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Introduction

This nine month period of working with the SFCP can be broken down into 4 principal

phases.
- In August 2005 activities mainly centred on project preparation.

In September and October 2005 detailed planning of activitiestook place with

communities benefiting from DEC interventions.

From the end of October 2005 to the end of February 2006 the project was

implemented in joint collaboration with local sedentary and pastoral communities.

During the course of March 2006 and April 2006 work primarily focused on ensuring

that activities were properly completed and handed over to local communities and/or

institutionsif required.

A. Context and Analysis

1.0 Methods of Assessment, targeting criteria and beneficiary
selection

Theintervention areafor CRAC-GRN SFCP activities was defined as the areas (affected by
food/fodder insecurity) where the CRAC-GRN was already working. A major advantage here
was that the CRAC-GRN team was already very familiar with the local situations (having
worked in the region for the last fifteen years) and could therefore sensibly and constructively
intervene in each area making best use of the available resources for ensuring sustainable
interventions. The selected areas for SFCP interventions were Mairemi, Mai Salka, Moa and
Kupkup where representative Local Management Structures (LM S) representing villages and
pastoral communities aready existed to manage communa pastora resources. The
approximate locations of the 4 different sites are shown in the map below.

Given that the LMS's
(more or less) equitably
represent the (sedentary
and pastora) local
communities of their
respective zones they
were therefore a so used
asthe entry points for
al SFCP activities. The
vital datisticsas
calculated by the
CRAC-GRN for each
site are given overleaf.
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An agricultural/pastoral areain the central western part of Zinder
region. Harvests in 2004 were poor but not catastrophic. However,
Food security is annual problem

A mainly pastoral areain the North Western Region of Zinder
with pockets of agriculture. Harvests in 2004 were very poor as
they are once every 2-3 years. Many livestock deaths occurred.

Total 88,000

2.0 Was the analysis of the context accurate and was our
capacity to respond accurate?

The CRAC-GRN has been working for many yearsin the above areas and feels that the
analysis of the context was as accurate as can be taking into account factors such as
transhumance and annual in/out migration. Furthermore it feelsit was able to respond rapidly
and effectively to the situation given that it intimately knows the local communities,
authorities and civil society ingtitutionsin the immediate areas. In conclusion we feel that we
have been able to conciliate the implementation of emergency activities of the SFCP with the
slower development process approach of the CRAC-GRN and that responsible long term
decisions have and are being made by the various communities following on from the DRP
interventions. This conclusion has a so been made by independent observers'.

3.0 What were the risks and constraints and how were these
successfully managed?

Initidly the CRAC-GRN was worried about the time frame and not being able to implement
all the proposed activities within afew months especially since an important principle for us
was that

Decisions need to be made by the communities themselves and not for them.

Where possible communities should implement their own activities

In order to alow communities to effectively decide for themselves how and what to do, atwo
month time frame was given for planning activities by communities prior to their
implementation. This meant that activities could not redly start until November 2005.
Nevertheless once activities started in the magjority of cases they were implemented
effectively and in aminimum of time. Thisis further discussed under each activity

! The DEC Evaluation team who passed in December 2005 quoted SOS Sahel CRAC-GRN as
achieving Best Practice with the best chance of sustainable interventions. A government mission
visiting DEC and other CRAC-GRN activitiesin April 2006 quoted the CRAC-GRN as being virtually
the only organisation which systematically informs government and local authorities of what is taking
placein thefield. Thisin their words gives the best chance of sustainable interventions because they
can then give conceptual advice aswell as support initiatives after a project has closed.
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B. Programme assessment
4.0 Assessment of programme activities

4.1 Objective 1: supporting sustainable livelihood recovery of
affected families

Three activities are included under this objective. They are:

Activity 1: Promotion of micro-irrigation in Zinder Region for dry season farming
through Drip Irrigation

Activity 2: Establishment and stocking of functional Cereal/Fodder Banks
Activity 3: Training and equipping of mobile veterinary agents

4.1.1 Promotion of micro-irrigation in Zinder Region
This activity was unfortunately delayed due to non availability of irrigation kits which
were ordered from IDE Indiain early November 2005 but which didn’t arrive until
March 2006. Neverthel ess some activities were able to start in January 2006 as we
were fortunate in being able to get atotal of 20 20m?kits and over 50 larger kitsin
mid January via IDE Niamey. Work on this activity has focused on two types of kit.
Small 20m?kits
Larger 100 to 200m?kits

The smaller kits target the poorest and most vulnerable populations as the systems :

Are affordable (about £3 for 10m?
Allow one person/family to easily decide to set up a system for her/him self
Can be set up anywhere (even next to the house)
Are transportable (less then 1kg)

The larger kits targeted schools and other public institutions as they (as do the small

kits)
Educate people on the possibilities of drip irrigation
Educate people on different vegetables that can be grown and how.

