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The project has been fina.nclng agrolndustrlal projects at a much taster rate than 
anticipated. However, due to the broadness of the subproject S~ eetion criteria 
included in the Loan Agreement, some of the subproj~c~h"ve _been fQund to be of 
are.Iit:ivel¥ low potential impact on the target group. The evaluation has also 
disclosed that some institutional aspects of the project have not developed as 
contemplated in tha design of the project. The Special Development Fund Unit 
(SDF) at the Central Bank has not been st~fred as planned, has not yet conducted 
the seminars ~orbe.."lks or set up formal coordil".ation mecha."11s:ns with other govern­
ment agencies, cnd has not engaged in field promotion activities . Based on th~ 
evaluation there is some question t o what degree these activities shou.ld be 
pursued during the r ernain:1er of the project. !!evertheless the SDF has established 
a good r apport with the co:nmercial banks and has been able to obtain a wide 
participatio'n . Pinancing proccdW'ca have been found to be gener a.lly adequat e , 
with bureaucracy hel d at a mintc~ . 

14. EVALUATIon METlIODOLOGY 

This evaluation · ... as perfomed in accordance wi th the Hicdon ' n AnnUA:l Evo.l.uation 
Schedule "nd constitute ~ the firat revl~~ of the project. L~ view of the ahort 
life period of the projsct, th..! review concentrated on insti tutior.al. aspects of 
the pl'oj ect such as the effectiveness of the counterpnrt organization nt the 
Central Bnnk, particip3tion of the privn~e banking sector, the nU~quacy of the 
subproj ect selection critcria, and cQr.lpl1nncc .... ith all t.he eonditlor:s and 
covenants set fo r th 1n the Projcct Agreer.:ent . The r eview '\las co..rr1ed out by a 
t ewn composed of t.he Ducctol.· and Project Al".alyst of the Special Devel!lJ:~nt 
Fund (snF) of the Ccr.tral Bank , the Nlssion An!listant ea ital Develo~nt Officer 
(Project ~~nagel') , tr,l' Capital Developr.'.~ nt ornC£! IDI, the r.u.8G~On Evaluation 
S,gecialist, and t he AJ::unistrativQ ASDistnnt. Cif thc Capito..! evelopccnt Office . 
":'he work .... ~s r eviewej 'oy the Miss ion 's Evaluation Off1c~r and tht' ~·liD.Gion Direetcr . 
Finnl evaluation l'evi (>'''' meetingn · ... e r e held with thc AGsist.o.nt Director nod lt~y 

stafr of the SDf . 

The evaluation .... ·ork included collection and annlysl!l of data r clc·,o.nt td pr oj ct 
progress nt all plenninG lcveh . Held yisits · ... cr e r.-.Ade to II of the 21 3ub­
pr ojects financed e.s of the cut off dnt~ pf this r eport . Ae r;ost. l' thc:n "ie.yc 
still in t.hei r inception stage . the ten.-n cO:tccnt r ated on cxnz!l.1n1ng the cnd-une 
of' . l oan fWld!; and in rl..'Vlcwing the potential i::p:ct of the entcrprinea on tho 
tarce t group . 

J 15 · EXTER1!AL FACTORS 

There wer e no changes in host country e~rCwn.stnnce3 , poliCies , am. pr.ioritiea 
that affected the procrcss of the projec~ All as8~ions earle at input , 
purpose ~ , a nd goal l evels have proved t o be r ea.l.istic and -:a.l.1d. There werc tva 
assumptiono J hO' ... ever, made at thc output l evel that have not pro\'e n t o be true . 
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It vas assumed that the C ral Bank and the commercial ~!ould e &ggresliTe 
in their promotional eft z s, and. that the Central Bank: vould adequately atart tbe 
8m". It vas found that .m.he SDF has not engaged 1n an agressive prcmotlontl 
actlp ty 48 p lanned 1n the project documents, fea.rl~ that by doily; 80 llJl!lb&!l:U~~ 
tlo(id~d with re-que8~s for rediscounts t~ it could. h&r~ rej ect in or the 
bro~l~e8 of the selection criteria. Considering the rate at which aubloan 
requestll ve generated, the aggressive promotlona..l campaign envis86ed 1n the 
project d,ocuments oes not appear to be necessa.ry . With regard. to staffing. the 
SDF has onl¥ three professionnls devoting fullt-tinie to the project instead or the 
5 contemplated in project paper . ~e Mission believes ~~at SOP should entsbl1sh 
!YJ- evaluation unit capable of aSllesslng the impact of subprojects and has !1.o.de its 
vj ews ~nown to the SCF. The Central Bank, however, believes that the sent 
stafr of SDF is adequate and is rcluc~t to incrc8~c it . 

