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1, SUMMARY EVALUATION

The project is on schedule. The phase one objective of
mobilizing the constituent elements of a coordinated agri-
cultural research and information system has been achieved.
Response to the project by participating countries has been
enthusiastic. All Central American countries are actively
participating and Panama has requested to be included in the
project. IICA has successfully implemented its project
agreement with ROCAP for phase one activities and has program-
med the necessary resources for continuation of the second
vear's activities in phase two. Plans for phase two remain
unchanged from those described in the PROP, The
first year of phase two will focus specifically on training
and on-the-job application for regional and national person-
nel involved in the activities as the basis for implementing
the action elements of the program and further improving the
data management network. This phase will lay the ground for
the third project year in which full implementation, appli-
cation of methodologies, and institutionalization of developed
procedures and methodologies is planned.

ROCAP has provided a single project manager for its three
grant agricultural projects thus lending increased coordina-
tion and interchange to these related activities.

2. METHODOLOGY

This evaluation was conducted by Raymond White of USAID/
Papama and Henry L. Braddock of ROCAP during the period May
25-27, 1976. The evaluators attended the regional conference
(sce Section 5) held in San José, Costa Rica, during that
period and spoke to dozens of the participants in that con-
ference, as well as to the proiect manager and the USDA
technicians (PASA) assisting the project. Valuable contri-
butions werc made also by key IICA staff members and IICA's
country program dircctors for Central America.

3. SUMMARY HISTORY OF PROJECT

A. Origins. The roots of this project can be found in



the ROCAP decision in the fall of 1972 to expand its scope of
activities in the agricultural sector. 1In the Spring of 1973

a Rural Development Officer was added to the ROCAP staff. By
July of that year he had initiated five studies to identify
appropriate agricultural projects for ROCAP support. These
ROCAP financed studies, which were conducted in concert with
regional Central Americarn organizations, explored the areas

of grain stabilization (with SIECA), cost of grains production
(SIECA), agricultural diversification (SIECA), bonded ware-
housing (CABEI) and agricultural information (IICA). The
discovered shortage of usable information available to support
these studies lent greater immediacy to the need for a project
to foster more effective management of agricultural information
and to improve the quality of that information. Consequently,
the USDA (PASA) officer assisting in the studies of agricultural
diversification and agricultural information shifted priorities
to concentrate on the latter and to accelerate the planning of
an agricultural information project. By the fall of 1974 he
had developed a three-year project proposal which was approved
in the spring of 1975, with a projected cost of $1.4 million,
concomitantly with the formal conclusion of the ROCAP-IICA
study of agricultural information irequirements, which had
surveyed some one hundred agencies in Central America and had
confirmed the felt need and interest in a system to provide
uniform, reliable agricultural information.

B. Project Development. A project agreement funded at
$40,000 with IICA was executed at the end of May, 1975, to
get the project started. This limited agrecment permitted
IICA to select and cmploy a responsible official to head the
effort and to begin implementation of the project, and per-
mitted ROCAP to fund the U.S. project manager. 1In August,
1975, a second agreement was concluded to fund FY 1976 acti-
vities at the level of $424,000. The plan for this first
year aimed at creating and/or invigorating the organizational
structures required to carry out the project. Preliminary
regional committece meetings were held in August, and in
September IICA presented the project to the Central American
Ministers of Agriculture assembled in San Salvador. By
October 1975 IICA's manager had established an office in




San Jose, Costa Rica (where IICA's headquarters ig located),
and in that month the Regional Interinstitutional Advisory
Committee was formed. (In January 1976 the ROCAP project
manager moved his office from Guatemala to San Jose to pro-
vide close and continuous project support). Between October

to the project manager) had been assigned to the project. Dur-
ing the first semester of 1976, several meetings were held in
each Central American country to stimulate and assist the
selection of Participating national institutions and to initi-
ate the preparation of national project plans, Simultaneously,
the IICA project staff developed a coordinated regional acti-
vity schedule for FY 1977 including the publication of twelve
manuals to preovide uniform guidance for the second phase of
the project. Although Panama had not been included in the
initial survey leading to the project, Panamanian interest

in the project grew and the desire to participate was formal-
ized in a late January request prepared by USAID/Panama.
Following an initial survey conducted by IICA (not at project
expense) similar to that previously conducted in the other
participating countries, ROCAP prepared an amendment to the
PROP in April to add Panama to the project at an cstimated
additional cost of $303,000 (beqinning in T'Y 1977). A¢ the
end of May a general meeting of the project participants was
held in San Josc to review and approve the plans for phase

two of the project. Thege plans call for training and appli-
cation of methodologies 1n information collection, coding,
classifying, storing, Processing, analyzing, packaging, and
intra/intorcountry dissemination leading to the system’s
regular and permanent operation by the end of the third year.

