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List oe Abbreviations to Identify Govea-nrent of Jordan and 

Related Agencica 

GOJ : Government of Jordan 

JVFA : Jord~ui Valley Farmers Awociation 

JVA : Jord.an Valley Authority 

JCO : Jordan Cooperative Organization 

,AOA : %,-nJ.atryof Agriculture 

FA/UOJ: Faculty of Ariculture, University of Jordwi 

AMO : Agricultural Marketing Orgarization 
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The JYFA was a fledgling organization with only 20 employees at 
: . the start: at these projects. The nature o JVFA und its activi

ties mde USAID assistance a highrisk undertaking. At the outset tLIl
*oa theprojects, the JVFA experienced predictable difficulties, 

-.-- being ,assigned -an -overly- ambitiaU3.-progamby 0witout-aeqdaeq,_e.
*-resources or planned follow-through on cooperation by supporting
 

Goverent agenoies. Conflicts botween an inexperienced Board of
 
Directors and part-time management, along with an ill-prepared
 
staff, all contributed to severe Srowing problems. USAD-funded 
host country contract consultants were caught up in thin environ
ment and largely, unable to adjust. Although these consultants 11101 
followed their term of reference, they dealt more in theories 
applicable' to a mature organization than to the realities they I 
faced with a subsequent loss in confidence by GOJ and, to date, 
a limited adoption of their recommendations by JVFA. 

HoweverL J FA is mturing and adjisting its program and policies 
more in line with farmer needs an4 the resources it has available.
 
It has postponed sme activities, others have been roassignod, and
 
sol abandoned. The loan and inp't supply schemes, both USAID
 
supported, have received.priority and are developing satisfactorily.
 
The US Asponsored training omprinent has been initiated to
 
upgrade JVFA staff which now numbers about 60. Continued support
 
to these activities is recoimende4, The farm management program
 
is ill-defined and inadequately staffed. Further support of this
 
activity is recomended as local staff become available.
 

14. Evaluation Methodology 

The first two evaluations called for in the Projent Grant Agreement
 
were passed over due to the lateness in arrival (Auptst 1978) o,'
 
the USAID-fumded host country contract consultants and The cub
sequent delay in their planned activities and progrm. In NovOeber
 
1979 USAID, in conjunction with the JO. dan Valley Fimers Acsocia
tion (JVFA), initiated the I'irst evaluation of the USAID-financed
 
JVFA activities. The evaluation nontinued through December, and
 
in March 1980, a draft report was prepared by the Miesion. Sinie
 
that evaluation, which was not ftnalized, significant changes
 

-have occurred within the MIA and its relationahip with acricul?.r-il 
related host country organizations. Also, in July 1980, the lait 
USAID-funded JVFA project ccntr:'actor, ar team lender, dear.ctod 
after preparing his, final report. Thus, in September and Octob:ir 
1980, this up-date of the previous draft evaluation was conucor. 
It focuses primarily on the prcvious3y identifod contrpu tu" 

,W_ ,WO I1 Wil41 



--

24 

\.p'Oblam areau, the impact of'subsejquent changes, and recommenda
tions for future action.
 

The initial (1979) in-depth review and evaluation of the JVFA m 
meetings involving the JYFA staff was bwwdupo& aseries at 

and USAID.and consultante, the Jordan Valley; Authority (JVA) 
over a period of severalwere.,Numerous meetings conducted 

weeks. Addiitiof --"~,eachdepar-~t'f-h- JF rprd 

shortin whichpapertheregtxdingJVFA senioritsstaff,accomplishmefte,the contractshortcomingsadvisorvi andand SIThese papers were reviewel it a senior staff meetingneeds. 


project status
participated. The'resulting evaluation report indicated 

as 	of January 1980, identification of problem areas and 
an assessment ofl
 

possible means and probability of overcoming the more pressing problems. 

This evaluation builds upon ana extends the earlier one 
by
 

nearly ono year and another operating season by JYFA. In-depth
 
new fullinterviews were conducted by Mission staff with the 

time Director General, JVFA (and -urrent data obtained from the
 

Credit andSupply Departments); the new Board Chairman, JVF.A;
 

the new Director General, Agriculture Credit Corporation (and
 

forder part-time Director General, JVFA); and the Senior Vice 
were provided by review
President, JVA. Additional in-sights 

in-houseof 	the-JVFA consultant team leader's final report, 
officers and field observations in the
discussions with USAID 

Valley. The primary objectives of this evaluation were: 

status and reach a better understanding
1) to document JVFA's 

or current problems,
 

2) fio develop rec undatiofl8 on means to overcome or inniizie 
the impact of these problems,
 

current needs and recommend how USAID
) 	to review JYFA's 

might best proceed.
 

15. External Factors
 

The JVFA was established under Low 19 which was adopted 
in 1974 


nearly seven (7) years ago and l a quite different social %nd
 

At that time, war and uncertainty had
economib environment. 
left the Valley nearly deserted and meaningful Infr.iatruu ,uru 

practically non-exlsten%. The population was primArtly oma1 

traditional, highly labor-intensive fCarming metods 	 1,1.
farmers using 
with little or no concept of mrdern agriculture technoloy. Thu 

econom of the Valley In 1974 ap quasi - oubsictonco aericulturo. 

The JVA was assigned the responsibility by the Oovfenmont of
 
the Valley's social ar.i ocenomlo
Jordan (OOJ) to bring about 


development.
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Ais subsequent efforts to develop t.he Valley(involving
%4GOJ's' 


Ssuccess. Schools, hospitalsi and 
cl inics, housin, highways i :
 

Seconomic inrLtructu, . The changes in agriculture have been i ii
dmoeie/.. ": 

an a i ca~alc .b-e d. d... ,- -..... 
•.~ qul, or.oe rmtic. !Land is beingbeeenedistributed by the ....


~ n s -c ontinue--o t .. ...