GOAL/SUBGOAL 

The subgoal as s tated in the logical frnr.c W'or k h, "to relieve one or mor the 
identified farm level c~n~tralntc to s:Ali ~~era' incoc~" . Cont r ibution 
towards the subgoal ~n8 not mea~ured because =Ollt of th~ .UbproJects are a~l' 
in t he conl3 tructio:1 pMr;e or r.twc been in operat.ion for cas thAn t.\(O :::ontha . 
"foreover I no specific t.lrsetD ... er o ctu.abl!sh 1n tho logical rrar-...c·Jor t: at this 
levcl. Ther efore, thoi -1SCo~ of t.he Tl!v1t:'J • .. ·"'8 l1clted. to a p~a1co.l obnerrat1oo 
of certain cubllr oJect:. and thei r locAt.1on!! in 11."'1 e!'t'ort t o devr::rl.r.'C the potential 
f or sCl"Ving cr.:al1 ftl.l"r.1ern in ~h~lr rea~ct1ve weill) . 

As of I·m-ch 31, 1978, the sn' had nppr o\'e4 for ruJl!: ccfu .. '!t 21 5ublU"oJectD . 

Each ~roject 1s d1r~ct.ed to rcl1ev~ on~ or =cr e of ~h~ identltlc~ censt r air.ta to 
llmall fur:ncr s , ac :.hO"H'n be 10'10' : 

Number of 
!t2jcots 'l'vJ?e of Activity Constr Aints Lo be addressed 

2 ~ugar canu nill St able ~~ re~~eratiyc pr icea 
Incentive t o incrca~ed land litlliut1.cn 

2 I-'.n.nufacLw·c of ... ODden boxeD Stable- and %"cunerative priceD 
for fruitD o.nd '1cgct..nbl.es 

1 

2 

1 

2 

Mint essence extrcct10n 

ProcC5Gl ng of feed graino 

Fertilizer plant 

Stable L~ r~er4t1ve prices 
Creato ncv ~~kct8 

Stable and r~~ernt1ye priceD 

Pcnnut oi~ pr eu Sta.blc and ... crat1vc prIces 

r ____ --;;;<.;;;;"'~;;;;~l11;;.e;;.'!nt""'I.!.V!i..-'to"'-.. I!!r!ore, Med l4nd utlllzo.tIon 
.,cU.'Tf u ...... 'IC.no. I 
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llumber 
Projects 

1 ~acture of horse dra 
carts and stora.ge sheds 

1 Joianutacture of agricultural Te 
implements 

2 

1 

1 

21 

Wholesale ,torage 
(bcllitles 

Land preparation services 

Limestone plant (for use 
as 8011 amendment) 

Silos 

Stable remunerative prices 

Incentive t o increase land ut 

TechnolQgf 

Stable and re~~eratlve pr Ices 

The application fonn f or each subproject details jWJi hev the aubpr Qjec t v ~l 
address the above constt.aint.o . In f uture evsluat10rlS n sa:::ple of these early 
subprojec t s will be vls! ted and s~UdJed to detc~tne the extent to ~h1ch ~h~ 
constraints ' ... e r e actually nddre3$ed . One rceCl:!!l!ndnt.1on of thln ~VI11Wlt!on 1.& 
that SDF collect on n contlnulr~ bnsl~ sub~roject progress data DO that the 
impact of individuei subPl'ojccts eM be adcquatel.:,r fnCaoured . 

One lll'Cn of concern Is the financing of groin sUes J \o'hich aeee to 'be of a 
r elatively 1m .. ir.:pact on the target group . 51':"0 flruulCir.s CCOWlts t'or abO\..ot 
I.~ of the fWlds r ediscoWlted to date . The HLsc10n bel!oves that the Delection 
cr iteria should be ndjusted to !U.lo· ... tll".Mclng only f r oubprojectG -.nt.h 
Identifir..b1.c hlgh impact on the target gtQUp . 

The go~1 of the pr oject , 80 stated 1~ the loglcnl frn=.c';.·orit J i.e, "to incrc e 
smllll fanner net incotle" . Giver. the short life of thc pr oject, it 10 t e8.ll~· 
to attempt to mensw'c any change in the inco!")'! of nt"All fan:.cr bcnef1CiD:i~lcs . 
In later cvaluatioM J the Mil:loion and. tht! sm' · • .-ill nttct'lpt t o deterc.1.ne the 
effects of opecific sUbpr ojecto on the incoccG or benerlc1orJe~ , 

1'/. PUR E 

The purpose of t he projec t an s t ated in the logiCAl fra:cvork 1s t o : 
(1) promote the devel opment of nn agro- indust r ia.l infrastructure se.rvins t he 
small farm sector, and (2) establish an efficient r ediceount oecbnnlam' for 
agroinductr lnl loans ~t the Cent r al Bar~ . 
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EOI'S No. lA. plac:ed 1n rural agribusiness subprojects' 

The cash f~ow projection contained In the PP estimated a total ot $500,OQP in AID 
~oan disbursements tor the first year, H ever, as of March 31, 1978 (5 months 
after initiation Q! operati ) th:e SDF nas affiai:lY finance« projects that -
demanded a drawing against Ai Loan rundo of $530,205. 

