsibilities of the Board and the Center staff (for the execution
of specific tasks)

v) personnel requirements (especially for training and resettlement
supervision)

vi) implementation schedule

(vii) financial management of the Center and its activities.

Despite these significant shortcomings of the plan, it was approved on February
4, 1989.

5.2 Action Plan

During the year following the approval of the 5-Year Plan there was very little
effort on the part of the Board to implement its strategies. As a result, the NRD
Project Advisor, together with the General Manager of the GCU developed an
Action Plan which provided specific deadlines for the implementation of
management, training and financial policy. The Action Plan was approved by
the Board on March 3, 1990.

It should be noted that although the Board agreed with the need for an Action
Plan, many of the members resented the spirit in which it was presented to them.
They questioned the Project Advisor’s authority in qualifying the original plan
with an ultimatum which recommended termination of donor funding in the
event the plan was not implemented. When this qualification was later
removed the Board accepted the fact that the Plan was prepared in good faith, and
agreed that the fundemental purpose of the plan was to improve the
management, efficiency and competence of the Center.

The Action Plan is now the complement ot the 5-Year Plan distributed to all
Board members and management staff of the Center. It is a concrete document
with a strong emphasis on time. If it is implemented in earnest it will greatly
improving management and efficiency. The Action Plan is specifically very
explicit with deadlines, responsible authorities and tasks. It’s success will depend
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on the willingness and ability of the Board to enforce the deadline indicated. It’s
time frame is limited, and will have already run-out by the the time this report is
printed.

53 Proposals

Preparation of a new 5-Year Plan supported by an updated annual Action Plan.
This document would serve as a project document and would include the
following:

a clear statement of the Center’s objectives
- aclear statement of the Center’s target groups

- a clear statement of the responsibilities of the Board, staff and sub-
committees

- plans for training, outreach and resettlement programs

- reporting formats and procedures, particularly for the quarterly reports and
action plans,

- a financial planning section showing estimations of income from different
sources i.e. donors, government, sale of Center produce,

- annual plans of action with clear benchmarks to measure the progress of the
Center.

The Board would be responsible for the development of this document. We
suggest a sub-committee be formed to carry out this task. We also suggest they
engage the assistance of the Project Advisor in finding a comprehensive format
for the document. There are a number of formats already developed by various
institutions which may prove helpful in designing a document for the Center
(i.e. NORAD, ILO etc.).
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FUTURE NOREWEGIAN ASSISTANCE

We recommend that Norwegian assistance be continued according to a two
phase plan, and that Norwegian assistance for Phase II only be considered if a
critical assessment of the activities acheived in Phase I finds continuation

advisable.
Phase I: Present to end of 1991 (original funding period)
1)  Full salary support of the core staff of the center

2)

- Program Director

- Training Manager

- Crop Production Instructor/Resident Tutor
- Animal Husbandry Instructor

- Home Economics Instructor/Matron

- Outreach Program Coordinator

- Accountant/Storekeeper

Investment in structures necessary for the proper running of the Center
(difficult for team to assess since budget for 1990 was not completed at the
time of the evaluation). Would include provision for housing for
instructors, particularly Matron and Resident Tutor, for storage structures,
improved poultry facilities, and animal sheds.

Immediate activities for Phase I:

1.)

2)

3.)

4.)

Continued implementation of the Action Plan approved by the Board on
March 3, 1990.

Development of a new Action Plan by July 1 to carry the activities of the
Center through the end of 1991. This action plan should have clear
benchmarks to measure the Center's progress.

Development of a Project Document which would include all aspects of the
Center. This document would include an Action Plan and Budget for Phase
II (1992-end of 1995). Development of this document would be the
responsibility of the Board. The Board could develop the document both
through the work of sub-committees comprised of Board members, and
through a request for assistance from the Project Advisor. This document
should be completed by October 1, 1990.

April 1991 - An assessment of the progress of the Center based on
i)  both action plans

ii) the project document
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If the assessment of the Center's progress is satisfactory, then we recommend that
Norwegian support be extended to Phase II (1992 - end of 1995).