Results obtained in this activity are summarised as follows

Small kits
20 mini demonstration areasin the 4 sitesof Moa, Mairemi, Mai Salkaand
Kup Kup were set up in February 2006
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224 kits received in March and were distributed at the above 4 sites for sale at
asubsidised price of 1,200 FCA (£1.20)>. Most of these have since been sold
despite the fact that the ideal time for irrigation has passed.

Women at &l the sites prove to be very interested Pastoralists discuss the pros and cons of the system

Larger Kits : Demonstration areas have been set up in
7 schools
Zinder Civil prison
Takiéta Reflection Centre
The CRAC-GRN offices

The CRAC-GRN offices aso serve as a demonstration area Setting up the system at one of the schools

Note: this activity will be pursued with the ERP as more kits are expected to arrive by
container soon.

2 The money obtained from the sale of kitswill be put aside for purchase of more kits or for developing
this activity in another way.
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4.1.2 Establishment of functional Cereal/Fodder Banks
The progress towards this activity is presented below in 3 subsections.

4.1.2.1 Construction/r ehabilitation of the Cereal/Fodder Banks

What isimportant to stress here is the approach that we have used, to decide on the
construction/rehabilitation of the Cereal/Fodder Banks where communities have been able to
decidefor themselves:
Thetypes of Bank that they would like (fodder/cereal, size, type of construction etc)
Where to place different types of banks

Planning at Moainvolves detailed mapping, and deep reflection within the
communities

The process towards deciding on the type of banks and their placement took about one month
sinceit required discussions at al levels ; between communities/villages and within
communities/villages and then between communities and villages al over again. The final
decision (20 new buildings and 9 rehabilitations of existing buildings) is presented overleaf in
summarised form along with contributions made by the SFCP and local populations.
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Summary of Banksto be built in FCFA (note for ease of conversion 1,000 FCFA is about £1)

9 e 8 o Q A
Q) % o%;"% Y 2 6)%% %,/O
Co %) %
M ér émi 3 CB Cement lined 3,343,624 485,000I 3,828,624
4 CB for Rehab 2,065,552 252,500I 2,318,052
1FB cement (8 by 4) 2,868,933 200,000 3,068,933
I SUB TOTAL 8,278,114 937,500' 9,215,614
M oa 2 CB/FB cement 7,111,732 80,000I 7,191,732
5 CB for Rehab 4,116,357 162,500' 4,278,857
1 CB Cement lined 1,161,208] 115,000I 1,276,208
I SUB TOTAL 12,389,297 357,500' 12,746,797
Kup Kup |6 CB cement (8m/4m) 17,749,628] 664,000 18,413,628
2 FB cement lined 2,447,416 OI 2,447,416
I SUB TOTAL 20,197,044 664,000' 20,861,044
Maisalka 4 CB/FB Cement 13,543,464 840,000' 14,383,464

Work on the Cered banks was started towards the 2™ half of November with 5 reputable
builders and was completed with no setbacks at all® according to schedul e by the 20™ January
2006°. Thereafter purchase of basic materials for each Cerea Bank took place in February
2006. Additional accessories bought are summarised bel ow:
- 26 metal chairs

26 metal tables

26 cash boxes (double padlock)

9 Metallic cupboards for veterinary products

78 pallets

4,400 membership cards

Just some of the banks which have been constructed with DEC funds are pictured below....

Zeino Ganatcha Garki Zangon Sharifan

4.1.2.2 Training of committeesfor the cereal and fodder banks

Thetraining of committees for cereal and fodder banks took place over aperiod of 3 %2
months between October 2005 and January 2006. It consisted of training 425 local |eaders
who were selected by local communities to become committee members for the 29 new and

% A Contract was signed with the local civil engineering department in order to ensure regular objective
follow up of al building take place and to technically ensure the quality of the work carried out.

