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13. SUMMAR Y - Summarize in about 2GO words the current project situation, 
mentioning progress in relation to design, prospects of achieving purpose. 
major problems encountered, etc. 

Colombia suffers a large deficit of access roads. Consequently, thu large portion 
of the rural pop~lation living away from the areas servi0ed by existing roads are 
outside ~le normal development process. In order to attack this problec" the project 
focused upon establishing a solid base withir. Caminos Vecinales for a f'Jture massive 
program of access road b~ilding to serve the needs of this large rural pop~la~ion. 
This objective was achieved. The recent decision of the Inter-American Dbvelopment 
Bank to move forward with a US~~28 million PiGO y Pala Program is proof t);e Project 
was a success. 
By connecticg iS2lated areas with developed centers, a penetration road allows the 
previously isolated population access to imm<9diate benefits such as reduction in 
the cost of transport,'credit, transport of tools, fertilizer, housing,construction 
material and easier access to health services, education and markets. 
In an isolated area trie construction of a penetration road creates two easily defined 
stages in an area's jevelopment, "before" and "after" the road constructioL. In 
addition, the construct~on of the penetration road by labor intensive methods takes 
advantage of the unJer emDloyed situation of the isolated rural areas. The (Cont')' 

EVALUATION METHODOLOGY - Describe the methods used for this 
evaluation,· i. e. was it a regular or special 'evaluation? was it in 
accordance vnt.h the Evaluabon Plan in the PP with respect to tln.ing. 
study design. s:ope, methodology and jE;sues" What kinds of data were 
used and how, were they collected and analy.zed? Identify agencies and 
key individuals participating and contribuiing. 

This was the finE'.l evaluation of the project with the specif5,c objective of measuring 
project progress against the objectives set forth in the project paper and the 
description of the project included as Annex I of the Loan Agreement. Much of the -
information contained in this repurt has been gathered by intervie~s in the field. 
The views held by the Mission a:1d )-1;1 ~;;f ::~plementing Agency, Caminos Vecinales, have 
been s' pported by the r6c8nt vi.:::'.. -: ': :: ,.·,·en!Dsr 1979 of an AID/Vi evaluation team. 
Subsequent information collected since the November evaluation 'Substantiates the 
earlier findings and conclusions of that evaluation. For addi~ional details please 
see A. LD. Proj ect Impact Evaluation Report "Colombia Small Farmer Market Access". 

15. ""'ocuments to be revised to rdlect decisions noted page 1 (other side:) NONE 

I /Project Pa}jer (PP) U: ... ogical Framework U CPI Network LI Financial 
Plan 

L.i PlolT U PIo/c I., I PIo/p LI Project Agreement I. I Other 

LI This evaluation brought out ideas for a new project 
a Project Identification Document (PlD) will follow. 
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Continuatlon Sheet 13. SUMMARY - (Cant') majority of tht" population ha.s periods 
of intensive work at I"Jeriods throughout the year, i.e. during harvest and rl.anting, but 
the~' have many weeks and months with littl<'! work and little income. With th~ pick and 
shovel road construction method this project provided the campesir.os with an additional 
income during ihe periods that he would normally be unemployed. The worle was designed 
in such a way that permitted th Q labor force to select their own time to work on the 
rood. Thus, during harvfjst periods or other cri tical agricultural periods, road workers 
wou~d ret~lrn to farm tasks. It was found that the money earned by the work 0'1 the 
roads was used to buy land, seeds, fertilizer, materials for house construction, clothing 
and farm animals. 

The fact that the inhabitants of the areas worked for a cummon objective was a basic 
factor in uniting neighbors that previously had no reason for doing so.TIie common 
experience of working together to construct a rick and shuvel road developed, in many 
cases, a spirit of coopetation which has persisted and assifted the development of 
other join~ ventures, such as potable water and electricity programs. 
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15. Evaluation findings about EXTERNAL FACTORS - Identify and discuss n1ujor 
changes in project setting which have an impact on the project. Examine 
continuing vahdity of assumptions. 