~~or drip irrigation.i: Using i1975 as a base index (100), thei
 

: Amma -- both fv
wholesale index for vegetable prices, in 1979 was 241 and
 that for fruits, anothrmor Valley crop, was 215 


exccessn choo l piae index of 137 Farmers are using
 

this incrsd income to urchase plastic tunnels and green
houses,install drip irrigation systems (often in combination
 

e bi izers
lh), andg 197ase i better seeds,
 
and pestioides. Foreign labor and outsid investment capital
 
with plai mtion 


tat flso fritsanohnificant input factors and are contribut

ing to further absen ee wnership of Valley farms. To be sure 
but the character f thetraditional fnmcm still exist, 


Valley is quickl becoming that of a capital intensive, high
 
aechnoloi,mode agriculture with proven potential for yield-


Ing aeryh returns. JVFA, its policies and programs, must
 

adapt tourt new environment to becomethe viable farmers' 

institution envisioned seven (7) years ago.
 

The JVFA was created by law to: (1) enable farmers to partici

pate in the development of agriculture in the Jordan Valley
 
through having a voice in the formulation of agricultural
 
programs, (2) increase their participation in the development of
 

the national economy, (3) ensure an equitable return from the
 
their crops, and (4) increase foodprodution and sale of 

production through more efficient utilization of available land 

and water in the Valley.
 

JVFA cannot achieve its objectives unless it is a strong, viable 

organization truly serving the needs of the Valley agriculture.
 

This means it must meet the needs of all farmers: large and small,
 

owners and tenants, rich and not so rich. Considering the magni

tude and rapidity of change, to continue emphasizing the smaller
 

farmer and the tenant/shareerop;er in its policies and programs
 

will place JVFA at a distinct dioadvatage to commercial input 

supplierb and alternativ, credit sources. There are significant
 
economies of scale to be realized in purchasing, handling, and
 

selling larger units of inputs sna in servicing larger loans.
 

JVFA should take advantage of these opportunities to spread iti
 

risk and to improve its rinancial poultion.
 

ulp-* sit* Ff, 
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.Notwithstanding the priority and importance given by the GOJ 
to the development of the Jordan Valley as evidenced In Its 

in that area, the GOJ has not given priorityheavy investment 
fact has failed to make, the policy and other decisionsto, in 

that are a prerequisite for effeoting necessary changes in 

the JVFA programs and activities to enable timely program-- total -agiculture__of_..the. Jordan~i.".Limplementation, --not to -mention--

Valley. Needed to be taken are decicions affecting such 
important areas as. marketing, farm management, roles of

various institutions and agencies whose responsibilities and
 

activities overlap, JVFA membership and access to supply and
 

services by non-JVFA members. 

16. inputs
 

278-1086: Jordan Valley Farmers Association Project 

The Project originally called for a U.S. contribution of (A)
 
5,5 person-years by consultants to advise JVFA inthe specific
 
areas o overal management/planning, (2) agricultural
 

credift, and (,)farm management guidance and information; (B)
 

14'mfitb'of'partIcipant, training, (C) 19 months of
 
shdiiYicoznB--t flt services, and (D) a small amount for
 

commodities, including three vehicles to support the advisors.
 
n I
The consultant contract was later amended to include 


additional advisor in supply procurement for 12 months.
 

the Log Frame have been provided inThe inputs as planed in 
large measure although with some of the usual delasy. However,,
 

the c6nsultants, since departed, were not as effective as
 planned and the participant training, now underway, haes 'Lagged
 hi•
behind schedule. 


JVFA and JVA have requested, and -,he evaluation t~mw concurs,
 

that the remaining project funds be u3ed by JVFA to finance 

(A) a supply advisor for two years to further upgrade an e:cpand

ing Supply Department, (B) a credit advisor for nix montho to
 

provide staff training and technical advice in all areas of tho
 

Credit Department, (C) a training component for selocted ataff
 

based on a forthcoming two-year training plan, (D) if technically
 

possible, a telex machine for private and quick connunication
 

with U,S. and other suppliers, and (E) three vehiclou rcr u.e
 

by the Supply Department to better serve more Valley farhers.
 

for Jordan Valloy Farmers Aasociation roject278-0207: Credit 

Inputs planned and/or intended for thic project included: (A)
 
procoadc
a seusonal loan revolving fund to consist of AID loal 


I 1U~7 0, 1. qt~U! h 
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GOJ contribution of JD 76pOOO 1,974,000)• -5-ketthe 1. million," a d2) Mns .. ltr:...' 
as well as the sales proceeds ($112,0) from 500 tons of 
FAO-donated. fertilizers; (B) the services of an agricultural 
credit advisor and training for the credit staff to be provided 
under.project No. 278-0186; (C) JVFA personnel, administrative 
and operating funds, surmlies, services in the supplies and 
markeiingareas; and (D) MnsrofAiute MOA) ..... 
extension personnel. 

The above inputs have largely been provided but the project
 
suffered from inadequacy in some essential aras. Fer example,
 
the iOA extension agents have not participated in the project
 
as expected. Also, there was a shortage in the number of staff'MO 
assigned to the JVFA Credit and Finance Departments and the 
personnel appointed did not have sufficient experience or 
training.
 

The evaluation team recommends that further advisory services 
of a U.S. credit consultant for at least 6 months be provided
 
under 278-0186. The conultant will assist in upgrading the
 
Credit partment, improving it performance and rai ing its 

eff'idiencry and advise 003T and USAID on the desirability of' a
 
study to re-evaluate the total credit needs of the farmers in
 
the Jordan Valley with particular emphasis on production
 
credit requirements. If thought to be desirable, such a study 
might well be conducted by GOJ. 

17. ..Outputs 

A. 278-0207 

1. Narratie oryo The JVFA Credit Department processes8
 
and an 9/9seasonal production loans to small farmer 
members totalling $ 1.5 millionar continues to revolve 
repayments for similar loans. 

Verifiable Indicators: JD 00,00' worth of seasional 
production loans averaging JD 800 and continued roll-over 
each year. 

Assessment, of Progress:. In the t~o crop aeason3 of' 19e78/ 
1979 and 3.97911980 JVFA made 767 loans totalling O'D 391,569 
and averaging JD 512. This yearI through September 1980 
there were over 550 loans made apxroximating a totalI of 
JD 400#000, Cor an averap,6 of abot JD 730. This~ brlngs 
the cumulative total of JFA loans from program inception 
through September 1980 to 1317 in the wnount o J) 791, 569. 
Thia is a satisfactory record witl. regard to total volwme, 
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however, judgement in the Mission is that loas have bee 
too 	small, with the result that farmers must borrow from 
other sources to meet their total production credit needs. 
The total volume, although increasing, currently meets only
 
a small portion of the credit needs in the Valley. Limita
tions on the size of loans to individual borrowers were stated
 
in Annex 1 to the Projeot Agreement to be approximately JD 800.
 