* Indeed, all builders exceeded specifications to the buildings they built/rehabilitated and they stated
that this was their contribution towards hel ping the local communities of the area.
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old banks. The process towards selecting committee members followed the following process
(with minor modifications) at all 4 sites.

1. Communities decided on the composition of committees® and for both old and new
banks. They also proposed criteriafor the selection of different members and from
which locations members should be selected.

2. Delegates went to their respective localities and informed their communities about
what was required and initial candidates were proposed.

3. Initia provisional candidates met up at the sites of the proposed cereal banks and
reflected on the suitability of each candidate with the help of an “objective outsider”
(local consultant experienced with setting up cereal banks hired for the purpose) and a
definite choice of the committee members was made

Actual training of the committees took place with the help of threelocal NGO's® and the first
part of it was completed by the end of February 2006’.

4.1.2.3 Purchasing Cerealsand Fodder to stock banks

The purchase of cereals and fodder to stock banks was discussed at length with al the
communities and peopl e were unanimous about how they want the purchases to take place.

Concerning the purchase of cereals, the best option for everybody was that cereals
(sorghum and millet) were to be bought locally and where possible at source. The way that
the cereal swere to be purchased was agreed as following the steps outlined below

1. Purchase committees consisting of community members from different villages and
pastoral communities to be elected by local communities.

2. Independent observersto represent the SFCP to be identified® to observe the
purchasing process and ensure that fair daily prices are paid in concordance with
daily market prices of the area.

3. Mestingsto be organised to officialy hand over the money to the different purchase
committeesin front of local dignitaries (Village chiefs, mayors, LMS, etc...). During
this meeting a contract will be signed between the purchase committee and
representatives of the SFCP before the money is handed over.

4. Fina meetingsto be held with the different purchase committeesin front of, yet
again, local dignitaries and the SFCP where the committee will justify how its
purchases have been made and where through a process of random sampling the
quality and quantity of grain purchased will be checked publicly.

All cereals were bought in the course of November and December 2005. The cash amounts
given to the different sites are given as well as a breakdown of the total amount and type of
grain purchased”.

® On the subject of inclusion: concerning the composition of committees everyone insisted on the fact
that pastoral communities need to be included in the committees since they should also benefit from the
cereal/fodder banks. It was also insisted upon, by the communities themselves that women, wherever
possible should be included in the committees.
® These are GAPEC, Yanayi and Oaarde.
" Training for the committees necessarily needs to take place in three phases. Contract have already
been signed with local NGO’ s for this:
A 1% phase to help set up management committees for stock which is bought from October-
January
A 2™ phase of follow up between January- August 2006 to provide support on management
and selling of stock to members
A 3 phase in September/October 2006 to help reconstitute stock
8 These independent observers are non locals but Nigeriens of unimpeachable character who followed
the whole purchase process from start to finish.
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Village Amount given FCFA Approx amount in £ sterling™
Moa 4,180,000 F CFA £4,354.17
Mairemi 4,180,000 FCFA £4,354.17
Mai Salka 5,250,000 FCFA £5,468.75
Kupkup 7,315,000 FCFA £7,619.79

Total amounts received by communitiesin tonnes

Moa 5.40 21.40 12.00 12.00 50.80
Mairemi 1.40 24.85 12.00 12.00 50.25
Mai Salka 0.63 38.88 20.00 22.00 81.50
Kup Kup 3.05 28.62 16.00 16.00 63.67
Total 10.48 113.74 60.00 62.00 246.22

Concerning the purchase of Animal fodder, this could not be bought locally and was
therefore purchased via Nigeria (wheat Chaff) and Burkina Faso (Cotton Seeds) in February
2006.

4.1.3 Training & equipping of mobile veterinary agents

This activity was seen by local populations as an essential action which will help maintain the
good health of animalsin their zones. The major reasons for most animals dying werein
actual fact cited asalack of nutritiousfood at crucial times and due to a weakened state
caused by parasites, septic wounds and other maladies. Therefore the possibility of having
mobile veterinary agents exercising this activity was positively welcomed by all communities
as asignificant step in reducing vulnerability asit should help ensure healthy animals as well
as provide employment for the mobile agents. For this reason atotal of 78 mobile veterinary
agents (MV A) were identified from the 4 sites by local communities for training and
equipping.