The j:'rcjElct .was carried out as planned and described in the projACt paper. 
Originally, the prcject was to have constructed 890 kilometers of roads numbering 
llO separate road segmen.ts. At project completion 0:11;1 59 roads had been constructed 
witr. a to"'.:.c:.l construction length of 478 kms. Because -of increased cos~:·s the number 
of road~ constructed had to be reduced. The increased cost of the roadE beyond the 
amo.mt planned can be attributed to an under-estimation cf inflation and also real 
costs. While the project paper estimated an inflation rate of 1010, the actual 
inflation rate was 3rf/o. Thus, the external factor of rapidly rising costs decreased 
the number and total kilometers of roads constructed. 

17. Evaluation finding s about GOAL/SUBGOAL - For the reader '5 convenience .. 
quote the approved sector or other goal, (andsubgoal .. where relevant) to 
which the project contributes. Then describe status by cit ing evidence 
available to date from specified indicators and by mentioning progress of 
other projects (whether or not U. S.) which contribute to same goal. 
Discuss causes--can progress toward goal be attributed to project, why 
shortfalls? 

ThE; project goal was to improve "i.e income of the small farmer. Because thFl rr.ajority 
of the roads constructed are in the final stages of completion, or had been completed 
only a short time before" this goal can not be mea~,ured accura.tely. However, the 
recent impact study performed by the AID/W team verified that transport costs were 
de:ini tel~' lowered, and that in many areas more land was in production which was a 
project sub-goal. Both of these indicators should have a strong positive effect 
upon small farmer income. We did verify that the road construction by providing 
employment had a measurable short-term effect upon income in the areas benefited 
by the project. 
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Evaluation findi.ngs about PURPOSE - Quote the approved project purpose. 
Cite progress toward each End-oE-Project Status (EOPS) condition. When 
can achievement be E:xpected? Discuss causes oE progress or shortEalls. 

The project achieved all its objectiv-es: penetration roads were constr\.lcted; 
employment was provided to the people that needed it, and the roads today are 
definitely contributing to the deve10pment of the regions. A list of the main 
acco~p1ishments follows: 
a. 59 penet~ation roads were constructed in isolated regions that pre~ious1y had 
been ct.:t off f~om the rest. of the country. These roads consist of 478 }:ilometers 
with adequate drainage (ditches, culverts and bridges) and a hard packed gravel 
surface. These are all-weather roads with specifications which guarantee minimum 
maintener.ce. 
b. Th,., 5~ roads are beneri tting a total of 429 small towns with a total population 
of 295,000 inhabitants (including the population within the zone of influence of 
the road",,) . Tnis repr.esents an average of 5,000 inhabitants benefitted per road. 
c. The zone of influence which the roads benefitted has been calcul~ted at 240,000 
hectareas. Of this amount 101,000 hectareas are now being rulti vated which previouslJ 
lay fallow prior to the construction of the roads. 
d. 143,000 man months of ecployment were provided by the project. 
e. AID and the GOe contributed US$10.7 :11illion dollars to road construction on this 
project. Of this amount 601. was paid as wages to the campesinos. Thus, US$6.4 
million rerroa.ined at the v:ork site. On-site inspections verified thae the campesinos 
Evaluation findings about OUTPUTS and INPUTS - Note any particular 
success or difficulties. Comment on significant management experiences 
oE host contractor. and donor organizations. Describe any necessary 
changes in schedule or in type and~ quantity of resources or outputs 
needed to achieve project purpose. 

The original o~tpt.:t of the project was the construction of 690 kilometers of 
construction Clnd 110 roads with an ave:-age length of 8 kilometers. Although only· 
50~ of this goa: was achieved, we believe that the final result was a more realistic 
achievement 7.hal"J the goal programmed which did not take into account an accurate 
inflation factor. 
The long ~anre benefits of the proj ect are difficult to quantify. However the AID/Vi 
impact stud:,' performed in November 1979 noted an 80'1., reductiol1 ~ n transport costs 
and a notable enthusiasm among all the populatio"l queGtioned who stated that the new 
road had greatly improved their lives. 
Perhaps more important than the impact the program has had upon the lives of the 
population :"n -l:-he areas in which Pico j' Pala roads have been constructed, is the 
fact that the p:oject has created within the i~p1ementing agency, Gaminos Vecina1es, 
the administrative capacity to plan and carry out a much larger Pico y Pala program. 
This view is supported by the recent decision of the Inter-American Development Bank 
to develop a l'S$28 million Pico y Pala program. We have been advised that this loan 
could not have been considered withoue the AID funded administrativEl improvements 
,Ihich haVE' ·C88)1 effected bye. V. and the smoothly functioning G.dministrative mechanisl 
for implemer;ting Pico y Pala projects which was refined and proved successful during 
the AID fundso project. 
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Contlnuation Sheet 18. Evaluation findings about P1.'RPOSE - (Cont') 

