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EVALUATION SUMMARY
 

Project Background:
 

The Integrated Regional Development Project was designed in 1978 and 1979.
 

The Project Agreement was signed June 28, 1979. The project's goal was to
 

further socioeconomic development of priority sierra and high jungle regions,
 

income opportunities for the poor

with emphasis on increasing employment and 


in key market towns and surrounding rural areas. The project's purpose was to
 

strengthen a decentralized regional planning capability and establish a
 

mechanism for financing and executing priority sub-projects in selected market
 

the sierra and high jungle. The departments of Junin
 
town and rural areas of 


and Cajamarca were selected as the principal sites of activity for the
 

project. The then existing Departmental Development Committees were the
 

organizations with which project activities were initiated.
 

The technical assistance activities under the project were carried out through
 

Local Revenue Administration
the S&r/Multi-Sectoral Development Office 


Cooperating Agreement with Syracuse University. Dr. David Robinson has been
 

and has served as advisor in Junin and Cajamarca. He is

the Chief of Party 

currently the principal advisor in the department of Junin. Dr. Ray Bromley
 

has been the senior advisor in Cajamarca since August 1981. Various other
 

short-term have been contracted. The contract Uith
advisors of medium and 

Syracuse University will terminate on December 31, 1983.
 

Rural Works
Implementation of the Regional Administration and Public 


the hiring of personnel, purchase of commodities,
components eventually led to 

units called
and execution of studies and construction through project 


PRODERIN's. In late 1981, the Departamental Development Commmittees ceased to
 

exist and in their place were established the Departmental Development
 

A vacuum developed when the Committees disappeared and
Corporations (DOC's). 

the DDC's were organizing themselves and taking on functions and staff. On
 

January 1, 1982 the PRODERIN's came- under the organizational aegis of the
 
a
Prime Minister's Office, at least temporarily being classified as 


more or
national-level Special Project. They continued to function becoming 

in the two departments.
less autonomous project management units operating 


Through 1982, Project activity steadily increased in areas of planning,
 

studies, training, and construction of rural public works.
 

were better financed and had
Unfortunately, largely because the PRODERI''s 

difficult period of institutional formation,
already gone through the 


DDC's.
difficulties and institutional jealousies arose with the ever-growing 

the DDC as specified in Law of
The basic and certainly most visible role of 


was to design and execute public works using
Corporations of December 1981, 

This meant there was a direct overlap of functions
central government funds. 


their public works
between the organizations. The basic difference between 

time and resources in eliciting
activities waz that PRODERIN staff invested 


the participation of beneficiary communities in planning and conotruction,
 

covering costs and creating a potential for self-sustaining development. The
 

DDC's planned and executed works almost exclusively through contracts with
 

local companies. The Mission, recognizing the conflict, began the process of
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view towards a complete integration of the
 
evaluating the project with a 


PRODERIN's with their respective DDC's.
 

were
 
On January 1, 1983, the PRODERIN's staff, functions, and capital goods 


to the DDC's of Junin and Cajamarca. In reality,

officially transferred 


that the project was officially

however, the integration only meant 


Significant

a budget category within the overall DDC's budget.
transferred as 

as DDC jealousy and PRODERIN mistrust were exacerbated. 

Adding

problems arose 


the effect of economic austerity as the central
 
to Project difficulties was 


government was extremely reticent to disburse budgeted counterpart for the two
 

but the PRODERIN's experienced

Loan funds were available
project offices. 


serious difficulties due to the shortage of counterpart.
 

not begin disbursement until mid-1983
 
One component of the project which did 


for the serious delay in
 
is the Market Town Development Fund. Reasons 


given to rural public works study

beginning disbursement was that priority was 


the MTDF was essentially unknown,

and execution by the PRODERIN's because 


working relationship between the
 
difficulty in establishing a satisfactory 


Bank through which the money was
 
and the National Housing
PRODERIN's 
 towns in
 

channeled, and a confusing translation of the concept of key market 

were
Project Agreement. Sub-project proposals


the Spanish column of the 

was not funded
first was approved that year, but it 
formulated in 1982 and the 


the project based on the
 
because the beneficiaries withdrew their request for 


they would receive project benefits without paying for them. In May,

belief 


implementation followed
 
1983, the first sub-project was approved and entered 


There appear to be a significant number of
 by two more in June and September. 


sub-project proposals nearing final approval at this time.
 

Evaiuation Findings:
 

the project's first evaluation which
for, and organized,
The Mission called 

Major findings on
 a multi-disciplinary team. 


was conducted in March, 1983 by 

for improving


project achievements weaknesses and recommendations
and 

on evaluation findings


will be reviewed below. Based and
 
implementation 


improving project implementation in the two
 
further Mission study, means for 


impact to other departments,
for expanding project
departments and 

the n.Ational level were
serve them at
municipalities, and organizations which 


developed.
 

I. Project Achievements:
 

in helping develop and in beginning to
 
a) The Project was successful 


Cajamarca and Junin. The
 
institutionalize local planning capacity in 


community needs, set
 
PRODERIN's demonstrated the ability to assess 


and design development plans, select works 

objectives, develop 

tor
 

implement rural works programs and
 prefeasibility studies, program and 


evaluate and learn from their experience.
 

a vacuum in the departmental planning

b) The PRODERIN/Cajamarca filled 


about the department's development

process, helped shape the dialogue 
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prepare Cajamarca's new development
alternatives, and helped 

corporation's (CORDECAJ) first development plan for 1983-85.
 

c) 	In contrast in Junin the INP (National Institute of Planning) has
 

played a stronger role.and has more actively coordinated the resources
 

of the PRODERIN and the Corporation.
 

Plans of both PRODERIN's reflect good general assessments of the
d) 

the 	Department, identifying key market
characteristics and problems of 


within which
towns and their connected rural areas and micro regions 


strategic investments might be made.
 

e) The PRODERINs developed the capacity to identify and prepare
 

studies of small scale rural infrastructure projects and
feasibility 

to implement construction of these projects by direct administration
 

with high levels of community participation and cost effectiveness.
 

f) 	PRODERIN rural works projects in both departments are generating
 

significant benefits to rural households, justifying the USAID and
 

host-country resources invested.
 

g) The PRODERIN is the only organization that invests in human resource
 

development as well as in infrastructure, increasing initial start-up
 

but which is essential for promoting sustained rural
costs, 

development and lowering project construction and maintenance costs.
 

h) 	Significant regional differences exist for cost/efficiency .comparisons
 

of rural works sub-projects.
 

2. 	Project Weaknesses
 

into the DDC's of the planning and execution
a) Institutionalization 

by the status
improvements achieved by the PRODERIN's is constrained 


of the PRODERINs as autonomous organizations whose functions duplicate
 

or overlap with established departmental agencies. They became
 

autonomous when the Departmental Development Committees were disbanded
 

and corporations were created in their stead. In the interim as the
 

corporations took on their responsibilities the PRODERIN's became
 

essentially autonomous.
 

b) Use of the market town fund has been difficult because (1) many of
 

they key decisions regarding the fund lie in the hands of
 

organizations other than the PRODERIN; (2) the Housing Bank's
 

procedures process for review of sub-project proposals have been
 

cumbersome and protected; (3) the ability of Municipalities to borrow
 

is next to nil; (4) it was not accurately
Central Government funds 

defined in the Spanish version of the Project Agreement (Convenio).
 

c) 	The integration of the PRODERiN's into the Departmetal Development
 

Corporations, as required by law, raises serious problems for morale
 

and for the preservation of some of their distinctive aspects.
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3. 	Evaluation Recommendations
 

commitment to provide counterpart financing,

a) 	Subject to GOP renewed 


least July 1985 to allow the
 
extend the Project Agreement to at 


their on-going
in Junin and Cajamarca to complete
PRODERIN's 

important
institutionalize their most


sub-project work and to further 


features within the Departmental Corporations and INP 
offices.
 

b) 	The mixed model for integration of the PRODERIN's into the
 

key from
 
Departmental Corporation's is preferable. Should managers 


to key management

the 	PRODERIN in Junin or Cajamarca be appointed 


to 	the
 
positions in the corporation, it might be feasible to move 


fully integrated model described in the Evaluation.
 

element of PRODERIN activity should
 
c) 	The human resource investment 


continue to be a basic part of the IRD Project concept.
 

d) Use of community leaders as para-technicians in promotion and training
 

costs, increase sub-project volume and improve

activities to lower 

public relations should be encouraged.
 

was 	to
 
e) The object of the Market Town development Fund of the project 


and flow to the
 
apply regional economic planning market analysis 


a for financing and executing priority

establishment of mechanism 


in priority Market Towns,

sub-projects with anticipated major impacts 


achieved

but this objective has not been achieved and will not be 


under existing arrangements. Various alternative approaches should be
 

tried to improve implementation of this component
 

technical

f) Continue to provide long and short term regional planning 


assistance to both the Corporation and INP Offices in Junin and
 

to facilitate the integration into these organizations of
 
Cajamarca 


methods and concepts. A
 
the PRODEREN planning and implementat:ion 


level to

Senior Technical Advisor should be assigned at the National 


implementing the

assist this and to facilitate the revised approach to 


Market Town loaD fund described above.
 

4. 	Post-Evaluation Actions:
 

After the evaluation was completed, a meeting was held between the Office
 

Executive Secretary, and USAID,

of the Prime Minister, represented by its 


A Memorandum of Understanding was developed,

represented by its Director. 


signed on March 30,

which is attachment No. 2 to this Action Memo, and 


1983. On the basis of the understanding, a major redesign effort was
 

launched to develop the TAT programs for the Office of Coordination of the
 

Departmental Development Corporations (OCC) and the National Institute 
for
 

implementation of the MTDF

Municipal Development (INFOM). Improvement of 


pursued

component and of the organizational integration process was 


simultaneous to redesign.
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The redesign effort has been organized by the Project Hanager and has
 
of
involved, related to the regional planning - OCC TAT Plan, the work 

Patricia Salinas, the current advisors - 'ay Bromley and David Robinson, 

Allan Austin worked on the municipal development - INFOMand Larry Mann. 

TAT Plan. Both the OCC and INFOM have been intimately involved in
 

all from
and constant consultations at stages
collaborative, collegial, 

conception to finalization. Ic is completely accurate to say that the TAT
 

Plans are their programs not something imposed on them.
 

At the same time as the redesign work, the integration of the PRODERIN's
 

and the corporations was completed. Taking the lead from the Memorandum
 
appointed an
of Understanding, the Office of the Prime Minister 


experienced Public Administration expert through an inter-institutional
 
Administration
personnel loan from the National Institute for Public 


(INAP) to assist in the process. Through trips to both locations, a
 

Supreme Decree was drafted and published on August 9 legally defining the
 

manner of integration and fixing target dates for submission of general
 

specific plans and for commencing the actual integration. A
and 

formed consisting of the INAP consultant, several
monitoring committee was 


OPM staff, and the Project Manager, which regularly met to review the
 
It is
status of the integration process and identify necessary actions. 


say that it appears that in both Junin and Cajamarca integration
fair to 

plans were developed which will provide for continuation of achievement of
 

the objective of strengthening the corporation's planning and
 

implementation capacities through the transfer of PRODERIN personnel and
 

the acceptance of project objectives as key to the work of the
 

The execution of these integration plans is experiencing
corporations. 

difficulties and will continue to be monitored.
 

5. Specific Changes Undertaken:
 

the
a) Project Authorization Amendment No. 3 modifies the definition of 


Project. It adds the key words "decentralized regional planning and
 
the and
project implementation capability at national, departmental 


municipal levels establishing a", to clarify that project activities,
 

except the Key Market Town Development Fund and the Rural Public Works
 

Fund, will be carried out at the national level, and in departments
 

other than Junin and Cajamarca, and with municipalities in other
 

departments than those two just cited.
 

b) Project Agreement Amendment No. 6 makes two significant changes.
 

First, the definition of the project is amended to allow project focus
 

to include work at the national and departmental levels, other than
 

Junin and Cajamarca. The PACD is extended to December 31, 1985 in
 

order to allow sufficient time to implement all significant aspects of
 

the revised program and to disburse all componients of the Project,
 

particularly the slow moving KMND2.
 

a new
c) Annex 1 to the Project Agreement is deleted in its entirety and 


version is substituted. Changes include:
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as opposed to the

(1) 	Departamental Development Corporations (DDC's) 


Committees are named as the

defunct Departmental Development 


to throughout (beginning page

departmental institutions referred 


1).
 

identified

(2) The two national level institutions, OCC and INFOM are 


TAT activities (page 1).
as recipients and channels of the rwn 


is expanded to institutional strengthening
(3) 	Project strategy at
 
levels tirough
the national, departmental, and municipal 


improvements in planning and administration (page 2).
 

includes

(4) 	Project Elements - Institutional Strengthening (pp 2-4) 

through provision of TA,

strengthening of national offices 


training. prime objective
administrative support, and The 	 of
 

INFOM is the improvement of their ability
strengthening OCC and 

to provide TA and training to DDC's and municipalities. Selected
 

other DDC's as well as those of Junin and Cajamarca will receive
 
subproject development
support to strenthen regional planning and 


Expanded technical assistance is then
and appraisal capacities. 

in the form of 2 long-term advisors
terms
identified in specific 


in Cajamarca and Junin with expanded responsibilities to work in
 

neighboring departments, 1 long-term TA with the OCC full time, 2
 

short periods with DDC's identified by
rotating TA working for 

with INFOM.
the OCC, and one long-term advisor working 


a part of the program with both the OCC
Short-term TA would be 

and INFOM. Training, research, manual publication, and limited
 

would also be provided to OCC and the

administrative support 

INFOM.
 

fund is reduced in total
(5) 	Project Elements -KMTDF (page 4) The 

from t8 million to t5.65 million. The 	fund is renamed Key Market
 
Fund was clarified in
Town Development Fund. Use of the 


Implementation Letter No. 43.
 

(6) Project Elements - Loan Technical Assistance (pp 7-10) The loan 

TA program of t2.454 million (transfer from MTDF = t2.35 million; 

residue from previous budget W104,000, some of which is 

The six areas of the program are identified.
disbursed). 


various specialties called for in the

(7) 	Table I (pp 8-9) - The 


program are presented.
 

- The role of advisors(8) TA to Departmental Corporations (page 10) 


in Junin and Cajamarca is described and the expansion of their
 

work to neighboring departments is described
 

(9) TA to Municipalities (pp 10-11) The program's work with INFOM is
 

detailed.
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(10) TA to other Corporations and the OCC (pp 11-12) The program is
 

described for OCC and other corporations.
 

(11) 	The Project Financial Plan has been redesigned.
 

and 	Table III (pp 16-18) Frum
(12) 	Implementation Schedule (page 14) 


September 1983, key implementation events are identified.
 

19) 	 New program components
(13) 	Project Outputs and Targets (pp 14, 


have been listed with existing components.
 

(14) 	Project Coordinating Unit A new coordinating unit is identified
 

and will include key OCC/Prime Minister's Officer, INFOM, DDC,
 

and AID representatives.
 

6. 	Timetable
 

As it stands now in the following is the timetable for beginning
 

implementation of the revised program:
 

a) November 4, 1983 - Council of Ministers approved proyecto de ley 

tran~ferring 92.35 million to the Presidencia del Consejo de Ministros 

from the BANVIP. 

at 	least five of the six positions
b) 	December 5, 1983 - PIO/T's for 

approved and Regional Contracting Officer negotiates contracts.
 

USAID, PCM, and Credito Publico sign Amendment No.
c) 	December 15, 1983 
3 to the Project Authorization and Amendment No. 6 to the Project
 
Agreement.
 

d) 	December 15, 1983 - February 15, 1984 - Advisors arrive tc begin 

work. Training programs begin implementation. 

e) Late December, 1983 - Law transferring capital signed and OCC and 

INFOM budgets increased to use money under new project budget. 
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SECTIOI; I 

INTRDDUC7 1ON 

In June 1979 the United States Agency for International Development (USAID
 

and the Goverment of Peru (GOP) signed ai agreement for an integrated
 

regional development project (527-0178). The project goal vas to futher the
 

social economic development of selected sarra and high jungle areas of Peru
 

with an emphasis on increasing employment and income opportunities in key
 

market towns and surrounding rural areas.* The purpose of the project was to
 

strengthen decentralized planning capacit,%, establish mechanisms for financing
 

priority subprojects in selected market tcmns and surrounding rural areas, and
 

to provide technical assistance and training to municipalities. The first
 

project director in Cajamarca appointed in October 1980 and in Junin in 

April 1981.
 

In March 1983 forty-five months after the project agreement was signed and
 

thirty months after the first project director was appointed in Cajamarca, the
 

USAID mission in Lima, Peru requested an evaluation with two basic
 

objectives: 1) to assist the Mission and GOP make key decisions on the
 

restructuring of the integrated regional development project based on the
 

lessons learned, and 2) to help the Mission decide upon and develop its
 

strategy of future support of Peruvian decentralization efforts. To this end,
 

the evaluation concentrated on (a) an analysis of Peruvian Government
 

Decentralization Policy and USAID options (Section 1); (b) an analysis of the
 

Integrated Regional Development Project's success in creating effective local
 

planning capacity in Cajamarca and Junin, implementing rural works, market
 

town development and technical assistanct to municipalities (Section II) and;
 

(c) cost effectiveness and impact evaluations of rural works projects in Junin
 

and Cajamarca (Section III).
 

*USAID coumitted 415,000,000 in loan funds and $1,570,000 in grant funds and
 

the GOP provided $6,500,000 in counterpart funds for a total of $23,070,000
 

for the IRD project.
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A. MAJOR EVALUATION FINDINGS AID RECOtQEENDATION[ 

Project Strengths 

1. The project was successful in helping develop and begin to 

institutionalize local planning capacity in Cajamarca and Junin. The 

Proderins* demonstrated the ability to assess community needs, &et objectives, 

develop and design development plans, select works for prefasi*ility studies, 

program and implement a rural works program and evaluate and learn from their 

experience. 

2. The Proderin Cajamarca filled a vacuum in the departmental plauning 

process, helped shape the dialogue about the department's development 

alternatives, and helped prepare Cajamarca's new development corporation's 

(CORDECAJ) first development plan for 1983-85. In February 1983, 6 staff 

planners from the Proderin began to provide 50Z of their time to help staff 

the corporation's planning office. 

3. In contrast in Junin the INP (National Institute of Planning) has played a
 

stronger role and has more actively coordinated the resources of the Proderin
 

and the Corporation. Thus, PRODERIN plans have been more compltentary to
 

those of the INP and the Corporation and integration of staff members from the
 

PRODERIN into other organizations has been slower. It is eXpecLad, for
 

example, that Proderin planners will join the Corporation and INP in the next
 

few months.
 

4. Plars of both PRODElINs reflect good general assessments of the
 

characteristics and problems of the Department. The plans identify key market
 

towns and their rural hinterlands, end micro regions within which strategic
 

investments might be made.
 

*Acronym for the orgunizations created to implement the project in the
 

Departments of Junin and Cajamarca. Stands for "Project for In:egrated
 

Regional Development."
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5. The Proderins developed the capacity to identify, prepare feasibility
 

studies of small scale rural infrastructure projects and to implement
 

construction of these projects by direct administration with high levels of
 

community participation and cost effectiveness. For example, in Cajamarca 24
 

road, bridge, reservoir and irrigation canal projects were identified,
 

fourteen were completed ad ten are scheduled for completion by July 1983. In
 

all projects food for work was an important part of the community effort. In
 

Junin 18 of the 35 rural works projects selected have been completed. In none
 

of the projects was food for work a vital element to secure community
 

participatlon.
 

6. PRODERIN rural works projects in both departments are generating
 

significant benefits to rural households. Sufficient to justify the USAID and
 

host-country resources invested. Over 80% of beneficiaries assessed PRODERIN
 

performance as good. PRODERIN has completed projects which were started and
 

abandoned by other organizations, especially :OPOP.
 

7. The PRODERIN is the only organization that invests in human resource
 

development as well as in infrastructure. This increases initial start-up
 

costs, but is essential for promoting sustained rural development. Individual
 

PRODERIN sub-project costs can be reduced over time by cumulative investments
 

in the same communities.
 

8. Significant regional differences exist for cost/efficiency comparisons of 

rural works sub-projects. None of the four organizations whose works were 

compared (HERIS, PRODERIN, CORPORATIONS and COOPERACION POPULAR) has a clear 

cost-efficiency advantage in both regions. The specific findings are as 

follows: 

a. For Irrigations:
 

- MEIS was judged to have best quality design and construction; flODZRIN 

was second. PRODERIN unit cost per hectare irrigatred and per family 

benefitted were higher in Cajamarca. But in Junin, PRODERIN was three times 

cheaper per family benefitted than MURIS. 
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b. For Roads:
 

-- In Cajamarca, CORDEC was judged to have best quality; PRODERIN was
 

second. PRODERIN is most expensive, CORDEC next, and COOPOP cheapsut.
 

- In Junin, highest quality is CORDEJ, lowest cost is PRODERIN (COOPOP 

not applicable). 

c. Administration vs Contract
 

-Administration was dominant mode in both departments for all four
 

organizations.
 

Project Weaknesses
 

1. Institutionalization of capacity created is constrained by the status of
 

the PRODERINs as autonomous organizations whose functions duplicate or Gverl
 

with established departmental agencies. This haudicap my be overcome by
 

their integration into the Departmental Development Corporation, but vil
 

r~quire careful negotiations and significant accommodations in attitudes and
 

procedures within the corporations.
 

2. Neither Proderin has developed a capacity to carry out market town
 

development projects. Although market town investments made up 37Z of
 

Proderin Cajamarca's investment budget, the utilization of the fund was not
 

perceived as a priority until June 1982, twenty one months after the first
 

project director was named.
 

3. Once the market town fund became a priority, Proderin Cajamarca did not
 

adjust its organizational structure to accommodate the strategy change. As
 

March 1983, only one of eight community organizers were assigned to the fund
 

and in the works division there were no .sanitary or electrical engineers,
 

(professionals who are critical to the design or design review of water and
 

electricity feasibility studies).
 



In contrast, in Junin the organization readjusted its organizational structure
 

to try to implement the market town projects. Two of its four promoters and
 

its director took responsibility for promotion of the market town projects.
 

Unfortunately, PRODERIN Junin has had little success with its market town
 

projects.
 

4. Use of the market town fund is difficult because (1) it was not accurately
 

defined in the Spanish version of the Project Agreement (Convenio);
 

(2) many of the key decisions regarding the fund lie in the hands of
 

organizations other than the Proderin; (3) the Housing Bank has not
 

functioned as an effective intermediary; (4) the ability of 6u-nicipalities to
 

borrow Central Goverment funds is unclear.
 

5. The Proderins made little use of their resources to develop municipal
 

technical assistance and training. Initiatives !a these areas are not related
 

consistently to the departmental plans and, munia±alities are not identified
 

as strategic elements of the overall plan. Some progress is being made in
 

Junin in providing the basis for increases in municipal revenue through
 

improved property tax collection and the application of user fees. It is too
 

early to tell what impact these efforts will have.
 

6. The PRODERINs had little substantial impact on other Departmental
 

organizations. In Cajamarca key managers in the corporation, INP and several
 

municipalities have neutral or negative impressions of the Proderin's capacity
 

particularly in areas other than planning and rural works. In contrast in
 

Junin, INP and Corporation officials had mildly positive impressions of
 

Proderin'work but said that up to this time the Proderin's had little actual
 

impact on their organizations.
 

7. The integration of the Proderin's into the Departmental Development
 

Corporations, as required by law, raises serious problems for morale and for
 

the preservation of some of their distinctive aspects. General conflicts
 

revolve around the strategy (small scale rural works, market town development.
 

and municipal technical assistance);
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and the issues related to organizational autonomy such as; control of project
 

selection studies works and day to day financial and administrative
 

operations. Specific administrative conflicts involve: unclear rules of the
 

game about financial procedures, wage and salary policy, the right to hire and
 

fire employees, and corporation control of the project and study approval
 

On the one hand, complete autonomy for the project is impossible
process. 


under the corporation law and undesirable from the point of view of
 

integration. On the other hand, corporation oversight must be flexible enough
 

not to paralyze project operations.
 

8. 	In Junin, integration plans appear to provide sufficient autonomy, at
 

In contrast, in
least initially, for the Proderin to complete its work. 


Cajamarca a more conflictive atmosphere is apparent and operating autonomy
 

In both situations
sufficient to complete the Proderin's work is in doubt. 


the differences in Proderin and Corporation salary scales for top executives
 

and engineers is a source of continuing friction, which must be resolved.
 

Projecr Recommendations
 

1. Subject to GOP renewed commitment to provide counterpart financing, extend
 

the Project Agreement to July 1985 to allow the Proderins in Junin and
 

Cajamarca to complete their on-going sub-projact work and to further
 

institutionalize their most important features within the Departmental
 

the development of
Corporations and INP offices. These features have been: 


planning capacity at the departmental level, the linkage between planning and
 

investment decisions, the development of study capacity and the ability to
 

build small scale infrastructural works which link rural areas to key market
 

towns*
 

2. Support the mixed model for integration of the Proderins into the
 

Departmental Corporations with the functions and calendar specified in Exhibit
 

8 and Part IIIA of the report. The mixed model for merger provides for
 

uniform procedures, adequate oversight, but sufficient Proderin flexibility to
 

complete its work.
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It also merges sufficient administrative functions to provide 
good economies
 

of scale for both organizations. i
 

Should key managers from the Proderin in Junin or Cajamarca 
tz appointed


3. 


to key management positions in the corporation, 
it might ba feasible to move
 

of the
 
to the fully integrated model described in Exhibit 

8 and in Part III 


Without such a fusion of the top management structure, 
a fully


report. 


and 1984 endanger the institutionalization of
 integrated model might for 198 


many of the unique features of the Proderin effirt 
which have been developed
 

up to this time.
 

The human resource investment element of Proderin activity 
is a basic part


4. 


of the liD Project concept. Care should be exercised to insure it is retained
 

and institutionalized in the merger of the Proderins 
into the development
 

corporations.
 

Encourage use of community leaders as para-technicians 
in promotion and
 

5. 


training activities to lower costs, increase sub-project 
volume and improve
 

public relations.
 

The object of the Market Town loan component of the 
project was to
 

6. 


establish a mechanism for financing and executing priority 
sub-projects with
 

This objective has not
 anticipated major impacts in priority Market Towns. 


been achieved and will not be achieved under existing arrangements. 
The
 

following alternative approach should be tried on a trial 
basts:
 

a. 	Form an inter-institutional working group in each department 
to make
 

The committee would consist of representatives of:
loan decisions.* 


*The details of this model must be developed on the basis 
of further study.
 