4. GENERAL EVALUATION

a. Project Rationale. This project reflects the height-
ened importance given to agricultural development by *+he




Central American Common Market (CACM) countries and, within
that context, to the perceived need for improved agricultural
information as a basis for more effective decision making.
While agricultural research and information programs have
long existed in Central America, the quantity and quality of
the products has been uneven and the useful exchange of in-
formation nonexistent at worst and haphazard at best. The
existing agricultural, ecological, and economic information
has not been systematically compiled or analyzed and has thus
been of limited relevance for development program planning.
Prior to the initiation of this project, little attention had
been given to developing a system for coordinating research
and information management programs among the CACM countries.
In the proposals to restructure the CACM into an economic and
social community, agriculture has acquired a higher priority.
In 1974 the CACM ministers of agriculture laid the foundation
(in the Agreement of San Josc) for regional cooperation in
agriculture and specifically designated agricultural research
and information as a critical aspect of such cooperation.
With a ROCAP grant, the Inter-American Institute for Agri-
cultural Sciences (IICA, an clement of the Organization of
American States) conducted an in-depth study (sce Attachment
F) to delineate the role of information in rural development
and to identify aspects of agricultural information management
nceding improvement. This study, completed in late 1974, con-
cluded that deficiencies in collection, processing, analysis,
transfer, and use of information constituted a major impedi-
ment to rural development in Central America. Specific de-
ficiencies cited included lack of adequate methodologies and
standards for analysis, limited transfer of useful information,
outmoded systems of collection, and inadeguave or no proce-
dures for storage and retrieval of information.

b. Project Purpose and Development. ROCAP's Agricultural
Resecarch and Information Project was developed to respond to
the deficiencies revealed in the ITCA -tudy. The project's
purposec is to forge a cooperative cffort by appropriate re-
gional and national institutions in Central America to upgrade
the quality and uscfulness of rescarch information and to
foster a system for improved agricultural information management.




The project has undertaken to establish mechanisms for intra-
regional coordination in the standards, methodologies, and
procedures employed in research and in information management.
The project also provides for technical assistance to na-
tional programs to give planners, researchers, transfer agents,
and information managers the uniform technical data needed for
planning rural development, specifically including programs
targetted on the small farmer. IICA was selected to implement
the project in association with a regional advisory committee
composed of representatives of all interested regional organi-
zations. The project was organized for a life of three years
with total funding estimated at $1,391,000. It was approved
for first year (FY 1976) funding of $464,000 with subseqguent
funding to be contingent upon the experience of the first
vear's activities.

c. Accomplishments to Date. The project has met all
goals established for the first year which was envisioned as
the first of two phases. Programmed tasks carried out to
date include:

1) The mobilization and incorporation for project
support of the following groups:

a) The Regional Interinstitutional Advisory Com-
mittee to act as a board of governors in reviewing and advie-
ing on project activities and in providing coordination among
the key regional organizations. Membership on this committee
includes SIECA, IICA, CATIE, BCIE, ICAITT, ICAP, INCAP, and
OIRSA (see Attachment C for explanation of abbreviations).

b) The Agricultural Rescarch and Extension Com-
mittee (permancnt committee on plant and animal research)
composed of the dircctors of cach of the participating coun-
tries' agricultural research services.

c)  The Coordinating Committee for the Regional
System of Agricultural Information (agricultural information
network committee) composed of the directors of the planning
agencies in cach of the Central American countries.
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d) National coordinating groups within each coun-
try to provide the necessary coordination among participating
elements at the national level.

e) Other groups not initially programmed but
witich have been mobilized to advise the project in response
to project requirements or felt needs including the chiefs of
the national agricultural statistics services, the national
directors for agricultural sector planning, the national di-
rectors of price stabilization agencies, and an internal IICA
coordinating committee to provide program support and coordi-
nation within IICA,