u~ed their road ~ages to buy: 
. -i) land 

!.:.) catne 
iii) repay debts 10 the Caja Agraria 
i\") open new savings accounts w!.th the Caja Agraria 
v) farm tools 
vi) improve hous::'ng 
vii) It:>lJry articles - radios, watches, clothes 

Pa,:;c Pagf',8 
of 

... A factor observed cn all the roads was the sharp reduction in the cost of transport 
of goods by us::'ng mo"vor vehicles. This reduction averaged Bafo using as a base the cost 
of mulE trar:sport before the arrival of vehicles. Obviously, the time of transport was 
also reduced, but it is difficult to translate this factor into quantitative terms, 
although in the majority of cases it was reduced from four hours to one. The reduction 
in the cost cf transport represen-:'s a double benefit: i) for the caoliJesino who is able 
t(l use funds previously paid for mule transport ir. buying goods to increase production 
or for conS'Jmer goods, and ii) for the consumer in the city - because with the reduction 
in the cost of transport, the cost of goods is also reduced. 
g. Truck transport a!so permitted area farmers to plant crops that previously wer~ 
uns::.onomic due to "vhe high cost of transport versus market price per lb., such as potatoes, 
or were damaged by mule back, i. e. berries, tomatoes or other perishables. The 101, 000 
new hectares now.under cultivation supports this finding. We are also able to detect, 
but not to quantify, an increase in agricultural production as a result of the introduction 
of trac~ors, fertilizer and improved seeds. 
L. The lessor.s learned in Pico y Pala road construction were often applied to the farms 
bordering the road. Irrigation conduits, home construction and other farm improvements 
werE> made after the campesinos learned how to use the tools and construct the cement 
structures needed for the road. 
~. 7he cooperative spirit developed during the road construction has persisted, thus 
allov.'ing the cOlT!'lTllni ty to develop other projects of mutual benefit. 
j. The road has allowed an increased flow cf services and trained talent to enter the 
area, thus stimulating more rapid growth. 
k. ';1 0 observed tha"c in general ~,:'E' q.,:..-:._' : . _ _ :.:e in the areas served by the, road has 
improved considerably thereby inducing pt:>0Plo 'to remain in the area and 'thus, reducing 
the desire to emigrate to the cities. 