During the course of December 2005 and January 2006 four separate two week training
courses took place (after the completion of Takiéta Centre) for all 78 MV A’s. In addition,
each one was equipped with amedical kit for avalue of 127,725FCFA (about £130)*" and
each MV A isnow up and practicing on acommercial basis and will restock from selected
fodder banks which have been constructed through the SFCP. The MV A’ s are also required to

® Asnoted in our November 2005 report “It should be noted that both government and traditional
authorities were very impressed by the “superior bargaining power” of local communities. This serves
to prove to many ‘doubting Thomas's' that local communities can and should be alowed to act for
themselves.”

10 A ssuming 960FCFA to £1

™ This kit basically consists of antiseptics, antibiotics, parasite medicines and vitamin supplements.

10
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reimburse 50% of the value of their kits to the fodder bank so that more drugs etc can be
bought with money: thereby creating arevolving fund.

MVA'’s at Moa site during the handing over ceremony of the kits

4.2 Objective 2: Strengthen community capacities for
response & preparedness
2 mgjor activities were agreed under this objective, these were:

Activity 1: Establishment of an Information and training centre
Activity 2: Developing linkages and sharing information with organisations and
institutions wor king on early war ning systems

4.2.1 Establishment of an Information and training centre

Concerning the rehabilitation/construction of an information and training centre at Takiéta, al
work was completed by mid December for atotal amount of 9 million FCFA (about £9,000).

Photos : Some before and after shots: what was an old garage in converted into conference facilities and a
woodless construction building gets a going over to become dormitory facilities

In addition various items were bought for the centre primarily consisting of:
40 mattresses

11
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40 pillows

40 mats

40 chairs

5 Buckets

2 portable black boards

Since being put to use in early December the centre has already been used for 6 times for
DEC activities (training of MVA’s) and 5 times for developing linkages between communes
and to talk about planning for food security.

4.2.2 Developing linkages & sharing information with organisations
& institutions..

The results for this activity are far less tangible but we feel we are already making
some progress here by looking at the problem of alack of information from two

angles:

How to get organisations to talk to each other and share information : so far we
are making available, at the CRAC-GRN offices, all information received via
email and other sources for interested peopl e/organi sations concernng the country
situation etc. In addition through various reflection groups we are trying to play
our part in ensuring that different parties share information. To date thisis
happening through the Groupe de Reflection and a more informal network of 4
projects working in Natural resource Management

How to ensure that people at the grass roots level can make themselves heard
when thereis acrisis. Here we have ideas devel oping where we hope to try and
plan with, initially some communes, how they can, for themselves, set up their
own early warning systems.

Asintimated in the previous section an initial meeting with communes was facilitated
by the PAGCRSP in December 2005 and February/March 2006 for 40 people each
time and went very well.

Planning meetings of 8 communes at Takiéta

12
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C. Humanitarian Principles and Standards

5.0 How is the CRAC-GRN addressing Humanitarian Principles
and Standards

We consider that all the humanitarian principles and standards noted have been
respected in our handling of the DEC crisig/intervention. We therefore feel that it
would beillogical if we were only to pick out a few specific aspects for consideration.
It isto be noted that our work is aready based on a set of solid principles™ which are
broadly in line with those mentioned in the Red Cross Code of Conduct and sphere of
standards as they are based on an inherent respect of all humankind.

2 Our Principles: Approaches taken inimplementing CRAC-GRN projects vary, but are all guided
by the following fundamental principles:

Concerning the NRM process...

*Equity : The equitable, |egitimate and responsable representation of stakeholders (particularly
marginalised groups) is a prereguisite;

*Context: The management of a given resource should be tackled in the relation to it’ swider role in the
|ocal socio-economic context;

*Knowing and exer cising one'srights: Individuals, communities and institutions need to know and
understand their NRM rights and be empowered through exercising these rights;

*A Sense of Owner ship: The objectives and modalities of management must reflect the needs,
interests and preoccupations of all the different users and be designed and ‘ owned' by them;

*Social Communication: Flexibility and permanent dia ogue (collaboration and negotiation) between
actorsin order to critically question on-going processes and change tack as aresult are essential
characteristics of the process;

*Adaptation: The management system must have the flexibility to change and evolve when the
circumstances require that it do so.