Two points are especially important:
 

(1) the acceptability of municipalities to be recipients 
of loans must be
 

resolved;
 

measures must be taken to insure that the underlying 
concept of Market
 

(2) 

Town Development is integrated into loan criteria and understood 

by all
 

parties to the agreement.
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Housing Bank (or other fiuancial intermediary such as 
the National
 

Bank)
 

The Development Corporation (Programming Department)
-

Departmental office of the National Planning Institute
 

(Micro-Regional Planning Division)
 

A Departmental representative of the Municipal Development 
Institute
 

-

The Mayor of ths Municipality in which the sub-project 
is to be
 

located.
 

1he Committee would (1) make the initial decision, 
based on staff
 

b. 


recommendation, to contract for technical studies and 
(2) make the final
 

decision on loan approval based on feasibility studies 
and staff
 

recommendation. The Committee would receive staff support from personnel
 

transferred to the Development Corporation from the 
studies and projects
 

divisions of the Proderius. In each Department these groups vould be assisted
 

by technical advisors familiar with the Market Town 
concept and with methods
 

of identifying and analyzing the socio-economic feasibility 
of the proposed
 

Other necessary technical studies and construction 
work, unless
 

investments. 


within the Corporation's capacity, would be contracted.
 

Amend the Project Agreement to clarify the Key Market 
Town concept and
 

c. 


purpose and to further define the model to change the 
selection emphasis for
 

market town sub-projects from purely social infrastructure 
like potable %ater
 

or residential electricity, to those with more direct 
economic impact like:
 

markets, slaughterhouses and refrigeration facilities.
 

Continue to provide long and short term regional planning 
technical


7. 


assistance to both the Corporation and INP Offices In 
Junin and Cajamarca to
 

facilitate the Interation into these organizations 
of the Proderin planning
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A Senior Technical Advisor should be
and implementation methods and concepts. 


assigned at the National level to assist this and to facilitate the revised
 

approach to implementing the Market Town loan fund described above.
 

SUMMARY CONCLUSIONS ON PERUVIAN GOVERNMENT DECENTRALIZATION POLICY
B. 


As outlined in Section II of the report, decentralization has historically
1. 


been a major consideration in Peru. Current government policy is heavily
 

One manifestation of this is the rather
influenced by this past history. 

taken with regard to the type and degree ofcautious approach being 

decentralization which is occurring. 

The present policy distinguishes between decentralization to regional
2. 


levels which is primarily economic in character, and decentralization to
 

municipal levels which is primarily socio-political in character. This
 

presents problems in terms of rationalizing developmental assistance intended
 

to have maximum impact at both levels.
 

Despite the gdvernment's cautious approach to decentralization, and its
3. 


highly political aspects, it must be taken into account in formulating a new
 

Mission country assistance strategy. Because of its importance to Peruvian
 

national development and the confluence of U.S. and GOP policy interest with
 

respect to decentralization, it warrants c&sideration as a major thrust of
 

No other major donor appears to be significantly
USAID's overall program. 


If the USAID should choose to make decentralization a
involved in this area. 


major thrust of its country development strategy, it should do so with the
 

clear recognition that it will constitute a long term undertaking containing a
 

heavy commitment to technical assistance for institutional development. The
 

first step would be a policy dialogue to clarify thb ambiguities and resolve
 

the contradictions in current government policy.
 

4. The USAID should also:
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a. Considdir.technlical assistance to other 
departments but conditioned on (1)
 

at the National and Departmental
 
a clear and strong expression of 

GOP interest 

levels; (2) the ability to find 
qualified advisors, skilled in the 

subject 

area and the technical advisrry 
role, who are willing to reinforce 

and build 

a build-up of USAID technical and 
upon the work already done; (3) 


administrative support capability.
 

b. Sumuarize the results of studies 
on various aspects of Municipal
 

Development completed by the project 
and make them available to the "Mized
 

Commission" organized to recommend 
transfer of functions and resources 

to
 

local Governments.
 

Consider providing short term technical 
advisory support to the commission
 

c. 

Advisor to INFPR, if requested.
 

and one senior long-term Technical 


Plan any further assistance on the 
basis of experience in using the 

new
 
d. 


Town development fund proposed above, 
mechanism for implementing the Market 

and a clarification of GOP decentralization 
policy as reflected by GOP
 

decisions on regional organization 
and the transfer of functions and 

resources
 

to local governments.
 



-- 

SECTION II 

ANALYSIS OF PERUVIAN GOVER IENT DECENTRALIZATION POLICY 
AND USAID OPTIONS
 

This section incorporates the report of Patricia Wilson Salinas, 
which
 

It thus bridges the area of policy analysis - in
 
appears as an Annex II-1. 


with that of the main strategic alternatives
 the broadest possible context 


That in turn provides a basis for
 that US/AID in Peru should be considering. 


judgments, later on, about the IRD Project specifics.
 

The breadth of the approach is predicated on the observation 
that the
 

sometimes been subject to a remarkable
 subject of "decentralization" ha 


The sources of such misunderstanding are to be
 degree of misinterpretation. 

found in overly narrow and shortsighted views of what this subject embraces 

Thus, both to avoid u-."* naivete and and can mean in a nation such as Peru. 


to escape the curse of repeating history's errors, a wide 
perspective is taken
 

as a point of departure.
 

The Meaning of "Decentralization"
 

Since the rise of the first human civilizations, a key problem 
has been
 

how to organize enduring multi-purpose activities in a society's 
territory.
 

From the unstable systems of city states onward to the intermittant 
empires
 

(episodic, except where a dependable means of transportation 
and communication
 

could be developed),the delimma of centralizing vs. decentralizing 
has
 

preoccupied much of human history.
 

The subject should be well enough understood by now for there 
to be
 

agreement that we are discussing at least the following distinct 
kinds of
 

*
 
change in "centralization-decentralization" :
 

a. Relocation of some powers in physical space, moving them to or 
from a
 

central point or area;
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b. Relocation of some funds in physical space, moving them to or from a
 

central point or area;
 

c. Relocation of some activities in physical space moving them to or f?:oa
 

a central point or area;
 

d. Relocation of some powers within an organization or among
 

organizations moving them to or from a central point or position;
 

a. Relocation of some !qnds in physical space, moving them to or from a
 

central organizational position;
 

f. Relocation of activities within an organization or among an array of 

- organizations moving them to or from a central position. 

Note that each of these is reasonably independent-except that it is
 

easier to move "powers" (on paper) than to move funds and still hard to obtain
 

movement of activities in the short run-yet it is possible to have
 

centralized powers, or funds with decentralized activities, and vice versa.
 

Similarly, one can centralize institutionally while decentralizing physically,
 

and vice versa. Thus "decentralization".becomes a more complex subject than
 

it may seem at first.
 

**The distinctions hare go beyond the current usage in Peruvian professional
 

discussion, that between "deconcentration" (as the spreading out of activity.
 
without accompanying authority) vs. "decentralization" (as extending both
 

activity and authority or autonomy). This distinction is better understood in
 
terms of the more complete scheme provided here.
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The project under evaluation involves aspects of each of the kinds of
 

potential decentralization discussed above. It also includes some limited
 

forms of centralization, eg., to the key market towns within a rural
 

hinterland. It thus is best understood in the context of regional
 

decentralization movements, which internationally and historically have had
 

similar mixes of decentralization and centralization. (See Chart 1.)
 

Decentralization policy should be oriented toward finding an optimal
 

eegree of decentralization. And, in regional decentralization approaches, we
 

shall be looking for optima in each of the several kinds of possible
 

decentralization (physical, institutional, and of powers, of funds, and of
 

activities.) The ends sought in estimating such an optimum are certainly not
 

limited to the economic, and it will be necessary to be as precise as possible
 

There is little room for absolutism
about what other objectives are in play. 


in this matter: optimal decentralization will depend upon the nation and the
 

time. On the other hand, the subject is important enough that ways to
 

estimate the appropriate optima are necessary. The starting point should be
 

trade-off economic analysis already under way.
 

The above considerations provide something of a summary of the general
 

question of decentralization. They will be considered again in a later
 

section. Pirst, however, we need to be much clearer about the specific
 

Peruvian experience with decentralization and policy related to it.
 

A. HISTORICAL BACKGROUND
 

Peru has some unique attributes as an instance of the
 

centralism-decentralism issue. These attributes should be clearly in mind
 

when policy on this area is considered.
 

The most obvious uniqueness lies in Peru's pre-hispanic cultural
 

tradition. The early stages were a version of the basic alternation of
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city-state vs. empire. We know very little about this period which has no
 

direct impact on the present. However, the Incaic empire is both relevant and
 

a matte% of some knowledge.
 

The Incas had a remarkable approach to the question of physical or
 

spatial centralization-decentralization. The Sovernment was of course highly
 

organized not by sectors but by geographic areas.
centralized, but it was 


There were just four "ministers" one for each of the main points of the
 

compass. Each "minister" had "councelors", but there were twice as many of
 

thnse for the North and the South, as for the East and West-indicating a
 

basic spatial prioritization. While sectoral governance was absent at the
 

center (El Cuzco), there was evidence of such a breakdown at the subregional
 

level, where apunchic were in charge of police functions and public works
 

construction and tucuy ricoc (supervisors) were responsible for the civil and
 

criminal justice functions, as well as for public works inspection. Moreover,
 

at the local level "mayors" (Curaca or aylluca, depending on the size of
 

place) had considerble decentralized autonomy-though subject to the
 

inspection by tucuy ricoc. If found grossly incompetent, "mayors" were
 

banished to be herdsmen in the region of Titicaca. Each locality had an
 

ietitutionalized "Second Person" against just such a contigency.
 

The traditional past is important in Peru. This brief note on Incaic
 

spatial organization may be of some marginal use in getting across some points
 

regarding decentralization policy with persons who share this tradition.*
 

The Spanish Colonial Tradition
 

The centralism of colonial administrations generally is well known. The
 

Spanish in Peru were here initially to get as much gold and silver out of the
 

country as possible, as quickly as feasible. Lime was the port. Everything
 

*It is what every Peruvian schoolchild is expected to know. See the textbook
 

by Joa6 Antonio del Busto D., Peru Incaico, Lima, LibrarSa Studium (Fourth
 

Edition), 1982.
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was concentrated there: colonial administration, Church, army, etc. In tim,
 

however, the transition to other kinds of activities led to a
 

shifting of sme foci of activity elsewhtere.
 

Most importantly, as extractive mining developed, the whole South of
 

Peru was united for adainistration to what is now Bolivia. This separation
 

was later reinforced by the development of wool exports. Then Peru had no
 

integral identity as a colony, and its regional differentiation was not
 

articulated because of the particular necessities of the colonial
 

administration.
 

Peruvian National History: Eight Critical Points of Decentralization*
 

First, when independence came in the early 1820's, there was an initial
 

failure to attain coherent political alliances. By inertia apparently, the
 

now nation chose a set of areas that had been in use by the Spanish viceroy:
 

"departments" (obviously Napoleonic in origin), in addition to the provinces
 

and districts that were more traditional in Spanish colonial administration.
 

There was danger that the nation might not "hold together" initially as
 

quasi-feudal "caudillos" struggled for power in various parts of the
 

territory. The practice of "earmarking" taxes for Departments, provinces and
 

districts began early.
 

Second, at the end of the lost war with Chile in 1884, there was a more
 

serious danger that the nation would split into a series of Central American
 

style countries. These tendencies were reinforced by the development of three
 

export "vectors" focusing on Arequipa, Lima, and Trujillo
 

Third, the emergence of the Departmental Boards (Juntas) under the
 

*'This entire section makes use of the chapter summary, plus direct reference
 
to the full historical bibliography cited in Gregory Schaidt,
 
"Center-Periphery Relations in Peru," (approximate title), Ph. D. dissertation
 

in process, Cornell University, 1983.
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concession to provincial interests
 "Aristocratic Republics" (1885-1919) was a 

that may have preserved national integration. However, these ljutaI 

Departameotales were controlled by the 
power structure from each Department, 

and their power to draw monies form locally-Collected excise taxes and to 

function as local patronage machines 
is generally agreed to have been more
 

the loss of control by the
 
negative than positive. A serious problem was 


proportion of the
 
cevtral govarnment over wehat turned out to 

be a very large 


This was exacerbated by a private tax 
collection firm, that
 

national budget. 

At the end of this
 

sometimes distributed funds to areas 
or sectors directly. 


period, the first balanced approach 
to decentralization in a centralized
 

This took the
 
nation appeared, in the proposals of 

Victor Andrea Belaunde. 


form of electoral reform that increased 
the power of the middle class in the
 

provinces, at the expense of the landlords, 
but still with the locally
 

earmarked taxes to "lubricate" the 
system.
 

Fourth, at the onset of the 1930's, 
rival capital cities were set up in
 

Cuzco, Arequipa, and Piura, after the 
overthro. if Leguia's totalitarian
 

which among other things had finally abolished the
Wonceio" regime -


The breakup of the nation was averted 
by the
 

Departmental Development Boards. 


formation of a provisional junta which 
called for elections.
 

Fifth, the "Decantralists" from Arequipa 
and elsewhere dominated the
 

drafting of the 1933 constitution, which 
gave overwhelming power to the
 

)ore in keeping with their agenda, the 
"Decentralists"
 

legislative branch. 


put into the constitution a provision 
for popularly elected Departmental
 

Councils, which were to be financed by 
locally-collected taxes and to have
 

authority to organize and coordinate most 
of the activities of state
 

The provisions of the neu constitution were 
not implemented mainly
 

agencies. 


because of fear thn. to many of the Departmental 
Councils would be controlled
 

by APRA, which had Just appeared as a very serious factor on 
the national 

political spectrm. The financial crisis of the 1930's was also 
a factor, for 

a very high proporti'n of the national budget would 
have passed to local 

control.
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Sixth$ APRA provoked the next crisis in the "decentralization" 
issue in
 

1945 by having passed in Congress a measure to set up "Provisional 
Nunicipal
 

Boards" to govern the provinces and districts until the 
next municipal 

These Boards were used as on important power base Ini efforts to 
election. 


control all kinds of central government activities. This crisis was averted
 

by the coming to power of Odria and his totalitarian 
"Ochenario".
 

Seventh, in the late 1950's, the Departmental Development 
Corporations
 

were created, simultaneously with the Departamental Public 
Works Boards
 

(funded by the National Economic Development Fund). These became effectively
 

controlled by provincial influentials, with national level 
approvals being
 

largely limited to technical considerations. 1hese measures were advanced by
 

Prado largely because of the serious challenge posed by the 
then young
 

When
 
"decentralist", Belaunde Terry, in his losing 1956 electoral 

campaign. 


to power with military help after the "tie" in the 1962 election
 Belaunde came 

there was a headlong escallation of decentralist rhetoric), he(in which 

pushed his decentralization platform even further, though giving 
son
 

counterings'central emphasis through the new National Planning 
System and
 

by the military during
budgeting. (These administrative .reformas were advanced 

the 1962 inter-regnua). The provincial influentials controlled all projects 

except those funded by international assistance. Hilitary intervention in 

1968 was precipitated by "civilian paralysis" and by an impatience 
for
 

significant reforms to be implemented - the 1962 standoff between APRA and 

AP, with each promising to decentralize more, being symtomatic.* 

Finally, the present "decentralization thrust" came from the 
1979 

(In the second 
constitution, at the end of the two-stage military regime. 


became the PRDDERWS, were promoted).
stage the decentralist OBDES, and what 


This calls for Regional Governments, Departmental Development
 

*Sea also the tretue.ac of LoC',,wo most recent "cricic.al points" in Annex 11-1 

to this report, by Dr. Patricia Wilson Salinas. 

http:cricic.al
http:tretue.ac


Corporations, and Municipalities all with considerably 
increased powers and
 

The constitution provides that the elected administration 
is to
 

resources. 


draft legislation in each area for approval by congress 
under very strict
 

The second Belaunde government is proceeding with considerable
rules. 


caution, and some (calculated?) ambiguity and seeming 
contradiction-perhaps
 

with a knowledge of the history just sketched.
 

B. CURRENT PERUVIA DECENTRALIZATION POLICY*
 

As already suggested, the Belaunde government is understandably
 

searching for a workable mix of decentralizing policies, 
but with enough
 

economically, socially, and
 central control so that it will all work 

politically. They are understandably cautious, for they have been 
there
 

And, since Actiin Popular comprises a very wide swath 
of the Peruvian
 

before. 


polity, there are naturally differences of opinion, 
or at least of emphasis,
 

on the specifics of decentralization. Their struggle should be seen as a kind
 

of dialectic: strong theses will be advanced, these will 
be challenged with
 

positions of comparable strength, and some kind of a 
settlement will emerge.
 

More broadly, APRA and IU also have difficult positions to take 
on the
 

* 
These become more difficult in the specifics.
matter of decentralization. 


Each of the parties is by now wary of the decentralization issue, for it is
 

It is likely that each
 
historically replete with unanticipated consequences. 


party will state a rather vague position on regional government 
and further
 

except that the opposition parties will get
reform of the municipalities 
he goverment to do more, faster.
 maximum mileage out of the failure to t 

sure is that there is an issue in decentralization. And since
 
What is 


that the
 
politics is the art of agitating and settling issues, we 

may be sure 


discussion of decentralization will be highly political.
 

Most important in the short run is not partisan politics 
but rather
 

politics internal to the AP party and administrative politics 
internal to the
 

government. (Partisan politics becomes more relevant in the section below
 

that attempts to project decentralization policy into the 
future).
 

For a fuller discussion of this policy analysis, with a different
 

11-1, by Dr. Patricia Wilson Salinas.emphasis, sea Annex 
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Physical Decentralizstion and Decentralization of Authorita
 

Peruvian policy on decentralization in the Second Belaunde
 

Others suspect

administration seea contradictory to a number of observers. 


it of being merely rhetorical.
 

On the one hand, we have the long tradition of proposals to 
provide
 

access and benefits to the "forgotten" people and towns, 
the development of
 

regional institutions, and the thrust of major "frontier" 
works such as the
 

On the other hand, we see hesitation and delay in
 Marginal Highway. 


implementing the constitutional provisions for the several 
decentralist
 

And, when a law, such as that of the Departmental Corporations
initiatives. 


does come out, and those entities are in due course actually 
created, there
 

There
 
are delays in transferring full and dependable funding to 

them. 


certainly is no haste in transferring autonomy and resources 
either to the
 

Departmental Corporations or to the municipalities.
 

This paradox is probably best understood in terms of the distinction
 

between the physical transfer of activities, which the government 
is clearly
 

in favor ot, and the physical (spatial) transfer of power or authority, 
about
 

by lack 
which the government has learned to be cautious, and which is delayed 

The idea of transferring activities within an organization without of funds. 


taking the risk of transferring authority is also attractive.
 

The Twin Thrusts of Current Decentralization Policy
 

When asked about municipal policy during a discussion of regional
 

decentralization policy, a number of representatives of the present 
goverment 

responded with an expression that the two matters are entirely distinct. 

should break down the 
Since they are not obviously separate to. an outsider, we 


to be so within the Second
line of policy thinking that sakes them appear 

Belaunde administration.
 

Regions and Departments are seen as extensions of national economic 
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policy down to those levels. (If the Regional Governments Plan is
 

implemented, the Departmental Development Corporations 
will be consolidated at
 

the Regional level; for now, only the Departments 
have legal reality).
 

Accordingly, much of the planning and other decision-making 
is concerned with
 

If the legislative powers of the
 investment criteria for public works. 


Region,' Governments are implemented, there will also be 
limited taxing powers
 

But there will also be very firm centLA control
 and some other discretions. 


in economic planning, as part of the National Planning 
System, down through
 

the macro-regions (much larger than the proposed 
Regions of governance),
 

(See excerpt from Decree 008, Annex
 through micro-regions, and provinces. 


There is certainly a political dimension to decentralization 
to
 

Regional Governments and to Departmental Development 
Corporations as well.
 

.The next election, aud later ones, will surely be 
influenced by the amounts
 

and ways that resources are distributed to these areas. Yet much of the
 

will be centered on investment criteria,
planning and other decision makiag 


and we should speak of decentralization policy vis-a-vis 
these intermediate
 

areas of the national territory as being characterized 
by political economy.
 

Municipalities, on the other hand: are seen as mainly an 
extension of
 

social policy.* with important electoral and other political 
consequences.
 

The thrust of government decentralization policy to the 
municipalities must be
 

seen as socio-political in nature, closely allied to and 
perhaps in time
 

supplanting the somewhat more obviously partisan "Cooperation 
Popular"
 

apparatus. Accordingly, the emphasis in decision making about
 

decentralization to the municipalities is based on moving 
many of apparent
 

activities (the attributions in the law of municipalities), 
and a number of
 

apparent powers, but without ever actually transferring 
massive financial
 

resources that will be needed for a more overriding national 
economic
 

What is intended in the municipal decentralization strategy, 
it
 

strategy. 


would appear, is to generate enough activity to stimulAte 
somewhat more
 

participation in the activities of localities, and to seem 
to be doing quite a
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lot for the municipalities for purposes of electoral politics.
 

Thus, if implemented as part of the government's municipal 

decentralization strategy, it cannot be anticipated that the economic 

infrastructure for the development of key market towns would be located where 

they needs to be, of the kind that it should be, and with broader economic
 

development considerations in mind.
 

Prospects for an Articulate Synthesis of Decentralization Policy
 

The policy-lines for Regional Departmental decentralization vs.
 

Municipal decentralization are so divided that there is no automatic way that
 

they could be easily brought into a single, coherent policy thrust. The
 

current government is going to need a strong input of subtle help, even
 

urging, If it is to arrive at such a line of thought and action prior to the
 

paralyzing climate that must be anticipated when the 1985 presidential
 

election campaign gets underway. And, as argued below, it is vary much to
 

US/AID's interest that such an articulate synthesis of decentralization policy
 

be developed.
 

As a general concept, it appears that the most promising line of such
 

assistance and urging will be some kind of construct of "economically
 

strategic municipalities", within regions and smaller microregions. This
 

would provide a way of concentrating upon just those municipalities that do
 

have key economic roles to play in the larger geographic zones and,
 

ultimately, in the nation itself. We will return to this idea with more
 

specifics below.
 

*See Section II E. for further background on Peruvian municipal development
 

history and policy.
 



-22-

Positions of Opposition Parties
 

As discussed above, both APRA and IU are committed to some kind of
 

decentralization policy. Part of this is ideological, steuming from the
 

marxist dictate about "minimizing the difference between the city and
 

Any
thecountryside" and naturally part of it is simply opportunistic. 


opposition party can profit by criticizing a party in power for failure to pay
 

enough attention to persons in remote locations -since no government will
 

ever be able to do enough for them.- However, the political rhetoric about
 

high level since the 1962
decentralization has been maintained at such a 


election that no party is likely to have any overwhelmingly different position
 

on the subject from any other -- at least of the major parties. So for the
 

short run, the positions of the opposition parties are likely to be of very
 

limited relevance to the policy outcomes-on the imediate decentralization
 

issues. There are some necessary qualifications to this judement, to which we
 

now turn.
 

Short Run Prognosis on Decentralization Policy
 

The general expectation is that the Regional Governments Plan will not
 

be approved by the Congress this year. This is the anticipation at the
 

highest and intermediate levels of the governme.nt-.tself. However, there
 

could conceivably be a surprise.
 

The Constitutional terms stipulate that, if the Congress does not vot,! 

to reject the government's proposed Regional Governments Plan, it will 

autoatically become law. The prediction is that the AP party would support 

the program, with only a minimal number of defections due to which Departmentu
 

are joined or separated into the dozen regions. None of the other parties is
 

prepared to oppose the legislation, or so it now seems. So the voting might
 

be along locational rather than partisan lines in the opposition parties. It
 

is quite conceivable that the congress, under these circumstances, might
 

become paralyzed and fail to act on the Plan. And it is barely conceivable
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that, if the matter did come to a vote, a solid vote in favor would carry the 

measure over the regionally-split opposition vote. The probability of a 

inertial solution to the matter is enhanced by the recent announcement of the 

Chairman of the Senate Committee on the measure that he was in favor of having 

a national plebiscite on the Plan. noting that Article 264 of the Constitution
 

stipulates chat "it will be the people who vill decide their goveruent
 

through their vote." (Domingo Ramirez Angeles in El Comercio, March 21,
 

1983). A plebiscite would not be determinate, of course, but it would get a
 

lot of AP (and other) legislators "off the hook" with local constituents,
 

allowing them to vote in favor of the law-or more likely to let it pass on
 

the basis that "the people have spoken." (It is unlikely that the 

regionalization would actually be voted down in a national advisory 

plebiscite, given that the overwhelming Lima vote would be quite indifferent 

to the localistic squabbles about boundaries.) If there appear some matters 

of substance on the matter of the "Plan Nacional de Regionalizacin"-other 

than that of boundary disputes--the outlook might change. If not, Peru might 

just might surprise itself with a new Regional Government structiv'e.
 

Even if that were to happen, the impact would be minimal on the kinds 

of decentralization of public works now found in the Departmental 

Corporations. There would be major adjustments of consolidating these, but 

that would not be so difficult now as it would be a few years from now when 

each Corporation will have built up its Departmental constituency. 

C. PROJECTION OF LONGER RANGE DECENTRALIZATION POLICY IN PERU
 

It is of course very hazardous to predict a matter of this complexity.
 

However, the historical analysis above and what understanding we have been
 

able to attain about the current and near-future situation, does seem to 

provide some basis for a fairly confident forcast about the next couple of 

decades in Peru. This confidence is buttressed by the following analysis, 

made nearly a decade ago, by an expert who had been in Peru almost a decade 
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before that, about the degree of decentralization in Peru:
 

"The Western liberal...tradition have been hostile toward centralized
 

bureaucratic power - seen as profoundly dangerous for human freedom.
 

And Marxist-Leninist thought is strongly opposed to decentralization,
 

which may permit enemies of the revolutional party to capture power
 

within decentralized units while permitting excessive influence of
 

market forces on product mix and income distribution decisions.
 

Elements of this ideological struggle are present in the Peruvian
 

process. In a decentralized system, capitalism is likely to swamp
 

socialist like initiatives or at best reduce them to offshoots of
 

capitalism which serve as barriers to propagating socialist values. A
 

highly decentralized system of self-managed firms operating in a
 

pluralistic economy is likely to mean that the distribution of income,
 
and thus "voting power" in the market for goods and services, will be
 

very inequitably distributed in Peru for some years to come.
 

"This fact may justify the decision to maintain considerable elements
 

of central planning and control as well as strong economic support by
 

the state, at least in the early stages of implementation. But when a
 

market is permitted to develop, the existing distribution of income
 

becomes a factor influencing how much and what is produced and who
 

consumes how much of what. Direct government measures beyond the
 

creation of (cooperatives) are likely to be necessary if production and
 

consumption are to be in accord with the social necessities and a
 
market retained".
 

"The problem here, of course, is avoiding the creation of an
 

all-powerful centralized bureaucracy that might develop its own class
 
interests and in turn stand as a barrier to a greater degree of
 

autonomy or a more just distribution cf income in the future. Peruvian
 
policy makers may eventually decide to decentralize some of the
 

financial decisions ... by creating regional ... funds receiving a
 

percentage of the resources flowing to the (cooperative sector).
 