Implanentation Le'ter No. I limited project loans to any borro
wer in any crop season to an equlvalent of US $5,000. 1,hile the' 
 a 

evaluation team bas Judged the size ofproject loans to be too
 
small, the JVFA has followed limitations set in pro Iect :ocu
 
meantation. USAID will encourage JVFA to increase the size of
 
loans in its future lending.
 

B. 	278-0186
 

1. 	 Narrative'Summary: Orgenization and long range planning 
system established. 

Verifiable Indicators: Thorough review and recommendations
 
covering all aspacts of JVFA, including equity issues in mermb~r
ship and operations. Plan prepared and accepted. Development %f
 
data collection system which contributes to Association plann .ng;
 
continuing evaluation to enable JVFA to change and improve.
 

Assessment of Progress: Tie Frederiksen-Kamine contract conzilt
ants developed statements of policies and procedures for a
 
very wide range of JVFA activities along with supporting
 
forms, diagrams, and suggested means of implementation. Unfor
tunatoly, it appears few of the recommendaticns have been
 
implemented to date. The environment within which the advisors
 
were operating -- a new organization, a new and largely untrain.d
 
staff, a largely farmer-dominated Board of Directors with basi
cally no organization expo'ience, and a part-time Dlrecor
 
General -- was not conducive to developing and Lmplwmenting
 
an effective long-range opura. tion and management planning
 
system. However, some proraising changes have taken place.
 
The Board is gaining experience and some better qualified
 
members were recently elected, a man with significant 
organization experience hau just been elected Chairman of the 
Board, anda new, full-timo Director General has been appointed.
 
The evaluation team considers these to be positive developmenz.s
 
and assumes that they -ill continue in the same direction, The
 
new Director General has folloIed up on work done earlier by
 
a' Board select-cc mmittao on by-laws and requ~ntl,' ,.', ,....h,
 
with l.egal advisors he had prepared, received -VA approvV..
 
and forarded toarriftthe P '. Into,.er b4,-rwr: ,,r ntnr
 
persornel, finance, ,rnd ourply. Currently Law Ill :ihlch
 
established Jordan Valley Farmers Aunociaticn, is being
 

ial 4 ,L it": !;If' , ,'*d 1 
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reviewed and recommendations are bein- develoned for ils 
modification to enhance JVA's operating atility. Although 
the evaluation tem -;as not p!ivileged "n 2ce t,- ccntent7 

of the recommended b:r-la7:s or possible clanes in Law 19, 7TA 
and JVA officials indicated some very positive ,,teps were in

volved. In the absence of more definitive informaticn. the 
evaluation team asslizes that proposed changes in Law 19 will 

contribute positively to achievement of pro.iuct objuctives 
and the further develorent of the JVFA. 

The management inforration system envisioned in the project
 

has not materialized to date. The JVFA management is
 

moving at a measured pace and activating new programs and
 

taking on additional responsibilities only when resources
 

are available. Their current priorities are implementing
 

the credit and input supply schemes.
 

Undoubtedly the USAID-funded consultants have had, and will
 

continue to have, an impact on JVYA operations as attested
 

by the changes currently under consideration. But specific
 
. epend in large measure on,
recommendations for plannin 


and must await, a knowledge of and evaluation of these
 

changes. However, it is clear that the envisioned farm
 

management - management information system needs to recei;e 

More attention in support of the planning and credit functions 

and the proper role of the Fanm Management Department 

determined vis-a-vis the research and extension activities
 

of JVA, MOA, and the Facultyj (f A.riculture, University
 

of Jordan (FA/UOJ). 

Narrative Sumary: Credit Systesr..
 

Verifiable Indicators: Plan prepared and accepts i. Credit 

policies established and reco,.d keeping procedur,_ instituted. 

Assessment of Progress: An iiitial credit system, based
 

primarily on rules and procedures adopted by the Agriculturs.. 
Credit Corporation (ACC) as developed and put into operation. 

Forms for loan applications amd farm plans as well as record 

keeping procedures were desig ed ',d are being med. A 

revolving fund of more than Z 3.5 million was eQ.T'bli7hed and 

a contra account system developed to maintain the integrity
 

of loan funds. Fornms have alo b en developed, with USAID 
and 3;e dit:ributionassistance, for a cash flw statement 

of delinquencies and maturities c4 JVFA loans. 'These two 

forms have been accepted by tLe Pirector Gener-i, )VFA 'iho 
indicated they will be introduced into the systc::. Doelop

ment and institutionalization of effective lir.kafls with te 

Farm Management and Market:.ng Dep-.rtments have 1 icied; however, 

Linkage with the Supply De!artmert was estalblishfi ar. 

maintained. 

http:Market:.ng
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" The supervised credit ciollateral system envisioned-crop 

for JVFA has been hampered in both the crop production I~' 

anid marketing sectors. The MOA extension agents did not
 
and still do not play the critical role planned for them.
 
The lacdk of extension agent involvement obviated project
 
plans for the individual farm prcduction - supervised

-

has been the absence of the planned marketing centers which 

were aJasic component of the credit program. The market

ing centers were to provide the mechanism for farmers using
 
future crop production as loae collateral and loa settle

ment at, harvest time. Delays inthe development of the
 

marketing center system have contributed to reducing farmer 

loan eligibility because of there being no workable crop
 

collateral mechanism and to a higher than expected loan
 
delinquency rate due to the ab~sence of the planned crop
 
sales. -loan collection facilities. However, the major
 
.0c marketing center, El Arda, shold begin full-scale
 

Comercial operations in December, 1980, the second center
 

under. construction at Wadi El Yabis in,1981, and the
 
third and final center at South Shuneh in 1982 or early
 

3. Narrative Sumomary: Farm IOaagement. 

Verifiable Indicators:- Plan developed and accepted for 

(1) providing guidance to individual farmers and (2) collect

ing and analyzing crop and other farm data.
 

asessement ofhProgress: Formally, a plan was accepted
 
1979. en rie d t evaluation indicated that the
 

plan,was not well thought out and consequently'not
 
implemented. The current evaluation team has no basis,,
 

for changing that judgement, Although the Farm Management
 

Deprtm ehasnbeen establishe a Director appointed,
rnt and 

itappeared during evaluation team discussions atJVFA that
 
the Department's functions were not well defined and that
 
,it wasunderstiaffed and inadequately trained. The proper
 

role for JvFA in the area of farm management remains to be
 

determined.
 