EOPS No . lb. "All 'subprojects serve the ') 
to the preestablished 

farm subsector according 
criter i a" 

All the subproj ects so far f1nanced arc, in some .... 0.1. or another serving the smail 
farmer. Some of them, ho .... cver, ar e e~tl~ted to have a r elati vely low lopact . The 
low impact i mai nly due t o the fac t that subprojects nrc locat ed 1n afeas 

t, relatively low concentration of s~ fa~rs J 1.e ., colonitat lon areas .... he rc~a~a 
plots are usually mor e than 20 hectares . Also, t h br~dness of t he subprojec t 
selection cr i t er i a enabled c cijta1n t ypes o f llubpr Ol,lects t o be fil".Anced ",'hlc'il may 
not have l\ad as high an impact ns other types . Tho! 1.u. :;~ lon and t he Centr al ~ 
have begun t o r evise the selection cr i t e r ia Sf'? thn t {tOr e financir.g · ... W . be 
directe d to subpr ojects 1n a r eas c.(i high ccnee .trat lon o f srr.ali fa r=er a and ',ih!cn 
are of t ypes which clear ly are of hi gh t ar get group impact . 

The Annex t o the ProjeJ!t AgrcE:lr.ent l~icutes that the t-U!lsion will. have a per 10d 
of t \,IO • .... eeks t o Clbjcct to the financil".g of any 'po.r Ucular Dubprojcct . The !''!iuBton, 
however , decided ear~ in the imple ntatioo of the pr oject to 0.110\00' tiw SDr to 
have all r esponsibility for tLppr -i s p Jects , 'ollth the Hitltl!d'n ava1lobl~ for 
info~l consultations i~ cocca of doubt . rne Misolon nuol feele that it ~ould 
advi sabl e fo r it to participate!:".ore closely in the n~proval procea durl:".g th 
fi r st s t agen of the i::plcreen1..,ution of the: :tel.' selection cr iteria fpllo""ir-b this 
evaluut.ion . Hence it :.tUl put tnto effect th!! pr ocedv..re trvUcllted in tt-.c An:!ex of 
t he Project Agr ect:ent , at l cant f Ol' llu'se!" !lubproJcct.ll . 

EOPS Ho , 20. . "SDF demonst r ated capnbll1ty 1..0 nalntnin t1..11 lc\'c of r edi&cgUr.ting;" 

With 1..hc heavy de~And f or financip~ of agroind~trihl subprojeete J the SDY vill 
not be able to tr.nint.o.in its present level of dlsburselents a.ftcr t.he AID loan 
fund s nr e c:o-.hausted J u!ll~JS the Ccntr o.l l$..'U'.k dec1de~ t o incr ease its cor.tributlon 
for cnpi t al izo.tior. of the SnF . The cnoh 1'10· ... pl'ojeetton include~ in the PP 
assume? 0. thr ee year dlcburD cr.:cnt pe r iod fo r IlID funds . Sho·J.ld the-se flulds be 
Uti l ;];., i n 11 shor te r pa r h.d, the :"eflO'oi!i "'ill be lneufficicnt to cO'-.'c.r t he de.":i9nd 
fo r t '. S i n t~c subocqucnt ycar n, and the Cent r al Bnt"Jt .Jlll be coamitted to s~ 
addit ional fumUn& i n or der to !'.!lintaln the p t'e:Jcnt l evel of i t n por tfolio . The 
,.C.ssion has expr essed its concern., t 'o the Cent ral Sani. . 

EOl'S Ho . 2b . "A sys't em of s ubprojcClt identificati on a nd pr anotl on 
est ablished nn 1'unctloning effec t i vely" 

The SDF has not engaged in lU'JY significa nt pr oaotlonal effort 

,leU_IT' CU''''ICUIOII 

UNCIJ\SSll' IED 

• 
• 

MInD , ... 



,. 

(. 

, .. . . 

\ 

r 

; 

.,C •• ln CLA .... ICATIO. 