INSTITUTIONAL Il.;PROVEMENTS TO CAMINOS VECDJALES WERE ACCOMPLISHED AS PLANNED. 
The following ac:ivities were successfully completed: 
i) Project Selection Methodology - This was one of the key factors in assuring the 
success of the project. Of 411 requests for road projects reviewed, only 59 met the 
s1,rings!1t selection criteria and went on to become "pico y Pala" roads. 
::'i) Cash Flow, Budge;tary and Cost Accour,ting Study - This study has been well utilized 
by C. V. The study designed is applicable to any construction program whether labor 
intensive or machiner~! intensive. The study reduced the time required to prepare reports. 
The; study has also permitted C.V. to fully utilize its computer for the first time. 
iii) Design ~f a Methodology to Evaluate Socia-Economic Impact - The methodology has 
proved effecti VEl as has been d(imonstrated by, the AID/W evaluation team. Unfortunately, 
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18. Evaluation findings about PURPOSE (Cont') 
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'c. V. has not been sufficiently con vinced of the usefulness of the methodology to program 
the funds require~ to evaluate the entire program. 
i v) Recommenda~ior.~ to Avoid Damage to the Environment in the Areas Served by the Pico 
~. Pala. - The initial plan was to carry out this study prior to the selection of the roads, 
b'Jt e series of dela:'s caused by Colombian la'A' in selecting the contractor delayed the 
completion of'the environmental study until after the majority of the ro,).ds '1ad been 
selected. Al thougr. following the recommendations of the study will increase the cost 
of constr'Jction of future roads, the personnel of C. V. have been impressed with the need 
to conserve natura~ resources and the effect of road construction upon the environment. 
It is hoped that these effects will be considered in the Pica y Pala pr0grams of the 
future • 
.. ) Evaluation 0: l\:e..in~enance Capacit~' - The study evalilated C. V. maintena:1~e capadty 
a:!d also printed 5,000 copiEis of a simple mai.1temance manual wri t'ten for campesino 
consumptior. whic:l teaches the cornrrrc1ni ty how to maintain the roads after complet.ion. 
The \'.'cr}: of maintenancE> still leaves much to be desired within C. V., but the assignment 
0: resources by the GOC to C. V. makes it impossible for C. V. by itself to completely maintai 
che roads. 
vi) Cost Comparison be'tween Fico y Pala and Machine Intensive Road Construction -
'i'his s-:"Jdy was not included in the original project plan but during the implementation 
we decided to discover if Pico y Pala had an economic, in addition to a social justifica
tion. The result depended upon the supply of machinery and labor in the area of construc
~lC~. In those areas far from large popUlation ceniers Pico y ?ala proved to be cheaper 
ttan machiller; 1ntensive construction, i.e. road contractors were reluctant to travel to 
~he remo-:,e areas, and labor was cheaper because there is no industry in the remote areas 
to offer ~ob alterLa~i~es. 
vii) Training Seminars 13 seminars were conducted with project funds with a total 
at"ve:1dance of 500 C •. ,. staff. In these seminars the experience of Pico y Pala was 
discussed accordir:[ +0 the region, lessons learned on the job were passed on, and the 
results of the pro:ec:-financed studies were presented and evaluated. 

.' 

vjii) Observationa~ rrips Approximately 50 members of the C.V. staff visited various 
Latin American cO'un'::-ies, especially Mexico, with the goal of learning in the field the 
experiences of similar labor-intensive road construction programs._ 
h. Road llJaintenar.ce - V:i th funds supplied dire,::tly by the GOC, C.-V. carried out 13. series 
ofmai~tenance worts or. 30 labor int.ensive roads constructed under an earlier program. 
US~1.2 million dollars was provided to repair roads completely blocked by land slides 
and the lack of proper drainage and final sllrfacing. They also constructed short detours 
i~ areas of heavy land slides. Also, during the process of constructing the new roads 
financed by AID, a portion of these,GOC provided maintenance funds were used to clear 
landslides. The f'u:,'Jre of the C. V. maintenance program is uncertain because of the lack 
of funds. Regarding :he roads constructed under this program, heavy emphasis was placed 
upon ad'3quate drair,ace a:1d proper surfacing. Tnese two factors will do much 'to reduce 
the maintenance j:rc,1.:1ems encountered on the average dirt road. On roads financed by this 
projeet, culverts of a minimum 24" diameter were constructed across the road each 100 
meters preventing s~reams from cutt5,ng the roads in two on the mountaneous terrain. The 
major maintenance e.:;~i .... ity on 'thEi new roads will consist of cleaning the lateral ,ditches 
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18. Evaluation findings about PURPOSE (Cont' ) 

Pag,e 
of 

and the culverts and filling holes. These are minor activities and the populat,ion 
be:ng served by the road can aocomplish this maintenanoe without difficulty. 

19. Evaluation findings about OUTPUTS and INPUTS (Cont' ) 

Pages 

Thu~, even though the project did not construct the number of roads anticipated in the 
or:ginal project design, it was very suocessful in achieving its more importan~ objective 
of building a sound ad~inistrative base for a far greater construction of access roads 
throughout Colomhia. 
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20. Evaluation findings about UNPLANNED EFFECTS - Has project had any 
unexpected results or impact, such as changes in social structure, em'iron
ment, technical or economic situation? Are these effects advantageous or 
not? Do they require allY change in plans? 