Inveitments approved at the regional level could be required to be
 
consistent with national and regional development plans. Such a scheme
 

might have the political advantage of securing greater popular support
 
at the grass roots, since most provincial Peruvians distrust Lima
 

bureaucracies. At the same time it would guard against the more purely
 
economic pitfalls of bureaucratic myopia at the center."*
 

(In the above quotation, the term "social-property" has been rendered
 

"cooperative" to avoid the archaic tone of program-jargon from the early
 

19709.)
 



- 25 -

Decentralization policy in Peru is likely to be an enduring issue,. and
 

one with generally predictable attributes. These are as follows:
 

1. Both of the major political forces are going to want to follow
 

though on decentralist policie implied by the 1979 Constitution, not much
 

more and not much lees.
 

2. Neither the right nor the extreme left are going to be In any 

position to block decentralist initiatives by the "left center" (the 

consensual area presently ascribed to by most of AP and most of APRA). 

3. The military will not intervene over questions of decentralization
 

policy that fall within the general scope of the 1979 Constitution.
 

4. The interesting questions of decentralization policy are going to
 

be the details e.g., (a) the extent of the National Planning Institute's role,
 

(b) the extent to which the powers of the Regional Governments will be
 

real(when these are puL into action, as they probably will be just before or
 

after the next presidential election), (c) the extent to which different
 

classes of municipalities are given significant amounts of resources and are
 

actually allowed to take over the functions that have been attributed to them,
 

as modified by pending legislation.
 

5. The two center parties are going to jockey for position on the
 

basis of these details over the next two decades. But they will generally
 

checkmate each other so that policy will be generally constant.
 

*Source: P.T. Knight, "New Forms of Economic Organization in Peru," in A.F.
 
Lowenthal, The Peruvian ExperimentA,Princeton University press, 1975.
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6. The international assistance agencies that are interested in this
 
question could have a significant role in the policy-outcomes of these details
 
of decentralization policy, in what really results from it, of what of all
 
that is promised actually gets implemented. (Note the impact of international
 
assistance in the First Belaunde administration's decentralization efforts,
 

above, at the effective onset of the current decentralization
 
policy-consensus.) 
 This will take place in part by the terms of the financial
 

assistance provided for projecte across a wide range of sectors and, more
 
indirectly, through the kinds of technical assistance provided in the specific
 

area of decentralization--especially in the details.
 

D. OPTIONS FOR INTERNATIONAL ASSISTANCE
 

If the international assistance agencies have a crucial role to play in
 
working out the policy-outcomes of decentralization in Peru, as argued above,
 

what are the options?
 

None of the major donors presently appears to have an assistance
 
strategy directly tied to the Peruvian government's decentralization
 

policies. If further fact-finding substantiates this LID would be in a
 

position to move unimpeded into a vacuum. The impact of making
 
decentralization the core of USAID's country assistance strategy in such
 

conditions could be substantive.
 

US/AID has been effective accross a wide range of programs and projects
 

in Peru, recovering rather nicely from the difficult period of the mid- and
 

late-1970's. Underway or planned are an array of undertakings in agriculture
 

(agricultural intensification, including water and land use in the Sierra,
 

soils conservation, and research-extension-education; rural development
 
support, including (besides the project under evaluation) the small
 

hydroelectric power development, land use inventory and environmental
 

planning, agricultural policy and planning; and the high jungle expansion
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initiatives, including the subtropical soils and lands, the intersectoral area
 

development in Upper Huallaga, and the Central Solve resource management.)
 

There is a comparable thrust of activity in the housing, shelter and urban
 

This entire package with modifications
.sector, centering on PL 480 iunds. 


could be directly supportive of decentralization If put in the proper
 

strategic context.
 

WHY US/AID PERU MAY BE INTERESTED IN A DECENTRALIZATION STRATEGY 

The legitimate interests of the "assistance" mission of one country to 

another have to reside in the area of mutual self-interest shared by the 

countries. It is in this context that policy dialogues on institution 

building and technology transfer, as well as the role of private sector 

activity may be carried out. 

These considerations are wrapped up in questions about the general
 

development of democratic values and modern approaches. Development also
 

means increased ability of people in a territory to communicate with one 

another, implying the articulation of a space economy and its related 

demography. As suggested above, decentralized approaches are compatible with 

the selection of market solutions to problems of economic production and 

distribution, and both the United States and the Peruvian government believe 

private enterprise solutions will be beneficial to Peru. The United States is
 

legitimately interested in minimizing the turbulence that Peru has sometimes
 

suffered, and promoting a stable climate in development can occur.
 

Decentralization, in the middle range, is almost surely a more promising
 

strategy than any other to enhance some reasonable measure of tranquility.
 

WHAT US/AID SHOULD SEEK IN DECENTJALIZATION 

The United States, through US/AID should want to promote 

politic-economic rationalization of Peru at the regional and municipal levels 
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in keeping with the comon interests of the two nations. Similarly,
 

socio-political participation at the municipal level is desirable for the sm
 

reasons: such participation has had positive benefits in the U.S. and there
 

is reason to believe that these same kinds of benefits would accrue in Peru if
 

such participation were developed well. And, since the municipalities cover
 

every square metre of Peru's national territory, a combined regional-economic
 

and municipal-social decentralization policy is really a way of getting at the
 

substance of almost any kind of activity that might be desirable to encourage 

for one reason or another. (All programs and projects ultimately do have to 

be anchored in terrestrial space.) The rationalization of the locations of 

projects, through a reasoned decentralization policy, practically defines the 

- since the rationalization isarticulation of a nation's national territory 


based on a criterion of "optimal decentralization," as discussed above. Tht.
 

means that US/AID should be interested in Peruvian decentralization up to that
 

point at which it becomes too costly in terms of current expenditures or
 

opportunity costs for economic development. And to assure that the
 

rationalization referred to is real, and that the decentralization not go
 

unacceptably beyond the "trade-off" point just indicated, US/AID should be 

interested in having a strong national planning system to guide, and
 

occasionally to regulate, the pace and direction of decentralization.
 

It is striking that the interests of US/AID are remarkeably congurent
 

with what has been identified above as the central consensus about
 

decentralization in Peru since 1962 or even 1956. It appears this common
 

interest will extend well into the next two decades.
 

if, in addition, it is correct that decentralization would provide a 

coherent organizing paradigm for almost everything that US/AID should want to 

be doing in Peru, it may have something to offer as a focus for the new
 

Country Development Strategy Statement. We believe that may be the case.
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PREVIEW OF US/AID STRATEGY ACCORDING TO THE DCENTRALIZATIO PARADIGM 

A somewhat more specific view of what sight be Involved in fleshing out
 

such a strategy, based on a decentralization focus, should be suggested. In
 

the first place, there would heed to be some basic studies financed, along
 

with some high level technical assistance, to help the Peruvians to sort out 

and come to a greater common agreement on just what their policy is going to 

be about for the next year or two. This input would need to be in two 

places. The National Planning Institute and the office of the Executive 

Secretary to the Prime Minister. One is technical and the other more 

political, but it would be a great error either to neglect one for the other
 

or to assume that there is more conflict between the two offices than there
 

really is.
 

The second line of action would be to provide information on
 

practically all programs and projects through these offices, even those that
 

seem initially to involve only sectoral ministries. To the maximum extent
 

possible, all programs and projects should be worked out specifically along
 

the ladder of spatial areas in use by these two agencies: besides the
 

conventional sectors, the aacro-regions, regions, sicro-regions and Provinces
 

of IMP and the more political areas of Departments, Provinces and District
 

municipalities of the Primer Minister's dependencies, the Corporations and the
 

Institute of Municipal Development (INFON). Programs and projects be
 

identified by both specific area and specific sector.
 

AID should expect to spread its Influence (albeit indirect) across a
 

significant range of Regions, Departments and municipalities. The area
 

covered by the decentralisation assistance would need cover more than a few
 

target areas for its subsequent impact to be assessed.
 

Very importantly, the crux of the entire AID decentralization
 

assistance framework should be concentration on the ECONOMICALLY STRATEGIC
 

MUNICIPALITIES, sketched above and detailed in our recommandatione regarding
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the Key Market Towns below. This is essential. Without this, the
 

dacentralization strategy could easily be dissipated across the more than 1600
 

municipalities, most of which have very limited strategic importance to the
 

overall development of Peru.
 

Note that we are not talking about just Provincial Municipalities, for
 

some Departmental Municipalities will be found to be much more strategic than
 

the (politically) higher ranked one. And conversely we are not talking about
 

all Provincial Municipalites, or even Departmental Capitals -- for some of
 

these have less strategic economic importance. What we are talking about are
 

just those localities that sound microregional analysis, and emerging
 

opportunities such as resource or entrepreneurship discoveries, reveal to have
 

identifiable importance for the economic functioning or development of larger
 

areas and thus, hierarchically, to the nation itself. We mean to generalize
 

from what was good in the idea of the IRD project under evaluation, including
 

both the parts of it that were well implemented and the unrealized potential
 

that we see in the key Market Towns aspect. (See discussion in the evaluation
 

section which follows).
 

Technical assistance is of prime importance in making this whole
 

paradigm wot. Economic assistance should be used to assure the realization
 

of the technology transfer and the outputs of the policy dialogue around this
 

theme. However, rather considerable sums would have to be contemplated to
 

make what is implied come to reality.
 

THE IBRD PROJECT AS REHEARSAL FOR THE DECENTRALIZATION STRATEGY
 

An indicated, we think that the accomplishments and the potential the
 

IRD project suggest some of the main elements of what could be a beneficial
 

overall strategy for AID/Peru's activities. That of course is for the Mission
 

to decide through its normal procedures for establishing its CDSS.
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To the extent that the framework is used for the broader Mission
 
strategy, even partially, there will have been an important learning
 
experience from the IRD project. 
 This is so even though there have been some
 
disappointing outcomes from the operation of the IRD in the details of what it
 
has done and not done. 
These are covered in the sections that follow.
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SECTION III 

ANALYSIS OF IRD PROJECT PERFORMANCE IN JUNIN AND CAJAMARCA 

A. CAJAMARCA 

.1. 	Planning Capacity
 

In the thirty month period since the appointment of PRODERIN Cajamarca's
 

first executive director in October,. 1980, the PRODEB.II group developed the
 

capacity to generate coherent, useful plans ior the Department of Cajaxarca
 

and to use these plans as a partial basis of their investment strategy.
 

During the project period the PRODERIN Cajamarca filled a vacum in the 

planning process in Cajamarca, helped shape the dialogue about the 

Department's 'development alternatives and helped prepare the new development 

The 	historical development
corporation's (CORDECAJ) first departmental plan. 


of this process is as follows:
 

a. 	While PRODERIN's first plan, prepared in 1981 was not linked to the
 

organization's investment program, it provided a useful ";'t2.im-inary 

assessment of CajamarcA's resources and its development 

possibilities. It identified key market towns and hinted at some of 

the critical linkages between market towns and their rural 

hinterlands. Unfortunately, the plan was done largely by external 

consultants without substantial participation of PRODERIN staff. 

b. 	PRODERIN plans developed in 1982 reflect more detailed assessments
 

of Cajamarca's economic, demographic, and resources characteristics
 

and of iti social problems compared with other departments. The
 

plans identify not only key market towns, but also three micro
 

regions in the department around which planning efforts might take
 

place.
 

http:PRODEB.II
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c. 	In 1983 PRODERIN staff participation in the drafting of the CORDECAJ 

plan for .1983-85 and the transfer of 6 staff planners to the 

corporation's planning office (50Z time but 100Z salary paid by the 

PRODERIN), reflect the influence of the PRODERII planning capacity 

on planning efforts in-Cajamarca.
 

d. 	One possible limitation of the PRODERIN plan strategy is its failure 

to consider the role of municipalities other than market towns.
 

Plan logic identifies micro regions, key market towns and rural
 

hinterlands, but not the string of small municipalities which fall
 

between them.
 

2. Relation of Plans to PRODERIN Investment Strategy
 

While the .PRODERINdemonstrated its ability to develop departmental 

planning capacity, the linkage between plan concepts and investments in 

infrastructure and program service deliver decisions has been highly uneven. 

a. 	The relation of plan priorities to investment decisions has been
 

most successful in rural works development in 1982 where roads 

selected for construction helped to link productive rural areas to 

key market towns. All ten investment choices in 1982 followed plan 

logic of linking rural hinterlands to key market towns. In 

constrast, all 13 works in 1981 were selected for construction 

before a plan was available and before priorities were set. 

b. 	Inspite of the importance of investments in market town development 

(372 of Cajamarca's investment package) and in municipal technical 
assistance activities, no projects in market town development were
 

identified until June 1982. Market town development fund projects
 

selected for study fit priority areas in the plan but seemed to bear
 

little relation to possibilities for increasing economic development
 

on rural/urban linkages.
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c. 	 Although three micro regions in Cajamarca were identified virtually 

all PRODERIN activities were concentrated in the Southern Micro 

region and heavily favored Cajamarca province. In 1981, 8 of 13 

projects were in Cajamarca and 12 of 13 were in the Southern 

Microregion. In 1982, 2 of 10 projects were in Cajamarca province 

and 7 of 10 were in the Southern Microregion. The 1982 investment
 

pattern represents a better spread in the Southern Hicroregion but
 

still a heavy bias in favor of that region. PRODERIN i-formants
 

explain their focus as a result of limited resources, travel
 

problems, and the ample resource base of the Northern Microregion
 

specifically Jaen which made service there unnecessary.
 

3. Works Preselection Process
 

Straiegy for the selection of actual projects varied considerably during
 

the life of the project:
 

a. 	In 1981 rural infrastructure projects were selected on the basis of
 

review of community requests in 12 of 13 cases. In contrast in 1982
 

projects were preidentified based on plan priorities.- Then the
 

communities were visited to generate interest. Community interest
 

and specific applications were generated in 9 of the 10 projects.
 

b. 	In contrast, in municipal technical assistance and market town
 

development projects, possible activities were selected based oi
 

suggestions by outside agencies, or special interests of PRODEIN
 

members.
 

c. 	In the cases of the two projects where the community made no
 

specific project requests, the Canal San Juan and the Carretera
 

Sucre Oxamarca, serious implementation problems developed.
 

4. The Development of Study Capacity (See Exhibit 2)
 

During the project period the PRODERIN was most successful in developing 

its capacity to present prefeasibility studies of rural infraestructure 

projects.. The,.tudies presented economic, social, financial and engineeriw3 
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In 1981 such studies were largely descriptive. They contained
feasibility. 

". :ineering data
detailed cost information, little extensive topographic 


and few criteria to help judge whether project costs were greater than
 

They contained no information to help compare one project with
benefits. 


In 1982 simple cost benefit techniques were employed and engineering
another. 


and topographic information became more extensive.
 

While study capacity was generated for rural works, PRODEILIN group
 

not to make decisions
members noted that the principal use of studies was 


about which projects should be selected for construction, but rather how nuch
 

to perform the construction.
preselected works would cost and how 


The PRODERIN group developed virtually no internal capacity to produce
 

studies of the more complex market town electrical and water systems or to
 

evaluate studies produced by Electro Peru or SENAPA, the government agencies
 

responsible for works in these areas.
 

5. mEplementation Capacity (See Exhibits 3-6)
 

The most successful aspect of the project was the development of the
 

PRODERIN capacity to construct small scale, rural infrastructural works by
 

administration with a high level of community labor participation (in return
 

During a 30 mouth period 24 works were selected for consktruction
for food). 


A total of 70.22 kilometers of roads were constructed
and 14 were completed. 


and 39.5 km. of irrigation works. The average cost per construction project
 

was $81,965 and the average number of beneficiaries served per work was 789.
 

In the roads projects the average cost per work was $166,488 and the average
 

number of beneficiaries served was 1371. In irrigation works the average cost
 

of works was $12,796 and the average number-of beneficiaries served was 308.
 

In social infrastructure the average cost per work was $5,082 and the number
 

(See Part IV for coat effectiveness
of beneficiaries served per work was 450. 


comparisons) In contrast the group demonstrated little capacity to select,
 

design and implement urban infrastructural works. (See discussion in
 

Part III C.)
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6. Evaluation Capacity
 

A key element in project success is the ability to learn from
 

accumulated experience and readjust project activities accordingly. The team 

has 	demonstrated notable sucess in learning from Its rural works experience.
 

It has not yet demonstrated its ability to analyze its problems in the market
 

town fund and in municipal technical assistance and to restructure its
 

organization or negotiate with key external actors whose decisions slow down
 

the 	utilization of the fund.
 

7. 	The Creation of a Planning Organizational Team With Adequate Technical
 

Skills and High Levels of Motivation
 

In 1980-81 the PRODERIN group suffered from changes in top level staff, 

directors of some departments and low morale. However, in the beginning of 

1982 a new project director was hired and as a result of a new strategy a 
highly motivated cohesive work team has been establishod. (See Exhibit 7 for 

a discussion of job turnover). 

The team is qualified to perform the functions of a departamental
 

planning organization and the implementation and studies functions related to
 

rural small scale infrastructure design and construction. The group is not.
 

presently capable of performing the design, implementation or construction of
 

more complex urban infrastructural development.
 

Although motivation levels remain high, there is considerable anxiety
 

about the implementation of the integration of the PRODERIN with the Cajamarca
 

Development Corporation. An integration model which seriously restricts the
 

PRODERIN's implementation capacity could lower morale seriously.
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8. Impact of the PRODELIN on Other Organizations Such as the Corporation
 
Departmental Office of INP and the Municipalities
 

During the 30 months of project life the PRODERIN group has largely
 

concentrated on developing its internal organization and strategy. Thus, its
 
impact on other organizations in Cajamarca has been limited. In terms of
 

actual services delivered, the PRODERIN group collaborated with IMP officials
 

in the development of regional plans, it has assisted the CODERCAJ in the
 

drafting ot its 1983-85 plan and in the preparation of its 1983 budget and
 
investment plan. PRODERIN group members believe that their presentations were 
partially responsible in helping get the corporation budget doubled in 1983
 

after they made presentions at the fifth economic encounter, and at other
 
meetings. Finally, the group provided limited technical assistance to
 

municipalities and gave two courses.
 

PRODERIN's most important impact on other organizations has been in the
 
presentation of departmental planning concepts and strategies to key
 

influentials in Cajamarca. The PRODERIN conception of microregions, market
 

town development, and the socio tconomic and resource situation of the
 
department have become commonly shared conceptions. Six of the PRODERIN 

planning staff have been transferred to the corporation and are used on a
 
shared basis. Thus, the process of institutionalization of the planning
 

system and specific planning strategies is taking place.
 

In spite of the positive impacts and institutionalization of key
 

planning concepts of the PRODERIN in other organizations, the perceptions of
 
key officials from the Corporation, the departmental office and INP and the
 

few municlialities visited were either neutral or negative.
 

a. Corporation officials recognize the positive impact cf the PRODERIN
 

in the planning process and conception. They state, however, that 

PRODERIN's rural works projects are costly and limited in impact. 

(See Part IV for actual cost comparisons and impact findings.) They 
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believe that the approach to municipal tehcnical assistance is too 
sophisticated for municipalities. They do not think that PRODERIN 
staff have the skills to prepare studies or implement market town 
investments. Finally, they lelieve that a separate project
 
organization with high salaries is unrealistic for Peru at this time. 

b. INP officials in Cajamarca refused to comment on the PRODERIN except 
to say that only the INP has the right to prepare departmental 
development plans.
 

c. PRODERIN staff note that they have had very limited contact with
 
municipal officials. The two municipal mayors and committees with 
whom we conversed knew about and have favorable impressions about
 
the rural works program. They were dissatisfied with PRODERIN's
 
ability to get municipal water and electric systems going in their
 
districts. They comnented on the lack of frequent visits of 
PRODERIN staff, and lamented their lack of information about the 
costs, terms and construction calendars of the municipal projects. 

B. JUNIN
 

1. Planning Capacity
 

Since the preparation of the Junin 1982 Departmental Development Plan, 
between April and June 1981, the PRODERIN group has developed its planning
 
capacity. 
It has, for example, developed an appropriate methodology to
 
establish priorities for project selection consistent with the agreement
 
objectives and according to the Department's micro regional plan and the 
priorities assigned by the plan to each micro region (see Exhibit 13 and
 
Appendix 3). In this sense, the operational plans prepared by PRODSMlN place 
70Z of the projects in micro regions ranked as first and second priority. 
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Besides the experience obtained from the preparation of this plan, team
 
members have not hot become involved in departmental planning procedures. 

PRODERIN staff members have conceptual clarity as to micro-regionalization 

priorities and operational planning, but noc in respect to key market towns,
 

an aspect which will be discussed below. In contrast to Cajamarca, in Junin
 

the INP actually plays the role of a regional planning organizacion,
 

interested in coordinating the resources of the Corporation and PRODERIN. 
An
 

a result of the delay in defining the procedure and the integration mechanisms
 

between PRODERIN and the Corporation, no new development plan has been worked
 

out for Junin for 1983. However, as a first step to integrate planning
 

efforts, four PRODERIN planning group staff will be assigned to INP, four to
 

the planning office (scheduling) of the corporation, and two appointed as
 

advisors to the executive director of PRODERIN.
 

The above action places the planning function under a matrix model which 

will make it possible to test the planning capacity of the PRODERIN team and 

will determine the uniformity of the concept developed by the group on future 

plans. For this purpose, it is basic for the group to generate an informal 

communications mechanism to maintain the influence of the technical
 

consultants.
 

2. Relating the PRODERIN Plans to an Investment Strategy
 

The beginning of the operations in Juni.%, followed a logical sequence
 
determined by the following schedule:
 

April 1981 Staff recruitment (see axibit 14). Preparation of the
 

development plan. ObjecLives presented, applications
 

received.
 

Sept./ Evaluation of 600 applications for projects. Selection of
 

Nov. 1981 25 possible projects, and profile preparation. On the
 

basis of project profiles and selection criteria:
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rural public 	works were selected to14 definite studies for 

make up the first project packa$e. 

First disbursement and simultaneous beginning of 6 projectsNov. 1981 

from the first package.
 

Rural public 	works from the first package continued.
Dec. 1981 


Preparation of 7 studies from the second packige of RNW.
 

Selection of 14 RPW projects, for a third package and
 

beginning of 	studies.
 

June 1982 	 Reorganization to create the "key market towns" office (see 

new organization chart in Exhibit 15). 

1) AThe action timetable between April 1981 and June 1982, shows that: 


sequence was followed in the selection of rural public works projects on the
 

2) more than
basis of priority criteria, established in the development plan; 

one year went by before actual significance was Liven to the investment 

In fact, early in the project all the effortsprojects in "Key market towns." 


were concentrated on rural public works and 3) ihe change in the
 

organizational structure is due to the attempt to attach some significance to
 

the key market town projects.
 

One of the main aspects of PRDDERIN investment strategy is the fact that 

the 35 rural public works projects (of which 18 have been completed and the 14 

key market town projects (of which only one has been started and completed), 

are scattered in an area that covers approximately 40Z of the department 

territory and falls into the aicro regions which were given priority statue in
 

the plan. 

3. Project Selection Procedure
 

As noted In the previous setion, -the project selection procedure was
 

done on the basis of the priority setting criteria of the plan. Only two
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exceptions have been made to this procedure, an irrigation project and an 

electric project (through grants) in suburban areas close to Huancayo. .A 

combination of political pressures and cost benefit ratio seemed to have 

determined its implementation as part of the rural public works. 

4. The Development of Study Capacity
 

Before the reorganization of June 1982, the study and project offices, 

carried out the main part of the rural public works studies. From this group 

a review of a sample of tan studies Tveled study capacity and particularly a. 

capacity to perform cost benefit analysis improved considerably in two studies 

carried out in May 1982, cost benefit rates were determined on the basis of a 

10 year projection and are combined with present net value analysis (See 

Exhibit 16). A significant evidence that studies were used to make decisions 

is available. For example, the executive directorship decided to cancel two 

projects already approved, based on later cost benefit analysis not parformed 

in original studies. For key market towns, studies have been contracted to 

fulfill the technical requirements of agencies such as Electro Peru and SENAPA. 

5. Implementation Capacity (See Exhibits 17-20)
 

(a) Rural Public Works
 

In just 21 months, starting from the appointment of the only Exacutive
 

Director that PRODERIN has had, it was evident the team had the capacity
 

to collect, design and build small scale works by direct administration,
 

with a high counity labor elements which contrary to Cajamarca, did
 

not receive any food for work. By March 1983, 18 works have been
 

completed (inlcuding the first stages of some highways), from a total of
 

35 selected works. 97.8 kilometers of highway have been improved or
 

built (including 5 bridges) and 27.2 kilometers of irrigation canals
 

have been built. (See cost data in Part IV.)
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(b) "Key Market Towns"
 

In spite of the organization change to create an office exclusively
 

oriented to the impuentation of this type of project and the efforts to
 

promote them, (2 of 4 promoters and the promotion dirattor are assigned
 

to "key market towns") results have been practically nil and they have
 

contributed to frustration of PRODZRIN personnel. Several factors
 

contributed to this failure and are detailed in Section IIl D.
 

(c) Technical Assistance to Municipalities
 

As of March 1983, the technical Assiataace tam gave 4 seminars 

oninvestuent project design for municipalities. 

6. 	Evaluation Capacity 

The team has proven its ability to learn from its experience in rural
 

public works. As to problem solving for thekey market fund, it has tried to
 

correct its mistakes through reorganization but has not been able to find
 

adequate mechanisms to negotiate with the organizations which inpinge upon its
 

work in this field.
 

7. 	Development of an Organizational Planning Team with Adequate Technical 

Skills and High Motivation Level 

From its inception, PRODERIN has had only one director, who has beenable
 

to make up a highly cohesive work team, which at the same time is highly
 

motivated and seriously comitted to the future of the organization.
 

Throughout the project duration only one professional advancement.
 

The team is qualified to carry out the planning and implementation 

functions of small and medium sized projects in rural areas but as is the case 
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to embark on more complex projects or vith the Cajamarca team it is not ready 

urban infrastructure.
 

INP and the Corporation

8. -Impsct of PRODERIN on Other Organizations Such as 


inthe
Except for the original involvement of the PRODERIN planning tea 

of its work on the Corporation andPlan, the impactDepartmental Development 
have evolved in a 

on IMP has been minor; however, interinstitutional relations 

friendly and open climate which will facilitate theintegration 
process of 

theOn the PRODERIN bulletin board one can see 
PRODERIN to the Corporation. 


schedule of Interinstitutional sports competitions; this item, added to the
 

to INP and to the Corporation
fact that the transfering of the planning team 

was decided on the basis of a consensus reached bymanagement 
are positive 

relations.which characterizes interinstitutionalsigns of the feeling 
Both 

the Corporatio and the IMP director have spoken favorable 
of PRODERIN and its 

and have stated that they hope the transfering of the planning
performance 

people of PRODERIN will contribute to strengthening the departmental planning 

capacity. 

that his owanicto regionalization concept
The INP director acknowledges 

based on areas with homogeneous characteristics is different 
from the PRODERIN
 

concept which is based on urban-influenced areas with highly detailed analysis 

this disagreement is healthy and he at the municipal level; but he feels that 


is villing to accept "the one which actually proves to be 
better".
 