W::LASSIFIED 

progress toward.l establishing a subp'1roject identification system. Bl!cause 
heavy denio.nd for ~!-nanciD8 of subproject., including ones of high lmpact, the 
1s reluet~t to undertake large scale promotional activities at tHis time, 8nd 
the Jof.J.ssion believes that at this time the J.ssue should not be purRued~ 

In summary, the project has had mixed Buccess in meetir.g 1 8 purpose. An efticbnt 
rediscount mechanism bas been established within the Central Bank to fln &nce agro­
industrial activities. There has been good participation among the private banks 
and f good working relationship established between the o8nkB snd the SDF. On the 
other hand, the project has not been as successful as was anticipated in fo~r~ a 
agroindus~rial infrastructure which addresses the constraints of the areal! farmer . 
A number of subprojects of lower positive impac t than desired have evidently been 
financed, and the resources available in the program have proved not to be nearly 
adequate to address the needs existing in the sectof. If the subproject sel ection 
criteria can be adeqU8te~ toodified and if the Central Bank will put additional 
financial and hl.lmlln resow'ces into the SDF, the projec t will hnve 8 good chance of 
meeting it s l ong-term institutional Objectiv.e%s~. ~~~ .. ' 18. INRJTS 

-

AID inputs as set forth in t he Loan Agrec~ent consis t od of $2, 500, 000 of loan ~~ds 
for capitalization of the SDF . The Central Ba!"Jo: cor.::d.tted to contrib'Jte c.:'X)"unts of 
not l ess than $500, 006 ~o capitalize svr and ~350, COO for the cr~rc.ting costa of 
SD:F'. 'l'he Central Bank has allocated theae Amounts ~or use by the SDF. The $)OO,j)(YJ 
has been used to finance subpr ojects agair.st ',/hich AID r eL":lburucfl the Ba..v. 30 that 
each subproject is actually financed on 6, 5 :1 pru.'i palUIU bnsi!} . The opc.rntlro.g 
expensec of the SDF nrc being financed fl' t.he $350,000. HO'..'cver, the Central Brut.r. 
on a numbe r of occasions hnc seemed reluctant to unde.l'tnkc nc.tiviticn .... hich nhould 
be t aking place unde!' the project (e .g " field ',idts, hiring of additional. tit8~f) 
evidently because of a des ire to keep oJlCl'llt11~ expenses at a m.1niCU!!l . Operat.1ng 
costs incurred by 'the SOf' since p!'oject inccj)t10n arr.ount to $101 J 500, 

I n ter ms of que.ntita.ti O:c outputs , SDr hn; largely exceeded all planned ta.rgets , 
as cnn b e seen in the tablc belo~ : 

1) , Totnl numbcr of Projects 

2} Total investment in 21 subprojects npprovcd by 
Cc1ntl'al Bank 

3} Total owners ' cont r i bution 

4) Total value of subloans made by operating banks 

IICU'In CL.lUlfICU'Oll 
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Actual o.1"ter ?)..c..nncd 
5 .Ionthc of for first 
Oper.nt iono Year 

21 I, 

1, 890,119 
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- 5) Total value or rediscounts approved by Central. Bank 
, 

, 6) Amount of item 5 disbursed by Central Bank 

·' 7) AiDount of item 5 to be financed with AID's loan tund5 

8) AmOW'lt ' of item 5 to be financed by qent,ral Bank , --- - ---
_ '9>- Average amount of rediscounts 
- ' . 

10) Nwnber (If new subloans in process 

':U) New jops created by 21 subpr ojects 

Actual atteJ: 
5 i/IOntha ot 
OI>eetiona 

*1,:l34,07~ 

885,500 

945,000 

189,!Y71 

54,003 

7 

.)2) Estimat ed small farmer s to benefit from SUbPrOj'~."'''~i:i',-,,::;~!'l 
directly and indir ectly 20,398 

19, \/NPL'OOIED EFFECTS 

600,000 

12 

No unplanned effects attributable to pr oject impact have bcen noted during this 
_. c.valuation . 

20 , CHANGES TIl DESIGlI OR !:XEC\lrIOlI 

~I · 

The rr~in modification pr oposed in this cvalUAti~n is the ~lcQtlon of the sub­
project sel ection c l'iter ia · ... hich nrc the key cle::.cnt to enDure the finnncins of 
high i mpact subprojects . After 5 months of ope,r ations and nrtc r rcYie ... 1ng 21 aub­
pr"ojects, both the HisaiOn and 3D~' have f ound tt-. t. the selection c r iteria are too 
broad nnd lack precision as to the types of esirable ",,ubpr oJecta to be financed . 
Only r ecent ly the 1·1.1s5ion is!lucd nn implc!:.cnt tion letter r equiring BOt:e qll.tmt1ficn­
tIcn "of the benefits to the s!!'Ail farme l' s r esulting trQ!! the aubprojccts, .... hich 
should provide sorn~ help in r est r ietl!l8 financing of 10'.( l::lpact lJubprojech . ." 
r efinement of the selection cr iteria · ... ill be otud1L'Ci by tho Hiadon ohd the 
Centra l Da.nk to direct the project to' ... n.rds n morc preci!lc , and if possible 
v~~~tab~C beneficiary . 
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