During Phase I, funding would continue to be channelled through the GCU
according to the present agreement between the General Manager of the GCU
and NRD. If Phase II is reccommended, a new agreement directly between the
Board and NRD should be signed. The GCU, however, should continue to be
represented on the Board as a resource person for the Cooperative Movement of
the Gambia.

We recommend the Project Advisor continue through 1991. If in 1992, the
Program Director has fulfilled the requirements for his position and can function
effectively, and if the Board is statuatory, then there will be no longer a need for a
Project Advisor. Instead, NRD should have a permanent representative (ex-
officio member) on the Board.



Annex 1 1

EVALUATION OF PROJECT:
CHAMEN ' AGRICULTURAL TRAINING CENTRE

1 BACKGROUND

Chamen Self Development and Training Centre started as a training
centre and production farm in the 1970‘s with financial support
from the Opportunities Industrialization Centre International
(OICI) and USAID. The farm consists of 180 ha arable land. The
centre comprises classrooms, offices, dining hall, Xkitchen,
dormitories etc and gets its water and electricity supply from a
borehole and generateor. In 1982 the 0ICI project assistance
terminated and the running of the centre came to a standstill.
Although The Gambian Government ¢granted assistance to the centre
in 1985 and 86, the support was inadequate and there was a great
need of external support.

Norwegian suppoxt to the centre through the Royal Norwegian
Society for Rural Development and Norwegian 4H started from
August 1987,

IT OBJECTIVES OF THE PROJECT

1. To effect the significant decline in the exodus of rural youth
to the urban areas in search of employment.

2. To train Gambian youth in practical and theoretical agricul-
ture and animal husbandry in order to improve agricultural
productivity in The Gambia and make farming more attractive
to youth.

3. To offer job-oriented training and provide young farmers with
incentive to enable them to establish their own income~earning
farms in the rural areas.

4. If the project proves to be sucessful, The Gambia will
establish other centres of thig kind.

JIX SCOPE AND PURPOSE OF THE EVALUATION

1. To undertake a critical examination of actual results compared
to the development objectives and the utilization of project
funds.

2. To highlight factors, positive or negative, that have
influenced these results.

3. To assess the proposed strategy as laid down in the Five Year
Plan 1988 - 1992, and make recommendations that may be necessary
to ensure achievement of the project objectives for this phase.

4. To assess the future need and composition of long and short
term Norwegian assistance.



The evaluatign team will particularly examine the following areas:

1.

3.

70 what extent the project has achieved, or is likely to
achieve its objectives.

To what extent the project has had, or is likely to have the
desired impact on the following target groups:

- male and female trainees

- ex trainees and resettled farmers

- women's groups in 5 high impact villages.

To what extent the centre administration has managed to carry
out the activities proposed in the Action Plan (adopted by
Board of Directoxrs on 3.3.8%0).

To recommend necessary or desireable actions to enhance the
effactiveness, efficiency and impact of the project.

The content and relevance of the centre's theoretical and
practical training programme.

To what extent external factors have affected the
implementation of the project including:

- Government policies/attitudes

- institutional framework

- other factors.

The impact of the 4H Exchange Programme on the training centre.

The staffing of the project and make necessarxy recommendations
on staffing level and requirements.

The future need for external adviser and financial support and
propose a timeframe and approach for phasing out of Norwegian
support,

IV EVALUATION TEAM

The evaluation team will consist of one agricultural economist
from Norway and The Gambia will provide two members of the team.

The evaluation will take place from 16. - 30. April 199%0.

The evaluation report should be presented in draft by the end of
the evaluation period.



Annex 2

CHAMEN SELF DEVELOPMENT

AND TRAINING CENTRE

FIVE YEAR PLAN

1988 - 1992



FOREWORD

The Board of Directors of the Chamen Self DPeveloprent
and Training Centre in the North Bank Division, approved
this Five Year Plan and Budget for the Centre on 4th
February 1989.

The Board of Directors consists of the following
members: . :

Mr S S Darxbo (Chairman) Jahally Patcharr

Mr N S Z Nijie (Vice Chairman) Principal Gambia College

Mrs A Sosseh (Treasurer) Dept of Education

Mr Y Jallow (Secretary) Min of Agriculture

Mr M Nijie Principal G.T.T.I.