C. PROBLEM RELATNG TO INTEGIATION OF TE PRODERINS 

AND THE CORPORATIONS 

different
Since their creation the PRODZRINs have reported to three 


they were nominally subject to supervision and

organizations. In 1979-81 

control 
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by the departmental development comttees. In 1982 when the departmental 

development committees were abolished and the corporations created, it was 

felt that the corporations were too new to take on an oversight function. 

Thus, the PRODERINS were given autonomous status and placed under the direct 

control of the Prime Minister's office. In late 1982 the PRODEIM's were
 

informed that they would be subject to oversight by the corporations and in 

the 1983 budget year, PRODERIN budgets were placed in the hands of the 

corporations although separate budget lines were established for the PRODEBIN 

under the supervision of the corporations. No basic guidelines were provided 

for the roles and responsibilities of the PIODEBJ.NS and corporations and as a 

result considerable conflicts have been generated. 

1. Models for Organizational Autonomy and the Problems of Mergers 

Normally when project organizations like the PRDDERIN are established 

they are provided broad powers and their major functions and powers are 

delepated to them with loose oversight by some parent agency or by a board 

(see Exhibit 8 for an example of types of organizational autonomy). They 

normally must have their budget approved on an annual basis, their director 

appointed by the parent agency, but they exercise a high degree of operational 

autonomy, subject to legislation which governs the behavior of autonomous 

agencies. 

The logic of such strong delegation of authority is that the 

org@Qization can cut the red tape associated with ministries, through having 

control of )ey actions which result in service delivery. Salaries are 

normally higher, staff often more motivated, and often more coupetent. The 

organizational form of autonomous project organizations is often favored by 

external donors since such groups frequently can move more rapidly to get 

things done. The key problem for such organizations is that when external 

funds disappear they often disappear as wll. Their accumulated expertise 

disappears and no institutionalization of ke - -- inctive features of the 

project takes place. Thus, short term autonomy is gained at the loss of 

longer tar institutional capacity building. 

http:PIODEBJ.NS
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When autonomous project organizations reach their ultimate funding year 

either disappear or are integrated with existing organizations 
on a

they 
they have their own resource base or income

partial or a complete basis. If 

base (as in the case of an independent water company), they can often 

form of integration with another organization under or ae 

model presented in exhibit G. When two 
negotiate merger 

the conditions of the nixed 

organizations each bring resources and markets to 
a merger, procedures and 

policies are often developed using the best features 
of each. 

However, when a project organization has no resource 
base, it is often
 

faced with the choice of simply disappearing or of 
being absorbed into an
 

In such a process, it usually subjugates its strategy,
existing organization. 


procedures and policies to those of the controlling orsanization.
 

2. The Situation of the PODERIN Caiamarca 

resources until June 1984 it is
 As an organization with separate 

for mixed status. Without outside 
plausible that the PRODERIN could negotiate 

resources after June 1984 it would have to think in terms of subjugating its 

strategy and structure to the corporation and of total 
integration. The 

conflicts normally associated with total absorption 
and integration have been 

accelerated by the top level directives which have 
placed the PRODEIN under
 

supervision of the corporation.
 

A review of the positions of the Director of the PRODERIN 
Cajamarca and
 

in Appendix 2 and
 
the Manager of the Corporation (based on memos which 

app( r 


state their positions on key
based on detailed personal conversations) 


The position

integration issues and also reveal the points of conflict. 


of ore complete
presented by the PRODERIN Director in January 1983 is one 


autonomy than is normally given to autonomous arencies. For example, few
 

over the approval of their own
 existing autonomous agencies have control 


Salary policy must normally conform vith some law 
of
 

internal budget. 


autonomous agencies.
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On the other hand, certain elements of the corporation director's 

position call for a more detailed intervention into day to day operations than 

is normally expected in a mixed organization and in several areas more than a 

typical executive director and board would intervene in the day to day 

operations of their own organization. Some of the corporation's proposals 

would slow down PRODERIN functions as they try to carry out the rest of their 

activities until the end of 1984.
 

SPECIFIC POINTS OF CONFLICT 

The most serious point of conflict which will effect program functioning 

through the and of the Project period is the detailed control of PRODERIN 

operating procedures (see Exhibit 8 and CORDECAJ resolution Feb. 21 point 4 

Appendix 2). For example, CORDECAJ resolution Feb. 21 point 4 calls for
 

approval by the corporation's manager cf all projects, budgets or 
works and
 

studies and the allocation of funds for all individual project and study 

about financial control and disbursementactivities. In conversations 

procedures corporation people felt that they needed to see and approve 
all 

PRODERIN requests for funds to be drawn down against the national budget. The 

PRODERIN's controller thought he only had to send copies of disbursement 

and send its actual requests to Lima. PRODEIN'srequests to the corporation 

director feels that this kind of detailed intervention will slow down project
 

completion substantially. Furthermore, since most works are already
 

of studies and funds will causeprogramed, having to ask for approval 

difficulties.
 

A second tension point revolves around wage and salary norms and upon 

to terminate-P ODERIN employees immediately.the ability of the corporation 

Exhibit 10 shows that top level salaries and engineer salaries proposed by the 

of CORDECAJ. PRODERINl staff cite argumentsPRDDERIN are higher than those 

that PRODERIN positionsthat CORDECAJ salaries are lover than they should be, 

have no civil service status and that their employees need to be compensated
 

for risk. Finally, the PRODEBIN director believes that to attract quality
 

more.
profession&ls it is necessary to pay 
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In contrast the CORDECAJ manager believes the PRODERIN salaries are out
 
of line with all autonomous agencies and they must be brought into line with
 
those of the Corporation even 
if it means lowering some salaries. He notes 
that the general manager of the PRODER.IN who reports to him will have a higher 
salary than he does. He also notes that all department heads and some
 
professionals will have higher salaries (see exhibit 10). 
 Finally, CORDECAJ1'
 
director believes that some positions need to be cut from the PRODERIN. He
 
does not understand why some many people are needed in works and studies and
 
is not 
sure what the role of promotion is and why it is necessary. He sees
 
the need to cut the administrative group but might be willing a
to wait year. 
On the budget, the third point of conflict, the corporation wants and says it
 
has control of the budget general total and specific lines for annual approval 
and that it sends the "calendario of compromisos". The PRODERIN would like to 
have only general approval but.not specific approval of lines by r.he 
corporation. 
On this issue ,nder normal circumtances the parent organization, 
like the corporation has both general and specific line approval on an annual 

basis.
 

Corporation right to review strategy, receive evaluations, check
 
personnel procedures and review operating norms (not specific details of
 
operation) are within the range of controls normally provided to an oversight
 

operation.
 

IMPLICATION FOR FUTURE PRODERIN OPERATIONS
 

Should the entire CORDECAJ position presented in its memos (appendix 2) 
and in exhibit 8 be the final position, there may be a resignation of key 
staff members and a possible paralysis of the project. Even without dealing 
with specific personalities and their problems in Cajamarca, corporation 
detailed oversight of functions of operations (project selection, study
 
selection, works administration) and thq specific approvals required as 
mentioned in point 4 and others in the memo would slow project operations 
considerably. They represent a much deeper intervention into the managerial 
process than most general managers and boards would be willing to engage in. 

http:PRODER.IN
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The sheer 1eval of detail required would be difficult for a general manager to 

assimilate and still deal with other departments and divisions in his 

the project completed successfullyorganization. If the mission wants to see 

it may need to express an opinion about this item. 

A second key issue to consider is whether intervention of the
 

corporation in 1983 in staff cuts in the PRODERIN and in detailed operations 

will allow them to finish their work program. Staff cuts without key data on 

who does what in the organization may not make sense. Thus, it may be useful 

to presere PRODERIN autonomy in staff, and administrative procedures in 1983
 

and then work for major changes in the 1984 budget with staff cuts and
 

strategy adjusted to the reduced final year funding level, with the 

corporation's staff needs known and with the more careful studies done on 

necessary administrative procedures. Based on these issues and probable
 

necessary responses mission options for influencing the integration process
 

might be considered under three scenarios: Scenario 1- convenio not extended 

beyond June 1984, Scenario 2- convenio extended through 1985 with $3,000,000 

in market town development fund resources transferred to organizations other 

than the PRODERIN or the Corporation, Scenario 3- convenio extended through 

1985 with market town resources and possibly additional resources left in the 

hands of the PRDDERIN. Each position might require a different stance of the
 

mission. 

Scenario 1. Convenio Not extended Beyond June 1984 

Under these circumstances it wv ld be useful to try to preserve
 

operating autonomy of the PRODERIN so that it can complete its work, and also 

to try to take a position in which PRODEBM staff resignations do not take 

place in 1983 and in which a transition of integration of PRODERIN staff which 

the Corporation wants can take place in 1984. If there are not going to be 

funds for the PRODERIN after 1984 it makes little sense for a lot of direct 

intervention of the Corporation in organizational policies and financial 

policies and systems since the PRODERIN will simply disappear as an 
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organization in 1984. Corporation and PRODERIN time could be better spent 

administering their operations. A useful set of targets to aim for under 

these circumstances might be: 

1. 	 That the PIODERIN director be delegated key internal functions such 

as control over his operating procedures in project design, 

selection and implementation and in detailed financial disbursement 

procedures until the end of the convenio period (at least till the 

end of 1983). Budget approval in general and at the line item level 

be exercised by the corporation as an oversight organization. 

2. 	That PRODERIN retain its salary scale and personnel procedures until
 

the end of 1983 or that selected corporation salaries be raised
 

slightly to bring them on a par with the PRODERIN. 

3. 	That personnel cuts be made in 1984 based on who the Corporation
 

wants to absorb and who is necessary to finish the convenio during
 

January through June 1984. That any 1983 PRODERIN hiring be
 

consulted with the Corporation.
 

These are probably minimum necessities for the couvenio to finish 

successfully. The mission's lobbying capacity might be low in this option 

since it will withdraw key funds from the loan at the end of the convenio 

period. 

Scenario 2. Extend the Convenio until the End of 1985 but move the 

*3,000,000 to and Organization other than the Corporation or the 

PRODERIN 

Under this option the mission might support the same basic plan as in 

option one, with less budget problems in 1984 but with provisions to pick up 

key PRODERIN staff which the corporation wants in 1984. 

The successful control of the operating aspects of the PRODEU.N would
 

enable it to successfully spend any remaining rural works money and municipal
 

technical assistance money in line with its plans.
 



- 49 -

Scenario 3. Extend the Convenio and Possibly Increase'Funding
 

Under these circumstances it is probably useful to be supportive of a 
phased integration process of the PRODERIN into the corqoration retaining 
relative PRODERIN operating autonomy in 1983 and looking for significant 
integration which begins to be reflected in the new PRODERIN budget which will 
be produced in June of 1983 for the January 1984 period. Here the mission 
needs to think about whether a mixed or an integrated organization would beat
 
serve the objectives it wants to accomplish with a restructured project. A 
list of the features of transition which would be necessary in each case 

follows: 

HED ORGANIZATION (KEY FEATURES OF THE TRANSITION) 

I. Director of the PRODERIN continues to be appointed by the President
 

and his appointment is ratified by the Corporation Board. 
2. 	 Strategy design by the PRODERIN is approved annually by the 

Corporation. 

3. 	 Co'rporation approval of budget general and detail on an annual basis. 
4. 	 Separate accounting and finance procedures in 1983 in compliance 

with Hinistry of Finance requirements sending copies of documents to 
the Corporation. A decision about whether to continue this or 
integrate administrations in 1984 (decision need# to be taken in 

June or July of 1983).
 

5. 	 PRODFRIN's 1984 budget and staff redesigned (cut or kept) on the 
basis of the revised convenio. PRODERIN's 1985 budget and staff 
scaled down to finish the convenio with the Corporation hiring those 
PRODERIN staff it needs. 

6. In 1984 budget PRODERIN and Corporation salaries adjusted to same 
relative scale based on more detailed study by INAP. 1983 salaries 
in corporation of key executives raised to those of the PRODERIN. 

7. 	 PRODERIN control of its detailed overatins procedures. 
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INTEGRATED ORGANIZATION 

In this option the PRODERIN director or key staff directors might take
 
top management positions in the corporation.
 

1. PRODERIN keeps relatively autonomous status in 1983 in operating
 

procedures but becomes a fully integrated part of the corporation
 
concentrating on rural works, market tov development and municipal 

technical assistance in 1984. 
2. Administration of the PRODERIN fused with the Corporation's 

administrative group with staff reductions in the 1984 budget year.
 
3. PRODERIN director appointed by the Corporation President with his 

Board's approval on a contract basis.
 

4. Strategy of the PRODERIN and its review treated within the normal
 
review process of the corporation in 1984 and controlled in general
 

approval by the Corporation President.
 

5. Budget of the PRODERIN in 1984 treated as a normal department budget.
 
6. Separate accounting procedures dropped by 1984.
 

7. Personnel and salary policies reanalyzed and integrated for 1984.
 
8. Corporation department head salaries raised to PRODE.IN levels in
 

1983. 
9. 
PRODERIN director controls his detailed operating procedures like
 

any department head.
 

CONCLUSION ABOUT THE PODERIN AND CORPORATION MERGER 

The overall option selected depends upon whether the mission wants to 
extend the convenio or not and also whether the government wants to change itt, 
Corporation or PRODEKIN top management. 

From the perspective of institutionalizing the planning process and 
gaining the survival of the most positive aspects of the PRODERIN york 
process, a total integration with the corporation is favored by the Evaluation 
Team with some top management changes in the corporation. Without some 

http:PRODE.IN
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RDDERII staff taking key top management positions in the Corporation, at 

least initially a total integration strategy may not be possible. However, 

this option makes best sense if the mission decides to extend the convenio and 

if tbe PRDDER.IN and corporation retain access to the market town fund. If the 

convenio is not extended the best option is probably to stay out of the 

struggle and let it run its own course. 

THE 	SITUATION OF THE PRODERIN JUNIN
 

The situation of the integration of the Junin PRODERIN into the 

Coporation, appears to be different from the one at Cajamarca. The positive 

sign is that the corporation inJunin appears to be willing (unlike in the 

Cajamarca situation) to delegate sufficient operating authority for the 

PRODERIN to complete its work. However, differences in salary scales between 

the PRODERIN and corporation could create the same problems which exist in 

Cajamarca. The evolution of events seems to indicate that in Junin a mixed 

organization pattern would be best if the salary issue is resolved. The basis 

for conclusion is that there is evidence in Junin of a climate favorable to 

negotiation between the directors of the two organizations. 

From the beginning, the corporation's position has been to provide
 

PRODERIN adequate autonomy to complete the operational plans derived from the
 

agreement. These issues have been discussed in several meetings and, after
 

jointly evaluating the recommendations of a consultatn hired by Cordecaj to
 

study the merger mechanism (See Appendix 4), a verbal agreement was reached on 

the following basic points: 

a. The hecutive Management of PRODERIN will report to the General
 

Manager of the Corporation (please note that in its present
 

organization chart the corporation has not included PRODERIN Exhibit
 

23).
 

b. 	The Executive Management of PRODE&IN will submit a resolution
 

proposal to PODERIN defining the functions and duties of the
 

http:PRDDER.IN
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That document was ready to be sumbLtted
Executive Director (See Exhibit 24). 

when this report was being prepared. The PRODERIN director believes there was 

be approved without any substantial revision. no disagreement and that it will 

allocated among three c. 	The Planning office staff of PRODERIN would be 


institutions as previously described.
 

d. 	 The Executive Management should submit the Personal Asignment Table 

and the Personnel Budget for approval to the Corporation's Board of 

Directors. Those documents were submitted on March 18, 1983.
 

the 	same risks which could impairConflict about the salary scales carry 

the inter-institutional relations and spark resignations of PRODERiN directoes
 

in Cajamarca. The comparative wage table in Exhibit 25 allows us to forsee
 

the position of Cordecaj board of directors on this proposal for two 
basic
 

1) In four cases, the s/750,OO ceiling established by the
reasons: 


government for hired officials has been execeeded and 2) it teems ilogical 

twice as large -s that ofthat the PRODERIN director will get a salary almost 

the manager of the Corporation to whom he must report. 

During the interviews, the PRODERIN management stated that if the 

resign", since they felt
salarytable was not approved, "the committee would 


that their market opportunity cost was equal to their claims.
 

In case this impasse is surmounted, it might be expected that PRODERIN 

vould continue operating intially on a mixed organization basis with adequate 

Complete integration could thenautonomy to fulfill original project goals. 


be pursued in accordannce with the Time Table for scenario 3 above. 



- 53 -

D. MARKET TOWN DEVELOPMENT FUND 

This part of the report is divided into tvo sections: 

1. Analysis of the failure to utilize the fund. 

2. Proposals for future utilization.
 

Failure to Utilize the Harket Town Development Fund 

the fact that, as of this moment, no sdb-projectsThe point of departure is 

been financed through the US$8.0 million Market Town Development Fund.
have 

Failure to implement thLis part of the project is due to a number of factors 

and cannot be attributed to any individual or institution. 

The factors include: 

was not a priority item until June/July 1982.1. Utilization of the Fund 


AID/LLm., initial pressures on Technical AssistanceChanges in personnel in 

and PRODERIN staffs to produce departmental development plans, the necessity
 

to demonstrate some sub-project activity and the development philosophies of
 

some Technical Advisors and PRODERIN leaders, combined to give very low 

individual and institutional priorities to utilization of the .Fund until at 

least June/July 1982 when an implementation letter was transmitted to the 

PRODERINs calling for increased attention to Fund implementation. Formal 

recognition of the importance of the Fund began at that date, but actual
 

has beencommitment of time and resources to this portion of the pro-Jct 

slower and, in some cases, has not been apparent until very recently.
 

2.' AID/Lima. Initially, interest in the PRODERIN project was shared 

bytwo AID/Liza offices-Urban Development and Rural Development. Because of 

and training the Market Town Development Fund tendedprofessional experience 

to be aLtractive to the Urban Development Office, while the Rural Public Works 

of the project was closer to the interests of the Rural Developmentcomponent 

Office.
 

to Urban Development shifted
Departure of mission personnel assigned 

total project responsibility to the Rural Development Office and removed from 
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Development Fund. 
the scene the individuals most interested in the Market Town 

the slack i-n terms ofto pick up
Failure of Rural Development staff 

was only the factTown Fund due not to 
institutional interest in the Market 

was somewhat removed from their major professional interests, but also 
that it 

to the very heavy project supervision load staff members 
(perhaps largely) 

were carrying. 

The energies and attention of Technical 
3. 	Technical Assistance Staff. 

the early stages of the project by the need 
staff were captured inAssistance 

plans in both 
in a very short time, departmental development

to produce, 

Cajamarca and Junin. Subsequently, the desire (necessity) to 
generate
 

sub-projects in the field then led to an emphasis on 
the Rural Public Works
 

part of the project.
 

Rural public works were relatively easy to package and implement 

funding could be provided
compered to Market Town projects. Studies and 


internally, without the necessity to struggle 
with the requirements of
 

seemingly unyielding bureaucracies such 
as the Sousing Bank and ELECTRO-PERD.
 

In addition, at least in Cajamarca, the 
Technical Assistance staff had a
 

philosophical predisposition towards rural 
public works projects and a
 

conviction that the Market Town fund, with 
its pay-back loan requirements, was
 

reality in the department - a highly 
not appropriate to what they saw as 


for public investment of any kind and
 
rural population, starved for decades 

virtually no capacity to pay back loans.
 

This initial predisposition 	to rural public 
works was reinforced by the
 

frustrations of dealing with the Banco de 
la Vivienda in early attempts to
 

Fund. Field opinion is that experience with the Bank 
utilize the Market Town 

delays, rigid commtmnt to pre-existing loan 
has been an unending series of 

have little relation to the objectives of the project 
seemprocedures that to 

of dealing with the Bank will 
and petty bureaucratic behavior. The 	problems 

this report. The important point, as 
be treated in greater detail later in 


that project implementation has been
 
far as the field is concerned, is 



- 55

extremne3: difficult, time-consuming and unrewarding. Faced with the necessity 

to produ.-e projects, given the initial predisposition towards rural public 

works ar. frustrated by attempts to deal with the Bank, it was only natural 

that intzrest and energies in the field concentrated on the successful rural 

public " rks projects. Again, from the perspective of the field, the Mission 

seemed tj be pleased with this ordering of priorities; and the first hint that 

atentivo% should be given to the Market Town Development Fund did ;ot come 

until JL-a 1982.
 

4. The PRODERINS. To some extent, PRODERIN concentration on rural 

public--v-rks and lack of attention to the loan fund can be traced to the seae 

considerations that influenced the Technical Assistance staff in the field. 

That is, h$D/Lima interest in rural public works, difficulty of dealing with 

the iou-I.ng Bank and other central government agencies and the relative ease 

with whl':h rural public works projects could be organized. There were, 

however, additional considerations that tended to further reduce even PRODERIN 

interest in the Market Town Development Fund. These included: 

a. The English term, Xey Market Towns, was badly translated into
 

Centros .oblados, Spanish for population centers, referring to any population 

canter brjd carrying no connotation of development, markets or prioritization. 

PRODEII. leaders and staff of the never understood the concept or how it 

might flit into their development planning. This point is stressed by the 

Technical Advisors in the field, whose responsibility should have been to 

clarify such misunderstandings.
 

b. The PRODERINS have recently given any priority to the Market Town 

Developient Fund in their internal organizational structures. 

The weak structural base has further detracted from organizational ability to 

successfully utilize the Fund. In PfODERIN/Cajamarca, there is no office with 

responsibility to carry out Market Town Fund projects. One individual in the
 

Office of Studies and Projects is in charge of the Fund and one out of eight
 

promotoras in the Office of Promotion is assigned to work on Market Town Fund
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projects. In PRODERIN/Junin, -here is an Office of Centras Poblados, which
 

was not organized until July .82 and seems to be isolated from the rest of
 

the organization.
 

c. - The PRODERIN/CaJ ... . "-;f lacks the technical skills to carry 

out or review studies dealing ,1th electrification. water and sewage 

projects. Staff members are : :ank and open about their inability. In sme 
cases, this has led to local P.ODERIN endorsement and transmittal of poor 

This, in turn, has reinforced the
technical studies to the Rous-Ag Bank. 


Bank's Initial tendency to en£ige in detailed technical project review and has
 

fueled its contention that th( PRODERINS do not have the technical competence
 

to generate acceptable studies.
 

Another result of the lack of technical skills on the part of
 

this PRODERIN/Cajamarca office has been an inclination to turn away from
 

Market Tovn projects that tend to professionally threaten the office, and to
 

emphasize the rural public wor..s projects with which it is more comfortable.
 

5. The Procedures of the Banco de la Vivienda have been serious
 

obstacles to the disbursement of the Market Town Development Fund. The Bank
 

has a strong tendency towards _entralization of decision making and an equally
 

strong commitment of resource& and personnel to the Coast as opposed to the
 

Sierra. PRODF.RIN contacts with the Bank regarding the Market Town Fund have
 

been frustrating and disappoir:ting because:
 

a. The Bank has re. ,sed to recognize municipal governments as
 

acceptable subjects of credit. Its reasoning is:
 

b. By law, municipalities are not permitted to mortgage their
 

assets to guarantee loans.
 

c. If the Bank were to grant ,aloan to a municipality and if the
 

municipality were to fail in the repgyment schedule, the Bank would have no
 

way to recover the investment-- it could not seize municipal assets to covec
 

losses.
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d. The bank thus refuses to loan directl" to municipalities and
 

insists on the formation of neighborhood groups of I.oject beneficiaries 
as
 

the rectpiaets of loans. Each beneficiary must sig, a legal document 

conitting his assets to repayment of the loan. 

Lurking in the background of this refusal to deal directly with the
 

is the fact that some 90Z of the Ban"'s delinquent loans are to
municipalities 

stat organizations whose assets enjoy protection similar to that of the
 

municipalities.
 

the review of PRODERIN 3roject proposals by the
 a. 	Long delay, in 


because PRODELIN's
Bank are standard procedure. The Bank's position is that 

technical staff is not capable of producing reliable studies it gives detailed
 

financial arrangements
attention to each loan request, not only in terms o 


for the loan, but also to the quality of economic ard technical feasibility
 

To some extent, the PRODERINS have stimulv-ed this close scrutiny bystudies. 

However, this seems to
the Bank by submitting some poorly designed projects. 

have been the Bank's procedu,'e from the beginning of the project and not 

simply a response to PRODERIN's inadequacies. The Bank maintains its 

But, we fourd no evidence that the
procedures are reasonable and prudent. 


Bank is helping the PRODERINS overcome any of the inadequacies.
 

f. Whatever the merits of the Bank's meticulous review process, it iS 

not carried out efficiently. Rather than completely: reviewing a project and
 

Loans are
then noting deficiencies, the Bank proceeds one point at a time. 

thus delayed, much to the frustration and financial detriment of iAtended 

beneficiaries. 

g. The Bank has failed to decentralize its deision-making powers and 

its project review resources to facilitate project approvals. 

The Bank has a branch office in Cajamarca vith no power or resources to carry 

out on-site project reviews. Nor does the Bank send periodic teams to the 

field for this purpose. All reviews and approvals take place in Lima
 

headquarters. There is no branch office of the 	Bank in Junin.
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The Bank has failed to produce loan requirements for this Projaz:.
h. 


set of procedural requirements for the disbursemonUs 
of
 

The Bank uses the same 


this loan fund as for any other loan it processes. 
PRODERIt is treated the
 

a&am way as any individual applicant for loan. 

Some of the Bank's actions seems to verge on nitpicking. For 
i. 

example, the Mariscal Castillo electrification project is being held up 

because the Rank's legal department refuses to acknovledge that the area is, 

indeed, a Centro Poblado and therefore eligible to participate 
in the 

there is no official definition of a Centro Poblado and 
since
 

project. Since 

of Cajamarca and PRODULIN have certified the
the Provincial Municipality 

status, the Bank's position is arbitrary; all technical 
and economic studios
 

for this project nave been approved by other departments 
of the Bank.
 

We found no evidence that the Bank gives any priority 
to the 

and that it often is a major
the Market Town Development Funddisbursement of 


obstacle to loan disbursements.
 

the loan fund
6. Additional factors tha& complicate disbursal of 

include: 

in Lima. Giveahave had no institutional presencea. The PRODERINS 


the complexity of negotiations with the Bank, ELECTIO-PERD and other Lima
 

most
based agencies, some sort of permanent Lima presence would have been 


To contact with key agencies concerning the progress of loan

helpful. 