Concer ning the implementation of activities:

Facilitation : Projectsare only temporary facilitators, accompanying autonomous local processes;
*Process : The adoption of a‘process approach’ in which nothing is preconceived and everything is
discovered together with the partners;

L earning through Doing: The recognition, systematisation and analysis of local knowledge and
practices as well as responsibility and capacity building for individuals, communities and institutions
are prerequisites;

*« Persuasion by inclusion » : Obligation to persuade all the actors concerned to participate
throughout the process by ensuring that the necessary useful information is available to them,
*Sustainability: All actions need to clearly take into consideration questions of durability, evolution
and autonomy;

*M & E by the actors: Create the conditions necessary for internal monitoring & auto-evaluation.
Capitalising on experiences (positive & negative): should aim to strategically influence policies and
strategies.

13
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6.0 How has the programme impacted on the conflict context

The whole approach that the CRAC-GRN used made avoided any conflict since our approach
asked communities and all other stakeholders from all sectors of life for them to decide
jointly what should be done. Communities and other stakeholders at all sites were presented
information in table form so that they could subsequently decide for themselves through
mapping exercises, discussions and subsequent planning at al levels how they felt they could

best use the available resources™. The table of available resourcesis presented below.

Zones Mai Salka Kupkup Moa (20%) Mair emi Totals
(35%) of (25%) of of total (20%) of
total total total
Activités
Construction/ Rehabilitation | 18,600,000 13,300,000 1,060,000 1,060,000 53,100,000
of Cereal Banks
Construction of Fodder 1,530,000 1.060000 860.000 860.000 43,100,000
Banks
Purchase of Cereals 4,500,000 3.200000 2,560,000 2,560,000 12,820,000
Purchase of Animal Feed 770,000 540.000 440.000 440.000 2,190,000
and/or veterinary products
Training of Committees for To bedecided | Tobedecided | Tobedecided | To be decided
Cereal/Fodder Banks after after after after
discussion discussion discussion discussion
Training and equipping 20 people 20 people 20 people 20 people 80 people
mobile veterinary agents
Totals 25.400.000 18.100.000 14.460.000 14.460.000 72.420.000

D. Coordination , Learning and Sharing

7.0 How has the CRAC-GRN co-ordinated with government &
NGO agencies

The CRAC GRN/SOS Sahél International Niger has a policy of working through and
with all stakeholders concerned (beneficiaries, local & traditional authorities,
government services, NGO’s...) and its whole approach is based on inclusion of al
actors. This approach has aways proved to be totally effective as al actions become
legitimate interventions for al concerned. In addition it should be noted that the
CRAC-GRN and its projects are active members of a number of formal and informal,
local/regional/national and International Networking Organisations. These are listed
from local to international below:-

Pastoral Working Group, Zinder:

The CRAC-GRN has been a member of this small but influential group (known in
French as“Le Groupe de Réflexion GRN-Elevage’) sinceit’s creation in 2001. It is
an informal but structured working group creating a neutral space for the members to

13 We stressed to people that it was possible for them to shift money from one element to another (i.e
Cerea Bank to Fodder Bank or Rehabilitation of existing buildings instead of constructing new ones) if
they felt it would be more useful to them. We also stressed to people that if they saved money in
construction (i.e. by providing labour etc) that this money saved could be used to buy more cereals

14
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information and points of view concerning the Pastoral and Natural Resource

Management sectors of rural development. The particularity of the group istwo fold:

- It's members coming from diverse horizons: technical services, traditional
authorities (traditional Chiefs), local NGOs, projects, international NGOs,
Associations and other civil society organisations as well as the private sector;
The group has no ‘leader’ but all members respect a number of internal
regulations and ‘ Rules of the Game’ as well as an effective communication
system.

CCDHSIP:

The CCDHSIP isaregional initiative presided by the Governor of Zinder. Itisa
forum which brings together all the organisations working in the region in order to
promote synergy and where possible harmonise approaches and areas of intervention.
The PAGCRSP, the project through which the PSCA/DEC isworking in the field,
was voted the ‘ Chief Facilitator of the NRM-Pastoral Working Group'.

Decentralisation Synergy Group, Zinder:

As the name suggests this small group composed of ‘invited” NGOs and projects has
the objective of promoting exchange and informed debate on diverse aspects related
to the decentralisation process currently underway in Niger. Theoretically organised
by the High Commission for Administrative Reform and Decentralisation, the major
force behind thisgroup isin fact SNV.

National NRM -Decentralisation Network:

The CRAC-GRN isthe Regional Coordinator of this voluntary national network,
working on promoting exchange and dialogue as well as |obbying on key issues
related to rural development with a special accent on NRM, Land tenure, Pastoralism
and Inclusive Democratic processes. This nationa network isin turn linked up to
other Networksin the West African Sub-Region and to I1ED in Europe.