2) The preparation of plans for:

a) A regional information system: While a re-
gional system may be considered extant, the purpose of this
project is to upgrade the quality of activity and performance
within that system; thus all planning to date is subsumed
under this general heading. IICA's Interamerican Agricul-
tural Documentation and Information Center (CIDIA) consti-
tutes a center for published agricultural information and a
base for a future, more dynamic information center with
modern memory (data bank) and transfer systems. However,
IICA's role in linking national and regional information
centers is under review, and that question has been left open
pending further cxperience to be garnered from project acti-
vities. Nevertheless, detailed plans for the cssential com-
ponents of a regional information system, wherever the various
components may be organizationally lodged, have been prepared.

b) Rescarch information improvement: Detailed
guidance on field experiments and prescentation of results as
well as the conduct of national sample surveys has been pre-
pared and will be the subject of training programs in phase
two.

c) Systematic data collection, processing, and
analysis.






incorporating both IICA and projected ROCAP inputs to satisfy
project requirements scheduled for the second year of the pro-
ject.

5) The development of a standardized approach to
preparation of technological packages: A separate manual has
been prepared on this subject incorporating data being gener-
ated by two other ROCAP-supported agricultural projects
(Small Farm Cropping Systems and Soil Fertility) to maximize
the benefits to be derived from all three projects.

6) The conduct of evaluation of the project: IICA
concluded its own evaluation in late May and submitted the
results to ROCAP and to the National Coordinating Committees
established by the Central American ministers of agriculture
(see Attachment E). ! IICA's documentation of project activity
has been meticulous and forms a valuable record of progress
and problems in the accomplishment of project goals.

d. Key Actors/Activitics

1) 1IIcCA.

a) Leadership. {IICA has provided exceptional
support to this project activity under the guidance of its
Director, Josc Emilio Araujn. Following signing of the pro-
ject agreement, Dr.Aranjo directed his organization to give
the activity higyh priority and the IICA contribution has since
substantially ecxcccded the minimum requirement. At the World
Congresz of Agricultural Documentalists held in Mewxico last
year, Dr.Araujo chose the Agricultural Information Project as
the subject of his presentation. ZEarly this year he personal-
ly undertook a visit to Panama to discuss with the GOP its de-
sired participation in the project activity. He attended and
made a substantive contribution to the San Jose Conference.

He recently authorized two additional full time positions in
1ICA's 1977 budgct for direct support to the activity. (Dr.
Arujo, a Brazilian, was recently rcelected by IICA's Board of
Directors to another six-year term as IICA'g Chief, thus the















- 13 -

Project accomplishments will likely take different forms in
different countries depending on such factors as size and
structures of national organizations, extant procedures, and
bureaucratic relationships. For example, there will be dif-
ferent answers to questions such as how many information
centers -- data banks -- does a country require and which of
the multiple functions from collection to dissemination should
be performed by a given center.

The project may also create or encounter opportuni-
ties not originally envisioned. The establishment of single
managerial responsibility for ROCAP'g three grant agricul-
tural projects may well permit useful linkages (in develop-
ment of technological packages, for example) contributing to
the ultimate benefits of Project activities for farmers and
other end users. Similarly, the coordinating bodies mobi -
lized by this project in each country may offer opportunities

sociated with the Agricultural Informati on activities. SIECA,
for example, has a relatively inactive information center
which links the Central American countries, and that capabili-
ty might lend itself to the advancement of information ex-
change at a later stage of development.

Looking beyond this project, the possibility of 1ink-
ing a Central American agricultural information system to
other international systems will be real, once the Central
American countries get their houses in order., Linkage with
such organizations as the FAO's Agricultural Information Sys-
tem through its Latin American component, AGRINTER; with the
UN's socio-cconomic data system, DEVSIS: or with various US
Systems such as USDA' g national agricultural library, CAIN,
would be possible. Mexico's CONOCIT system already provides
such linkages and is an example of what the Central American
regional system might ecvolve toward. These longer range pos-
sibilities underscore the importance of the Agricultural In-
formation Project and perhaps underlie the enthusiastic
response of the project participants. The prouject has already
added impetus to regional integration efforts and will probably
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continue to do so (cross-border trade of information apparent-
ly encounters less resistance than trade of other products).

