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credit, (viii) better management of projects, and, very importantly, (ix)
inclusion of sustainability as an important criteria in project selection.

28. Essential elements of success on the policy front are the
formulation of the right policies and their efficient execution. A
deficiency in either of these incapacitates the policy instruments and
mechanism, thereby jeopardizing the economic reform process, and
should be avoided.

Il RECOMMENDATION FOR IMMEDIATE FoLLow-UP
ACTION:

29. As an immediate follow-up action, it is suggested that a high-level
Committee on Agricultural Policy with its secretariat in AREA be
established. The task of the Committee should be to lay down the
policies and priorities in agriculture, vis-a-vis structural adjustment
program, for further action in the short-, medium- and long-term so as
lo give a definite direction to. the desired future path of agriculture,
with due regard to the results and conclusions presented here. This
Committee should be chaired by the Hon’ble Minister of Agriculture
ind include (i) decision-makers from the concerned Ministries
Ministry of Planning, Ministry of Finance, Ministry of Civil Service,
ind the newly-founded National Water Authority), (ii) heads of all the
Jepartments of the Ministry of Agriculture, and (iii) representatives of
he interested donors. The Director General of IDAS should be the ex-
fficio Secretary and the GTZ Team Leader of IDAS an ex-officio
nember. Others members should be coopted from time to time, as and .
vhen necessary. '
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in planning, release of funds, and evaluation. Price distortions against
agriculture (e.g. wheat subsidies), difficulties. in obtaining adequate
credit, and intermediaries often profiting at the cost of the farmers, all
these discourage private investment in agriculture.

3.2 Recommendations::

25. The allocation of funds to the agricultural sector should not be
based solely on immediate economic benefits from it or its contribution
to the national gross domestic product, especially (i) in view of the
important role of agriculture in providing food, employment to a large
majority of the population, and a more equitable distribution of
income, and (i) because of a relatively long gestation period between
investment and flow of benefits in most agricultural projects.

26. Planning at all levels should include ‘monitoring and evaluation’
and participation of the target group. Clarity in rules and delegation of
authority would expedite the decisions. The policy formulation must be
done in coordination with the all the concerned ministries (e.g.
Ministry of Planning, Ministry of Finance, and Ministry of Agriculture),
and the implementation should be left to the Ministry of Agriculture. A
mechanism for coordination between the Ministry of Civil Service and
the Ministry of Agriculture should be set up to sort out the problems of
staff placement.

27. Tt appears that,
27.1 in the short run, (i) a reduction in wheat subsidies and inflation, -
and (ii) elimination of import 'licenses, are likely to have a positive
effect and increase in interest rates and oil prices a negative one, and

27.2 in the long-run, agriculture may stand to benefit, if the structural
reform policies are accompanied by (i) encouragement of the private
sector, (ii) protection of property rights, (iii) enactment of suitable
anti-trust legislation, (iv) establishment and enforcement of quality
standards for inputs and outputs, (v) establishment and execution ofa
clear policy for agricultural marketing system, (vi) an increase in
investment in infrastructure, small dams, water harvesting and
preservation: techniques, (vii) improvement in access to the institutional

VOL. 1,NO.1, JAN - JUNE 1996
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22 4 Setting priorities for the involvement of rural women in income
generating activities; and improving their decision making capacities;

23. Improving the efficiency of the resources, presently available to the
Ministry of Agriculture by, e.g.,

23.1 Delegating several of its present functions to the lower level field
organization (principle of subsidiarity) and limiting its major functions
to policy formulation, public infrastructure and legislation - including
their drafting , passage, implementation, and control;

232 Revising procedures and allocation of public funds, primarily
according to the criteria of sustainability of investment, by balancing
the present budget and required performance with funds for operations
and investment; and

23.3 Enhancing the skills, knowledge, and experience for the
independent management of investment programs and their control.

