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Mokoune Liye has worked for many years as a development worker in Senegal.
He bas been involved in financial and administrative management with a large
NGO and also has bad nch experience of partivipative research with viltage
groups with whom he currently warks., He has encouraged farmers to
experhinent with different methads of compnsting, hay and silage making aod
soit and water tunstrvatiﬁn. He isalsoa pr'u]iﬁc eurrespondent. Oweyr the past
Lwor years he has sent over 30 letlers and contributions to Maramata on difiercat
subjects, rﬁng‘mg from the use of neem leaves 35 an insecticide to his leughis

oo the Rio Conferener,

Here we share some of his ideas with Haramata readers. The [irst section of
this pager fooks at development projects - the main underpinning of "progress"
in many developing countries, and discusses their failure to ke into account

the social and rultural conditions in which they uperat.a.

The second section considers sume of the reasons why development projects fail

and how the use of locat adviscrs by northern NGOs eould hefp prevent this.



I. SOCIAL EXPECTATIONS AND DEVELOPMENT. PROYECTS:
REFOCUSING ON BASIC CONCERNS

Projects are the basis of development for most African countries who, since the
first years of independence, have sought to define many-faceted strategies with

a view o promoting development eonsonant with the people™s aspirations.

Achieving fhiz cbjective implied invalvement of the people In all stages of the

development process.

In arder to gain a beiter understanding of the way pecple think, it is vital o
wark out a new strategy which takes their concerns into accound. Such research

will bz meaningless unless it is conducted in the field.

MNowadays, despite the undeniable progress made by the Sahelian countries of
Alrica towards dmrr:[-;}pmént and modernigm, a degree of disillnsion bas =2t in.
Projects, seen as ideal development tools becauss they are quantifiable and

measurable, have coawe in for a preat deal of criticism,

Some. people think that such judgements should be tempered because, on the
one hand, failures are not as numerous as it is sometimes claimed and, on the
other, the combined effects of dronght and the deterigration of the terms of

trade have throwno convenlional econgemte indicators inte disarray.

Other observers remiark that many progecls collspse onee external aid is
withdrawn, while some lead to open conthiet apd obstructions. Fraud,
misappraopriation and use of funds for purposes other than thess apreed upon

are amonpst the nezative aspects associated with profects.




Understanding sociplogical phenomena and how they {IU into the design,
launching and operation of a project 15 aot always easy, inasmuch as decision-
makers do not usuvally share the culural background of those for whom the

project is intended,

Urban projects tead to target individuals whoe may possibly come together to
form an assecialion. In the case of rural development projects, pmduétinn
targels arc supposed to be achieved by structured human commuonities whose

value systems may be more or less résistant to change.

In Africa and u so-talled develgping counteies n groeral, thers hag heen a
tendency to ignore the specific characteristics of the natioa, vegion, or place
where development projécts are o be set #p. Atempts are often made to use
projects fo siandardise the social behaviour of a target population according to

the rules of "scwealific organisation of work".

However, overtooking or undercstimating the sociclopical dimension in
development projects can hove unexpected resalts, for inslance with regard to
the: use of the "techootugical packages™ made available ro local people. The
unexpecled consequences and faiTures of projects, as well as the way these are
reinterpreted by the targel population, show that projects frequently reflect 3
mode of social organisation and a value system which are wholly or partially

at variance with [goal condiions.,
ConlTicting socio-cultural expeciations

Development projecis deésigned to assistsmall farmers usuaily sct themselves

two main objeciives:



- improving living standards

- INCrEAsing iRcomes

To achieve these, the development agency calls in technicians and experts who
are deployed in the field to deal with technical ohstructions to Increased
produstion or ereanisational and management probletns within the apency uself

or the public administration,

However, the most imporksnt. thing ig oot the praject documentation or
rationale, but rather the actoal eantent of peojecis and the methods employed by
those respansible for Inanagement, supervisice/iraining and animation. Geoume
socio-cultural issues do arise  wilhin and arcund rural development projects.
Grasping the nature and possible implications of these issues involves
recoghising that development s not a newtral concept, as it is coloured by socio-

cultural and ideclogical perceptions.