Mr S M L Kinteh Director Nonformal Educ.

Mr K N Ceesay Dep Gen Manager, GCU

Mr S K Janneh Director of Agriculture

Seyfo Matarr Gaye Farafenni

Mrs Yai Nyagadou Farafenni

Mr B A M Ceesdy Programme Director,
Chamen

Ex officio:

Mrs A-B Nippierd Project Coordinator, NRD

BACKGROUND

On 27.8.88 the Board of Directors appointed a Planning
Committee which was given the task of developing a 5

year plan and budget for Chamen Self Development and
Training Centre.

The Royal Norwegian Society for Rural Development
(referred to here as NRD) has signed a General Agreement
with The Gambia Cooperative Union through which it has
been providing financial and technical assistance to
Chamen Centre since 1987. The Chamen Board of Directors
are, however, interested in the Centre reaching a higher
level of self sustainability and therefore propose
measures and policy decisions in this Five Year Plan
which will increase the Centre's revenue. The budget

must be studied in close relation to the plan.

As can be observed from the budget there is a gradual
increase in the Centre's revenue and Government
subventions and a corresponding phasing out of NRD's
financial assistance by 1990/91.

FIVE YEAR PLAN

Chamen Agricultural and Self-Development Centre will
continue to maintain agricultural training and livestock
husbandry as its main activity. The Centre has an
essential role to play in training young GCambian farmers



in modern agricultural techniques and in'resettling them
in gainful selfemployment in the rural areas.

The current residential training programme involving
forty trainees, of which a minimum of 15 will be
females, will be maintained within the 5 year period.

A Home-Economics Course for the female trainees will be
included on the Centre's Curriculum for the girls. The
syllabus will have specific relevance to the already
existing agricultural training programme €.g. special
emphasis will be given tao food breservation, planning
and budgeting. For the forseeable future the
resettlement loan for the female trainees will be used
specifically for investment in farming activities.

All programme expenses for the Home Economics course
will be covered by the Department of Community
Development and Government Subventions.

Chamen Centre will not take a leading role in
introducing high-cost, intermediate farm technology even
though this may initially lead to an increase in the
level of farm production and income at the Centre.

The risks of introducing high-cost technology are
considered too great. Expensive machinery e.g. tractors
etc. can in the long run turn out to be an additional
burden on the Centre's meagre resources, so more
emphasis will therefore be given to appropriate farm
technology. Furthermore the primary task of the Centre
is to resettle Yyoung men and women in farming activities
with the help of a relatively small loan, the Centre
must therefore stand forth 4s a good example of how
young farmers can increase their farm production and
level of income by utilizing simple and inexpensive
farming methods.The Centre's technical staff will work
out a plan for the acquisition of more farm animals and
basic and simple farm machinery in order to increase the
level of farm production and farm revenue at the Centre.
The plan will be implemented in March 1989.

A commercial line for the Provision of farm inputs 1like
fertilizer, seed—dresslng and veterinary drugs at the
Centre (as recommended in the Socio-Economic Study of
May 1988), will be considered in 1993. Until that time
the management at the Centre will be sufficiently
strengthened before assuming such additional tasks.

The Socio-Economic Study, already referred to,
recommended that in order to enhance the self-financing
capacity of the Centre, it should enlist as a contract
seed grower with the Seed Technology Unit of the
Department of Agricultural Research. The Centre could



then revive the concept of a Production Farm of about 25
hectares for this purpose.

A Production Farm for seed growing will be introduced at
Chamen, and the Centre will be enlisted as a contract

seed grower in 1990. 25 hectares of farmland will be set
aside for this purpose.

In order to enhance crop harvesting and generate income
the Centre will acquire a groundnut thrasher and a cous
thrasher as soon as possible.

The Centre will acquire a small vegetable processing
plant for operating a crop processing hire service. To
complement this, the Centre will create vegetable
growers droups in each of the 5 high impact villages
surrounding Chamen Centre, and allocate them with plots
on the Centre land. If an appropriate irrigation system
can be installed for this activity, the Centre will
charge a levy on the individual garden plots to cover
costs of irrigation.