3. National level:

3.1 Conclusions:

24. The economic reforms are likely to have positive as well as
negative effects on the agricultural sector. The exact direction and
magnitude of these impacts would depend on the formulation and
execution of the right type of clearly defined, consistent and realistic
policies. Inadequacy in both, the horizontal and vertical integration of
ideas and plans, leads to inconsistent plans. Excessive centralization of
planning, decision making, and fund allocation tends to result in
unnecessary delays and often unrealistic and unimplementable
decisions. Responsibilities for the use of resources affecting agriculture
are sometimes dispersed over various ministries, rendering coordinated
planning difficult. Often, project agreements are signed without
sufficient discussions, or without the agreement of the key ministries
responsible for planning and fund allocation, Bureaucratic procedures
tend to be less transparent, difficult and time consuming, This results in
the erosion of the value of funds on account of high inflation, and
probably their leakage or diversion to non-intended uses. The absence
of uniform guidelines to foreign donors for funding creates difficulties
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2.2 Recommendations:

The concrete actions to make this sector more efficient would include,
inter alia,

20. Giving top priority to limit the exploitation of ground water
extraction by, e.g.,

20.1 Determining quantities of safe ground water extraction for each
watershed, laying guide-lines and policies for inter- and intra-sectoral
water allocation in consultation with the local community/association,
and empowering it to enforce the same;

20.2. Making ground water extraction for irrigation purposes
unattractive by appropriate price and import policies and legislative
measures (with deterring/appropriate penalties for violation);,

203 Analyzing the constraints faced by farmers in adopting improved
rainfed agriculture, and accordingly setting action programs (targeted
subsidies, encouraging self-help programs, etc.).

21. Creating the right policy environment for private sector by, e. g,
21.1 Gradually withdrawing involvement of the public sector in
production, in trade, and in selected services;

21.2 Correcting price distortions prevailing in agricultural inputs as
well as products, ; _

21.3 Promoting small and medium scale enterprises for food
processing and input supply; and

21.4 Improving marketing infrastructure for agricultural products.

22. Improving community organizational and resource management
capacity by e.g.

22.1 Developing human resources in community organization and
training for self-help;

2272 Supporting farmer organizations . in organizing input supply and
marketing; and

22 3 Extending standardized participatory communication and planning
methods and target group-oriented monitoring and evaluation to
ongoing development programs.
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manner, and to link these results to the flow of funds in future. The
involvement of the target group at various stages of the project would
facilitate ‘participative impact monitoring and evaluation’ of such a
project.

17.2 take into account the fact that the design and size of the project
should be in line with the existing/potential management capabilities of
those designated to run the project.

17.3  Already incorporate the considerations relating to the post-donor
phase of the project.

18. As a matter of policy, once approved, the projects must be
provided, on time, with agreed support in terms of funds, manpower,
establishment, etc. for the stipulated period.

2, Sectoral level: (Agncultural sector)

‘ ~

-

2.1 'Ganclusions:

15. The sector is characterized by, among other things, (i) limited and
generally overexploited and inefficiently used physical resource base
(land and water), largely on account of lop-sided policies favoring
ground-water-irrigated agriculture, (i) distorted input-output, and
output-output price structure, (iii) small and fragmented holdings, (iv)
neglect of traditional methods of farming in the sectoral research and
extension activities, and (v) introduction and promotion of
technologies, often unsuited to the farmer's needs and resources. As a
consequence, the production, productivity, and incomes in agriculture
are low, making agriculture unsustainable and unattractive, In 1994,
though agriculture employed more than 50% of the nation's labor
force, yet contributed a meager 19% to the national gross domestic
product. At the same time, huge wheat subsidies put a considerable
burden on the national exchequer.
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of the required technical and financial support after the withdrawal of
the donors) must be taken well in time.