2) IICA. The Agricultural Information Project will
require IICA to reassess its role in regional information ac-
tivities. IICA was a Latin American pioneer in this fielq,
but a low priority for the past decade has left its programs
relatively static and unresponsive to the full range of cur-
rent Central American needs. One result of this project will
be IICA's own reassessment, a process which will probably ex-
tend over the life of the project. At a minimum, IICA may be
expected to broaden its regular activities beyond the documen-
tation activities currently carried on by CIDIA at Turrialba,
Costa Rica. How far beyond that it may decide to go will be
contingent upon a number of factors including how well the
project actually succeeds in improving services to the small
farmer (a high priority with IICA) and how much of a lasting
commitment is made by the participating countries. The sig-
nificance of IICA's decisions may go beyond the Central Ame-
rican arena insofar as that organization encompasses all
Latin America in its scope. IICA previously has institution-
alized project activities and the principal argument in favor
of this has been the degree to which activities have been
responsive to the requirements of the participating countries
as perceived by them. By this criterion the project appears
to have prospered so far: it will continue to be a key standard
by which to measure progress and ultimately success.

5. THE SAN JOSE CONFERENCE, MAY 1976

a. Participants. The San Jose Conference (25-26 May)
was a milestone in project developnment, bringing together the
constituent elements of the project and manifesting the suc-
cess of the organizational (first) phase of the project. 1In
attendance were the Internal Coordinating Committee (composed
of IICA representatives for CIDIA and {he North Zone, includ-
ing individual country representatives, under the chairman-
ship of IICA's Assistant Director General for Operations),
the Regional Interinstitutional Advisory Committee (representa-
tives of BCIE, CATIE, ICAITI, ICAP, IICA, INCAP, OIRSA, and







two. On the afternoon of the second day all participants as-

work of each functional committee was reviewed and coordi-
nated guidance for phase two presented. On May 27 Mr. Coto
and Efrain Morales, Director of IICA's North Zone, took the
opportunity of the assembled personnel to hold an internal

c. Import of Conference. The value of the San Jose
conference was both symbolic and practical. It provided an
opportunity for the technical advisors to work simultaneously
with the technical directors from the several Central American
countries and thus to provide uniform guidance and instruction
on upcoming project requirements. Thesge representatives of

of their efforts will lay the national foundations upon which

a workable regional system must be based. The obvious sym-
bolic significance of the conference included the coordinated
policy guidance and manifest project Support from the assembled
representatives of the principal regional organizations. Less
apparent but equally significant was the presence of some re-
gional organizations which had been inactive, in some cases for
years, and whose presence at the conference reflected an jnvi-
goration of regional institutions in response to the interast
generated by the project.

6. POINTS OF SPECIFIC INTEREST TO AID/W

a. Interim Report. 1In approving the proposal for this
Project, the DAEC directed that, prior to the initiation of

phase two of the project, ROCAP submit an interim report in-
cluding a summary of the findings of the phase one effort and
the proposed targets and implementation pPlan for phase t n
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(see State Telegram 80427 dated April 9, 1975). This evalu-
ation constitutes the report requested.

b. Marketing Authority. In early 1976 AID/W reviewed

a ROCAP proposal to assist the development of a regional agri-
cultural marketing authority. For various reasons {see State
telegram 16490 dated January 22, 1976) it was decided that
funds for the first year of the Marketing Authority Project
would be included in the Agricultural Research and Information
Project in the FY 1977 Congressional Presentation (raising the
FY 1977 CP level from $443,000 to $703,000 by the addition of
$260,000 for the Marketing Authority Project). In the refer-
enced telegram AID/W voiced a concern at having two projects
which appeared similar and suggested various ways in which
elements of the two projects might be either combined or
separated. It was also noted that AID/W's review had raised
the question of whether the omission in planning for the Agri-
cultural Information project of a specific institutional
authority for crop forecasting and information constituted a
weakness in project design. AID/W requested that this question
be addressed in the Interim Report along with the question of
whether or not the Agricultural Information Project should be
expanded to include extra-regional trade considerations (by way
of implementing the General System of Preferences). This
evaluation finds that:

1} The concept of a Regional Marketing Authority is
not integrally related to the activities of the Agricultural
Research and Information Project and should not be incorporated
as part of that project. The heart of this project is infor-
mation management. The apparent need for such management is
already beginning to generate additional potential demands on
the activity to the extent that the project manager must ac-
tively resist responding to neecds beyond the scope of the
project lest the accomplishment of basic objectives be jeop-
ardized. To include an element such as the Marketing Authority
would only exacerbate this situation.