It is apparent, thercfore, that taking aceount of cultural factors in development
projects myolves looking at the balance of power which struclures internacional

relations and social differentiation o a national or [ocal scale,

In facr, the need to respect.the socio-cultural partiealarities of the project area
is not always treated as seriously as it should be E}f beneficiary countries. it
often happens that nattonal and international decision-makers enter into alliances
ar even act in collusion with each other. In such cases, developnieni prajects
can become instrumienis of political pressure and cutral and ideabogicat
conditioning within a context of social confrontation or antagonism hegveen

town and country or between developed and so-catled developing countries.



The development of applied social sciences in- roral areas of Africa and
elsewhere has thrown sufficient light on the concerns which underpin peasant

thinking.

The lepnimaey of peasamt soTielies is wyoally ‘baxed on consideration of the
constraiats and potential of the local aco-system {maturzl environment),

agricubtural system and socio-ceonomic systeni.

These considerations ke behind peasant strategy in respect of development
projects designed on their behalf. It is well keown that the two basic
¢haracteristics of African rural societies, and indeed all agracizn civilisations,
are uscerizin agriceliural production, primarity as a resull of climatic
variations, and unceriain social reproduciion, ag a result of failing to overcome
heafth problems.  This gives rise to social behaviour based mainky on

comtingency planning, 1.€. on cfforts to reduce the éffecls of uncartainty.

Instead of taking account of thess underlying coneerns, new projects often tend
to inerease uncertainty by taking away from peasant societies a large part of
their control over their own productive and repmductivé circumsiances, thereby

reducing their capacity for contingency planning.

The failure of many projects is therefore connected with this weakening of the
imaginative and creative capacity of peasane soctelies. On top of this, such
projects do not ahways take acconnt of local conceptions of Tand and its various

funchons.

Moreover, problems in both rural snd urban areas are constantly chanping:

while some have beenl around for 15 years, others have arisen mere recently.



Are development projects really aware of the scale of such changes? How do

- they plaw to cope with them?

Finally, concepts such as selfreliance and empowering local people in respect
of their own development miay influence thinking about the type of assistance

and training required,

Surely the tme has come {or projects to make some changes., For instance,
should not the dufies. and qualifications of development workers be modified to

ensure that greater respoasibility is passed on to beneficiaries?

H. - SEPARATING THE WHEAT FROM THE CHAI'E; REASONS FOR
THE FAILURE OF DEVELOPMENT FROJECTS

It is important not to romanticise rural development assoecistions. Some have

hecome more skillad in prepating funding requests than assisting local people,

Groups, farmer associations and NGOs have multiphied, some of them with the
sole purpose of seeking funds from abroad, This is not very'difficult for such
organisations, especially if they concenlrate on popular themes: environment,

wonen, children, savings and eredit.

The logic of profect funding is extremely perverse, It often causes
arganisations sesking aid ¢o look for funding opportunitics rather than anafvse
real needs. No one takes the fime ta thiok things through as projeet follows

project and progress report follews funding request.




Many organisations get caught up in the rules of (he project game, having to
finish wilhin the project period and ensure that ohjectives are met. It would
oaly be a slight exaggeration to say that the aim of carrying ont the project ends
up taking priorily over the real simation on the ground, the needs of the target

groups and the most appropriate solulicns.

Organisalions stagger betweeh bad management, lying and perverting the
"project”. Many of them tend to boast about things that they are not doing and

are reluctant to recognise thetr fatlares,

In order to gain aceess to funding, precise objectives must bBe set, Yet, in

reality, the approach is radically diffecent.