In the
 
applications and, in general, to serve as a project facilitator. 


absence of this sort of office, a stream of PRODERIN officials, 
beneficiary
 

representatives and technical assistants flows 	from the 
project sites to Lima.
 

b. 	There is astrong tradition that projects such as
 

provided to population
markets and lauthterhouses are
electrification, water, 


grants, than through loans. PRODERIN reprasentatives
centers as diract rather 

often find reluctance on the part of intended beneficLarLas to participate in 

"The village across the valleyloan-funded projecrs. The attitude Ls, 
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Why should we pay for ours?" This partly
received its market by donacion. 


explains the many instances of beneficiary groups which cling to the 
hope that
 

eventually the projects will be provided through donacion and have second
 

Hopes are fueled by the high profile of Cooperaciin
thoughts about a loan. 

Popular -which operates through a system of donacion supplemented by 

community labor- in both departments. Cooperaciin Popular is involved in 

many of the same sorts of projects as are contemplated in the Market 
Town 

Development Fund.
 

There has been no strong technical assistance component
c. 

In much the
specifically indentified with the Market Town Development Fund. 

same way that the PRODERINS have failed to provide a strong organizational 

base for the Market Town Fund, technical assistance has not focused on the 

For example, a technical advisor persuasive and acceptable to PRODEKINFund. 


as Ray Bromley, but focusing on the Market Town Fund could have had a
 

significant and positive impact.
 

Delays in loan project approval lead to increased costs which
d. 


caused some beneficiary groups to reconsider initial couitsents. Delays in
 

loan project approvals, serious obstacles to Loan Fund disbursaements, lead to
 

project cost due to inflation.
 an additional- problem - - dramatic increase in 

We visited several leaders of beneficiary groups in Cajamaica with a PRODERIN 

promotora at which time the leaders were informed that one of the results of
 

loan approval delays would be nearly a doubling of project cost due to
 

Each leader was deeply concerned about the increased costs and
inflation. 


expressed reservations about his/her ability to commit his/her group to the
 

new budget.
 

6. 	A very high percentage of Loan Fund Proposals pending approval
 

It is not clear that
 are electrification or water projects in housing areas. 


these projects are linked to the project's original investment criteria:
 

... eaphasize clusters of urban and agricultural investments that, 

because of their mutually reinforcig effects, stimulate small farmer 

development, generate off-farm employment opportunities; improve 

services for the urban poor, and integrated the regional hierarchy 

of market towns." 
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Even if it is decided such projects are appropriate, the funding of these
 

types of projects is questionable.
 

Emphasis on electrification and water has thrust the PRODERINs into a
 

position of competition with ElectroPeru and SENAPL, the state agencies 

responsible for these services. The Banco de la Vivienda has separate 

agreements with both agencies to finance projects in Junin and Cajamarca that 

are exactly the same as the ones the PRODERINs have been trying to generate 

with Market Town Development Funds. The same interest rates applybut 

PRODERIN and Technical Advisors say chat the procedures for ElectroPeru and 

SEMAPA are not nearly so complicated as the Bank's. Frustrated PRODERIN staff 

members cite several examples of loan project proposals chat were tak&n over 

(they used the word 'stole") by ElectroPeru at the last stages of loan
 

negotiation, after considerable investment of PRODERIN resources in promotion
 

activities and technical and economic studies. Relationships among the 

organization are not goad and ElectroPeru and SENAPA refuse to share their 

departmental planning priorities with the PRODERINs. 

One point of view might be that development of projects impleadnted by 

others would be an ideal PRODERIN activity. However, it is clear that 

PRODERIN views ElectroPeru and SENAPA as competitors, and not collaborators. 

The PRODERINs are under pressure to produce loan-funded projects and there 

seems to be little credit to be gained for doing space work for other 

organizations. 

PRODERIN people involved in Market Town Development projects view 

ElectroPeu and SENAPA with the same hostility they view the bank-all three 

engage In the same delaying tactics, ore unresponsive, and characteristically 

bureaucratic.
 

h. The Banco de la Vivienda charges (or would charge if there were any 

loans) varying interest rates for loans flowing from the Market Town 

Development Fund. The lowest rates are for electrification and water 

projects, while higher rates apply to projects such as markets and 
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It would be worth looking into this to determine 
the impact


slaughterhouses. 


of variable interest charges on loan disbursements 
and if the variations are
 

consistent with project objectives.
 
limits field
gasoline and per dies 
i. 	Periodically, lack of money for 


Proiect. For
 
visits of PRODMRIN staff to promote and develop Loan 

Fund 


example, no travel was authorized during 
the months of January and February,
 

1983 to visit Market Town Fund projects in PRODERIN/Cajaarca.
 

Reco mendations for Future Utilization of 
the Market Town Development Fund
 

Introduction
 

use the U.S. $8.0 million 
There are plenty of ideas on how best to 

Market Town Development Fund; the main problem 
is evaluating the alternatives:
 

1. The Prime Minister's Office would transfer 
the money to INFOX's 

proposed Municipal Development Fund to be 
used for direct loans to 

municipalities.
 
leaders would transfer 

2. Some of the Technical Advisors and PRODERIN 


some or all of the funds to the successful PRODERIW lural Public Works
 

programs to be used in grant programs.
 
leaders
 

3. 	 If the Fund is to retain its loan component, 
most PRDDERIN 

the loan 
and Technical Advisors would remove the Banco 

de Vivienda from 

Opinions vary as to which institution(s) shoulc 
replace the 

funding process. 


sign-off responsibility for 
Bank. The most popular option is a grant of 


the PRODERiNS/Corporations

economic and technical aspects of the loans to 

(depending on the extent to which they merge) 
and responsibility for packaging 

the financial details of loans be given to 
another financial institution, such 

as the Banco de La Naciin.
 

with few'visible supporters, is to leave
 4. 	Another possibility, on 


they are, but eliminate bottlenecks, foster
 the institutional arrangements as 


a technical assistance
the various institutions and add
cooperation among 

component. 
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Problems of Evaluacion,
 

The evaluation process is unusually complex for the following reasons:
 

1. Institutional Overload in the Decentralization Process. Several
 

Institutions are competing for part of the action in the movement towaris
 

recent Law of Department
decentralization embodied in the relatively 


Corporations and the revised Organic Law of Municipalities. Among the
 

competitors are such old institutional hands as CooparacSn Popular, Electro
 

Vivienda, and the National Planning Institute.
Pero, SENAPA, the Banco de 

They are joined by relative newcomers such as the department corporations, 
the 

PRODERNS and the Municipal Development Institute (1h1OH). The situation is 

the new roles assigned to municipal governments, whichfurther complicated by 

only recently are being considered as active participants in the development
 

process.
 

The older institutions are trying to adapt long-existiug structures to
 

the new focus on decentralization, the newer ones are trying to organize
 

internally and carve out a role for in the decentralization process. Each has
 

developed or is in the process of developing its own institutional personality
 

and perspective on development.
 

There is considerable overlap in the mandated responsibilities of these
 

organizations and serious questions exist about who does what, where and 

when, AID housing Advisor Kraig Beier suggests the sector suffers from 

institutional overload.
 

Judgements about the desirability of involving any of these institutions
 

in a modified version of the Market Town Development Fund is difficult because 

Lhat they lack a track record ormost of the organizations are either so new 

have made records in other areas with little basis for knowing whether 

to the new setting.institutional skills can be successfully transferred 
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of
 
2. It is Not Clear Which of Number of Competing Values Should Govern 

Use 

the Money Available., There are a several 
issues:
 

a. How important is the principle of 
recovery of funds embodied in the
 

The answer will impact on the procedures 
to
 

concept of a revolving loan fund? 
system, administered 

be utilized and on participating institutions The present 

by the Banco de Vivienda, places such 
a high value on the recovery of funds
 

At the other extreme, 'ashift of
 
that loan process is virtually paralyzed. 

rural public works by donation would eliminate the recovery of funds. 
funds to 

Most of the PRODERIN people
 
There are, of course, compromise positions. 


a which a portion of
would probably favor system in 

and Technical Advisors 

Market Town projects would be financed by donation 

The importance of the recovery principle 
is also related to the choice
 

Our sense ts that the
 
of institutions to be involved in the loan 

process. 


following ranking of institutions reflects 
the seriousness with which the
 

recovery of funds would be pursued:
 

Banco de La Vivienda
-

- PRODER.I S
 

- Department Corporations
 

- INFOM 

b. 3ow important is the completion of worthwhile 
projects as opposed to
 

either the development; of market town institutional 
capabilities or building
 

If
 
the integrated development structures contemplated 

in the original plan? 


project completion is the highest value, 
transfer of funds to rural public
 

of the other values takes precedence, a 
works makes sense. If any of 


not be transferred.
the Loan Tund probably should
significant part of 

the size and expense of desirable loan 
is also related toThis question 

in the Loan 
Given the pressures to produce significant 

movement 
projects. 


As we
 
a tendency to develop large, expensive projects.
lund there will be 
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It takes virtually the 	same 
vere told by PRODUIS field workers: "Since 

and energy to develop a big project as a sal one. why not 
amut of time 

not have the 
the large *ms?' 8"ver, few large projects my

emphasize 
large number of

rtional developmet as a 
on integi atedoverall impact 

.s to govern?
smaller projects. Which value 

the Project's terminationconcernsrelated issue3. A different but 
and prociduralinstitutionllto establish newtime availabledate. The soma of 

will affect the desirability of the various options, 
relationshps 

which would require extension of the scheduled 30 June 1984 termination date. 

the Market Town 
Issue Concerns Evaluation of the Status of 

4. A Final 
The basic, inescapable fact is 

the Banco de Vivienda.
Fund as 4ministered by 

One my take the optimisticdispersed.no loan funds have been
that, to date, 

start-up problems, the system is at the 
view that, although there have been 

seemsof future suitable loan placmnts 
point where an adequate number 

has not really evolved 	at all,
that a system

assured. The alternative view is 
to be close to favorable loam 

and that while some Isolated projects seem 

that the future will hold be better. We 
little assurancedecisions. there is 

of the projects close to the end of the loan 
lean to the latter since most 

have little relation to the project 
pipeline were developed by Electro ParU, 

theonly to produce some movement in 
funded by PIODERgoals and ari being 

Loun Fund. 

The Practical Alternatives 
on major alternative future 

in this section we recommendationswill make 

uses for the Market Town Development Fund. 

Alternative No. 1: Transfer all or part f the Loan 

proposed Inicipal Development 

Fund to 

Fund 

IfMs 

This Is the least desirable of the major alternatives. 

Limited institutional cap-city. 
a. 	 INFORK Is new and has 

fund managmet capability.
b. UM lacks a loen 
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c. MNOM is more vulnerable than any of the ocher institutions to 

pressures to use the money for projects that will be politically benefit the 

government. Municipal elections are scheduled for November 1983; most people 

feel that the government will suffer substantial losses. 1hOH does not have 

the institutional strength to resist potential government pressures. 

d. It may be in INFOM's long-term Interest not to have a loan fund 

capability in Its formative period. The tendency for other Latin America 

municipal development institutions with loan capability has been to emphasize 

loan projects and neglect technical assistance and training to the 

municipalities. Obviously, it is easier to build a market than to change the 

perceptions and performance of municipal authorities but building markets, in 

itself, may not be a major contribution to development. 

NOTE: While we do not recomend transfer of the Market Town Loan Fund to 

M11OM at this time, we do believe that the Misaion should explore the 

possibility of a long-term technical assistance relationship. 

The role and integration of municipalities in the planning and 

development process is very unclear. It does seem that the role could be 

Important and that NFOM's organizational mandate places it in a key 

position. It is at this early period of INFOM's organizational development 

that technical assistance could be declsive. 

Project sites in Cajamarca and Junin? For example, rotation of staff 

betveen the PRODERNS/Corporations and INFOM could be arranged, presuming that 

.themunicipal training and development functions of the Proderins will be 

incorporate4 into the corporations. 

One of INPOM's early actions should be to establish a field presence to 

counteract the fear that it is just another Lima-based institution. 

Alternative No. 2: 	Retain current institutional arrangements, including the 

central role of the Banco de Vivianda, but eliminate 

bottlenecks, foster cooperation and introduce a strong 

technical assistance component. 
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On the plus side, the Bank is acquainted with the project, has a
 

proven loan management capability (in other AID-funded projects) and is
 

serious about the loan recovery principle.
 
On the minus side, the Bank has clearly far not facilitated loans.
 

The Fund has yet to be tapped. The system does not work.
 

In addition, the Bank and PRODERINS staffs hold each other in deep
 
mutual disregard. Each views the other as the principle cause for failure of
 

the Harket Town Development loan project.
 

We do not sive this alternative high priorlty. While there is little 

risk of misuse of the Fund, the corresponding possibility of success in 

project implementation is low. 

Should this alternative be adopted, we recommend: 

a. The Bank should be required to provide field representatives with
 

economic/technical capabilities for project review and legal/financial skills
 
for loan packaging at both project sites. These persons should view
 

themselves as loan facilitators and be willing to shore up the capabilities of 
the PRODERINS and the corporations. They should be given sign-off capability 
for loan projects. It may be necessary to subsidize the salaries of these 

bank employees from PRODERIN funds.
 

b. The PRODERINS should assign an official to Lima to facilitate loan
 
application progress among the various involved central government
 

institutions.
 

c. 
A technical assistance component should be assigned specifically to
 

this part of 'the project.
 

d. USAID should periodically review the status of loan proposals with 

representatives of the Bank and the PRODERINS. 

Alternative No. 3: Give to the PRODERINS/Corporations (depending on the extent
 

of integration) sign-off responsibility for loan project
 

approval and transfer the money to another Bank whosu sole
 

responsibility will be to package loans approved by the
 

PRODERIUS / Corporations. 
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The advantages and disadvantages of this approach are: 

would ezpedite the 
a. Sign-off power for the PRODERIUS/Corporations 

lending process. 
for funds derived from foreign credits 

b. This kind of responsibility, 

falls within the powers mandated to the corporations in the Law of Department 

Corporations.
 

c. 	 The PIODERINS have developed e successful mechanism for planning and 

to be no reason that they could 
implementing rural public works. There 	seems 

for Market Town 
not acquire a similar planning (but not implementing) capacity 

is granted equal priority and resources within the 
Development if the program 

organizution. 

d. 	 The main disadvantage of this approach is the danger that the 

might not devote sufficient organizational resources flODERINS/Corporations 
If such happened, a technicalTown Development.and priorities to Market 

review capacity, with the ability to assure the 
quality of contracted studies,
 

might not be present and recovery aspects of 
the Loan Fund would be minimized.
 

We sive this alternative second highest 	priority.
 

inthe Banco de La Nacion (orother
 
Alternative No. 4: Deposit loan funds 

and form an inter-institutionalappropriate banking agency) 

committee in each department to make loan'decisions.
 

a model based on this idesbe developed 	as the 
preferred


We recommend that 


the Market Town Development Fund. Details depend on further
 
future use of 

study, but the basic model consists of:
 

&. An ad hoc committee for each loan request consisting of 

representatives of:
 

- Banco de la Nactin (or other bank) 

- PIODZfl/Coporation (the Programing 	Officer of the 

Proderin)
 



- National Planning Institute 

- IS (assuaing tihe establishment of a field office in each 

departmuent) 

- The Municipality in which the sub-project is to be loctated. 

b. This comittee would:
 

Make the initial decision to contract for technical fdasibility
-

studies (socio-econoic feasibility studies will be done in-house
 

by the ex-PRODERIN staff).
 

Make the final decision on loan approval, based on the
-

feasibility studies.
 

- Award the construction contract.
 

Staff support would be provided the Loan Comaittee frou thec. 


corporation, made up of ex-PRODERIN staff aambers nov assigned to the Centro@
 

Poblados, and Studies and Projects Divisions of the PRODERINs. They would be 

Tovn concept andsupported by technical advisors familiar with the Market 

methods of identifying and analyzing the economic fesLbility of the proposed 

ents. Other necessary technical studies and sophisticated constructionlnvest 

work would be contracted.
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The major differences between this model and Alternative No. 3 are the
 

following:
 

- Alternative No. 4 broadens the base of decision-making at the 

department level. It may also strengthen decentralization trends within-the 

participating institutions. 

- Alternative No. 4 specifically Includes INWOM in local 

decision-making. This may be valuable if the Mission decides not to honor the 

Secretary to the Prim Minister's request to tranaf. the Loan Fund directly 

Lo IWF(X. At least INFOM will have part of the a.:cion. 

- Alternative No. 4 may also be attractive if a decision is made rot to 

further strengthen the departmental corporations. 

Tits majo' disadvantage of Alternative No. 4 is that broadening the base 

of decision-making power could lead to loan delays and obstructions. We feel 

that the possibljo advantages outweigh the risks. 

Should this alterative be adopted, we re.omend:
 

Continuing -echnical assistance in the areas cf-; 

- micro regi al planning 

- socio-econouia studies 

- development and improvement of local consulting firms to ca: :y out 

technical studies.
 

- works progress evaluation 

- continued municipal technical assistante 

Two other uses of the Market Town Fund have been suggested: 

1. Transfer of part of the Fund to rural public works by donatio.n.
 

2. Transfer of the fund to provide resources for technical assistance 

to other departmnts in the Sierra.
 

These suggestions are not analyzed in this report because they re-resent
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departures from the original idea of development of key market towns; a
 

different set of factors would influence their adoption.
 

E. MUNICIPAL DEVELOPME T 

A New tole for Municipal Governments 

Several recent occurences have stimulated int.erest in the role of
 

municipalities in Peruvian development programs:
 

1. The Law of Department Corporations (Deca=ber 1981) mandates 

potentially significant roles for municipal goveri=ents in establishing 

investment priorities in each department. Provinctal mayors participate in 

the Corporation Assemblies and preside over Provincial Development Councils. 

District mayors participate in the Provincial Development Councils and preside 

over District Development Councils. 

The Corporations are moving slowly in organizing the mandated municipal 

participation in their councils. The hesitancy is due, in part, to tension 

that azists between mayors, who are elected, and Corporation presidents, who 

are appointed by the central government. The msyL:s consider themselves to be 

the true representatives of the people and view t'.a Corporations as 

politically motivated interlopers. 

Delays in organizing the councils also have )ccurred because distances 

are gre"t, roads are bad and travel funds are lima:ed. 

Finally, the Corporations are tinder pressures to produce projects and it 

is easier to develop an investment plan from above than to engage in long 

negotiations and persuasive techniques that tradi:'.onally accompany municipal 

participation. 
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2. The Organic Munici;al Law (1981) gives significant new
 

responsibillities to municipal-governents and places them squarely in the 

middle of local developmental activity. However, as with municipal 

of|artIcipation in the department corporations, the new mandates are a thing 

the future and do not repr&t.nt present reality. 

3. The Municipal Devlopaent Institute (INFOK) was organized in 1982 to 

assist municipalities to prepare for their newly acquired developmental
 

INFOM got off on the wrong foot with the municipalities
responsibilities. 


when it drafted the Organic Aunicipal Law with virtually no input from
 

municipal laders 1IFOK claims time pressures prevented such consultation.
 

likn INFOM President Jaima A-2thaus presented the new Lav to the Peruvian 

Municipal Association, he vs met with howls of indignation and demands for 

He managed to smooth over the flap, but it was an auspicioushis resignation. 


beginning of ,he INFOt/municipalities relationship.
 

be of much assistance to the municipalities it mustBefore INFOM can 

deal with its own internal organization and development outreach strategies. 

to terms with a widely held view by municipal leaders thatIt must also com 


local development and should lw-carefully evaluated by the Mission in terms 

its staff is generally young, inexperienced and political, rather than 

technical. 

Despite its weaknesses, INF*1 seems destined for an important role in 

of 

possible long-term technicai assistance (see-also coments on page 65. 

Alternatives for the Market Zown Development Fund). 

4. The Mixed Commiss-.n to Rcomend Transfer of Functions and 

Resources 	 to Local Goverunme.s was organized March 4, 1983 to identify the 

of actior: of central and local governments. In addition,respective spheres 
financial resources thatit is to recommend transfer if powers, personnel and 


will enable local governnents to assume their new responsibilities.
 

The Commission is pre*5ded over by the President of the National
 

Institute of Public Adainistration and includes representatives of 1)/1K
 

http:repr&t.nt
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(acting as a technical resource), the Ministry of Economy and Finances, the 

Hation~l Planning Institute and the Peruvian Municipal Association. 

:he york of this Comission should be extremely important to the future 

of uun!cipal participation in development activities. The Mission should 

considsr technical assistance to the Commission (possibly linked to 

longar-tara assistance to INFO). 

The Traditional Role of Municipal Governments
 

The new responsibilities for municipal governments are a significant 

departure from traditional municipal responsibilities characterized in the old 

Peruvian saying: "The municipality is a good housewife uho goes to the market 

and keeps the house clean.' 

The reality is that all but the largest municipalities share a rather
 

dismal image which includes: 

a. General ineffectiveness.. The image of government is probably not as 

negative at the local level as the central, since local governments have never 

been in a position to impose serious demands on their constituencies. But 

most smaller local units have never done anything that captured the 

imagir.ttion or confidence of the people. 

b. Absence of skilled leadership. Smaller municipalities are likely to 

be ser-ved by poorly trained, part-time employees. 

c. Lack of financial resources. With few ezceptions, municipalities 

seem t be locked into a negative cycle vhich includes the following elements: 

- they have not been successful in generating revenues internally; 

- they have never been considered a target area for central 

&overr2ent resources; 

- they have been unable to attract leadership vith vision and 

colpT ence 

- they are unable to ake proposals which might plug them into, 

speci. 1 program and funding schemes that my ?Jcome available. 
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- Resources tend to flow to municipalities that have crossed the 

thrcshhold of competence. And the cycle goes on e.. 

Muricipal Technical Assistance and Training in the Integrated Regional 

Development Program
 

1. 	The most significant project contribution in this area has been the 

data base for the two departments and theestablishment of a municipal 

publication of a surprising number of studies dealing with various aspects of 

municipal development (see listing). 

This contribution should not be underestimated. Perhaps because of 

their relatively unimportant role in the past, municipalities have never been 

the subject of scholarly or practical attention and very little reliable 

The material collected in the two departmentsinformation is available. 

served by this project is undoubtedly the most complete municipal data base in 

the country. 

more active program of technicalThe stage has been set for a 

the temptation to c-,lect more details and information must beassistance; 


resisted. The predisposition of higher levels of government to engage in
 

that seldom result in concrete action is a common complaint of
endless 	 studies 

municipal officials (not directed specifically against the PRODERINs).
 

2. The training courses have been well received by participating
 

municipal officials and have focused on key concerns.
 

The following training courses directly related to municipal development:
 

1981 	 - Municipal Finances - Concepcion (Junin) 
- Preparation of Local Development Projects - Tarma (Junin) 

1982 	 - municipal Finances - San Ramon (Junin) 
- Municipal Finances - Huaucayo (Junin) 
- Municipal Finances - Cajamarca (Cajamarca) 

- Municipal Finances - Jaen (Cajamarca) 
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1983 (projected)
 
- Municipal Finances - Chota (Cajamarca)
 
-Municipal Finances - Huancayo (Junin) 
- Municipal Finances - Tarma (Junin) 
- Urban Cadastral Systems - Cajamarca (Cajamarca) 
- Two courses in municipal administration (selected 
municipalities).
 

The municipal finance courses, which have been the focus of the training
 
effort, are offered to groups of approximately 33 municipal participants and
 
last five days. They are organized around four themes: budgeting, accounting 
taxes end Tax control and administration 

The area of municipal finance is a reasonable place to start a training 
effort; it is the most complex and least understood area of municipal
 
administration in Peru. 
It is also an area in which the acquisition of a 
little information can bring about sometimes substantial increases in 
municipal Income. 

The same group of four professors - all municipal officials from the
 
Huancayo area with a practical experience in their subjects - presented the
 
course at each site.
 

We reviewed instructor and course evaluation forms (filled out by 
students) and conducted individual interviews with 15 municipal officials who 
attended the courses. They expressed a generally high level of satisfaction 
with the courses, and felt the professors knew their subjects and presented 
the material in a practical manner. For most it was the first time they had
 
received any systematic information concerning administration of the municipal 
finance system. Several reported that they introduced changes, based upon 
course material, in their municipal systems. 

Comon complaints about the courses were: 
- They were too short for the amount of material to be covered.
 
- It was difficult for the professors to strike an optimum level
 

of sophistication in presenting the materials because of the 
great differences in background of the students. At one and of 
the scale were a few councilman and officials from the largest 
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At the other end were part-time
municipalities who had university degrees. 

employees from small districts who were barely literate. 

Hunicipal technical advisors at the two sites agreed with the coments 

and plan to extend future courses to two weeks and will try to recruit a more 

homogeneous group of students, a difficult task. 

3. Having laid a substantial data base and made a good start in
 

training, the next step should be to beef up direct technical assistance to
 

municipalities.
 

an
A limited amount of such assistance has been offered, often on 

On a more formal basis:informal basis during field visits to collect data. 


- The PRODERIN/Caamarca is offering help to the small, recently
 

created, provincial municipality of San Pedro.
 

David Robinson is assisting the provincial municipality of Tara
 -

to develop a computerized property tax system. 

- Robert Rent (former municipal technical advisor in Huancayo) 

worked with several municipalities. 

Junin have begun to work with the National- Technical advisors in 

Planning Institute to generate provincial development plans. 

The direct technical assistance must nov be systematized and linked to 

the other priorities of the PRODRINS/Corporations. 

Working directly in the municipalities is likely to have far more impact 

than running training courses for the following reasons: 

one or two employees from a given municipality can- Usually only 


attend a course. They sometimes return to a traditional environment where
 

they have learned.
they are stone-walled in their attempts to implement what 

- The courses often give the participants enough information to 

excite them about the possibilities for improveants, but not enough to allow 

them to implement changes.
 

The relatively few resources available for municipal development will 

limit not the extent to which direct technicil assista:nce can be offered but 

its Impact. 
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Perhaps a program could be designed in which the two components 
courses and technical assistance - are combined. For example, a series of
 
seminars, dealing with critical 
areas in municipal development could be held 
In various parts of the departments The seminars would be attended by 
officials from targeted municipalities and would be designed to present the 
basic objectives and procedures of local reform. 
After each seminar technical
 
assistance staff would visit each municipality to assist with tbe
 
implementation of the reforms presented at the seminar. 
The advantage of this
 
approach is that the basic elemonts of the program will simultaneously be
 
piesented to a group of municipalities, thus eliminating the necessity to
 
undertake the basic training individually in each municipality.
 

Finally, it must be emphazised that training and technical assistance 
alone will not allow the municipalities to break out of the vicious cycle
 
described above. Increased administrative efficiency is meaningless in the
 
absence of resources to administer. The work of the Mixed Commission will be
 
crucial in this regard.
 

Background Summary of the Traditional Role of Municipal Governments 

The importance accorded to municipal governments in Latin America has 
fluctuated widely over the years. The lively days of the conquest, when the
 
establishment of a municipality was often the first act of newly-arrived
 
conquistadores were followed by a period when sale of lifetime and hereditary 
seats in the cabildos gave the holders a vested interest in maintaining the 
status quo and focused local activity on matters of rank and protocol. The 
flicker of. life during the Wars of Independence generally yielded rapidly to 
passivity during the republican period.
 