NRM Working Group (French ‘GAGRF’):

The CRAC-GRN isthefacilitator of asmall group of national level |eaders and
decision-makers concerned with NRM issues. The objective of the group is not to be
all inclusive but to bring together a number of key political players so as to exchange
views in a neutral setting and having done so develop a more integrated ‘ message’ to
promote debate and reflection at a number of levels: Government Ministries, the
National Assembly, Bilateral Cooperations, Projects and Agencies. The group is till
young but includes the Permanent Secretary of the Land Tenure Commission, the
Director of Decentralisation/ High Commission for Reform Administrative and
Decentralisation, The president of the Syndicate of Magistrates, Niger, The president
of the Platform Paysanne Niger, The Senior Technical Advisor to the Minister of the
Hydraulique, Enviornnement et Lutte Contre la Desertificatuion.; the
Coordinator/facilitator of the national NRM —Decentralisation Network.

The Sahdl Alliance:

The Sahel Alliance is made up of ex-SOS Sahel Country Programmes (now
independent National NGOs) and their partners. The initiative to unite in alliance was
prompted by the expressed need to capitalise end build on the individual and
collective strengths of the the old SOS Sahel and use the existing Cross-Sahelian

15
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‘Bridge’ to best development advantage. The alliance covers both Anglophone
(Ethiopia, Eritrea, Sudan, Kenya) and Francophone (Mali, Niger) Sahel and fosters
exchange, lesson learning and the development of sub regional rural development
programmes .

SOS Sahel International Niger and SOS Sahel International UK are active members of
the Federation of SOS Sahel International, based in Senegal and active throughout the
Sahel.

The CRAC-GRN has and will continue to invest a great deal of voluntary time, effort
and resources into these groups and networks. We believe that the same principle of
promoting and engaging in exchange and informed debate between multiple actors
applied so effectively in the field should also apply throughout our work and at
several levels. alone we might think we know what the problem is but together we
can really understand it and find the most appropriate solution for everyone.

8.0 What Monitoring reports, reviews & evaluations were
conducted
Quality assurance and learning take place at several levels:

Thefirst level isin the field with the ‘beneficiaries’ of the DEC intervention. As
explained elsewhere in this and other reports, the process has been controlled (M&E)
and implemented by the communities involved themselves in a transparent way.

The second level of quality control is the following: The SFCP/DEC has worked
through 4 representative Local Management Structures (LM S) organised around the
management of 4 Pastoral Areas. These structures represent not only all the
communities resident in the area but the communities non resident and local
authorities (communes) and function in collaboration with the technical services and
traditional chiefs. It isthrough these structures that the activities were organised and
infrastructure put in place where the needs were felt by everyone to be the greatest.
The appreciation of the quality of work carried out is continuous and acted upon
immediately.

The third level isthat of the broader local context in which the LM S operate: opening
up decision making processes to the local administration (Prefects and technical
services) and other civil society organisations. This ensures objective criticism and
modification in atimely way by the actors themselves.

The fourth level is between the SFCP/Dec Team and the PAGCRSP, the interventions
sister project which has worked from the beginning with the LM S. Representatives of
the PAGCRSP have accompanied the SFCP team into the field and have facilitated
the quality of the work carried out thanks to their extensive local socio-political
knowledge. The PAGCRSP Team have critically commented on the practicalities of
the SFCP teams approach in the field to both the team and to CRAC-GRN as the
implementing agency. These comments have been acted upon.

The SFCP/DEC team has its own system of monitoring the quantitative and
qualitative aspects of the work being carried out. Their appreciation is supported by
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accompanying reports written by independent bodies charged with the monitoring of
the construction and training processes (Government Building Inspectors, Syndicate
of Builders, Involvement of technical services concerned alongside civil society
organisations and private enterprises. In addition, before carrying out activities such
astraining for the cereal banks for example all the civil society operators/ NGOs
responsible were brought together to share ideas on implementation procedures and
agree common working principles. Each Organisation has produced reports of the
work carried out which are easily verified independently with the groups/communities
concerned.