VA'is working with 48 cooperating farmers in (imoznetrcati

activities relating to: (a) the %we of fertilizers, improved
 

seeds and pesticides, (b) disease and parasite control, and
 

(o) farming methods, up to and including harvesting prtotics.
 

MA plans to also use the informvtion developed fsor cos
 
be~
ean 1to
roefr'FS h raoffr aaemn 


returns analyses of alternative pvaoticehg Thiu prca ii
 

in its infancy but looks promising. To ene d'n* t
 

'tw I 44.:4 
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further development, the Director General, J.V.F.A.
 

urged the evaluation team to considei: two (2)man years
 
of U.S..farm minagement advisory support to assist the
 
Dpartment in developing an appropriate farm management
 
plan and'trairng the JVFA staff in various aspects of
 

project design and data collection and analyses. The evalua

.tion team stragly supports this request 'and further suggests
 

that JYFA provide adequate manpower for-training and develop
 
an agreement with Ministry of Agriculture, which JVFA and
 
Ministx f-xof Agriculture are currently discussing to utilize
 

MOA.'erension agents in the Valley. JVFA has offered
 

to supplement these agents salaries by JD 10 per month
 

as an Incentive for their assistance in developing and
 

monitoring individual farm plans and credit requirements.
 

Although the evaluation team strongly supports additional
 
U.S. farm management assistance, we recommend the loan
 

and input supply schemes continue to receive top ptiority
 

until they are fully operational.
 

4. Narrative Summ.y: Trained Staff.
 

Verifiable Indicatoro: Training programs and/or seminars i-,.
 
carried out by advisors and key JVFA staff members in I:
 

specific areas of their expertise. Seven or more JVFA
 

staff members (and perhaps farmer leaders) provided
 
participant training.
 

Assessment of Progress: Funds were authorized in the
 

proJect for 14 man-months of participant training. Active
 

usi i s at last now being made of the technical programs
 
for foreign agriculturalists courses offered by the U.S.
 

Department of Agriclture. One staff member recently 
completed a 4-week course in small-farmer credit distribu
tion and administration and two others are currently
 
enrolled in a 6-week course in the establishment and
 
management of agricu.tural cooperative organizations.
 

An earlier, short-term training program was drafted by JVFA
 
but isnow being revised and extended to better meet their
 
longer-term needs, The revised program should be available
 
to USAID by December 1980. JVFA Ias three branch offices
 
in the Valley and plan to open three more. In all likeli
hood at least two of the new canaters will require some
 
overseas training.
 

.,
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Additionally, the new Director General has requested 6-8 
weeks in the U.S. to observe end discuss small-farmer 
credit systems; cooperative organizations; input-supply -t61 
systems; citrus and vegetable production methcds; and 
produce harvesting, assembly, grading, packing, storage 
aiditibutit-systems Suc a-progra -caVikely
be developed through the USDA and the evaluatio:i tea
 
supportsiis request. The program of training for
 
the Director Gkneral should be timed to coincide with
 
the U.S. harvest period. 

The project also called for on-the-job training to be 
carried out by the FK contractors and key JVFA staff 
members. This planned activity was a near total Vailure. 
Key JVFA staff was inadequately prepared and did not 
have the time to conduct in-depth training prcgrams or 
seminars. The contractors fell short, receiving a rating 
6f'only 20% in the category "Local Staff Training and 
Utilization" in .VA's final ccntractor performance 
evaluation. 

5. Narrative Summary: Specific Studies. 

Verifiable Indicators: Studies carried out follo',,ng a 
determination by U.S. advisore and their counterpartc 
that they are necessary or useful to augment the project. 
Short-term consultants will urdoubtedly be involv.d. 

Assessment to Progress: A very significant and timely 
special study was conducted relating to marketing practiaes 
and marketing policy for fresh fruits and vegetables in 
Jordan. The study was undertaken in FY 1980 by the
 
Chemonics International Conau~ting Division, Wachington,
 
D.C. under contract to JVA. The consultants aseegsed tha 

current Jordanian marketing system and developed ipeciriz 
recommendations in ouch key areas as product quality and 

standardization, container dtondardizaton, Impcrt and 
export policies, market inforuation systems end ,%e role 
of JVFA in developing GCJ produce marketing centoro in the 
Valley. The consultants aldo tudied the potentlil fo' 
producer contracts and the ro)e of OJ national fCod and 
qgriculture policies and procram. While the atiuy wita 'Vell 
done, JVA does not now plan to hold tho rollow-oi, aomioar 
to discuss the report reconnerdationa.
 

*' mn-v~um. 



It appears a special credit study also may bo desirable to 
provide more complete and current information to G0J on 
farmer .credit- requirements, alternative credit aourceus,4 
and reasons for preferences among different sources. Farmerc 

seem unable or unwilling to obtain their entire credit 
needs from a single oource, ard credit policies nd 
procedurea..seemlconfusing and oftin duplicative oaong 
competing sources such as JVFA., ArC,andth ordan 
Cooperative Orgnization (JCO' in addition to privato 
sources. Such a study seems desirable and could be 
conducted by JVAO FA/UOJ; MCA, or possibly other 
Jrdaiian institutions or orgenizations. USAID could also 

rtp~such a study upon request. 

-;1 
t-:-5 

6. Narrative Sumara: Farm Supply S.9rtem. 

Verifiable Indicators: Improved procedures regarding 
purchasing, storage and distribut.on phased into ongoing 
supply program. List of pertinent input supplieri developed 
and maintained. - .-

Assessent of Proaes: The eteady improvement of the 
Supply Department Eas been one of the most sucoesiful 
aspects of the project. Althcugh a Supply Depart=ent 
consultant was not included it.thn original Frederikaen. 
Iamine -oontratz, the contract wag amended and the position 
added in Jume 1978. The Supply Department began iales 
of fertilizers, pesticides and improved seeds in.August 
1978 and during 1978/79 sold -D 196,000 or inputs at 
considerably below the previosly existing price levels 
of private comercial outlets. The first 8 mon.h' sale3 
of 1980 (OD224,00) have already exceeded the prsvicuo 
17 month total. 