The nineteenth and twentieth centuries are dotted with largely
 
unsuccessful schemes to devise and apply various formulas for
 
decentralization. 
Peru historian Carlos Pareja Paz-Soldan discusses the 
principal reasons for failure: 
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*Multiple causes have contributed to the abortion or failure of 
these plans and the triumphant maintenance of centralisU. The 

attempts undertaken were badly conceived or badly prepared with 

little or no stuidy," 

The author notes other such more or less mechanical causes before he 

gets to the heart of the matter: 

"But the scarcity of results must be attributed to deeper causes
 

...The will to implement them did not exist nor did the people
 
. .• Peruvian local
vigorously demand the execution of the reforms 


areas have possesed only very weakly the will and the custom of
 

working for their own progress. They have acquired the habit of
 

expecting everything from the central government."
 

P. USAID/SYRACUSE/GOP PROJECT SUPPORT
 

This component appraises effectiveness of technical and logistical
 

support to the project by the three major external actors: (1) USAID Peru (2)
 

SYRACUSE UNIVERSITY, which is supplying technical assistance to the project,
 

and (3) the Peruvian Central Government. The emphasis is on identifying
 

problems and suggesting ways of ameliorating them through altered approaches.
 

The design and implementation problems this project has experienced are
 

common to projects which emphasize technical assistance and institution
 

building .* Special efforts through research and other means are now underway
 

in AID to increase our understanding and to develop better design and
 

implementation practices to more effectively carry out such'projects.
 

It
 

'-Extracts of two documents left by the team with the USAID Office of 

Agriculture and Rural Development contain.many insights which should be 

helpful to USAID Project Officers and technical assistance personnel in 
of the Technical Assistance and institutional
understanding better some 

They
development process issues and problems associated with this Project. 


are: (1) "Learning from field experience: institutional development and the
 
ASPAL
dynamics of the project process," taken from a report by David Korten, 


consultant; and (2) "Implementation Issues" a paper by Paul O'Farrell,
 
PPC/A.ID/V.
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A basic problem is the assumption that the original design has 

adequately identified what needs to be done and the means and resources
 

understanding.necessary to do it, and that all key parties have a common 

This assumption is rarely valid but because of it, inadequate provision is 

made for learning from implementation experience to adjust the project design 

or to solve problems as they arise. This was the case in the IRD project. 

Because of personnel turnover on all sides it is difficult to establish
 

how such dialogue originally took place between the USAID and the Peruvian 

national and local government entities concerned. But it is clear there was 

insufficient mutual understanding about the Project, which persisted.
 

The urban and rural components were originally co-managed by the Rural 

Development and Housing Offices of AID. When the Housing Office project 

officer left, total responsibility shifted to the Rural Development Office. 

the
In restrospect, basic design mis-calculations were made about (1) 

capacity and longevity of the departmental committees in Junin and Cajamarca, 

(2) the degree to which planning in Peru would be decentralized and (3) The 

capacity of the Banco de la Vivienda to serve as effectivewillingness and 

intermediary for the Market Town development component of the Project. The 

most unfortunate aspect is not that these ms-calculation were made, but that 

no provision was built into the project for early recognition and adjustment
 

to them.
 

EARLY IMPLEMENTATION PROBLEMS
 

1. Commodity Procurement
 

The IRD Project was approved in February 1979. However, a decision was 

made to delay implementation start-up was delayed until early 1981 because of 

the changeover from military to civilian goverment. Given the long lead
 

to order
times involved the USAID could usefully have used this interim parl,2d 
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This delay has impeded
vehicles and construction equipment from the U.S. 


progress on the rural works component and significantly increased costs.
 

2. 	 Technical Assistance Selection
 

The interim period between Project approval and start-up would also have
 

been a good time to acquire and orient technical assistance advisors and to
 

work out their administrative and logistic support arrangements.. Syracuse
 

University was selected as the sole technnical assistance provider. Syracuse 

competency is in local revenue generation and administration . Given the 

multi-faceted character of the project (regional planning, municipal
 

development, local revenue generation, rural works, market town development
 

and institutional capacity building) it night have been desirable to have
 

drawn upon a broader consortium of TA providers, or at least to have insisted
 

that Syracuse draw from other institutions with comparative advantage in
 

C0-en 	the overriding importance of the
fields complementary to its own. 


institutional development and management aspects of the project, much greater
 

attention should be given to this element in the mix of the future 
technical
 

assistance provided.
 

3. 	 Technical Assistance Scope of Work
 

The scope of work (exhibit III D.I) for the technical assistance
 

component of the project is contradictory. Under section II Institutional
 

Arrangements it states that the technical advisors "will advise and work under
 

the direction of Codec and Codej in achieving project purposes." In the next
 

states "overall AID project management rests with the USA.D/Peruparagraph, it 

Director who will designate a Project Manager(s) who will be responsible 
for
 

ensuring that the technical aszistance effort contributes satisfactorily to
 

the achievement of project objectives". What constitutes a satisfactory
 

the apparent contradiction between GOP
contribution was never defined, nor was 

and USALID responsibilities ever resolved.
 

4. 	 Coordination Provisions not Implemented
 

Two mechanisms for coordination and joint problem solving were provided 

for in the Scope of Work but never activated. The first was a management 
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group to consist of the USAID/Peru Director or his representative, the USAID
 
P,,ject Manager(s), the Syracuse Project Director (on-campus), the Technical
 

Directors of the two Departmental Committees, a DS/AD project Officer* and a 

Resident Advisor to be designated by Syracuse. This management group was to 

meet once a year in Peru to participate in the annual Project evaluation. 

A second working group composed of the Peruvian Government Technica' 

Directors, the designated Senior Resident Advisor from Syracuse and the 

USAID/Peru Project Manager(s) was to meet quarterly or more frequently if 

%&e.essaryto coordinate Project matters. 

Had either of these two mechanisms been activated some of the early 

miscalculations and misunderstandings might have been handled more 

effectively. If the project is extended a continuous coordinating mechanism 

should be developed. GOP participation should be changed to take account of 

the changes in GOP participation and Project responsibility. Membership 

should be broadened to include a national level representative of the Prime
 

Minister's Office and representatives of the Development Corporation and INP
 

at the departmental level. Technical assistance should,be provided for the
 

management aspects of implementation.
 

5. Character of Project Altered at Outset 

When implementation began, two decisions were taken which impacted very
 

adversely on subsequent implementation. The first was a decision by the USAID
 

to stick to the original timetable (June 30, 1981) for preparation of
 

departmental plans, instead of adjusting this date to take account of the 

delayed start-up. Since no preliminary work had been done, the plans were 

prepared in three months almost totally by technical assistance personnel, 

some of whom were brought in on a short-term basis and who had limited 

*Technical assistance who provided under a cooperative agreement between 
Syracuse University and the Rural Development and Development Administration 
Office of the AID/U Development Support Bureau (now the Science and Technology 
lureau). 
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qualifications and experience. This decision violated the basic institutional 
and local capacity building objectives of the Project and created ill-feelings 
among Peruvian agencies, particular TUP at the departmental level, which have 
been very difficult to overcone. 

The second decision was to establish the Project staff in offices
 
separate from those of the two departmental comittees. The Project staff
 
became a separate, autonomous organization, was labelled "PRODED.IR 
and
 
functioned apart from other departments of the Peru government.
 

The net effect was polarization rather than Integration. These dectsious also 
opened the way for a concentration on rural works since this was an activity
 
which could be carried out in a rather autonomous fashion, whereas the other
 
activities required greater coordination and interaction 
with other elemnts
 

of the government.
 

GOP SUPPORT
 

The adverse trends were further exacerbated by changes by the Peru 
government. The initial national Project point of contact was the National 
Institute of Planning (INP). However, in the hiatus between the 
disestablishment of the Departmental Comctees and their replacement by the 
Departmental Corporations, the PRODERINS were made a special project of the 
Prime Minister's Office. This strengthened their autonomy but complicated 
their integration into the Corporations (see Section III A) and weakened the 
GOP institutional support base for the project.
 

A more imadiate problem is that GOP counterpart funds have been
 
reduced as a result of central government austerity measures. Recently, funds
 
have not even been sufficient to permit PRODEIIN staff to travel to
 
sub-project work sites; implementation is falling behind schedule. 
Inability
 
to perform their work coupled with anxieties over.the future status of the
 
PRODEUIN organizations Is having a severe impact oan 
staff morals.
 

http:PRODED.IR
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The Nunicipal Development Component of the Project has been impeded by 

tht fact that most of the municipalities in the tvo Departments 
do not have
 

enough income to participate in their own development. The amount of GOP
 

revenue returned to the municipalities is insignificant relative to other
 

Absent an increase in municipal
Latin American countries (see exhibit 28). 


financial autonomy, the municipal training and technical assistance,
component
 

of the Project will have little impact. (see Section III E)
 

SYRACUSE UNIVERSITY SUPPORT 

1. On-Campus Support 

The University of Syraftuse on-campus support was not well defined in the
 

There have been problems and delays in adminiwtrative and
 scope of work. 


financial support mainly attributable to the distances and difficult
 

comunications involved, and lack of familiarity with and sensitivity 
of
 

on-campus administrative to problems of field araff working in remote
 

relatively isolated conditions.
 

The process for transmitting funds from Syracuse to the field is
 

complicated and time-consuming, and has resulted in financial hardship 
and
 

zorale problems. The Syracuse chief of party estimates he spends 30% of his
 

Records for the period January 82 - February
time on Syracuse administration. 

83 (Exhibit III D2) support this- approximately 25% of his time was spent in 

An office and administrativeLima on sdministrative and other matters. 


capacity should be established in Lima to perform some of the administrative
 

functions now handled by the COP and administrative staff at Syracuse. An
 

alternative would be for some of this support to be provided by USAID, as
 

discussed below).
 

Syracuse professional support, particularly by the Senior Faculty, to
 

the project has been inadequate. There has been inadequate field
 

Syracuse support has been
participation by regular Syracuse Faculty. 


particularly deficient on the regional planning and market town components.
 

technical assistance has been
Host of the recruitment of short and long-term 
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left to the Chief Technical advisor in Peru whose isolated position has made 

It difficult for him to locate and acquire adequate TA inputs. 

There is little evidence that Syracuse Faculty associated with the 

parent DS/RAD (nov ST/ID) Local Revenue Assistance Project made a concerted 

effort to understand the Peru Project, and to provide needed professional 

assistance to in-country colleagues. Nor does it appear that Sytacuse has 

adequately used the opportunity afforded by its involvement in the Pert 

Project to build the University's capacity, as called for in the basic
 

cooperative agreement.
 

If the Project is continued and Syracuse remains the prime TA provider, 

the Universit7 would need to (1) build its on-campus capacity to provide 

Spanish language short-term technical advisory and training support in the 

local revenue aspects of the Project, for which it has an existing base of 

technical competence, and (2) involve other sources of competence in areas of 

the Project in which Syracuse's own substantive or Spauish-language competence 

is limited. (municipal adminstration, regional development and development 

management) 

Examples of sources of support which should be tapped are institutions 

and individuals previously involved in the DSB/UD Urban Functions in Rural 

Development Project; Regional Development expertise associated with the Area 

Developmenz Cooperative Agreement and Development Management expertise 

available through HASPAA, The USDA Development Project Management center and 

Regional Management Institutes. 

2. In-Country Technical Assistance 

By and large, the technical assistance personnel in-country have been 

dedirated and energetic. Future TA should be broadened in character and 

concentrated on advising Peruvian Agency personnel and building local capacity 

rather than pursuing independent studies. TA staff should be encouraged by 
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:be AID Mission and Syracuse University to viev their counterparts in the 
Io"€I Peruvian Agencies (the Departmental Corporations and IMP) as the person@ 

.ow.hom they have primary responsibility and should be encouraged to 

!acilitate the corporaton/PODIJJ mergers. USA=D and Syracuse should insure 

:hat all TA staff understand their function and have the requisite training 

md experience to carry it out.
 

TA personnel must respect their Peruvian colleagues. They should be 

,repared .o work within the existing base of Peruvian knowledge and experience 

rithin the two departments and work indirectly in support of Peruvian 

tolleagues to incrementally expand and improve on the existing planning and 

anagement capacity. New ideas and methods from within the.Peruvian system 

ihould be encouraged. 

Some local TA staff salaries are so disproportionate to the individuals' 

,unctions and qualifications that they are creating rancor among Peruvian 

:ounterparts. These situations should be rectified. 

Studies (workina papers) produced by TA personnel are distributed in a 

,ormat which identifies them with the Local Revenue Administration Project of 

iyracuse University. This may be satisfactory for distribution outside Peru. 

lowever, the documents would have greater use (credibility) within Peruvian 

lovernment circles if they were published by the government. To enhance local 

:apacity-building, studies should be jointly conducted by TA personnel and 

heir Peruvian colleagues, with the latter in lead authorship roles. 

ISAID SUP POIT 

Technical support and oversight of the Project within USAID has been 

ihared by an American Project Officer and two Peruvian staff members from the 

ffice of Agriculture and Rural Development. The current Project Officer (and 

irevious ones as well) is an agriculturalist. One of the Peruvians is an 

ngineer; the other is a specialist in rural organlzation and motivation. All 
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are given high marks by the PRODERIN and technical advisory personnel for 

Lheir professional competence aud their support to the project. However, 

their interest and expertise has been largely devoted to the rural works and 

rural promotion aspects of the Project. In addition, none of then has the 

Project as a full-time responsibility. The Project vould benefit froa the 

additional USAID in-house support in the areas of Regional Planning, Municipal 

Develop ent, urban functions in rural development and development'anagement. 

To the extent these are not available, greeter use should be made of TDY
 

assistance from AID/U on external consultants on a regular basis and
 

preferably by the same persons.
 

Several persons with whom tkL team talked felt there should be greater 

participation by and delegation of authority to Peruvian staff of the USAID. 

It was suggested this would Improve USAID Project support, increase knowledge 

within USAID about Project operations and enhanne USAID comunication with the 

Peruvian government. A greazter sharing of the workload among available staff 

would also permit more frequent USAID visits to Project sites and consultation 

with GOP counterparts. 

An important aspect of any project is teamwork. Technical assistance 

personnel sea some mission personnel as viewing then as "mercenaries," as 

"hired hands," as adversaries. 

USAID should provide better administrative and logitical support to 

direct hire and contract staff. A secretary or administrative assistant
 

should be detailed to look after the affairs of T personnel in the field. 

More rapid means of comunication-radios or a teletype for example- should 

be used. Given conditions of field travel during the rainy season, radios 

with long distance comunication capabilities in field vehicles would be a 

worthwhile investment. Field vehicles should be equipped with winches, 

heavy-duty large-tread tires, emergency spares and either auxiliary Sas tanks 

or "Jerry Can" racks. 
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To improve telephone comunication a separate line should be' installed. 

impossible to completeThe evaluation team found that calls to iuancayo, 

completed virtually immediatelyLhrough the Missions switchboard, could be 

from our Lima Hotel. 

Somae way also should be found to move written materials more rapidly 

between Lima and the two departments. Express bus is a possible solution. 

the CIP orAnother possibility, at least for Ruancayo, would be to use 

CENTROMI airplanes that make almost daily flights to and from Lms. 

The recently adopted practice of having TA personnel participate in 

USAID or USAID/GOP project strategy or review sessions and periodic briefings
 

should be continued. However,for senior management when they are in Lima 

care should be exercised not to put USAID responsibilities onto TA staff which 

role of providing technical assistance towould conflict with their primary 
the
their Peruvian counterparts or jeopardize the confidential nature of 


advisor/counterpart relationship.
 

Some minor efforts that would help make TA personnel feel their presence 

and role is not merely recognized but important to the Project are including
 

circulation ofthen on the Embassy/USAMD telephone and address lists and on 

general USAID notices, local newletters, Front Lines and announceuents 
of 

the USAID,general interest; providing them with a mail slot and file ca)inet 

of a minor nature but they can have a major influenceetc. These matters are 


on morale and productivity.
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SECTION IV
 

COST EFFICIENCY AND IMPACT OF RURAL WORKS SUB-PROJECTS
 

A. COST EFFECIENCY ANALYSIS - CAJAMARCA 

For the cost-efficiency analysis in the Cajamarca region . 21 

sub-projects were surveyed, of which 20 were visited in the field. Eleven 

were PRODE.IN-sponsored projects, three by MERIS, four by CORDEJAC, three by 

Cooperacion Popular. Nine irrigations, five reservoirs and seven roads were
 

included in the analysis. For each project surveyed, all cost data were first 

converted into current Glarch 1983) soles using official conversion
 

coefficients published by the Central Bank. A suary of all project costs by 

year and their adjusted values is presented in Annex IV-1 for Cajamarca, and 

Annex IV-2 for Junin. For each project two cost estimates were made. The 

first of these was total project costs, including the value of all comunity 

labor or materials contributions as well as food assistance received, if any. 

The second estimate was the net direct cost of the project to the Peruvian 

Government. The value of communIty resource contributions and food assistance 

was excluded. For the analysis below, all cost estimates in Peruvian soles 

were converted into U.S. dollars at the exchange of S/.1,120 to US$1. 

1. Average Project Cost 

Table 1 shows the average cost per project-in U.S. dollars-for each of 

the different institutions surveyed. The most expensive projects are those of 

Plan MERIS ($238,701 average project cost), followed closely by CORD.TAC 

(4228,832). Fer both institutions, total and net costs are the same because 

all local labor and other resources are purchased directly. However, PRODERIN 

and Cooperaciin Popular mobilize significant amounts of local resource 

contributions. In the case of PRODERIN, about 29% of total project costs for 

conventional irrigation and road projects are local contributions. PRODERIN's 

special Rural Development Support Projects (PADRU) mobilize local 

contributions averaging about 85% oi total project costs. The difference 
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!,:1ween total and net average project costs is quite large. The
 

least-expensive projects are the PADRUs ($2,354 average cost). Cooperaciin
 

P'opular projects ($75,192 average cost) and normal PRODERI projects ($115,879
 

average cost) occupy an intermediate cost range.
 

Table 1. Average Project Costa and Costs per Beneficiary,
 

by Sponsoring Institution, in US$
 

institution ProJ. Benefic. TOTAL PROJECT COSTS NET PROJECT COSTS
 

Per 	Proj. Per Benef. Per Proj. Per Benef.
 

PRODEEIN-C 8 3,769 163,091 346 115,879 246
 
PADRUs 3 120 15,274 382 2,354 59
 
d lIS 3 1,288 238,701 185 238,701 185
 
CORDECAJ 4 2,155 228,832 292* 228,832 292*
 
Coop. Pop. 3 2,230 93,416 126 75,192 101
 

* Chilete-Rupe road project excluded for lack of beneficiary data,
 
based on 3 CORDEJAC projects only
 

2. 	Average Costs Per Beneficiary 
Table 1 also shows average project costs per beneficiary, i.e., households 

using the project. When total project costs are considered, the most 

expensive projects per beneficiary are the PADRUs ($382 average). However, if 

net costs to the Peruvian Goverment are considered, the PADRUs become the 

least expensive, at only $59 per beneficiary. Excluding the special case of 

these mini-projects, the most expensive projects are those of PRODELIN in the 

case of total costs ($346), and CORDEJAC in the case of net costs ($292). 

Cooperaciin Popular projects are the least expensive in both instances, while 

those of MEEIS occupy the intermediate range. 

3. 	Comparative Costs for Irrigation Projects
 

Nine irrigation projects were surveyed and their relative costs per 

bactare irrigated and per family assisted are compared in Table 2. With 

regard to total and net project costs, the highest costs per hectare or 30r 

family occurred with COADECAJ, which recorded $604 per hectare irrigated and 

$2,534 per family benefited. The second most expensive projects were those of 

PRODEMI -C, with $276-394 per hectare and *629-896 per family. The least 

expensive irrigation projects were sponsored by Plan EllS, in the case of 
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total costs., with $231 per hectare and 1185 per family. However, when net 

was less expensive at $65 percosts are considered, Cooperaciin Popular 

hectare and 130 per family, but this result is based on a single project 

only. The reader is referred to Annex _. for a detailed listing of project 

costs.
costs, areas irrigated, families benefited and unitary 

Table 2. Comparative Unit Costs of Irrigation Projects, 

per Hectare Irrigated and Faally Benefitted 

(in US$) 

MET PROJECT COSTSInstitution Prol. TOTAL PROJECT COSTS 
Total Per Ha. Per Fam. Total Per Ea. Per Pam. 

6-,143 394 896 431,111 276 629PRODERIN-C 3 
231 185
MERIS 3 238,701 	 231 185 238,701 


604 2,534 392,906 604 2,,534
CORDEC&J 2 392,906 

130
Coop. Pop. 1 22,974 	 383 766 3,891 65 


4. 	Comlarative Costs of Reservoir Projects 

PRODERIN is the only institution surveyed in Cajam.rca that has besn 

involved in the construction of reservoirs. These projects are fairly small
 

works, primarily Intended for the 	provision of drl.nlking water for human 

Although a few hectares might be irrigated with
consumption and livestock. 


stored water, this is not the primary purpose of the project. For this
 

reason, they must be analyzed separately from irrigation projects. PRODERIN
 

has sponsored the construction of five reservoirs- actually holding ponds, 

two of them as normal projects and three as PADRU projects. As shown in Table 

3, the average cost per cubic meter constructed was $125 when full costs are 

Similarly,considered, and only $28 per cubic meter in the case of net cost. 


the cost per family benefited averages $226 for full costs and $51 for net
 

costs. Whether constructed as a normal ?RODERIN project or as a special PADRU
 

project the unit costs are '.airly 	 sinilar for this typc of project. From the 

to the Peruvian goverment per teneficiay,
perispective of net project costs 

They especially
these reservoirs are the least expensive of all projects. 


as follow-on activities after the cospletiovo of a normal,
leand themselves 

laxger PRODERIN project. Furthermore, they are easy to build, require minimim 

time.technical assistance and ctn be completed in a short period of 
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5. 	Comparative Costs of Road Projects
 

Table 4 compares costs per kilometer constructed and cost per family
 

benefited for seven road projects. Total and net costs of road construction
 

by PRODERIN-at $178-227 per beneficiary-is more expensive than by the other
 

institutions. On a cost-per-kilometer basis, however, CORDECAJ is slightly
 

more expensive than PRODERIN when net costs only are considered-15,142
 

versus $13,145/kilometer. The least expensive mode for road construction
 

remains Cooperaci~n Popular, at $8,526-9, 895 per kilometer and $101-107 per 

family benefited. 

Table 3. Comparative Unit Costs of Reservoir Projects, 

per Cubic Meter of Capacity and per beneficiary 

NET 	PROJECT COSTS
Institution Proj. TOTAL PROJECT COSTS 
Total Per K3. Per Far. Total Per H3. Per Far. 

145 206 22,699 38 54PRODERIN-C 2 87,043 
PADRUS 3 45,823 100 381 7,062 15 59 

Total 5 132,866 125 226 29,761 28 51 

Institution Pro. TOTAL PROJECT COSTS NET PROJECT COSTS
 
Total Per Km. Per Fam. Total Per Km. Per Pam.
 

PRODERIN 3 603,544 16,765 227 473,224 13,14 178
 
15,142 131
CORDECAJ 2 522,425 15,142 131 522,425 


Coop. Pop. 2 257,274 9,895 117 221,684 8,526 101
 

6. 	Contracted Versus Administrated Projects
 

The consultants were asked to examine the relative cost-efficiency of
 

contracted versus administrated projects. The initial assumption was that 

comparability of the two models of project implementation would be fairly 

straightforward since it was thought that most NERIS and CORDECAJ projects 

were contracted while those uf PRODERIN and Cooperaciin Popular were mostly 

administrated. Upon visiting the Cajamarca region it was found that all four 

institutions implement virtually all projects by administration. Out of 20 

projects, only one was contracted (irrigation Tomoche-Chota, by CORDECAJ). A 

second coratracted project (Rupe-Chilete road, by CORDECAJ) was not visited. 

Thus, the available sample is not large enough to permit a valid comparison. 
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What li:t.e evdence is available is nonetheless suggestive. 
The average
 

cost per bectare for all administrated irrigation 
projects is US$627 (based on
 

the cost of the single

8 of 9 irrigation projects surveyed), whereas 

US561 per hectare. However, on a cost per 
contracted irrigation project was 

US$680
 
average for administrated irrigation projects was 

beneficiary sasis the 

per family whereas for the single contracted 
irrigation the cost was a 

prohibitive US$4,495 per family.
 

The predominance of administrated projects 
is explained by a several 

and arerelatively small in terms of zoat not 
factors. Many projects are 

not juutify extended bidding and are too
Hence, they dotecdbIalY complex. 

in both Cajamarcaestablisned contractors. Second,
small to interest the most 


negative experiences with small contractors. Third,
 
and Jun~n there have been 


resulted in an abundance
 
state of the Peruvian mining sector has

the depressed 

for rent at very favorable prices,
availableof construction equipment 


Another
their construction capacity.
encouraging the PRODLI1t4s to expand 


sub-contract discrete pieces of given projects-for example,

initiative is to 


a 
 complicated construction stage-but without 
a technical feasibility study, 

relinquishing overall construction responsibility 
to outside contractors.
 

More importantly, what has developed are two different 
models of
 

mndel, exemplified by PRODERIN and
 
administrated projects. The first 

and materials contributions"
actively promotes local labor
Cooperaciin Popular, 

In Cajamarca, both organizations use food
 by project beneficiaries. 

The second 

to create labor mobilization incentives.
assistance through ONAA 

wages to local rural laborers.MEIS, paysmodel, exeplified by CORDECAJ and 

The latter model thus recruits labor in the 
same way a private contractor does 

Eowaever, ultimate 
and therefore approximates a contracted 	project. 


by the sponsoring institution.
 
coustruction responsibility is retained 

7. General Conclusions
 

not be clearly resolved by
The issue of comparatie cost-efficiency 	can 

The central question involves the
 reference to quantitative data alone. 

in rural 

merits of two very different approaches to 
project promotion

relative 
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arcas: the more participatory and the less non-participatory. Expressed 

differently, one approach stresses investantL in human as vall as physical 

infrastructure, while the other is a more technical, project construction 

approach stressing the most rapid completion of physical infrastructure with 

ony -inor investments in human.promotion.
 

If the objective is to simply get projects built in the shortest period of 

twe.and at the least cost per beneficiary--with each project project to be a 

oe-only undertaking with rural communities-then the most efficient project 

development mode would be to use KRIlS and Cooperaciin Popular for Irrigation 

projects, and CORLDCAJ and Cooperaciin Popular for road construction. 

PRODEUIN-C has only demonstrated superior cost-efficiency with reservoir and 

'3ADRU projects. It tends to be more expensive than other institutions in 

promoting irrigation and road projecr because PFRDELIT invests in the 

organization of fairly large locAl resource contributions. Such investments 

in local human infrastructure development are simply not justified if
 

PRODEBIN's relationship with the community is to be terminated at the end of 

the project.
 