This is not to say that the benefits of improved in-
formation management would be less useful to a Marketing Au-
thority than to many other activities, but rather that infor-
mation management is most remuneratively addressed as a dis-
crete activity for project purposes. The crop forecasting and
information element included in the Agricultural Information
Project is principally an information rather than a marketing
function even though the utility of such information for
marketing purposes is apparent. The agricultural information
project deals with identification, development, and use of
methodologies for market news and crop forecasting, as well
as the training of personnel in those agencies which might
benefit from use of the methodologies. Thus it is recommended
that Project 048 be continued as originally conceived, includ-
ing the activities related to development of methodologies for
market and crop forecasting information, and that the Regional
Marketing Authority be treated as a discrete project.

2) The development of fixed plans and market infor-
mation activities is part of phase two. Crop forecasting and
market news require a variety of inputs which derive from a
range of organizations including those concerned with statis-
tics, marketing, and crop production analysis. The ultimate
organizational locations of these functions can be expected
to vary from country to country as dctermined by the responsi-
ble government. In some cases the functions now reside in
extant agencies legally charged with such responsibilities,
although the agency responsible for a particular activity will
not always be the same in all countries. For example, in
Costa Rica marketing information is provided principally by a
special national market committee; in Honduras this informa-
tion comes from the Ministry of Natural Resources: in Nicara-
gua from the Central Bank; in El Salvador from the Ministry
of Agriculture; and from the Department of Statistics in Gua-
temala. Other necessary inputs similarly derive from dif-
ferent sources in differcnt countries and, not infrequently,
from several sources within one country. A fundamental as-
sumption of the project is that new and improved funccions
will be developed and implemented through existing institu-
tions and that no direct project efforts will be made to create
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3) 1IICA has successfully implemented its project
agreement with ROCAP for phase one activities and has pro-
grammed the necessary counterpart professional and financial
resources for continuation of the second year's activities
in phase two. IICA, whose contributions have exceeded pro-
jected levels, has demonstrated its capability for implemen-
tation of this project as well as its readiness to see the
activity through to completion.

4) Targets and plans for phase two remain unchanged
from those described in the PROP and projected in the Project
Agreement for phase one. They include establishment of a
regional agricultural memory system (data bank); the collection,
analysis, and indexing of existing technical data for incorpo-
ration into the memory system: the preparatinn of this data in
a form most effectively useable by small farmers, researchers
and planners; the development of methodologies for crop fore-
casting and marketing information; and the introduction angd
application of new research, data collection, and processing
techniques and standards. The first year of phase two will
focus specifically on training of regional and national per-
sonnel involved in the activities as the basis for implement-
ing the action elements of the program and further improving
the data management network. This will include short courses,
seminars, and workshops for agricultural researchers, planners,
and information managers. IICA and ROCAP project staff will
organize and insure the conduct of necessary training. With
the assistance of pProject staff, participating national and
regional agencies will provide on-the-job training to assist
in application of new methodologics and procedures to improve
agricultural rescarch and information. Thisg training phase
will lay the ground for the third project vear in which full
implementation and institutionalization of developed procedures
and methodologies is planned.

5) ROCAP has provided a single Project manager for
three related agricultural projects (Small Farm Cropping Sys-
tems, 064, and Soil Fertility, 063, in addition to 048) thus
lending increased coordination and interchange to these re-
lated activities.
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6) The concept of a Regional Marketing Authority is
not integrally related to the activities of the Agricultural
Research and Information Project and should not be incorpo-
rated as part of that project. The heart of Project 048 is
Information Management. The Crop Forecasting and Information
element included in project 048 is properly viewed as princi-
pally an information rather than a marketing function even
though the ultimate utility of such information for marketing
purposes is apparent.