As from 1989 the Centre will establish a well-organized
vegetable demonstration garden for the women's groups
from the 5 high impact villages.

STRENGTHENING OF CHAMEN MANAGEMENT AND ACCOUNTING SYSTEM

Management at the Centre will be strengthened in order
for the Centre to be able to execute the new activities
and tasks envisaged and also to be able to implement the
pPresent programme activities more efficiently.

At present the senior staff at Chamen are transferred to
the Centre by the Ministry of Agriculture and not
officially seconded by the Ministry or employed by the
Board of Directors. This situation is unfortunate as it

can lead to a lack of commitment on the part of staff at
the Centre.

For the efficient and smooth running of the Centre, all
members of staff at the Centre will be directly

recruited by, and be responsible to the Board of
Directors as from 1989.

Furthermore the following posts will be advertised with
immediate effect. The qualifications and experience
listed below will form the minimum requirements for
management and training staff at the Centre.



Designation Qualifications

" Programme Director Completion of B.S.

degree or certificate

in agriculture or
equivalent area and at
least 5 years experience
in education and
administration.

Training Manager Completion of diploma
course 1in agriculture
and teacher's training
certificate, and at
least 3 years relevant
professional experience.

Agricultural Instructor Completion of

certificate course in
agriculture and at least
3 years relevant
professional experience.
(Teacher Training
Certificate would also
be an advantage but not
a requirement).

The senior staff will be placed in the Grades proposed
in the budget proposal for 1989 (see Appendix II)

Programme Director 17/1

Training Manager 1571

Instructor 10/2 (If the Agricultural Instructor
has a teacher's training

‘certificate he should be placed
in Grade 11/12.)

Grades are subject to adjustment according to the
introduction of the Government's new grading system.

When the Board of Directors has recruited the minimum
staff complement required to efficiently manage the
business of the Centre, a Staff Development Programme

will be developed by a Sub-Committee appointed by the
Board.

Accounting system:

Immediate steps will be taken to ensure proper
accounting of farm revenue and other finances at the
Centre and to ensure that the revenue at the Centre is
increased according to plan. The Board of Directors will

advertise the post of Accountant/Storekeeper with
immediate effect.



CHAMEN CENTRE REVENUE

With the strengthening of management at the Centre, the
farm revenue at Chamen Centre can be increased
considerably.

"As can be seen from the Estimates of Revenue (Appendix
I), the target for sale of farm produce represents a 100
percent increase from 1988/89 to 1989/90. However, it
was not possible to get an exact overview of farm
production, yield and income for 1988/89, as estimates
and records of farm revenue have not been kept.

Concerning the possible introduction of tuition fee this
may be considered by the Board at a later date.

S5_YEAR BUDGET PROPOSAL FOR CHAMEN

Comments to the budget.

Since the Centre has been funded by NRD, the fiscal year
has been from January to December. However, since the
Chamen Centre falls under the Ministry of Agriculture
the accounting system must follow the Government system,
the fiscal year being July - June.

NRD funds will gradually be phased out in 1990/91 and it
is assumed that Government subventions will gradually
increase as from 1989/90 onward in order to cover the
various programme expenses. Simultaneously, as mentioned
above, it is assumed that the Centre's revenue will

increase when the policy decisions above have been
implemented.
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APPENDIX II

- . . .
- . . —_-

1. Salaries Senior Staff: Present Grades for Senior Staff.

. 1 1988/89

Senior '.Stéff' Seconaéd.'by. ' Governmient

Designation Grade Remuneration p.a.
Programme Director ' 13/5 D 7908.

Training Manager - 10/6 5808.

Animal Science Instructor 10/2 5376.

Farm Mechanics Instructor 10/2 5376.

Home Economics Instructor 10/2 5376.

Total annual D 29844.
Remuneration _—

Proposed Grades for Senior Staff (Jeconded by Government)

Designation % Grade Annual Remuneration
1. Programme Director 17/1 11 196.
2. Training Manager 15/1 9 012.
3. Animal Science Instructor 10/2 5 376.
4. Farm Science Instructor 10/2 5 376.
(wvith Training Certificate (11/2) (6 024.)
5. Home Economics Instructor . 10/2 5 376.