The Supply Department censuitent'a tour was relatively short 
but much was accomplished in etaf'ing and equipring tlhe 
Department and developing procedures and forms to facilitate 
input procurement, product mir, storage, inventory control, 
distribution and promotion and sales. The Depart.ent'a 
procurement strategies ar. particularly well dei.ed wifi 
subs ttlal commercial contacts entablithed for bis1. input 
supplies. Additionally, ,IYA has socured core cluciva 
U.S, agency distributorshipsafor not only tho Jor'an Valley 
but for all of Jordan as weal, along with Lebanon, Syria, 
and Iraq for seeds, chemicals, micro.nutrlents, a otler 
basic agricultural inputs widely needed and used hrughout 
the Middle East. 

1A to, If 
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The 	evaluation tea rcommends a further 12-24 months 
of supply consvL1tancy to fill tho present void tid regain
the momntum previounly devel1oped. The supply function 
is critical to the overell jucoess of JYFA and izhighly 

rea toasruc ers ins famngeenut abl editana 

production credits. 

Verifiable Indietore: 

1. 	Eligible JVFA members are receiving assistance in
 

preparing farm plans. 

.Eligible members (especially small fau owners, tenants 
and sharecroppers) are receiving required productioncredit in cshb ard in in~d. 

3. 	Mebers are repaying loans as scheduled. 

Assessment of'-Progress: 

1. 	 JVFA farmers requesting loans are receiving limited 
assistance in the preparation of "Farm Pa.sns". However, 
such tam plans are submitted largely in a pro-t'orm 
innnr in as"much as they are a prerequisite to the 
loan. A critical review has revealed that the original 
concept of an individually tailored farm plan based on 
more efftioient land and water use and a more rational 
production strategy has largely been abandone. The 
intent was that the MU exension agent would have a 
principal role inthe development of the plan and that 
the farm income potential and farmer's abilityi to repay 
would be the basis for rmking the loan. Thij -ian not 
been implemented. 

2. 	In tu Clrot year (1973) oi' londing, 3'WA rude 336 loan. 
amounting to JD 1W,312. Loarw increased to 411 totaling 
JD 236,257 in 1979. This j(ar through Sepember 9.O, 
over 550 loans3 ore Ado, ot-.ling some 1D 40(C,0,0. 

,i+
 

+
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N 	 This brings the cumulative total of JVFA's oredit 
activity from inoeption to 1317 loans and JD 791,569. 

As tha above data shows, the oredit program expanded
 
from the first year of ler.dina to the second and to the
 

thrd,matched also by an increase in the average size
 
of loans. However, not al members appear to need or
 

.	 . desirethe loans offered, Lnd-JVFA has-not been-_,lly 

staffed in the Credit Deprrtment. These two factors
 

have limited the loans made to date but the likeli

hood is that an increased number and size of loans
 

will be made in future years as the program matures |
 

and, Valley agriculture cortin,.Aes to become more
 
capital intensive.
 

Tenants, 	who represent sone 60% of farmers in the Vallay.
 

are still seriously underrepr-sented in receiving JVFA
 
loans. A small systematic survey conducted eurly in
 
1980 showed their participation at only about 10%.
 
There seems to be evidenco, however, that tenanto
 
participation rate has ricen .recently, and JYFA has
 

* 	become increasingly aware of A.I.D,'s concerns over
 
this category of farmers. Th, small participatory
 
rate of tenants in JYA credit is believed to atem
 
largely from difficulties in obtaining the necessary 
co-signatures of land owncra to satisfy guarantee/ 
security requirements. It is assumed that one the 
marketing center at El Ar.a is in operation and a 

mechanism developed whereby crops are accoptud au , 
collateral in lieu of co-cipners, the participatory 
rate or tenants will uignfcantly increase. 

3. Following its initial lending season (1978/79) JVFA 
had an unreasonably hign delinquency rate (60%), bul.
 
through recent efforts the delinquency rolatud to the
 
outstanding balance has been reduced to 32%, tA cf
 
September 30, 1980.
 

B, 278-0186 
otinMarrstive Su rj: Assist Jordan V4ll0y Fmzerm onLa*o 

a stabliar policies and procedires and develop vl.,blo =;pora'ti:L
 

aystems In apecific arats of: .)overall manc i nt/an.t4;;
 
2) farm management duidance and Information; 3) rresI.
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Verifiable Indicators:
 

1. Staffed Association operating inaccordance with 
policies and procedures established. ' 

2. 	 Published operational policies and procedures for
 
a whole and for farm management guidance
Association as 

. and,.credit- operations. _particula.r. 

3. 	 Regular collection and evaluation of broad range of
 

social and economic data of importance to the
 

Association and its members. 

"44. 	 Credit system serving faners,' 

farmers..3. 	Farm management guidance system serving 
Individual farm plann being prepared. Regular collec
tion and evaluation or crop end other farm data from
 
all 33.develoinent areas.
 

Assessment of Progress:
 

1. 	The JVFA is fully staffed in all pertinent senior 
Establishpositions except the Deputy Director General. 


ment of the planned Agri-business Department and Market
ing Department has been temporarily postponed. Recruit
ing is underway for managers uf two of the three new
 
branch offices (the third manager isin place). JYFA
 

staff of 20 and has now expnnded to around,,
began with a 
60 employees but it faces stiff competition for trained 

JVA staff reoai ttent andor experienced personnel. 
retention are influenced by living/work conditionr
 
in the Valley. Fmcilitlas inthe Valley for Government
 
of Jordan 3tafr have ben Lmoioved by. added vono:t,ructlcn
 
of housing and should ease tis problem.
 