Development agsockations lave been doing "projects” for two years or, in soime
cases, four or five, How and by whom were they formutated? On the basis of
which concerns?  Are they economically viahle? What problems are they
solving? On whose behalf? Are they giving rise to dependency, avtonomy ar
tyranny? Here again, cue good criterion for cvaluation would surely be to see
how much respensihifity has been transferred during the project. Which of the
operaiions conducied by praject workers in the first year are being done by the
vi]lagers in the third or fifth year? Tn which fields have such workers become

redundant? And how hag this goourred?

Project aperations shounld in principle be training exercises. Have the
beneficiaties learmed to use the tonds which wonld enable them to formalate,

plan, Implement, manage and evaluate such operations?



If they have, it would be a good idea fo capitalise on these experiences so that
they could be cornnunicated to others. Analysing succesies is more impostaat
than analysing failures. It belps o identify the key {actors responsible for
siecess, However, in cascs of failure, i is vital to pin-point the true causes,

which always lie deeper than those which spring immediately to mind.

Many organisationg are not as "pure” as they would like the public to believe.
They are often flawed and glaringly inadequate. There is no end 1@ the nomber
of cazses of mususe by offictals for their - private gcain of the assets of

orzanisations seeking atd.

There are plendy of associations who bepin where some of their covnterparts in
the north ended, f.e. getting their activities funded by governmental or
parastatal agencies. So far, there have been no campaigns to mobiliss “public

penerosity .

"I is dhifficolt to orpanise fund-ratsing campaigng, Thoese which have been tun,
such as the “one woman, one prain of godd" campaign in Senegal, have
disappeinted and discouragad many citizens who saw them as no mere than

attempls Lo deceive., "

A conteadiction lies at the very heact of the operation of 2 gaood number of
"projects”.  The point zbout an assoofation running a project is that the

mwembers are supposed (0 cen 6. This is oot always the case.

There are many examples of very small grovps, where two ar three officialg

fule the roost. This can lexd to feelings of powerlessness, resignations ov



increased dependency and also lies behind many project failures. Africa has

been called the “graveyard of futled experinents”. .

An irreversible trend seems [0 have begun: serting up "projects" which do not
spring from the perceptions of local people and are thus ariificial. The project
is seent as an end rather than a means and serves selfish interests ralher than

those of the focal community, uliimately aliepating the latter.

Development workers shonld be less concerned with seiting up a project than
with {acifitating a process whereby focal people can analyse the 1ssues, estabbish

priovities and consider ways of tackling them,

The primary objective should be to improve sitwations which local people find

unsatisfactory.

The majority of northern parloers will oot accept funding reguests from
sonthern orpanisations sithout ledsrs of supporr signed by third partizs,
ndicating that the celiability of many such orpanisations is yer (o ha proven.

Cases of fraud, misase, theft and misappropriation within projects are lagion.
The potential role of ocal advisers

it 15 high time that consideration was given to parinership contracts for
motivated focul consultants, which would determine precise objectives, phases,
deadlires and rescurces.  Orgenisstions seeking funds would have to he

nenitored by local consultants, makiog assessment easier,



In view of the wide ringe of project requesls whichh come before northern
funders seeking to sepport 2mall scale progects, il i dlear that such funders necd
additional inforination from an outside source. In soch circumstances, the

funder mieht seck the assistance of local advisers.

In terms of project and programme funding requests, the funders would expeet
ko reecive first of all from theadviser some more detailed information about the
pactner organisation and the reguest dself. Secondiy, they would expect an
opinion about the extent 1o which the request ih question meets the criieria and
priorties of project policy, a5 well as how the request fits in with social,

economic aad political developments in the specific local or regianal context..

In terms of the context within which parnner orzanisations operate, the funders
should expact additional infermation oa the development process and (he
activities of ithe anthorities and other bodies working at Jocal, regional and
natipnal level which could affect the work ol the parlner crganizalions. O

request, the local adviser could also pive an opinion in this regard.