Total annual remuneration D 36,336,

* Subject to adjustment in line with current trends in the pay

and grading scales in the country.
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Annex 3

DRAFT FGR DISCUSSION BY THE CHAMEN BOARD
AT THE NEXT MEETING SCHEDULE ON SATURDAY
JRD MARCH 1990 AT CHAMEN CENTRT - SARATENNI

The measures outlined below is geared towards improving management
efficiency =nd compeience =i the Chamer Centre on = cost effeciive
basis. It is envisaged thsi the TIME ROUND ACTION PLAN if zpproved
by the Bozrd for implementziions w:ll commii the Centre Mansgemeni 4o
(1) accept full responsibiliiy for its performance in upgrading the
quality of mznagement at the centre (2) produce work plans:
curriculums targetss financizl projections and bucgets consistent

with sound manzgement practices (3) improve operztional efficiency
and staff performance and (4) provide the Board with monitoring

informztion on the performance of the Chamen Centre on = regular and
censistent basis.

TIME MEASURES REGUIRED BY WHOM
30 April 41990 Recruitment of agriculiural Board of Directors
Instructor and Home Programme Director

Economics Instructor
responsible for adequats
theoretical/practiczl
iraining sessions.

31 March 1990 To prepare anc submit job Programme Direscior
descripiiorg for esch in lizison with ithae
member of staff for review Secretary and
and approvail by the Bosrd. Chzirm=n of %Lhe

Board.

v i To prepare printed Programme Director
curriculum which will Training Manager
include 311 necessary Animal Husbandry
topiecs relevant to Instrucior in
agriculture/hone economics lisison with the
and work programme for Vice Presideni of
both theoreticzsl and the Board.

przcticzl lessons. The

cutlines to be submitted
te the Bozard for review

and spproval.
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5 March 1990
Continuous
Process

5 m=zrch 1990

34 March 1990

31 Mzarch 1990
Continuous
Process

31 M=zrch 1990

A well structured weekly
time table to be fTormulaitec
and distributed to =3ll
trzinees on 3 reguizar basis.
A log or roll cali sysiem

to be Introduced for 21l
trainees attending practi-

czl and Ltheoretical
sessions. Each traines’'s
prefile should be mzintzined
up Lo date and us=d =S

basis for =mssessment.

To reactiv=ie 4]

groups invoelved ir the
Village Oubireach prograwme
and Lo prepzre a work
programme and assign respon-
sibility to extension zgent.

he women's
1

Handouts should be prepared
for 3 review by the Bozrd
prior te its circulation
a2nd should inciude the
following:

- General in

o
about tnhe Chzmen Centre

- approaches teo learning
at the Centre

- criteria for receiving
re-settlement lozn =nd
conditions of repaymesnt

- other relevant
information

Review the targeis on the

production and szle of farm
produce =nd te mzintain =
separate account for zll

sales procesds to be
presented to the Bozrd =t
czch meeting.

Prepare =m=naliytical repori
on credit repayments by
ex-trainces and level of
revelving fund account for
review by the Bozrd.

Prepare separzte profile on
each trainee stating perfor-
mances capmbility., attituds
and attendznce znd plan

budget tor their resetile-
ment packzge.

Trzining Manzger
irm lisison with
Trzining Staff.

Pregramme Director
Trzining Manzger

Programme Direcior
Trzining Manager

Programme Director
Treasuree
Accountant

Pragramme Direcior
Treasurer
Accountant

Programme Directer
Training Manzger
Treasurer
Accountant
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31 March

1990

Quarterly progress report
writing should be clezr and
concise =nd should =zmong
other things include the
following for review and
approval by the Bosrd.

- subjects cov

-

c

17
1

- number of lessons held
in ezch subject during
the quarter

- crop prospects zndg
performance of micro
project e.g. chicken and
sheep rearing

- stzffing levels ang
performance

- assessment. of individuzl
trainecesg
- pregress report on re-

settled trainees

- repert on the re-settle-

ment. guidance sessions
and reactions from
traziness

- financial statement
including income and
expenditure =nd budget
variances

- outline of activities to

be covered in ithe next
quarter

Programme Direcior
Training Manager
Tressurer
Accountant

On the assumption that the Agriculturszl/Home Ecoriomics Imstructors
are employed before 30th Aprils 1990, they should be zssigned
responsibility in the relevant sections of this Action Plan.