On the other hand, the human-centered approach promotion and training is 

justified to the extent that its initial investment in human infrastructure 

leads to a succession of additional projects in the as-a communities. 

Emphasis on the promotion of follow-on PADRU projects is an excellent example 

of what the PRODEPIN does best, and what it iust do to justify its relatively 

higher costs.
 

The impact evaluation clearly demonstrates that the PRODERINs are 

awakening active rural interest and commitments to new end additional 

projects. Support for this awakening can.be greatly strengthened-at modest 

additional cost to flODERIN- by the use of rural leaders as paratechn.4cians 

for project promotion and supervision. These part-time, lowast-level field 

agents would assist in rapid project replication from one rural community to 

another, as well as support follow-up and continuity of project activities in 

their comunities of origin. Additional details ou &bl recommendation are 

provided in the concluding section on Impact evaluation. 
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U. COST-EFFICIENCY ANALYSIS JUNIN
 

There are important differences between Cajamarca and Junin regarding 

project implementation arrangements. PRODRIN., generally promotes smaller 

voluntary contributions of labor and materials from project beneficiaries. No 

food assistance is provided and almost all skilled comunLty labor is paid a 

wage. Thus, the difference between total and net project cow: is miniscule 

(about 4 Z) for PRODERIN-sponsored projects. Furthermore, there is also 

little difference between PRODERIN-J and the project implementat~on 

arrangements of MERIS and COEDEJ: all three follow a quasi-contract, usually 

single-project focus wherein promotion and training functions are 

de-emphasized once a project has been inaugurated. Continuing relationships 

and follow-up between PRODERIN-J and assisted rural comunities are not 

usual. In contrast, Cooperaciin Popular follows a sharply different approach' 

based on large amounts of voluntary co-munity labor. Local resource 

contributions on the average reach 68 Z of total project costs. As a result, 

Cooperaciin Popular projects are the only ones which display a significant 

difference between total and net project 'costs. 

1. Average Project Cost
 

In Junin, 19 projects were surveyed for cost-efficiency analysis. Of
 

these, 11 were sponsored by PRODERIN, four by ERTS, three by Cooperaciin
 

Popular, one by COEDEJ. The average project cost was highest for HERIS
 

projects ($649,863), with CORDEJ a distant second place ($168,403). The
 

lowest average project cost was recorded by Cooperaciin Popular ($16,770). 

PRODERIN-J projects occupy a category of moderately-expensive projects 

(average 098,642), but still far bclow CORDLJ and especially MERIS. 

Comparisons of total and net project costs are pressented in Table 5, below. 
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Table 5, Average Project Costs and Costs per Beneficiary,
 

by Sponsoring Institution, in US$
 

Institution ProJ. Benefic. TOTAL PROJECT COSTS MET PIROJECT COSTS 

Per Proj. Per enef. Per ProJ. Per .enef. 

PRODEBIN 11 14,447 102,869 78 98,642 75 (230) 
Plan MERIS 4 5,828 649,863 446 649,863 446 
Coop. Popular 3 5,146 52,662 31 16,770 10 (104) 
CORDLJ 1 150 168,403 1,122 168,403 1,122 

Compared with Cajamarca, PRODERIN projects are roughly of the sme average
 

cost in Junin, those of HERIS/Junun are almost three times larger and
 

Corporation projects are slightly smaller, Cooperaciin Popular projects are
 

much smaller in Junin than in Cajamarca.
 

2. Average Cost per Beneficiary
 

With regard to project costs per beneficiary, the one CORDEJ project 

subject to analysis was by far the most expensive ($1,122), nearly four times 

higher than the average for corporation projects in Cajamarca. The next most 

expensive projects were those of MERIS ($446 per beneficiary), or almost 2.5 

times higher than the average for NERIS projects in Cajamarca. In contrast, 

costs per beneficiary are significantly lower for PRODERIN-J (75) and 

Cooperaciin Popular projects ($10). However, this result is something of a 

statistical misrepresentation. Included among the 11 PRODERIN-J projects is 

one (Santa Ana bridge) which accounts for 69 % of total beneficiaries (10,000 

out of 14,447) but represents less than five Z of aggregate project costs. 

This project is excluded, the cost per beneficiary rises to a more 

believeable $230, almosts equal to the cost experience of PRODERIN in 

Cajazarca. Similarly, among Cooperacifn Popular projects, 97 Z of total 

beneficiaries (5,000 out of 5,146) are credited to a single project (Sicaya 

street improvements) which otherwise accounts for less than 18 Z of 

aggregated project costs. If this second exceptional poroject is also 

excluded from analysis, tha cost per beneficiary for Cooperaci~n Popular 

projects rises to $104, almost identical with the cost experience in the 

Cajamarca region. 
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3. 	Comparative Costs for Irrigation Projects
 

Table 6 compares the cost-efficiency of nine irrigation projects with
 

rtspect to cost per hectare irrigated and cost per family benefited. The most
 

txpensive projects per hectare are those of PRODEIN-J ($475) and Plan HEIS
 

($462). These results are significantly higher (almost double) the cost
 

rxperience recorded for Cajamarca. Furthere, whereas MEEIS projects in
 

Cajamarca were clearly more efficient than those of PRODERIN, in Junin no such
 

In fact, when costs per family benefited are taken intio
superiority exists. 


ccount, HERIS irrigation projects in Junin are three times more expensive
 

.han those sponsored by PRODERIN-J. It is also noteworthy that PRODERIN-J
 

irrigation projects are also less expensive per beneficiary than even
 

From an overall eficiency measurement, PRODERIN-JCooperaciin Popular. 


appears to have a clear advantage over MERIS for construction of irrigation
 

infrastructure in Junin.
 

Table 6: Comparative Unit Costs of Irrigation Projects
 

per Hectare Irrigated and per Family Bansfitted
 

NET 	PROJECT COSTS
Institution Proj. TOTAL PROJECT COSTS 

Pam. Total Per Ha. Per Fam.Total Per Ha. Per 


4 348,237 497 158 332,806 475 151
PRODEIN-J 

MERlS 4 2,599,452 462 446 2,599,452 462 446
 

241
Coop. Pop. 1 111,077 1,110 1,292 20,760 208 


4. 	Comparative Costs for Road Construction Projects
 

Table 7 shows that PRODERIN-J enjoys a clear superiority over CORDEJ with
 

regard to construction costs per kilometer of road built as well as costs per
 

family benefited. However, PRODERIT-J's $21,211 per kilometer average is
 

cost experience in Cajamarca, a region
two-thirds higher than the PRODEL1 


where serious construction difficulties prevail. Similarly, the CORDEJ
 

average of $28,067 is much higher than in Cajamarca. One is tempted to
 

speculate that the cost experience in Junin would be nearly identical to that
 

of Cajamarca 1f PRODERIN-J was equally comitted to mobilizing local voluntary 

The fact that such local resources can belabor and materials contributious. 


mobilized has been demonstrated by Cooperaciin Popular, but to do so will
 

require a more serious comitment by PRODERIN-J to community-levdl promotion
 

and 	 training activities. 
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Institution -roJ. TOTAL PROJECT COSTS 
 NET 	PROJECT COSTS
 
Total Per Km. Per Fam. Total Pet Km. Per Fam.
 

PROD IN 3 495T5- 22.031 289 477,26 21,211 278
 
CORD.J 1 168,403 28,067 1,123 168,403 28)067 1,123
 

5. 	Comparative Costs for Road Repair Projects
 
The costs of road repair are far below those of road construction making
 

it appropriate to analyze them as two separate types of projects.
 

Unfortunately, no road repair project was surveyed in Cajamarca so there is
 
not basis for inter-regional comparisons. In Junin, road repair projects by 
PiODERIIN and Cooperaciin Popular demonstrated very low costs per kilometer and 
per family benefited, Cooperaciin Popular projects have v-ary low costs per 
kilometer and per family benefited. Road repair is the type of mini-project
 

that lands itself-like the PADRUs in Cajamarca-to sustained relationships
 
between PRODERIN and rural comunities, at very low cost. Similar
 

opportunities exist for irrigation project repair.
 

Table 8: Comparative Unit Costs of Road Repair Projects
 

per Kilometer Constructed and Family Benefited, in US$
 
Institution Pro . TOTAL PROJECT COSTS 

Total Per Km. Per Pam. 
PRODERIN 1 45,394 3,783 39 
Coop. Pop. 1 28,700 1,366 6 

NET PROJECT COSTS 
Total Per Km. Per Faro. 
43,579 3,632 37 
19,930 949 4 

6. Comparative Costs for Bridge Projects 
PRODERIN-J and Cooperaciin Popular were the only institutions surveyed 

which had bridge projects. No inter-regional comparison with Cajamarca can be 
sade based on the projects surveyed. The data in Table 9 show performance 

superiority by PRODEIN-J over Cooperaci8n Popular--with regard to costs per 
mter of bridge span and costs per family benefited. It is noteworthy that 
the PRODERIN-J bridge project (Santa Ana) involved a sub-contract for the 
installation of the metalic structures. The construction of such medium-sized
 
bridges (Santa Ana is 117 meters long) requires specialized technical skills.
 
Since bridge-building is not a major project line for the PRODERINs, it would
 

appear to be more cost-effective to contract for such skills only when needed
 

rather than maintain an in-house capacity in bridge building.
 



Table 9: Comparative Unit Costs of Bridge Construction Projects,
 

per Mater of Span and per Family Benefited, in US$
 

Institution Proj. TOTAL PROJECT COSTS NET PROJECT COSTS 
Total Per Mt. Par Fam. J,cal Per Mt. Per Pam. 

PkODERIN-J 1 66MT 51'.5 6 60,232 515 
Coop. Pop. 1 18,k09 2,023 303 9,62C 1,069 160 

7. Contracted Versus Administrated Projects
 

Very few projects in Junin are being implemented by contract. PRODERIN-J,
 

CORDEJ, MERIS and Cooperaciin Popular predominantly employ the administrated
 

projects approach. The cost advantages of administrated versus contracted
 

projects are similar to those described in the section on Cajamarca. It is
 

worth mentioning that potential economies in machinery use-resulting from the
 

depressed level of mining sector activity and the artificially low machinery
 

rental prices that currently prevail-are even more dramatic in the Junin than
 

in Cajamarca. 

8. Participatory Versus Non-Participatory Project Implementation
 

The most critical policy issue that emerges from the evaluation of the
 

PRODERIN program in Junin is whether or not PEODERIN-sponsored projects should
 

require a significant voluntary labor and materials contribution by project
 

beneficiaries. There are several benefits to having PRODERIN-J pay for a
 

large share of labor services:(l) it provides an employment benefit to local
 

residents; (2) projects get completed more quickly and are thus able to begin 

generating benefits earlier; (3) PRODEPIN-J can economize in the use of 

promotion and training staff; (4) the program is simpler, easier to implement 

and more consistent with the skills, qualifications and attitudes of existing 

staff. 

The disadvantages: (1) PRODERIN-J projects have generally higher unit
 

costs than in Cajamarca (40-60 Z) because they fail to mobilize significant
 

resource contributions from project beneficiazes; (2) the less promotion, the
 

los local participation in project decision-making, which increases the risk 



of buJding inappropriate projects that will not be protected or maincained 
users; (3) without active local participation, the project becomes an end in 
Itself, rather than a means to broaden development ends.
 

We believe it is appropriate for PRODERIN/Junin to make a policy aboice
 
favor of increased promotional activities and greater efforts to reduce nec
 
project costs through voluntary resource contributions from assisted
 
coumunities. 
 Beyond a mere policy decision, the choice must be strengthened
 
with an increased budgetary investment in the Department of Promotion and
 
Training which should have its 
own vehicle and at least four additional fielc
 
promoters. 
The selection training, and development of part-time rural
 
paratechnicians should be given serious consideration.
 

C. GENERAL CONCLUSIONS: COST EFFICIENCY
 

1. Project uality
 

IRRIGATION: 
 The highest quality in irrigation design and construction wa
 
judged to be MEIS. 
In second place are PRODERIN projects, followed by
 
corporation projects and finally those of Cooperaciin Popular. 
 In general,
 
MERIS projects are the largest and most impressive; bocatomas and other water
 
gathering structures are well-constructed, canals are adequately reinforced
 
and field-level delivery structures are generally quite complete. 
PRODERIN
 
irrigations are reasonably well-built, but evidence of over-building 
(barraiee) instead of bocatomas) and other design errors are common. In the
 
future, irrigations built by corporations will probably be transferred to
 
EEIS in the future through an aggrement with INAFA. In general, the
 
principal deficiency of Cooperaciin Popular irrigation projects is that they
 
do not receive adequate technical assistance and supervision in their design
 

and construction. 

TRANSPORT INFRASTRUCTURE: In general there 
ts considerable similarity in
 
the quality of road and bridge projects constructed by PRODERIN, the 
corporations and Cooperaciin Popular. The most technically constructed
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projects tend to be those of the corporations, which are usually larger or 

longer undertakings, often paved and with abundant drainage structures. The 

POIDUIN projects were second-best in quality, followed by those of 

Cooperaciin Popular. 

2. Project Follow-up and Maintenance
 

Road and irrigation projects in particular have a kind of "gestation" 

period. Once they have been initially constructed and inaugurated, it 

normally takes several years of routine maintenance and repair work until the 

project has physically stabilized. Destruction of sections of road and 

!rrigation projects are common for the first few years. Repair is a 

continuing cost that must not be ignored; it is recommended that all project 

feasibility studies and investment bo!cgets include an estimate for maintenance 

and repair costs. Cost experience with PRODERIN road projects surveyed above 

(see page ) -suggests that repair and maintenance costs per kilometer are on 

the order of 17 Z of project construction costs. Two options confront the 

PRODERITha. Either a maintenance budget should be established for so-called 

"completed" projects (covering cement, tools, technical assistance, etc.
 

required to repair them over 1-2 years) or project beneficiaries should be
 

assisted in estimating their probable project maintenance costs, and
 

establishing a system of user feas or quotas to finance maintenance expenses.
 

In the latter, the project maintenance responsibilities of the assisted
 

community should be identified from the outset of the project.
 

3. Screening of Projects and Participation Motivation
 

Several co=unity projects were approved by PRODERINs based on unconfirmed
 

lists of signatures by community residents. Requests by community leaders are
 

often not ratified by an official decision reached ta a general assembly of
 

local-residents. In Cajamarca, project workcrews are sometimes composed by
 

non-beneficiaries who simply want to earn food assistance. In Jun§n, paid
 

project laborers are often recruited from outside the community. These abuses
 

ca& only be corrected by more careful PRODER11T monitorship.
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4. Machinery Rental 

Wherever possible, PRODERINs should rent machinery from a single-source
 
rather than rent individual machines from a variety of sources. The owner of
 

the equipment would thus be responsible to maintain as a unit. With
 

multiple-source rentals, little control and scattered accountability for
 

equipment, is the rule.
 

5. Administrative Considerations
 

Funding priority should be given to the completion of projects under
 

construction or the repair of completed projects before new projects are
 

funded. Project construction schedules should include participation of
 
project beneficiaries to avoid conflicts with the agricultural task calendar
 

or work conducted during seasons of inopportune weather.
 

6. Technical Considerations
 

The irrigation capacity of very small volume canals can be expanded by the
 
construction of so-called reservorios nocturnos (evening collection ponds)
 

which can double and triple existing irrigation capacity. As a matter of
 
routine procedure, all technical design ictivities should include
 

consultations with local residents to determine special conditions (peak flood
 

level, climatic factors, changes in the riverbed, etc.) that may have an
 

inportant bearing on -roject design. Community leaders should always be given
 
an opportunity to - 'iew (have read to them) PRODERIN project technical
 

studies.
 

D. IMPACT EVALUATION OF PRODERIN SUB-PROJECTS - CAJAMARCA 

Fourteen PRODERIN-sponsored projects were selected for evaluation in the 
Cajamarca region. They included seven irrigation projects, five road projects 
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and two reservoir (holding pond) projects. This selection constitutes a 

near-census of all completed PRODERIN projects it includes projects located in 

all of the priacipal areas of PRODERIN activity within the Department of 

Cajamarca. 

Once the project sample was selected, the communities that benefited were 

asked to send a representative to a one-day training program in Cajamarca on
 

March 2, 1983. The rural leaders were trained how to administer a simple
 

questionnaire to measure the impact of their community's project on
 

beneficiary households, and how to collect the perceptions of project users
 

regarding project benefits, deficiencies and recommendations for improvement.
 

Each community leader wo to interview a quota of 10 resident
 

households. To select the respondent sample, each leader brought to
 

Cajamarca a sketch map of his community indicating the location of all 

resident households. Evaluators selected an interview sample representing an
 

approximately even distribution of large, medium and small-farm households.
 

From March 3-6, the community leaders completed 142 interviews for 14
 

projects. Arccmpanled by two PRODERIN promotors, each of the three evaluators
 

visited a third of the communities to provide support to the
 

farmer-interviewers as well as to conduct additional interviews. Additional
 

community residents offered to be interviewed. RDS evaluators conducted 51
 

interviews; PRODERIN promotors completed 75 more. A total of 268
 

questionnaires were completed for projo:ct beneficiaries in the Cajamarca
 

region. See Annex IV-3 for a list of the projects surveyed, the list of the
 

rural leaders who participated and the distribution of interviews among
 

leaders, promotors and evaluators. 

On March 7-8, the farmer-interviewers returned to Cajamarca. For the next 

two days an evaluation workshop was held for leaders and PRODE.IN promotors to 

tabulate results of the survey and to discuss findings and recommendations. A 

separate seminar proceedings document as prepared. Participants received 

diplomas, prizes were given for the best community maps and a party was held. 

http:PRODE.IN
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1. Overview of Community Beneficiaries Interviewed
 

The survey yielded 265 useable questionnaires. Of these respondents, 256
 

men, nine were women, seventy-five percent of 
the respondents were over
 

,rer 


Fifty-one percent were absolutely or functionally 
illiterate
 

*.years of age. 


",ssthan three years of schooling), 39% had 3-5 years of66ducation, 9% had
 

Forty percent of all respondente held a
 :r.ue secondary or higher studies. 

The average household size consisted of l,.adership pQsition in the community. 

234
 

!.:ven members, of which four were minors and 
three were adults. 


The most
their principal-=ocupation. 
..,.spondents (88:) listed agriculture as 


comon secondary occupation were those of 
merchant, ranching and artisan
 

r'afts. 

There were 136 respondents (from seven communities) 
who were beneficiaries
 

(five communities) who were beneficiaries
 f irrigation projects, 94 families 


road projects and 35 families (two comunities) 
who were beneficiaries of
 

5f 


eservoir (holding pond) projects. The survey results for each of these three
 • 


g;roups project users will be presented separately.
 

Beneficiaries
2. Perceptions of Irrigation Project 


In order of importance, the major project benefits
 PRINCIPAL BENEFITS: 


were improved crop production (mentioned lll'times), 
drinking water suupplies
 

for humans and livestock (38), food assistance during project execution (38),
 

more frequent irrigation (14),
 
elimination of wasted water supplies (15), 


other benefits (10).
 

Delays in the delivery of tools, materials, machinery
PRINCIPAL PROBLEMS: 


or technical assistance was the major problem 
(45 responses), followed by
 

season (31), inadequate community

problems arising from the rainy 


conflicts wirh landowners (17), in-ternal community

participation (22), 


confliats (16), inadequate training by or meetings with PRODERIN 
staff (14),
 

conflicts between project construction and 
the agricultural task calendar (5),
 

other problem (5).
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PRINCIPAL EECOMMENDATIONS: The most common recommeudation-was the
 

promotion of greater community unity (27 responses), followed by improved
 

organization (24), police action against residents who do not comply with
 

their labor quotas (19), project maintenance planning (18), greater
 

community-promotor coordination (15), cordination of project construction
 

schedules with non-peak periods in the agricultural calendar (8), more
 

training (7), more motivation (6), and other (3).
 

NEX COMMUNITY PROJECT: Out of 120 opinions, 110 (92 %) expressed a
 

desire to initiate another project. Nine of the 10 who responded no did so 

because they were currently involved in a project and did not want to initiate 

anythinug new until it was completed. The most popular candidates for new 

projects were a road (51 reponses), a school (35), a health clinic (21), 

construction of a bridge-canal (12), potable water (8), a community meeting 

place, electrification (1). 

EVALUATION OF PRODERIN: Of 136 respondents, 117 (86 Z) characterized the 

performance of PRODERIN as "good"; 19 (14 Z) as regular (fair). The principal 

reasons for good performance were the provision of tools (36), sustained 

support (30), technical assistance (28), donation of materials (22). Fair 

performance was explained by incumplimiento -failure to .keep promises- (9), 

conflicts with PEODERIN technician (5), failure to support commnnity wishes 

(4), delayed arrival of equipment (1). 

DIJECT IMPACTS OF COMPLETED PROJECTS: The projects led to a 77Z growth in
 

the number of families with access to irrigation water. Of families who
 

irrigated before projects began, the area of their irrigated hoildings 

increased-on the average-from 1.3 to 1.( hectares (25 Z). The major crops 

planted with irrigation water have been potatoes (mentioned 88 times), 

ryegrass (56), corn (45), wheat (25), ocas (18), ollL co (18), alfalfa (15),
 

vegetables (11). Out of 111 households who experienced use of irrigation
 

water, 63 (57Z) say it allowed them to plant a single time; but 36 (32Z) have
 

been able to plant twice per yer, and 12 (11%) three times. Ryagrass
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The yield experience with
plantings have averaged four cuttings per year. 

50-100 increases. 35 of 88 planting potatoes
irrigated crops ranges between 

of 56 planting raygrass and 41 
experienced an average yield increase of 951; 7 

of 45 planting corn experienced a doublinS in yields, Increased yields it
 

hcat averaged 58Z, while those of ocas averagad 71%.
 

When asked who originated the project idea,PARTICIPATION IN THE PROJECT: 

32% of responded it was a community decision, 30Z said it was a decision ty 

581 said the idea originated outside the co-mnity.(rmmunfity leaders and 

respondents said the community had participated in the

iimilarly, only 10% of 

the project, while 28% beLieved community leaders had participatedlocation of 


and 621 said the decision was reached by outsiders to the community. 
127 :
 

136 respondents (931) participated directly in the project by supplying
 

labor; 151 gave less than two weeks of labor, 281 gave 2-4 weeks, 11% gave 

than eight weeks of labor. Regarding participation5-8 weeks, 46% gave more 

in training activities related to the project, 117 of 136 respondents 
(86%)
 

organization of project 

said they received some training, while over half (59%) received training on 

at least four separate occasions. The principle subjects of training involved 

the comittee or work crews (mentioned 54 times), 

benefits of the project (22), project maintenance (15),
participation (33), 


motivation (13), food assiscance (7), construction of agricultural terraces
 

more than half (54%) said that some member of their househc11(5). Slightly 
or


had occupied a position of responsibility within the project cOmmittee 

workcrews.
 

3. Perceptions of Road Project Beneficiaries
 

PRINCIPAL BENEFITS: Improved communications and community or market 

f.Pod
 
access (65), improved transportation services for marketed produce 

(20), 


for work on the project (14), better educational and
assistance received 

better access to health services (4), new stores in
 
cultural opportunity (13), 


the comunity (3), construction of new (additional) roads and paths (1). 
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PRINCIPAL 
PROBLEMS: 
 By far the most frequently-=eat olned problem involveddamage to road Constaruction due to rain (40), This as followed by brokenpromises (32), lack of tools and machinery on a timely basis (19)t poorproject organization and leadership (12), obstacles -reated by locallandowners involving project right-of-way (10), conflicts with the
agricuJ.tural labor calendar (10), inadequate technic.:1 Supervision (6),
failure to make good on promised food assistance for work #.ompleted (3),
failure of residents to meet labor quotas (3).
 

RECOMMENDATIONS: 

To alleviate these problems an4 improve project
execution in the future, respondents suggested more qork by community
resident
 

s 
(27), conduct road construction during the dry season (16),
organization and training of thn project committe 

better
 

('5), 
more attention to
project maintenance (13), resort to police action for enforcing labor
comMeiters (6), 
avoid political debate (3), 
offer cricha a coca as a work
incentive (1), request/procure 
tools in advance (1).
 

NEXT COMNfl7Y PROJECT: 
 92 out of 94 road proje,:t beneficiaries (98%)
expressed the desire of beginnig another project. 
 In order of priority, new
projects desired were irrigations (33 responses),

water and drainage (17), 

a h4alth post (21), potable

a school (9), 
a community mt3tinghouse (4),
improvement of the community plaza and marketplace (j),
agricultural improvement project (2), 

a church (2), 
an
 
construction 
o. additional roads and
trails to link community with surrounding districts :3),
(1), football field (1), 

street improvements
 
a police station (I), reforLu~ation (1).
 

EVALUATION OF PRODERIN: 
 Of 94 respondents, 81 (66Z) described the
performance of PRODERIN as 
'good;'Good Performance while 13 (14%) ca.-led it "fair" or "poor.
was credited to the suppiy of machinery and tools (51),
keeping promises (20), 
technical assistance (14), tr~lning activities (6;,
high quality field technicians (6), 
temporary residence of field staff in the
comunity (2), punctuality (1), good project organiz%:ionperformance of PRODEIN was blamed on the unexplaine 
(1). Fair or poor
 

absence of field staff
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assigned to the project, bad comanunications between technician and community 

and inadequate project visitation, supervision &rind follow-up. 

Before the project, 75 of 94
DIRECT IMPACTS OF COMPLETE'-, PROJECTS: 


62 walked (66%). Only two used
 
respondents utilized horses and burros (80%). 


the dry season. TQ sell their produce, 70
motorized transport, but only ia 

did so at local markets (Incalada, Pablliu Chico, Llapa, Asuncion, San 

Marco&) while 34 traveled to d~stant markets. Before construction of the 

road, a one-way trip to the nearest market required at least two hours 
for 95%
 

Wefore the road
of the respondents; 37% had to travel at least three hours. 


a single cargo sack of produce from the
 was completed, the transport of 

community to the market cost rc3pondents at least 500 moles (about $0.50 at 

the households surveyed.December 1983 rate) for 77% of 

Unfortunately, due to a mistake in the impact evaluation instrument, 

interviewers failed to ask the situation existing after project completion 

with regard to the above varia' les. The only variable where before and after 

Before, some 96%
data was collected involved the frequency of market trips. 


After project completion only 73%
said they made a market trip on:e a week. 


made a weekly market trip, while 11% travel several times a

of respondents 

week and 16Z travel every 2-4 weeks.
 

asked wha- changes had occurred in their communities
Respondetts were 

since road projects were complazed. Because one of the five projects
 

(Combayo) had rot yet been completed, 19 respondents said that no changes had 

ones were increased traffic in pedestrians ad
occurred. The most important 

the arrival of motorized trans rt (mentioned 34 times), new health services 

(23), increased commercial tra.:3actins (21), incareased sales of farm produce 

new itoren in the community (9), sale of foodwithin the co~muity (19), 


supplies within the community ;.at formerly could only be acquired at local
 

markets (9), improved communic.:ions with neighboring districts (4), school
 

children of community residents can now
teachers are more punctual (1), 


schools outside the community (1), a local
continue their studies at othe 


reaident purchased a trunk (1). 