7) The extra-regional trade considerations involved
in implementation of the General System of Preferences (Gsp)
would be more nearly a natural concern of a Regional Agricul-
tural Marketing Authority than of an Information Management
Program. With the recommended separation of these two dis-
crete functions, there appears no need to modify project 048
to specifically address implementation of GSP,

b. R ndation

1) That continuation of the project as planned be
approved by AID/W and a new project agreement executed between
ROCAP and IICA for Interim Quarter (and subsequently FY 1977)
activities.

2) That Panama's request for participation in the
project be approved.

3) That the Regional Marketing Authority Project be
treated as a discrete activity and not incorporated into Pro-
ject 048.

a} That the crop forecasting and market news
information element be retained in Project 048.

b) That any consideration involving implemen-
tation of GSP not be incorporated into Project 048.
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PROJECT ORGANIZATION WITHIN IICA

Director General of IICA l
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Regional Director of
IICA's North Zone

Costa Rica | E1 S=atlvyador

Guatemala | Honduras | Nicaragqua

Panama

l National Offices of IICA
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Organization Chart for the development of the project.

Report: Results of the Central American Agricultural
Information Systems Study (Planning).

Description of the Program for strengthening the Cential
American Agricultural Information System.

Bibliography for the IICA Internal Seminar on Central
American Agricultural Information Systems (with existing
information in the main Guatemalan libraries).

Summaries of pertinent bibliographies in the library of
IICA's Regional Office for the North Zone (including the
private libraries of officials of that office.)

Minutes of the meeting of the regional agencies to organize
an Advisory Committee for the Project.

Minutes of the first meeting on the operations of the
Central American Agricultural Information Program (Guate-
mala, September 24-26, 1975).

Minutes of the first meeting of the Regional Inter-
institutional Advisory Committce of the Central American
Agricultural Information program (San Jose, Costa Rica,
October 3-4, 1975).

Organizations selected for the Study of the Agricultural
Information Syst ms in Panama.

Descriptions of the Central American Agricultural Infor-
mation Program: Strengthening ¢ £ the Central American
Agricultural Informat ion Systems: and Coordination and
Integration of the Central Americin Agricultural Infor-
mation System.

Lists:  Members of each national coordinating committee
for the project in the Central American countries.

Pamphlct: Genceral description of the project.



Memorandum: Suggestions on the preparation of manuals
and guides to improve the collection, processing, and
dissemination of information.

Organization, purpose and activities of the project.

Manual: Organization, planning and operation of the
National Coordinating Committees.

Document: Some characteristics of the Agricultural
Information flow in Panama.

Program for the meeting with directors of the Central
American price stabilization organizations, directors
of the Central American Agricultural Research and
Extension organizations, Central American directors
of Statistics and Census, and Directors of sectoral
planning of the region's Ministries of Agriculture
(San Jose, Costa Rica, May 25-26, 1976).

Documentation on Methodology for agricultural research
and experimentation.

Special studies proposed within the Central American
Agricultural Information Program.



10.

11.

ANNEX G

PHASE TWO STUDIES

The Technical characteristics of the interconnected
agricultural information network existing in the CA
region.

Compatibility of the coding and storage systems of
agricultural information in the Information Centers
of the C.A. countries.

Alternatives for the increase and improvement of
the dissemination of agricultural information
through the mass media in the CA Isthmus.

The media in each agricultural information area in
which the functioning of the Agricultural Informa-
tion System in the C.A, area should be initiated.

Demographic characteristics of the potential rural
poor users of agricultural information.

Commercial information systems and crop prediction.

Socio-economic information required for the improve-
ment of agricultural sector planning.

Possible ways of coordinating the aqricultural
information systems of other countries and regions
with the Central American system.

Identification of the needs for and the methods
of financing professional training of the person-
nel of the Agricultural Research and Information
Systems.

Characterization of the Agricultural Research
Programs of Central America and identification
of pricrity research areas.

IICA's organizational, human and physical resource
requirements as the potential center for the Central
American Agricultural Information System.



12,

13.

14,

G-2

The possibilities and procedures for linking
the coding and storage systems of AGRINTER,
DEVSIS, and PROMECA to the Central American
system.

The participation of IICA and other inter-
national organizations in the agriculture
information system of the C.A. area.

Existing legislation and regulations governing
the generation, processing and dissemination
of information in the countries of the region.,