Annex 4

JOB DESCRIQTION
TRALNING & PRODUCTICN MANAGER

le (ZRAL: This is a highly, full performance responsible position inwolving
" the planning, orgamisziyg. , directing, coordinating, and evalua-

ting all setivities of Caamen production form activities. Work
inelude responsibility for the development of the production,
marketing, variety and species selection, equipment maintenance
and control, selection techniques and activities of prepratory
production personnel and.:.:rogram developmente. The Training
Production Manager is directly responsible te the Program Director.

2¢ AUTHORITY: The Training Production Manager is vested with all that suthority
that is necessary and essentisl to the performance of the responsi-
bilities and duties of the training production component as herein
and else-where defined, These being:

4. The autherity te control and direet all Cagten Staff assigned to
the Training Production component and to advise the production
staff on all matters related to the operation of the production
component,y

Be The authority te develop and inmitiat a system of punishment for
the production staff not inconsistent with the standard guidelines
as developed and Irom time to time, amended by The Caamen Board,
and which is not inconsistant with the powers and responsibilities
of the Program Directer as defined herein, :

Co The autherity to established and implement a system of direet
commurication between all Trainming Production camponent and staff,

D the authority te assume total program responsibility in sbsence of
: the Progran Mirectdr,

Ee. The gutherity to share with the Pregrem Director all communicatigng
received relating t6 tetal program aperatiens not specificsally
mariced confidential to the Program Diregtcr,

Fe The autherity te attend The Caamen Beard meetings in . absence of
Program Director. :

Jo  SEECIFIC DUTLES:

Jele You are direetly responsible to the Program ... L Director. The
overall responsibility for running the Training Division is also delegated
{0 you by the Program Director. This means that all the Local Instructors
and tralnees in the Training Division are answerable to you and it is your

. responsibility to assign them duties after they have been appointed,

3e2 You will be required té alse serve on the Mansgement Comnittee of the
Organigzations This Commlttee is headed by the Program Director,

3¢3 You will be required to submit monthly, quarierly, half-year and yearly
reports on the Training Division and its staf? activities and to also
provide any reports 23 may be required by the Program Director,
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As and when it becomes necessary, the Program Director will assign you
other duties connected with your work and not stated herein or in the
Job Descriptioms you have been issued.

Plans, directs and implements the activities of the production unit,

Reviews budgets and staffing needs for confermance with organigational
goals and objectives,

Communicates at regular intervals with the Program Director to insure the -
carrying out of directives dealing with program procedures and policies,

Analyze the effectiveness of the total production program,

Meets with representatives of private business, institutions, and industries
to identify markets for products,

Acts on recommendations made by the Program Director to improve the overall
effectiveness of the program,

Plans and executes a continuing program for analysing progress and develgp—
ing improved production methods,

Prepares reports shalysing activities and accomplishments of program goals,
Attends conferences and meetings related to production,

Teaches course in his speciality as it becomes necessary,

Aid in the development of profit mading enterprises in animal production
(sheep, goat, poultry) and crop production (g/nuts, maize, millet,
vegetable) at Casmen Tralning Centre,

Liage closely with the Training Manager and Technical Instructions in
developing production and training schedule,

Actively seek input from the Teehnical Instructors for problems dealing in
their specialities, ‘

Assumes total responsibility in absence of the Program Director and Training
Manager,

Evaluates the personnel under his supervision,

Performs other related duties as required.

4. REPORTING: The Trelning and Production Manager is directly responsible to and

subject to the direction of the Program Director and shall render to
him such reports, plans, discussion papers and financial estimates
as the Program Director, may require,



5, QUALIFTCATIONS:

Aes TECINICAL:

(1)

(2)

The completion of a two years Certificate at an accredited
agricultural college or Umiversity with emphasie in either agronomy
crops, animals or farm mechanies,/manacement,

Age preferably between 25 and 40 years,

(3) Minimum of three (3) years of pra~tical farm experience with an
agricultural marketing or cooperative enterprise, private farming
enterprise or within a govirnment department or comparsble agency,

(&) Practical farm backg.ound,

(5) Practical sdministrative experience is desirable,

(6) Or any combination of training and education.