The CRAC GRN has worked in very close collaboration with the SFCP /DEC team in
order to ensure the quality of work and that we as an organisation can learn as much
as possible from this, our first experience of emergency/relief work. From the
Planning and strategic approach to the verification of work carried out and liaison
with other partners the CRAC GRN has accompanied the team and contributed
conceptually and critically to the work carried out. This has been an important factor
in quality control and learning together. Finally, the completion of the DRP involved a
final evaluation of activities undertaken has taken place. Summarised findings are
presented in the annexe 2.

9.0 Audit findings and losses or frauds
An audit of theall CRAC-GRN activitiesin 2005 took place in April 2006. This

included an audit of DEC activities. No losses or cases of fraud were reported. A copy
of the audit report will soon be available for all interested parties

E. Funding

10.0 DRP 3 Financial Reporting format
Please see Annexe 1 for summarised information on al expenditure.

11.0 Comments on significant variances

Most expenditure was more or less as forecast. Significant under spends and over
spends (10% either way) are explained below:
Under spends
- A4 Microirrigation activities. 42% of the total budget available was spent.
Reasons for the under spend here are the 5 month delay in the arrival of the
kits
C4 Extension staff. 75% of the total budget available was spent. The reason
for the under spend is due to the fact that calculations were based an additional
person for irrigation but in the end irrigation staff were paid for by IDE
D4 Subsistence and travel: 70% of the total budget available was spent. Fewer
voyages outside the region were made then originally anticipated.
D5 Communication Costs: 63% of the total budget available was spent Less
telephone cards were bought then originally anticipated
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spends

B2 Fuel and Repair Costs: about 112% of the total budget spent. This was due

to two serious breakdowns of CRAC-GRN vehicles (Lorry and Toyota
Pickup) whilst transporting animal feed to the different sites during the course
of DEC activities

C1 Admin Staff: about 130% of the total budget spent. This concerns an over
spend of £214 and is mainly due to unfavourable exchange rates where
calculations had been made assuming an exchange rate of about 1,000 FCFA
to £1 (varied between 917 and 967)

E2, E3, E4 Printer, Computer, Telephone: All Capitalsitems showed an over
spend of between 104 to 142%. Thisis (as above) was due to unfavourable
exchange rates

12.0 Usefulness of DEC Funds

The DEC funds proved to be very useful for the communities concerned. Some
reasons for their usefulness are noted below:

18

The funds managed to provide the targeted communities with things they
never had before. Many of the Cereal Banks, Fodder Banks and training
opportunities were available for the first time ever for the communities
concerned.

The fact that communities could decide for themselves what they should
benefit from and where interventions should take place made the funds
doubly useful as the funds were used where and how communities really
wanted them.

The availability of funds allowed communities to increase their organisational
capacities/confidence aswell as increasing their capacities/confidence to
manage activities/funds for themselves.

Synergies were created among and between communities by promoting the
different communities to plan for best use of DEC funds at alocal commune
level (numerous communities). This very important observation was made by
numerous beneficiaries.

The DEC funds allowed local purchase of grain for stocking Cereal Banks.
This helped many farmers to get out of a debt cycle that they had been in for
years.

The position of the local management structures at the 4 sites was greatly
reinforced through the responsibility given to them
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F. Conclusions

13.0 Overall Programme appropriateness and impact

The fact that the DEC allowed an approach which permitted communities to decide
for themselves concerning the implementation of DEC activities made the programme
totally appropriate according to us. It also gave an immediate positive impact to the
communities concerned.

14.0 Other comments

Niger, a huge mostly forgotten backwater with a population of about 12 million
people, is officially the poorest country in the world. 75% of the country is desert,
12% semi desert and 13% arable. 60% of the population has no access to education,
health or other socia services and 2/3 of the population are classed as being very
poor. Its population is doubling every 20 years and people are increasingly being
forced to try and make ends meets under ever more precarious conditions.
Droughts/famine, are regarded as a regular phenomenon occurring once in every three
years throughout the country. As aresult, most rural people never manage to
breakeven from one year to the next since they are always paying off debts. Niger is
also in the unenviable position of being unpopular with donors since the climate is
harsh, working conditions are hard and showing tangible resultsis difficult. Asa
result, very little in the way of donor aid tends to reach the rural communities and the
ups and downs of their lives mostly pass un-remarked to the international
communities.

In June 2005, this suddenly changed and international attention was focused on the
difficulties being faced by some rural people in Maradi and Zinder regions. The media
picked up the story and international NGO’ s appeared almost overnight to help tackle
the situation. Some charged in like bulldozers claiming to understand the local
situations often causing more harm then good but others were more sensitive and
managed to radically improve local situationsin arelatively short period of time.