2. 	 By-laws and operating procedures are being developed 
(see: Outputs, 17 (B-1)). Operating policies wisre
 
developed for the Credit Department and uro biing
 
modified as the Department ezands rnd atur;.,
 

on the role* of *he Bonrd,Significant questions remain i;.the 	Credit Comitteet and the Director Gnur'-. L;; 
:,anivapprovals; farmers 	needs for uredit in the Vullo 

the role of J FA (see Outputs, 17 (6)); rnd the role and
 
ability of the Form Mansgeant Deprtmet to devlop...
 

the 	 iritdti pr;erwA.individual Cam planm in supprt of 

4 



Farm Management Department needs
 

to be better defined (see Outputs, 17 (B-3)). It
 

does not have the staff for "regular collection and
 

The 	role of J ,FA's 


evaluation of a broad rathe of social and economici
 

data". -The evaluation team believes that a data
 

collection program of this sort should not have been
 
for JVFA and more
included in the project paper 


logically. s the re ibility-f VA the"e
 
responsible for the social and economic develpment
 

of the Valley, or thi Department of Statistics.
 

Should regular surveys of a utrictly agricultuiral
 
,,,;
nature be desirable, the evaluation team suggests 


JVFA and UA might Jointly conduct such limited
 

surveys after consultation with JVA and the Depart

ment of Statisti-.s and coordination with surveyu
 

they have planned or unde'wa ,. 

4. 	JVFA's credit program is established and growing.
 
The number of farmers participating, the total
 

I 	 "Aamount of loans, and the average size of loan has 


increased annually (see Outputs, 17 (A)). Problems 
i '
 

co~ltedto resolving them. Additional staf f 
seemsdo remain (see Outputs 17 (B-2)) but JVFA6 


training and further U.S. advisory assistance are recormwmnded
 

in support of the credit program.
 

.	 The development of individual farm plans and establish

ment of a farm management guidance system are highly 
desirable objectives but onea for which JVFA is 44 

can 	rrovide personnel,
currently ill-prepared. If TVFA 


possibly through cooperation with MOA, then the
 

evaluation team recomendd U.S. advisory uaoisttnce
 
in developing a farm managemont program and utaff
 
trainng (ee Outputs, 17 (3-)).
 

19. Goal/Subgoal
 

273-0207 & 279-016
 

lields and produkt.n;Go2l: Increase Agriculturil 
Wove farmers' income.
 

a viable, ei'.,tive Farmer ,\.claizriSub-goa: Create 
,,
bonefit equitably w J'rdan Vallo er.I 

," ofp 
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Verifiable Indicators:
 

1. Trend of rising crop yields and increasing producticn.
 

Trend of increasing CDP in Jordan Valley. "-.
 

2. All segments of JV A inoneration.
 

3.' equity-test, credit oporations, inputs, marketing
 
'6tare bef tilrsmall famror(bh'ders........
functions, 

of 40 dunums or less and tenant farmers).
 

Status:
 

1. Increased Yields, Production and Farm Income: It is
 

too soon to expect JFA',s operation to have had a 
significant or even measurable impact on yields, prcduc

tion and eafna income. The credit and input oupply 
schemes are implemented and making progress and there 

is every economic reason to believe that increased 
two resourcesavailability of theue to farmers, and 

at lower than previously existing cost, should
 
positively influence these factors.
 

However, the level of coordinated GOJ support for 

agriculture assumed in the project has not been forth

coming and this is having a negative impact on projected 

or anticipated results. Considerable confusion 

remains-asto the roles and responsibilities of the JVA, 

JVFAt JCO, ACC, .AOA, FA/UOJ, and the Agricultural 
Marketing Organization (AMO) regarding agriculture 

in the Valley. JVFA is in competition with JCO and 
ACC in the credit field and the entire research
extension-demontration area contains voids, duplica

tions, and wn3mo ns among JVA, JVFA, MOA, and FA/UCJ,
 

GOJ action is sorely needed to sort out which agency
 

is in charge of xhich activities and under what terms.
 

Similarly, the GOJ has not come forth with the
 
',appropriate policies incorporating incontiv-3 to 

farmers and su;portlnal insti utions" that wac aouned 

in the project. 0Ot has continued its policy of 

*subsidizing food pricen and imports to conwmor. rather than providing mrnninge'ulproduction incentives 

e 'IncAl farmers. Suc." J measures as ?Ontrolilng 
retail prices of frUit: And iegetables, crops so 

iuportr.nt to Valley agr!Lc:ultu'e, and occnsionil ')xport 
embargoi wrtually are dkjincvntive5 to produJtioun. 
The traditional, l " ±- marketing syu#'m
 

'!
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remains intact but with reascnable hope that the
 

ccmpleted center at El Arda and two additional
 
planned centers will impact ;ositively on the
 

current system. However, a report with very good
 
for freshrecommendations on iarketing policy 

fruits and vegetables was presented to JVA in 'S 

May 1980 by Chemonics International Consulting
 
been no positive goveimment
Division_but there has 

t e
response or follow-up acti6n -Thu-s--i ns the.
 

GOJ has given little organized attention %o
 

'agriculture and relied more on the private sector
 

in the Valley while moving ahead very effectively
 
econoin developing the Valley' other social and 

litmic sectors and infrastructure. 

All envisioned
2. All JVFA Activities in Operation: 


segments of JVFA activities are not in operation
 

and not likely to be in the near future. The
 

credit and input supply schexes are off to a promising
 

start and the training aspect of the project has
 

- been initiated. USAID in the Project Paper (Broad 

. Scope of Proposed Activities ) correctly expressed 

concern about the numerous activities conceived for 

JVFA and the requirements they would impose on a
 

new organization with its limited and largely ill

prepared staff.
 

The marketing function, particularly, is behind
 

schedule in spite of considerable non-U.S. donor
 

* assistance in infrastructare, the El Arda marketing 

Center (Netherlands) being the most notnble. A
 

two-month test run was conducted at El Arda in
 

1979/80 and comnercial operation is planned for
 

1980/81. The British are furnishing the services of
 

a marketing advisor. Two additional marketing
 

centers, one under construction in the northurn Valley
 

and one planned for the southern Valley, are don.or
 

financed. However, JVFA doec not have the rosources
 

to operate these centers or provide the supporting
 

services. Consequently, JVA has been assigned thic
 

task by GOJ, at least temporarily, in support of
 

JVFA's designated responsibilities. The :jloncibiliti 

of AO, if any, in the marketing activity hao not
 

been identified.
 