Bo IMERAL:
(1) Must be in good healin,
(2) Must have demmastrated ability to form sound judgements and ta

(3)

work independently on his own initiative,

Must possess a sense of tact and diplomacy



Annex 5

PERSONS MET
Evaluation of the

CHAMEN SELF-DEVELOPMENT AND TRAINING CENTER

for the

ROYAL NORWEGIAN SOCIETY FOR RURAL DEVELOPMENT (NRD)

Mon. 16/4

Tues. 17/4

Wed. 18/4

April 16 - 29, 1990

Meetings:
Ms. Anne-Brit Nippierd, Project Advisor, NRD

Mr. Johnson Kuyateh - Acting Director of Community Dev. - Dept
once provided instructor for hojme econs.

Mr. M. Njie - Principal ATTI - Board member.

Mr. SM.L. Kinteh - Director non-formal education - Board
member.

Meetings:

Mr. B. Larsen - FAO fertilizer project - Supply fertilizer to the
Center, and has used the Center for fertilizer trials and seed
multiplication.

Mr. Galando Gorce-Njie - Permanent Secretary Ministry of
Agriculture and Natural Resources.

Mr. B.B. Sanneh - Deputy Permanent Secretary MANR - Secretary
Board Directors.

Mr. S.S. Darbo - Project Manager, Jahally Pacharr Project -
Chairman Board of Directors.

Mr. Yaya Jallow - Deputy Permanent Sect. P:M:O: - former
secretary to the Board of Directors.

Mrs. Adelaide Sosseh - Director of schools, Ministry of Education.
Treasurer of the Board of Directors.

Left for Farafenni
Meetings:
Mr. Mariama Baldeh - Ex-Trainee, 1989/90 - not yet resettled.

Mr. N.S.Z. Njie - Principal Gambia College - Vice chairman, Board
of Directors.



Thur. 19/4

Fri. 20/4

Sat. 21/4

Sun. 22/4
Mon. 23/4

Mr. Bambo Ceesay - Program Director, Chamen Agricultural
Training Center.

Field visit to Chamen Center

Meetings:
Mr. Bambo Ceesay - Program Director, Chamen Agricultural
Training Center

Mrs. Yai Nyagadon - Board member.

Mr. Samboujong Jagne - Farafeni resident - Has been closely
associated with the Center at the initial stages.

Mr. Mamudon Suso - Animal Husbandry Instructor

Mr. Habib Touray - Agricultural Training Manager, and Crop
Husbandry Instructor.

Field visit to Chamen Village and Jeriko Wollof Village
Meetings:
Ebrima Jammeh - Ex-Trainee, 1987/88 (Chamen Village).

Kumba Jadama - President Chamen women's group.
Ali Ceesay - Ex-Trainee, 1987/88 (Jericho-wollof).
Women's Group - Jeriko-Wollof.

Mr. Jawneh - Agricultural Science Instructor, Anglican Training
Center

Meetings:

Ensa Badjie - Ex-Trainee - 1988/89.
Kebba Kujabi - Ex-Trainee.- 1988/ 89.
Sanussi Kolley - Ex-Trainee - 1988/89.
Seedy Gibba - Ex-Trainee - 1988/89.
Edward Gomez - Ex-Trainee - 1988/89.

Team Meeting/Report Writing

Meetings:

Ms. Anne-Brit Nippierd, Project Advisor, NRD
Hon. O.J. Jallow - Minister of MANR.

Mr. Jan Eirik Imbsen - Country Representative - The Royal
Norwegian Society for Rural Development (NRD)

Mr. S.K. Janneh - Director of Agricultural Services - Member of
Board.



Thur. 26/4 Presentation of preliminary findings, those present:
Team
Mr. Dibba, General Manager, GCU
Mr. Jan Eirik Imbsen, NRD
Mr. Seni Darbo, Chamen Board
Mr. N.S.Z. Nije, Chamen Board
Ms. Adelaide Sosseh, Chamen Board