In May 2006, most NGO'’s have left or are in the process of leaving and Niger is
returning to its former obscure position of an internationally forgotten backwater as
there is no media gripping story to tell. Zinder and Maradi regions dlip back into the
shadows. People remain illiterate, health care remains largely unavailable and the
regular local droughts/famines pass by, as before, un-remarked. Nevertheless, the
fundamental problems that people have to live with, still exist, sinceit’s only the tip
of the iceberg that that has been treated over the past nine months.

What should we now all do? Wait until a next catastrophic event arrives to re-awaken

the western world or start a more responsible approach by looking for long term
development of the area. The answer to usis obvious ....

G. Appendices
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Annexe 1 : Actual Financial Situation
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xe 2 : An evaluation of strengths and weaknesses of the

programme and activities

The Approach used

Strengt

hs
The approach used was one which facilitated a process of giving the
responsibility of decision making to local communities. Thisled only to a
series of positive conclusions
0 Ownership of decisions gave immediate legitimacy to any decisions
made
0 The decision making process reinforced peoples belief in themsel ves of
being made able to take sensible decisions for the future
Promoting inter and intra community discussion gave rise to greater cohesion
within and between communities at all 4 sites
The approach was able to successfully conciliate urgency with long term
development
Implication of all the actors (beneficiaries, government services, local
authorities etc) ensured that objective and legitimate decisions were made for
al concerned

Weaknesses

None

Drip Irrigation

Strengt

hs

The strategic choice to concentrate on smaller 20m2 kits was good as this
really does target the poorest and most vulnerable people

The number of requests for kits shows that the activity is pertinent

The demonstrations at the CRAC-GRN offices and at the sites served to really
pique peoplesinterest

The first harvest from the demonstration areas convinced many doubters that
in actual fact drip irrigation isa viable option

Installing drip systemsin schoolsin Zinder succeeded in reanimating gardens
which had not been used in many years

Weaknesses

The delay in arrival of the kits caused a certain lack of confidencein the
project and loss of inertiato appear. It became more and more difficult to
convince people that the long ordered kits would arrive!!

In some sites, at a certain moment, information concerning the drip kits ceased
to circulate within and between the communities. Thisis most probably
because nothing was happening concerning this activity

Construction/Rehabilitation of Cereal Banks

Strengt
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hs

The decision making processes for placing cereal/fodder banks and selecting
committee members served to mobilise communities into collaborating with
each other.
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The choice of sitesfor placing the different cereal/fodder banks involved
responsible decision making processes where good inter community choices
were made

Work was given to local labourers for the construction/rehabilitation of the
different cereal/fodder banks. This led to revenues being injected back into the
local society and reduced out migration

Land tenure questions were dealt with before a site was definitely chosen. Al
land was officially ceded to local communities (with signed papers) before
construction started

Pastoralists were included in decision making processes from the start and are
therefore also included in committees and can be members like any other
person

The moral inclusion of builders resulted in them exceeding technical norms

Weakne&ees

Certain communities, who initially agreed to provide labour, water, gravel etc;
did not at first respect what they had agreed to. Thisled to some small delays
at the start

Purchase of Cerealsfor stocking the Cereal Banks

Strengths

Making communities responsible for the their own purchases gave rise to
better value for money

Making communities responsible for their own purchases allowed 120 tonnes
of cerealsto be bought in a period of about 10 days at very competitive prices.
This would never have been possible for a project to achieve

Buying locally allowed many people to get out of an eternal debt cycle
Buying locally kept income in the area

Buying locally ensured that cereals stocked are genetically appropriate for
planting out

Theinclusion of observers and traditional/government authorities made the
whole purchasing process totally transparent

Weaknesses

None

Training of Community members

Strengths

Pastoralist representatives have been included in committees

Women have been very much included in committees. Many of them have
also taken up key positions such as president, treasurer etc

A long term approach to training was taken as from the outset the project was
able to ensure support to committee members to September 2006.
Committees tend to fairly reflect different communities

Weaknaees
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Certain people tried to get hold of strategic posts in committees but were
fortunately denounced by others

Certain Mobile veterinary agents have not respected their engagements vis-a-
Vis repayment to communities

Certain Mobile ( 4-5) veterinary agents have apparently, for the moment,
migrated to Nigeriafor more lucrative activities