14. Projects, which after careful evaluation, seem to have neither an
economic nor a social future, should be discontinued. However, care
must be taken to ensure the gainful employment of The stafl and
infrastructure of these projects should be gainfully utilized for other
projects/purposes. Therefore, when formulating a new project, the
existing facilities, infrastructure and human resources, likely to be
released from the closure of such existing projects should be duly kept
in mind,

I5. Suitable legislation to facilitate efficient execution of the projects
should be passed and implemented. This is specially required in case of
donor projects which, after these projects are handed over to the local
authorities, tend to suffer from reduced supply of finances (due to a
switch from budget chapter 5:to chapter 2), thereby threatening the
sustainability of even hitherto seemingly good projects.

1.2.3 For new projects

16. Participation of the target group right from the preparatory phase
of a project, taking into account its felt-needs and surrounding
environment (physical, social, cultural, economic, etc.), absorptive

capacity must be ensured. This participation would also impart, in the
target group, a sense of responsibility in planning the project/program,
and sharing in its investment, implementation, maintenance, and fair
distribution of benefits. Care should be taken to ensure that the
‘representatives’ of the target group (whether individuals or
collectives) are real, i.e. truly represent the interests of the target

group.

17. A sound project design would

17.1 include ‘monitoring and evaluation’ units as an integral part of a
project management, to serve primarily as a vehicle for planning and
replanning. It should also help in pinpointing as to how much money
has been spent so far in the project, for what purposes, and in which
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through concerned Ministries (e.g. Ministries of Agriculture, Planning,
and Finance), should be provided for.

9. The ‘Principle of Subsidiarity’ should be adopted. The tasks, which
could be done with equal (or even greater) efficiency and at a lower
cost in terms of the valuable human and financial resources, by the
lower level organizations, should be delegated to these organizations
by the controlling/higher level organization. Public sector projects
should concentrate their energy on services like extension and research.
Possibilities of privatization of production projects, with due regard to
the safeguarding of the farmers from exploitation by private interests,
should be considered.

10. Future research activities of projects should concentrate on the
priorities of the target group for sustainable agriculture, ¢.g. rainfed
agriculture, water harvesting and managemert, etc., giving due consid-
eration to the traditional practices;

11. A sound institutional mechanism, which includes

(i) horizontal integration of various concerned Ministries (e.g., those of
Agriculture, Planning, Finance, Civil Service) for all phases of a project
viz. conceptualization, formulation, funding, implementation,
monitoring and evaluation, and post-donor support phases, and

(ii) vertical integration within a Ministry, should be established

1.2.2 For on-going projects:

12. Projects, which are running efficiently and are still serving the
felt-needs of the target groups, should be continued as per needs.

13. Projects which are well-staffed, still expected to significantly
contribute to the needs of the target groups, and likely to bavea
positive real return on additional funds so as to become self-reliant
within a stipulated/reasonable period of time, should be supported with
additional funds for the relevant activities for a certain predetermined
duration. Clear decisions regarding their future (continuas or otherwise

VOL. 1, NO.1, JAN - JUNE 1996




5.1 There are some (largely) successful (and sustainable) projects,
which have (i) led to the creation of new and the improvements in the
existing infrastructure, (i) contributed significantly to the building up
of human capital, (iii) provided inputs and extension support to the
farmers, and (iv) introduced new technology suited to the needs and
conditions of the farmers, thereby making a contribution to an
augmentation in the rural incomes.

3.2 Major problems standing in the way of sustainability of projects
are: (i) inadequate design, (ii) non-involvement of the intended target
group in the planning and implementation, (iii) com-plete absence or
inadequacy of funds even to barely maintain the valuable/expensive
infrastructure established under the project, especially after the
withdrawal of the donor support, (iv) delay in granting and
disbursement of funds, (v) inefficient management, (vi) well-qualified
yet underpaid staff, often asked to work on assignments not in line
with its qualifications, and supported by meager operational budget,
(vii) avoidable external interference., and (viii) lack of adequate inter-
and intra~ministerial coordination. Monitoring and evaluation activity is
either not built in or considered as a mechanism of control rather than
an instrument for sound planning, replanning, and improvements in the
project. - Deficiencies in legislation regarding the possibility for a
project to reinvest a part of its proceeds and price distortions to the
disadvantage of the farmer have accentuated the aforesaid woes.