I*.. 1') 
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JFAs original plan for an Agri-business Department 

has been wisely postponed. The box factory (s) to 

support the marketing canters will likely be built 
with Dutch assistance but will not be operated, at 

least initially, by JVFA. The earlier plans for an 

equipment repair and maintenance unit and farm 

service ulit including a custom chemical spriying 

-
been postponed indefinitely.operation- seemto have 

for a JYFA seedling nursery have been abaffdonedPlans 

Although these marketing and A'armer service activities 

are extremely important to Valley agriculture, JVFA 

not have the staff to implement andcurrently does 
This situation Is very unfortunate asmanage them. 

that would place JVFA in continuingthey are activities 
contact with farmers. But the realities of manpower 

constraints have been faced and these activities, at 

least for the near term, must be provided by other 

parties or deferred. It is tne evaluation team's 

understanding (JVA-JVFA discussions are underway) 

*- that the Valley produce and citrus marketing system 

and possibly the box factory(s ) will be managed and 

operated by JVA, with JVFA participation to the extent 
as JVFA is prepared topossible, until such time 

assume full operational responsibility. A major 

question remains, however, of JVA's ability to 

adequately carry out these additional responsibilities. 

3. Meeting Needs of Small Farmers: As an equity test 

the Project Paper specified that JVFA's services such
 

as credit, inputs, and marketing should benefit 
small
 

farmers, tenants and sharecroppers. The Project 

Agreement and PIL's, however, defined the target
 

group as landowners farming 40' dunums or leas. The 

character of agriculture in the Valley has changad 

drastically since Law 19 was adopted in 1074 and 

project emphasis seems to relate more to Law 19 than 
to current realities (see External Factors, 15).
 

1. (seeDiscussions are underway in COJ to modify Uii 

Outputs, 17 (B-1)) and tiw evaluation team racon'nends 

USAID be supportive of t.hi ,.ffor, +W 

achieving the project'.; goal. to inreawe ti4.ie.u~tura! 
yields, production and f'a,. income in the Vii.ley 

V=. 
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using JVFA as th,. principal implementing vehicle. 

To be successful JVFA muist spread its risk and 
costs by providing equal access to their services 

to all farmers. JVFA is following this policy to
 
the extent Law 19 provides authority. Article 7
 

on Memberships is not clear but seems to limit
 

JVFA memberships and hence services, to farmers
 

at las 1 unms. JYFA, however ,
-cultivating 

is making loans to farmers with as little as 10 

dunums. JVFA seems to be striving to meet its 

legal requirements and yet be flexible in keeping 

'with the spirit of GOJ' s agreement with USAID 4 dw 
and the needs of all Valley farmers. 

Equity of credit services for tenant and share-

Without
croppers does, however, present a problm. 


land these farmers are required to follow a
 
cumbersome procedure of obtaiiing a formal "leace"
 

agreement to become JVFA members. Then they
 

must obtain two co-signers who have collateral
 

* as security with at least one being a landowner.
 

Landowners reportedly are extremely hesitant to
 

provide leases because of their possible future
 

implications for GOJ's oaid radistribution program.
 

Co-signers are also often hesitant to become
 

involved in a financial matter where the borrower
 

has little or no collateral. The evaluation teem
 

believes JVFA rightly requires security for their
 

loans and has no certain uolution to the credit
 

problem of many tenants and sharecroppers until
 
..
the planned crop collaterul program becomes active 


with the completion of thu nmnketing centeru, 1:i
 
privnte
the meantime farmers do h,,ve access to 


sources of credit but certainly at rates higher
 

than JVFA's. JCO is also a possible low-cot
 

credit source depending upon the tenants needs
 

and cooperative aCtiliatiun.
 

Gaining a voice in JVFA'a policies also continues 

to be a problem for the siallr farmer. The grais

;roots, one farmer-one votu system visualized in Uiw
 

19 is caught up in -he rolity of a tribal-uliit
 
Davet ,-pwent Committc ';envi'onmet. The Area 

practically non-Cunctiunal anl the duties and
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authority of the extension agonts as conmittee 
secretaries have not been cla:'ified. Althougn thure 

have been alleged efforts by one or more Board members 

to further their own commercial interest, the evalua

tion team was told that the current Board is far 
and the proposedmore responsible than the previous one 

down.self-interest actions were voted 

-A -matures-and-and- .edio tributiOn-coftilues,_ 
the elected members of the Development Area Councils,
 

the General Assembly and the Board should become
 

more responsive to the needs of all members. This
 

will be a longer term, evolutionary development
 

which will also be conditioned by other socio-economic,
 

developments in the Valle, including the changing
 

* role of imported labor and otside capital investors. 

Possible changes in membership requirements during 

the modification of Law lc cc-'1d also have a major 

impact on the voice of the smller farmers. However, 

the evaluation team does rot foresee a significarnt 
- change in the current tribal-elite election process 

in the near future. As in any open democraticelection, 
the better Inown, more influential candidates usually 

prevail. 

20. Beneficiaries
 

The JVFA has been hampered by memtership restrictions under
 

Law 19, loan collateral regulatiorns and a shortage of trained
 

staff in addition to private and public competitive Vtrc'
J in 

the Valley. Admittedly JVFA has not reached the proje.t-targetcl 

majority of tenants ond sharecroppers fully and by law cannot extendl 

membership to landowners cultivating less than 15 durnms. 
However, during its short life, J%FFA membership has continued 

to grow and currently stands at atout 4,300 of an ettr.ated 

6,000 Valley farmers eligible for mewbership, 

21. Uplanned Effects 

None.
 

22. Lessons Learned 

1. JVFA's problems in fulfilling its assigned miZsion ead thu 

less thar satiuautory reuult of' the USAID-t"Mn-".iau hont 

JW4 17e1,'o" 
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country contractors are largely traceable to Law 19 and
 
the extremely broad and ambitious program JVFA was 


Article 12 states that the Associationassigned by GOJ. 

shall have the follouing functions: 


a. 	 To provide loans and the agricultural inputr. required 

by its members for agricultural production, including 
asagricultural equipment, tools and materials ouch 

be provided in the cuantity,seeds and pesticides, to 

quality and dates requiredi.Ixi
 

tob. To undertake agricultural operations common all on 
insect control,some of its members, such as pest and 

harvesting and transportation of crop to assembly and 

marketing centers, including their sorting, packaging
 
for 	marketing according to t'he condition3and 	preparation 

and specifications laid down by competent government
 

authorities.
 

c.-	 To sell and market the agricultural crops of its members 

in wholesale markets inside the Kingdom and marketing 
centers abroad. 