One of the surprising, unezpected findings which appeared during the evaluation was the 
realization that perhaps an integrated development program did not nec6ssarily have to 
be budgeted from "b6 initiation of the PiJO y Pale. program. The projt:lct was designed 
as an integrated rural development program with the Pico y Pale. roads to be only 
construc~ed ir. those areas ','Ihicr: were going to receive additional. inputs from the GOC's 
DE! program (a large integrated rural development project which is providing farm credit, 
education and llealt~ facilities.) However, for political re~sons, and to provide some 
benefi ts to towns other than those served by the DRI program, the GOG decided that the 
Pi co y Pale. roads would or.ly be constructed in non-DEI areas. The result ,has been bett·er 
tha:. Vie had expected. Vi j .had assumed that Vii thout a planned program the population 
servec. ley the roads would r.ot receive the extra services required. This assumption was, 
i~ part, false. Farm credit is arriving because the agent of the CajB Agraria can now 
drive -:0 towns in one hour which previously had required EJight hours on mille back. The 
agent was not willing to make the trip on mule back, but is willing to make the trip by 
jeep. A hospital at the foot of the mountain can now be reached by bus. Children can 
no\'.' attend schools bj' bus which, on horseback, were too far away. Improved services 
alread~' existed .in towns surrounding the rural areas and the new pico 'j' pala roads have 

(Cont' ) 
21. CHANGES in DESIGN or EXECUTION - Explain the .. :rationale for any 

proposed modification i.n project design or executioll which now appe: . 
advisable as i. result of the pre ceding findings (items 16 to 20 abo' ~) 
and which were reflected in one or more of the action decisions listed 
on page 1 or noted in Item 15 on pagel. 
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Evaluation findings about UNPLANNED EFFECTS (Cont') 

made those services accessable to the previously isolated populations. 

Pages 

It now appears that the road~ were ~he critical constraint in the development process 
and that the other needs of health, education, technical assistance, farm credit, 
electricity, etc., will develop by themselves if an energetic population has access. 
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22. LESSONS LEARNED - Wha t advice can you give a colleague about: development 
strategy--e. g., how to tackle a similar development problem or to manage a 
similar project in another country? What can be suggested for iol1ow~on in 
this country? Similarly I do you have an~r suggestions about evaluat ion 
methodology? 

Ti'!'7 mC'~, :.mpC'r .... ar.t program component which cont ri buted to proj6ct success WIlS the 
s,::l:>G~ :'or: c:",iteY'2.a. L:J.bor :'..~.-tensive roads had b88!", constructed before wit!" !,ID funding 
~ndeY' an ~arli8r e[r:'cul~ura~ sector loan. Ho~ever. the roads had been s6l6~'ed on a 
pcl:'..~ic.c.l basis. This prq;Y'8.lII, in contrast, first. funded a technical essisv:!!.ce study 
whic~ dB~'Bloped a satisfactory selection illBthodology which was tested and r6~~ned by the 
ir:1p"l8r.,en-:.ing age;IGY a"d ~hBn put into practice. This criteria ensured :,hB s6lection of 
roads in a,eas which were exactly suited for the labor intensive approach. It eliminated 
those areas ~heY'e a:~eY'native work was available; it guaranteed that the comnDr:ity would 
bf s~!fic:'..en:ly organized; and i~ placed the roads in areas of fertile land to have a 
good eco~om~c riturn. It.also eliminated selBctio~ on a political basis, by no~ permittin; 
":i:e ir.cL:sio;, in tilt! probrar:1 of p:"ospec'tiv6 roads vlhich did not meet the strir.gei selectio 
c:-iteria. In additio!! ,(\ the PY'oPOSI3G roads re,jected by Gaminos Vecinales, the USAID 
re":"3'::ej all propossd roads and vetoed several which did not have tht! minimum n~mber of 
pcsi-:ive poin~s 'to r6cei~e AIC financing. 

23. SPECIAL COMMENTS or REMARKS (For AID/W projects, assess like
lihood that results of project will be utilized in LDC's). 
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