1.2 Recommendations:

1.2.1 For all projects:

6. Day-to-day planning, decision making, and implementation should
be appropriately decentralized.

7. Efficient “Monitoring and evaluation’ should become an integral
part of every project.

8. Autonomy in day-to-day running, yet periodical (once a year or in
two years, depending on the design and life of the project) evaluation
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already incurred, are wasted. What is even worse is that the
opportunity returns, which would have accrued from alternative uses
of these efforts and investment during this foregone period, have been
irretrievably lost.

4. The Innovation Development in the Agricultural Sector (IDAS)
Project, located at the Agricultural Research and Extension Authority
in the Ministry of Agriculture and being executed in collaboration with
the German Agency for Technical Cooperation (GTZ), organized, in
cooperation with the Faculty of Agriculture of Sana'a University, a
symposium-cum-workshop on this topical theme during 1. - 5.6.1996.

This symposium-cum-workshop was preceded by  phases of
preparations in Yemen and Germany. The five-day event, held in
Sana’a, was conspicuous by the active participation and involvement of
the decision-makers, administrators, project managers, academicians,
donors, and international organizations. The program of the two-day
symposium, along with the handouts, is given in the appendix 1, and
general conclusions on the sustainability of Yemen’s donor supported
development projects in appendix 2. The results of the analysis and the
recommendations, presented here, take into account the presentations
and discussions’in the two-day symposium followed by three-day
workshop, the existing conditions/ policy environment, as well as the
"experiences with agricultural projects in Yemen, with a view to
learning from these experiences. They form the basis of the ideas for
the attention of the planners and policy makers, towards the attainment
of the sustainability. These are dealt with at (i) the project-, (ii) the
sector-, and (i) the macro levels. However, understandably,
conclusions and recommendations at various levels are closely linked
to each other and should not be seen in isolation.

II. MAIN CONCLUSIONS AND RECOMMENDATIONS:

1. Project-level
1. 1 Conclusions:
5. The experience with agricultural projects is a mixed one.
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REPORT ON THE CONCLUSIONS AND RECOMMENDATIONS OF THE

Symposium-cum- Workshop on

"The Impact of the Structural Adjustment Program on
Agricultural Sector with Special Reference to the Sustainability of
Project' Investments®

PROFESSOR DR. RAMESH C. AGRAWAL, BERLIN, GERMANY

L INTRODUCTION

1. Agriculture is an important sector of the national economy of
Yemen in terms of employment, food provision, and water use.
However, presently it is facing a number of problems, causing it to be
stagnant in terms of production and employment, degrading in terms of
natural resources, and less attractive in terms of returns on-
investments. In short,” the sector is facing the problem of
non-sustainability.

2. The national economy is itself undergoing a difficult period,
suffering from declining rates of growth and incomes, relatively high
rates of inflation and unemployment, mounting budget deficit, and
widening gap in balance of payments. The Government of Yemen, in

- 1995, has embdrked on a structural reform program to improve the

situation,
l

3. Agricultural sector, along with other sectors of the economy, would
also be constrained to execute its plans and policies, in accordance
with the nationallbudget cuts. How well is this sector able to cope with
this changing situation, would depend on its ability (i) to utilize the
existing avaxlablj; funds with greater efficiency, and (ii) to make itself
productive (and hence lucrative) enough (a) to attract more
investment, from the public and the private sector as well as foreign
donors, and (b) to generate more employment opportunities in the rural
areas. In other words, agricultural projects and programs have to strive
for sustainability under structural adjustment programs. If sustainability
can not be reached, the invaluable (and scarce) funds, efforts, and time,
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