For a completely new organization, with a small and larv.ely
 

ill-prepared staff, the assigned functiots have been over

whelming. The USAID project preparation team expressed
 

concern about the very broad scope of activities conceived
 

for the Association and hoped the Association would "move
 
overslowly and carefully over a period of years" in taking 


their functions.
 

The lesson learned is that too much was expected of JVFA too 

quickly, And despite USAID's initial insight to the problem, 
to thethe USAID-financed contractors seemed unable to aidjust 

situation and continued to prepare plans, operating procedures 
mature, well-staffedand policies more in line with a 

had resulted in a itoro limitedorganization. The diverge:.ce 
applicability and adoption of their proposal.3 than originally
 

planned. Theory appears to have overshadowed praaticality
 

with a subsequent lack of cnfidonce by JVFA in the advisoiw'
 

abilitiev.
 

2. 	 Select qualified contraitors. in their finil ewvitlon of 
gave the Frederiksen-Kaminethe contractors' performnce, GO 

staff high marks fcr adhering to the scope o work and timely 

, 
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submission of required reports. However, on a scale of 0
 

to 100, the contractors were rated only 60 on their
 

technical qualification, O on planning to achieve project
 

purpose and their relationship with cooperating country
 
nationalst 30 on the candor and usefulness of their reports
 

and a' very low 20 on effective administration and manage-

GOJ further noted that the contractors
ment of commodities. 


a team.
appeared disorganized and did not work together as 

contract perconnels....---- A-more-thorough-review!of-the-p1oPoSed 

technical qualifications and previous experience and
 

performance under a similar work environment might well 

have avoided the causes of this basically negative
 

evaluation. 

A somewhat general pair of project agreements
3. De explicit. 
left resource requirements and some critical relationships
 

undefined. As the J7FA operation got underway and the
 
consultants arrived, it became clear that GOJ wan not
 

prepared or not able to put forth the needed inputs or 
some tough and probably unanticipatedeffectively make 

TWA develop and operate as
decisions required to have 

bnvisioned.
 

would have been far ,better to have had a clearer mutualIt 

understanding on the requirements of the total JIFA program,
 
those particular facets in which USAID was participating 
and the intended beneficiaries, and the specific authorities
 

of various GOJ agencies supportingand responsibilities 
JVFA activities before undertaking the projects. USAID 
developed a critical path analysis of the program intended
 

for JVFA in mid-1979, about a year after project implementa

tion. The analysis surfaced a number of isnues and 4!lj i 
clearly indicated that the intended program was overly
 

been very useful toambitious. Although the reults have 
redirecting rephasing .TVA activities,USAID and OOJ in and 

it would have been more useful had the analysis been done 
earlier and aa a mututal effort.
 

23. Special Coents or Remarsu 

A. Thes evel of GOJ support for agriculture assumed in *he project 
has not been forthcominfg ard 01i is having n oogativo impunrt 

on projected or anticipated results. Considerable confusion. 

remains as to the roles and respcnsibilities oA' the JVA, JJ'A, 
AMO, JCO, ACC, MOA and FA/UOJ re~aarding agrioulture in the
 

Valley. JVFA is in compoetiton "ith JCO and ACC in the
 

#" A 
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credit field and the entire research-excensiondemonotra
tion area contains voids, duplications, and urjcnowns 
among JVA, JVFA, MOA and FA/UOJ. GOJ action is sorely
 
needed to sort out which agency is in charge of which
 
activities and under what terns or relationships.
 

B. 	JTFA cannot achieve its objectives unless it i a strong, 

stable organization truly serving the needs of V!alley 

agiulue .---Ti-maw-imwt.methe_.need-s .ot. all_ 
overs and tenants, rich andfarmers -- large and rsmall, 

not so rich. Considering tne magnitude and rapidity ofi 

change, to continue emphasizing the smaller farmer and 
the tenant/sharecropper in its policies and programs 
will place JVFA at a distinct disadvantage to commercial 
input suppliers and alternative credit sources.
 

C. 	Recommendation Highlights
 

1. The remaining project funds be used by JVFA to finance 
(a) a supply advisor for two years to further upgrade 
an expanding Supply Department, (b) a credit advisor 

for at least six months to provide staff training and 
technical advice in all areas of the Credit Department,
 

(c) a training ,component for selected staff based on a 
(d) telex machine,forthcoming two-year training plan, a 

if technically feasible, for private and qui1ck communica
tion Nith the U.S and other suppliers, and (e) three 
vehicles for use by the Supply Department to better 

serve more Valley farmers. 

2. 	 Although JVFA's credit program i3 growing, it appears a 
special study may be desirable to provide more complete 
and current information on farmer credit .equirementi, 

JVFA and competing credit sources loan criteria and 

policies, and how the USAJD-JVFA reimbursable agreement 
supports or hinders an efficient and effective credit
 

program to Valley farmers. Such a study could be
 
conducted by the suggested credit consultant or by GOJ
 

agencies such s JVA, MOA, or FA/UOJ.
 

3. 	 The role of JVFA's Farm Management Department nods to 

be better dofined vis-a-vis the research 2nd extension 
MOA, and ine FA/UOJ. Tho devolopmentactivities of J1., 

of individual f%=.' plar.3 and estblishmer.t of a farm 
guidance system are central to JVFA's planned pro&ram 
and highly desirable objectives but ones for which it 
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is currentlj ill-prepared. USAID/J strongly supports
 
additional U.S. farr manarenent assistance but JVFA
 
must first provide perscnnel for training (poosibly
 
through cooperation wittn MOA). In the inean'.ime, it
 
is recommended that the credit and input supply
 
schemes receive -op USAID priority until they arn.
 
fully operational.
 

-_4. .-,The -Farm.Management_ epatnent does not_ havo thestuf 
for "regular collection and evaluation of a broad
 
range of ecnonomic and social data". A data collection , 
program of this sort is more logically the responsibility 
of JVA or the Department or' Statistics. Should regular 
or limited surveys of a strictly agricultural nature 
be proposed, it is suggested that JVFA and MOA may 
Jointly conduct the surveys, after consultation with 
JVA and the Department of Statitstics and coordination
 
with surveys they have planned or are underway.
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