Where small prants ace concerncd, [unders are stlf faced with numergus
requests arising from different situations. It coufd be usefal to eall in extersal
advisers Lo investigate the organisations submitting requests and check that Lthe
project ¥ worthwhile.  Furthermore, such a stratzgy would not prevent the
tuaders from dealing directly with their partners. The local advisee wonld help

the fonders in identifying parteers and monitoring the way in which grants are
used. '

The funders would expact local advisers fo give an opinion 48 [0 whether

recuests for small grants broadly £t in with the fuader’s policy and oblectives.
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The funders should also expect the advisers to give opinions which are biased
neither Lowards the funder ror the partner organisation. Finally, it is vital that
the adviser should have a degrez.of knowledge and experience of development

work in the country concerned.

The funders would make the necessary arrangements to inform the loea? adviser
abiput fhelr palicy and working methods and any chanpes which might cecur in
respect of these. This could be done through correspondence and submission
of policy documents, meetings between bocal advisers and officials of the donor
ageney during working visits to the country concerncd ar through a spesial

information prosramme.

In most cascs, the funders wouold ask local advisers to give an opinion about
partner ageilcies and project proposals. Moregver, funders could request advice
about ongoing projects, for instance in cases where a partner wishes to change
the initia] objective of a praject, Funders might zlso ask local advisers o take
part i mondoring a team which is lo evaluate a programme or some aspect of

a praject,

Funhermore, funders should sxpect an adviser to provide, on request or on
their own initiative, information asd opintons about zeneral develppments at
regional or locs] level which arce likely to influence the implementation of the
tundet’s small grant policy or the setivities of the adviser, The loca! adviser
may, In such cases, provide advice to the funder about the approprizteness of
condueting certain studies. Funders could ask advisers ¢o take part in drawing

up policy documents about a programme or project.

[l



Monitoring projects would be part of the adviser's duties. Obviously, project
implementation would be the partner’s responsibility,  Such menitoring is
motivated by the need to pievent fraud, in view of the difficully of ensuring that

orants arg actually used for the agreed purpose.
The position of the adviser in the relationship betsween funder and partners

The adviser is not a representative of the funder and as such cannot therefore
give any authorisation or acccpt any oblightions on behalf of the funder. It is
not the funder’s intention that the adviser should beeome an additional link in
the chain of cotnmunications between fundees and their partners. Advigers

would only be brought in on a temporary, ad-hoc basis.

The adviser is expected to have a positive influence on the relationship between
lhe funder and partaer, by providing the funder with additional information
nbout the partner and by informing the paether -about the funder's funding
podicy. In this Ealler respect, the adviser may indicate where a projoet proposal
reguires fuether elaboration or explanation. However, dircet assistance to a
partner in formmlating (or reformulating} a project propaosal is not a task for an
adviser, A funder would consider such assistance as compiomizing the

independence of the adviser's opinio,

Befora calling in ap adwiser, the funders would advise the partners and ask them
o agres to a visit from the adviser. The funders would always clearly explain
to the partnees that Lhe adviser's opinien is only one of the elements on which
the funders will base their decision-making in respect of funding progect
requests.  In other wards, he advizer must not be held responsible for the

fendar’s final decisica.



T*ossible disadvaniages of using local advice

Thers conkd be some ohjeciions o the vee of Wwoal advizers, such ax ine danger
of concentrating power in the hands of 4 few pedple, the risk of sncountering
problems such as pressure groups, corruption and so on. Using advisers could
undermine impiementation of the funder*s podicies,  Advisers enuld Become a
naw instrument for control o thraw their weight about, Advisers could provide

disterted analyses and could be seen as representatives of the funders.

in arder to minimise such problems, advisers should be appointed on an ad-hoc
basis and primarily to investigate requesting organisations and eheck that their
projects are feasible. A clear appeal procedure shoukl be made known to those
seeking funds, Advisers should cheek that grants are being used for the agreed

purpose.

It could happen that an adviser has a particular relaticnship, either of a personal
or formal nature, with the partner about whom he or she is being asked to give
an opinicn.  In such cases, the funder would expect the adviser to make this

known before giving ao opinioa,
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