- 107 

COtOMJITY PALTICIPTION IN THE PROJECT: 61% said the project idea 

originated witL coumunity authorities, 20% aredited community residents as a 

mhole, 19: said the project idea was initiated by outsiders (PRODELIN and 

ott-ers). Vith regard to the location and route taken by the roads, 83Z said
 

thv decilou was made by PRODELIN staff or other outsiders (priest, school
 

teacher), while 17Z credited community authorities. 96 of 104 stated they or
 

their families contributed labor to the project. The average labor 

of two to 120 days per household. 68%contribut-ou vas 30 days, with a range 

received some form of training from PRODERIN during the project.said tha 

major topics of training were project maintenance (19), organization ofThe. 

work cre'i (19), organization of the project coiittei (11), community
 

improved farming
particip:ion and motivation (12), machinery maintenance (5), 


practices (3), animal health (2), cheese-making (2), ONAA food assistance (1).
 

s. Percepcions of Reservoir Project Beueficiaries
 

P.IN1CPAL BENEFITS: food assistance (36), the supply of water for
 

drinking and minor irrigation (26), the end of water waste (5), training in
 

water use (4), crop improvement (1).
 

PR.INCIPAL DEFICIENCIES: Inadequate participation by community residents 

(12), La& of tools and materials (12), failure to consult the community (4), 

of the project (3),poor tech-.cal guidance during initial stages 

ncumplimiento (2), non-beneficiaries were required to work (2), conflicts 

with the agricultural task calendar (3).
 

RECOKMNDATIONS: Program work to rake advantage of slow periods in the
 

agricultural task calendar (8), establish stricter controls ainst residents
 

vho fail to comply with their work commitmnts (7), better project
 

tools further in advance (6), hold
orsau.izar"on (6), request materials and 

more meetngs for better project coordination (5). 

NEW ?3WJCTS: All respondents (35) expressed a desire to initiate 
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additional community projects. Future projects needed, in priority order, 

ware following: lining of their vaotr distribution Canal (18), a health poet 

(7), a comunity tambo (store) (4), a school (3), additional irrigation and 

water storage structures (3). 

EVALUATION OR PRODERIN: Beneficiaries of reservoir projects were almost
 

evenly divided in judging PRODERIN performance either "good" (18) or "fair"
 

(17). Beasons for a good performance were the supply of tools and
 

materials(16), rapid completion of the project (13), technical assistance
 

received (6), and general support received (3). Reasons for deficient
 

performance included lack of adequate materialls and tools (120), delays in
 

the supply of food assistance (6), and initial lack of technical guidance (1).
 

DIRECT IMPACTS OF COMPLETED PROJECTS: Reservoir water has been used to
 

irrigate small plots of different of crops. In order of importance, these are
 

corn (18), beaus (9), peas (9), alfalfa (3), barley (3), wheat (3), potatoes
 

(2), garlic (2), carrots (1), onions (1), quinua (1). The water is used
 

predominantly for only one planting per year. Only 10 respondents (19%).
 

attamped two or more plantings. The water supply consists of 12-15 hours of
 

water every dry season. 28 of the respondents (532) claim there has been no
 

significant change in crop yields with the additional water received.
 

However, 16 of 18 corn growers claim an average yield increase of about 60%, 7
 

of 9 bean growers see a 33% average increase, and 5 of 9 pea growers see a 25%
 

yield improvement.
 

COMMUNITY PARTICIPATION: The idea for the reservoir projects appears to
 

have involved considerable local participation. Some 28% credit the origin to
 

community members, 36% to community authorities, and 36% to external sources.
 

The location of the reservoirs and their distribution systems were primarily
 

determined by existing canal infrastructure, with additional contributions by
 

PRODERIN and community residents. All 35 respondents claim to have
 

contributed labor to the reservoir projects, with the average bei,* 32 days
 

per family. 30 of 36 say they received som training under the project, with
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the average being four metings or training activities per respondent. The
 

most comon topics of training were general community promotion (11),
 

oiganiration (11), and water conservation. 13 of 35 residents (37%) served in
 

h position of responsibility within the project comuittee during project
 

i,,plementation.
 

,. Food Assistance to PRODEEIN-Sponsored Projects
 

All PRODERIN projects surveyed or visited in the Cajamarca region have
 

Lrceived food-for-work rations through the ONAA. Given the critical
 

importance of food assistance in the project promotion strategy of PRODERIN-J,
 

the impact evaluation sought to give this activity special attention, so a
 

section of the questionnaire was reserved to capture the perceptions of rural
 

families abou. food-for-work rations in general. Of the 223 respondents who
 

answered the questions, 132 (59 %) characterized the food assistance program
 

as "good", while 84 (38Z) said it was fair, 7 (3%) said it was "bad".
 

The principal reasons for good performance were distribution of food
 

quotas conducted weekly (30), the food is a necessary motivation to get people
 

to work (27), the food is a special help to the poorest members of the rural
 

community (24), rations were of high quality (11), distribution was conducted
 

equitably among rroject 'or community participants (6), residents received
 

training in preparation of certain of the foods (6), rations were adequate
 

(5), the supply of rations was reliable.
 

Reasons stated for deficient food assistance performance included the
 

rations are insufficient (29), ONAA still owes the comunity rations that were
 

never delivered (15), rations supply was notvenough to distribute to all
 

workers (11), delays in delivery of food supplies occurred (7), rations were
 

not distributed equitably (6), ONAA did not meet its comitment promise
 

(incumplimiento) (6), ONAA red tape is cumbersome (4), local residents are not
 

accustomed to some of the food products supplied (4), the rations should have
 

been reserved for the neediest families, not everybody (2), rations were not
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fresh (1), and no training in food preparation or use was given (1).
 

The food assistance performance record, then, is quite mixed. In the 

evaluation seminar conducted with community leaders (March 7-8), some 

participants stated the opinion that food assistance was deszroying 

traditional commuity customs (the collective workday or minga) in which the 

women prepare special food for participants, thus damaging the principal role 

of project participation formerly reserved to rural women. This exacerbated 

the broader problem widely observed in Cajamarca and JunSn that women 

participate very little in PRODERIN-sponsored projects; project participation 

opportunities are virtually monopolized by male residents. 

In the opinion of the consultants, PRODERIN/Cajamarca's continued 

dependence on food assistance for all projects is inadvisable. PRODEJIJN-C 

should consult the community to determine if it is willing to work without 

food assistance; priority allocation of PRODERIN services can be allocated to 

communities willing to forego this external subsidy. If food-for-work rations 

are necessary, they should be used on a priority basis-if not
 

exclusively-with communities embarked upon their first project with
 

PRODERIN. We believe that smaller, follow-up projects should not require food
 

assistance incentives.
 

Finally, food rations can be programmed for higher impact. For example,
 

if the food is indeed so important to the poorest families, the community
 

should identify and target its most needy households for extra rations. 

Similarly, food rations should not be indiscriminately programmed throughout 

the year but rather concentrated in the pre-harvest "hungry season" or other 

periods when the food vulnerability of thq rural household is highest. The 

impact of food-for-work rations on farm households and the rural community in 

general merits considerable i-depth evaluation.
 



E. IMPACT EVALUATION OF PRODER.NI SUB-PROJECTS - JUNIN 

Fifteen PRODERIN-sponsored projects were selected for evaluation in the 

Junin region. They consisted of 11 road or bridge projects, two irrigation 

projects and two social infrastructure projects-an electrification and a 

school. The projects include virtually all completed and inaugurated works by 

PRODERIN-J to date. plus several in the construction phase. All the 

geographical areas of major PRODERB activity in Junin were visited by
 

evaluation team and are represented in the selection of projects evaluated.
 

The major thrust of PRODERIN project activity in Junin has been on roads,
 

whereas in Cajamarca, the emphasis has been on irrigations.
 

The methodology of the evaluation very closely followed the model 

established in Cajamarca. The arrival of the team in Junin was set back two 

days due to a national strike in Lima and interruption of the Lima-Huancayo 

highway, which necessitated an 18.5 hour trip by an alternative route to reach 

Huancayo by March 12, the day scheduled for the training of Junin coumunity 

leaders.
 

Thirteen leaders were trained in the use of the impact evaluation
 

instrument. From March 13-17, community interviewing and evaluation visits
 

were conducted with the evaluators accompanied by PRODERIN promotors.
 

Collectively, 272 interviews were completed, 154 by rural leaders, 75 by
 

PRODERIN promotors and 43 by evaluators. A list of the projects surveyed,
 

names of the rural leaders who participated and the interview distribution is 

included in Annex IV-4. On March 18 and 19, an evaluation seminar was held
 

with cowmunity leaders and PRODER-.N promotors. Initial tabulation and
 

discussion of survey findings were completed, diplomas awarded and a
 

proceedings document prepared.
 

1. Overview of Community Beneficiaries Interviewed 

The survey yielded 272 usable questionnaires. 239 (88Z) were men; 33 

http:PRODER.NI
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A significantly higher representation of women were
 (121) 	were women. 

64Z of all respondents (175) were over Interviewed than in cajamarca (3Z). 

Of
 

a somcwhac younger population than was interviewed in 
Cajamarca.


age 35, 


absolutely or functionally illiterate (less than
 the 272 respondents, 23% were 

three years of schooling), 45% had 3-5 years of education, 
and 321 had some 

This contrasts sharply with the interviewed secondary or higher studies. 


population in Cajamarca, where 51% illiteracy prevailed 
and only 9% had
 

secondary studies. Precisely beause of their generally higher levels of
 

formal schooling, a higher %age of respondents in Junin 
currently held some
 

community leadership position (68%) than was the case 
in Cajamarca (40 %).
 

Because of their younger age and higher levels of education, 
respondents in
 

Junin represented somewhat smaller households-six members 
versus seven in
 

Cajamarca, with an average of three adults and three minors 
per household.
 

The occupational distribution of Junin respondents was 
also much broader than
 

Only 174 (63%) listed agriculture as their primary occupation
in Cajamarca. 


(versus 88% in Cajamarca); there were significant numbers 
of ranchers (19),
 

and a wide variety of other
artisans and craftsmen (15),
merchants (18), 


occupations: chauffers, accountants, carpenters, masons, barbers, 
musicians,
 

domestic serveuts, employees, cooks, tailors, teachers and 
general laborers.
 

Of those who listed a secondary occupation (183), the most common were
 

merchants (36), ranchers ('4) and farmers (32).
 

The perceptions of PRODERPN project impact have been organized and
 

analyzed by project type into three categories: 200 road and bridge project
 

beneficiaries, 40 irrigation project beneficiaries and 23 "other 
project
 

beneficiaries."
 

2. Perceptions of Road and Bridge Project Beneficiaries
 

The major benefits resulting from transportPRINT7.PAL.BENEFITS: 

infrastructure projects were reported by respondents, in order 
of importance, 

as follows: greater easa in the transport of farm produce to market (70), 
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more convenient transport of passengers (70), improved supplies of farm inputs 

(30), improved income and savings (31), improved standard of living (26), sore 

employment opportunities (10), more reliable transport services (10), improved
 

to health services (5),. better communications with neighooring
acceass 


districts (5).
 

PRINCIPAL PROBLEMS: Delays or breakdowns in machinery service was cited
 

as the most serious problem (mentioned 58 times), with damage and delays to
 

Other problems included
the project caused by rain a close second (54). 


delays in procurement of materials and fuel (46), lack of adequate
 

internal
coordination betveen PRODERIN technicians 3nd community (45), 


problems among community residents (31), inadequate compliance of some
 

community residents with labor commitments (23). obsacles to right-of-way by
 

local landowners (16), construction difficultiti caused by steep slopes (10)
 

and
broken promises and non-compliance (incumplimiento) by PRODERIN (12), 


inadequate supervision of projects (9).
 

To improve future project performance,
PRINCIPAL RECO*MNDATIONS: 


respondents urged the more organization and training of community residents
 

(53), more control and closer,coordination of the project (41), more timely
 

(earlier) procurement of required machinery and materials (39), the
 

contracting of technicians-ith ore experience (28), more technical assistance
 

(15), concentrate project construction during the dry (summer) season (19),
 

assignment of a budget adequate to complete the project, including follow-on
 

maintenance costs (14), greater punctuality in the suppply of materials (10),
 

site visits of longer duration (including part-time community residence) by
 

supervising technical staff (10). 

wish to continue with new project
HE= COMMUNITY PROJZCT: 195 out of 200 


activities. In order of priority, project preferences are potable water
 

(mentioned 100 tines), follow-on road construction to link up with existing
 

rural electrification (50),
road infrastructure just completed (76), 


irrigation and water storage-including fish culture (44), a health clinic
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construction (24), urbanization projects-parks. 
stadium, etc.
 

(29), sc 'ol 


(18), community centers for civic, 
religious, and market activities 

(16),
 

other projects (6).

shecpdips for bathing livestock 

(6), 


Beneficiaries of road and bridge 
projects were
 

EVALUATION OP PRODERIN: 

Of 200 respondents, 129
 

divided in their evaluation of PRODERIN 
performance. 


characterized the assistance of 
PRODERIN as "good" while 71 (36%) 

described it
 

This result compares unfavorably 
to Cajamarca, where
 

as deficient (regular). 


a generally higher %age of beneficiaries 
(86Z) gave PRODERIN a good rating.
 

The principal causes of good PRODERIN 
performance in Junin were the
 

significant resource contributions 
of PRODERIN--in budget, materials,
 

machinery, technical assistance 
(60), the fact that PRODERIN persisted 

ontil
 

the
 
the rapid completion of the project 

(22), 

the project was completed (29), 


a result of the project (30), the
 
benefits generated for the community 

as 


joint participation of laborers and 
engineers (6), the improved communications
 

between towns (6), continuity in project inspection (2).
 

On the other hand, the fair or poor ratings of PRODERIN 
were blamed on
 

unnecessary delays in its work--studies, 
approvals, reviews, etc. (22),
 

lack of sufficient materials and delays
 
inadequate equipment maintenance 

(20), 


too few visits by field staff resposible 
for project
 

in their supply (14), 


implementatio (14), deficient courtesy and respect by 
PRODELIN project
 

technicians toward community residents.
 

Before the construction of the road
 
DIRECT IMPACTS OF COMPLETED PROJECT: 


projects', 66% of those interviewed 
listed trav l on foot as their principal
 

The next most important
their community. 

means of transportation to and -rom 


transport modes used were pack 4timals 
(57%), huaros-cable platforms for
 

crossing rivers and rafts both used 
by 12% of respondents, motorized 

transpor
 

Before the project, respondents mostly sold 
their produce
 

(9%), llamas (4%). 

local community markets (42%), on-farm
 

in local neighboring markets (55%), 


Before the project, the average 
respondent required ove
 

(11%), in Lima (6%). 

Before the road, the
 

2.5 hours for a one-way trip to the 
nearest market. 
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average cost to transport a sack of produce to market was about 900 soles
 

(US$0.90 at December 1982 rate), which is nearly twice the cost observed for
 

projects in Cajamarca. This data provides a baseline for post-project
 

comparisons, but unfortunately an error in the questionnaire instrument
 

prevented post-project data from being collected for the above variables.
 

The one variable for which both pre- and post-project data were collected
 

involves frequency of market access. From the available information we can
 

estimate that daily market trips incresed from five to 27% of market
 

same-at 54-56%. The
contacts. Once-a-week trips remained about the 


frequency of. bi-monthly and monthly trips declined from 34% to 18%.
 

The most significant changes observed in their communities since the
 

completion of road and bridge projects were motorized transport services
 

carrying out local farm produce (mentioned 140 times), more frequent passenger
 

traffic to and from the community (84), marketing improvewnts via the
 

new stores (26), expanded
organization of a local feria (market day) (35), 


availability of purchased food supplies (articulos de primera necesidad) (27),
 

increased commercial transactions between neighboring communities (21), home
 

improvements (14), improvements in agricultural practices due to availability
 

of new farm inputs (5). Most of these benefits were also observed in
 

Cajamarca road projects. The variety of variables observed is much greater
 

than that used in the impact evaluation instrument. This should provide
 

guidance for the design of more comprehensive impact evaluation instruments
 

for future use in measuring road project results.
 

COMMNITY PARTICIPATION IN THE PROJECT: Seletion of road projects appears 

to have been mostly controlled by commuity authorities, who were mentioned by 

72% of respondents as the originators of the project idea. Community 

residents were cited by 38% of residents, while external parties were given 

equal credit. Regarding location and determination of the project, outsiders
 

(PRODDERIN, Ministry of Transport, Cooperaciin Popular, Public Works, SINAMOS
 

credited with the decision by 87% of respondents;
and contractors) were 




comunity residents and leaders were mentioned only by 12 and 15%
e"spectively, of project beneficiaries interviewed. 
Of 200 respondents, 189
5 ) contributed labor to the road and bridge projects. 
The average labor
nmmitment was 40 days. 
 57 out of 193 respondents (30%) 
received some kind of
Laining by PRODERIN, mostly on subjects of project organization. 
One third
those interviewed participated (64 of 193) in a position of authority
 
.Lhin 
 the project organization.
 

Perceptions of IrrgationProject Beneficiaries
 

PRINCIPAL BENEFITS: 
 In order of importance, the major benefits cited by
irrigation project beneficiaries were increased agricultural production (18),
cattle improvements (17), 
increased employment (9), improved income levels
 
(6), forage improvement (2).


PRINCIPAL.DEFICIENCIES: 
 The rainy season, breakdown in the transport of
project supplies and inadequate labor made available to rhe project were
mentioned with equal frequency as project deficiencies (9 times each).
Technical design errors 
(5) and inadequate technical assistance also were

cited along with a deficient supply of project materials (4).
 

RECMM!YDATIONS: 
The most 
common suggestion was 
to include in the project
budget resources for financing technical rectification and maintenance/repair

(mentioned 12 times). 
 Also suggested was more 
intensivepromotion and
motivation of the community (11), 
a more adequate programming.of labor
requiremeatu to avoid conflict with the agricultural labor calendar--(15), and

removal of the existing resident engineer (3).
 

NEW PROJECTS: 
All 40 respondents expressed a desire to constsruct
additional projects. 
 The project ideas mentioned are electrification (17),
school construction (10), road-improvement (7), 
construction of 
a fish culture
instalation (5), irrigation canal (2), community center (1), community

marketplace (1), 
a livestock stable (1).
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EVALUATION OF PRODERIN: 
 32 of 40 respondents (80%) graded PRODERIN

performance as "good" while eight (20%) as deficient. 
 Reasons for good

performance included budgetary support for the project (17), tools and
materials supplied to the project (14), competent technical direction (7), 
and
rapid respose to the community request (4). 
 Reasons for deficient performance

Included the slow pace of project construction (3), 
a resident engineer who
 
displayed poor leadership.
 

DIRECT IMPACTS: 26 of 40 respondents Irrigated for the first time. 
 18
beneficiaries irrigated plots ranging from 400 meters to six hectares, with
the average being 1.2 hectare. Collectively, their holdinga totalled 21.6
hectares, which represents a 43% expansion of the area formerly cultivated.
 
The second irrigation project is intended to irrigate up to 50 hectares of
collectively-farmed 
crops, of which 20 hectares had just been planted (to
pasture, crops) at the time of the evaluation. 
Other crops to be irrigated in
the individually-farmed project are vegetables, alfalfa, potatoes, broadbeans

and quinua. 
 A single planting had been achieved by 14 beneficiaries (78'),

while four (22%) had achieved at 
least two plantings. 
 The only yield
experience achieved to date was an average 91% 
increased in potatoes (8 of 18
 
beneficiaries).
 

COMMUNITY PARTICIPATION IN THE PROJECT: 
 In both irrigation projects, the
original idea was developed by community residents without outside
 
involvement. 
 The communal irrigation scheme (Baribado) was basically designed
by the community before PRODERIN assistance arrived. 
The individual scheme
 was mainly designed by PRODERIN. 
All 40 irrigation project beneficiaries
 
provided labor for their projects, the average being 20 days. 
 27 of 40
respondents (67%) received some form of training--most on 2-3 occasions. 
The
major topics of training concerned project organization, promotion of labor

contributions and coordination with PRODERIN techn.tcians. 
 Among respondents
interviewed, 38 of 40 occupied no position of authority within the project
 
organizaclon.
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4. Perceptions of Beneficiaries of Electrification and School Projects
 

The school project (San Luis de Shuaro) enabled the

PRINCIPAL BENEFITS: 


The Cullpa
children of community to study,much closer to home. 


electrification was constructed to proviide light to illuminate nocturnal work
 

and recreation (7), encourage the installation of small industry 
(2) and
 

However, a year after construction,
promote improved income opportunities. 


the final connection to the electrical supply source has not been 
completed;
 

hence the above benefits have not yet occurred.
 

PRINCIPAL PROBLEMS: Difficulties in obtaining construction materials
 

lack of a final power
(19), project delays because of the rainy season (9), 


ms (4), prolongation of the
 source connection (6), machinery breakdo 


lack of adequate local
constraction period caused by various delays (3), 


community labor (3), problems with the PRODERIN resident engineer (2).
 

Better coordinat1.cio. between the community and
PRINCIPAL RECOMMENDATIONS: 


more technical guidance in use of materials (9), demand the
PRODERIN (10), 


extend the electric lines to
rapid connection to the power supply (4), 


encourage

additional sectors (2), make materials requsts directly to Lima (2), 


and coordinate project labor
closer supervision by the project committee (2), 


demands so they don't conflict with agricultural calendar.
 

NEW PROECTS: All respondents wish to construct additional community
 

a road and
projacts. These include electrification (23), potable water (10), 


bridge (7), community center (6), other projects (4).
 

25 (78%) grade'PRODERIN performare -s "good,'
EVALUATION OF PRODERIN: 


seven (22%) as deficient. Reasons for good performance include completion of
 

the project to community satisfaction (10), project directly benefits children
 

opportune

(8), coordinated effort between PRODERIN and the community (6), 


supply of materials, technical aosistance and subsidies. Reasons for
 

deficient performance include poor coordination between resident 
engineer and
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contractors (2), lack of domiciliary connections (1), delay in completion of
 

the project (1), poor materials calculations (1), unexplained absences of
 

resident engineer (1).
 

DIRECT PROJECT WMPACTS: Even though the Cullpla electrification project
 

:,As not been inaugurated, 10 of 14 respondents have purchased
 

clectrically-driven machinery to install their own workshops (shoe-making,
 

weaving, sawmill, etc.). In addition, five of 14 have acquire electrical
 

appliances, such as refrigerators. In the Shuaro school project, educational
 

services had not begun at the time of the evaluation.
 

COMMUNITY PARTICIPATION: Both projects were mainly originated by 

community leaders and residents. All 14 respondents in Cullpa and 18 in 

Shuaro contributed labor to their respective projects. The average was 39 

days per family in Cullpa and 8 days in Shuaro. Six of 14 (34%) received 

training in Cullpa and 10 of 18 (55%) in Shuaro; principal topics included 

project organization and financing, promotion of community interest and the 

importance of education. In both communities, respondents were predominantly 

not involved in project leadership responsibilities. 

F. IMPACT ANALYSIS - GENERAL CONCLUSIONS AND EECOMMENDATIONS
 

This concluding section presents a series of general conclusions and
 

recommendations considered to be of broad applicability to PRODERIN programs
 

in Cajamarca and Junin. It bears mentioning that many project-specific
 

conclusions and recommendations have been assembled in a separate document
 

prepared by RDS consultants in Spanish for use by PRODERIN staff in both
 

regions. This separate document also contains the proceedings of the two
 

evaluation seminars conducted with community leaders from Cajamarca (March
 

7-8) and Junin (March 18-19), and tabulations of the questionnaires gathered
 

during the evaluations.
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1. Regional and Community Differences
 

It can not be emphasized enough that Cajamarca and Junin are two very
 

different regions, with different client populations, different patterns of
 

project demand, thus meriting different and specialized approaches to the
 

promotion of rural development. Furthermore, the differences in geographical,
 

economic, social and cultural enviroaments are very large, but in 
some cases
 

thee& differences are equally striking between communities within the same
 

region. Such considerations suggest that efforts to standardize PRODERIN
 

approaches across both regions and all projects face a very low probability of
 

The program should maintain as high an experimental flavor as
success. 


possible. Efforts to simplify approaches should be resisted.
 

2. Prolect Benefits
 

In both regions the PRODERIN program is clearly generating significant
 

benefits-at the level of individual farm households, rural communities and in
 

terms of regional and national development-enough benefits to more than
 

justify invested USAID and host-country resources. Aside from the measurable
 

or presumed impacts of specialized projects, the PRODERINs have demonstrated
 

an ability to carry through to conclusion many infrastructure projects started
 

so
and abandoned by other institutions. The successful completion of many
 

projects has served to create precedents for imitation and replication by
 

neighboring rural communities. This has also generated great pride and
 

enhanced self-help capacity within assisted communities, which, in turn, has
 

strengthened the prospects for sustained rural development. Given the brevity
 

and forced-march schedule of the present evaluation, our guess is that many
 

program strengths and benefits have been overlooked. Even so, we believe that
 

the rural infrastructure component of the PRODERIN program is sufficiently
 

successful to merit continuing and expanded levels of AID support.
 



3. Problems
 

A fair number of project-specific problems have reappeared again and again 

in rmany different projects and in both regions, enough so to Justify special 

mention among general program findings. In our view, the most frequent and 

serious of these problems is that of endemic incumplimiento or the failure to 

live up to planned commitments and promises. Failure to arrive it meetings on 

time or to attend at all, or to postpone a delivery of materials, or to 

neglect routine follow-up visits to monitor project activities-these are 

misLakes PRODERIN staff should not be allowed to make, for they constitute the 

most serious expression of lack of respect for project beneficiaries. 

Where PRODERIN staff members have kept their promises, their relations
 

with client communities have received high praise. Where technicians have
 

been a point of consulting community leaders for advice, or held frequent
 

meetings for project review and training purposes, or where they have taken up
 

part-time residence in the rural community itself, project implementation
 

usually has been very smooth. Attention to such details can help to forestall
 

or resolve many of the other problems mentioned so frequently in this report.
 

4. Recommendations
 

Many of the recommendations repeated with frequency by project
 

beneficiaries can be translated into: "Please listen to us: we too have
 

something to say." By careful listening to project beneficiaries, PRODERIN
 

field staff would probably not schedule heavy project construction during peak
 

agricultural task periods, or wait until the last minute to procure needed
 

equipment and materials, or promote a project not really supported by the
 

majority of the community, or miscalculate local weather extremes and maximum
 

flood levels, etc. Many mistakes could be avoided if the technician considers
 

project users as co-authors of project design, planning and supervision. Our
 

mai suggestion to field staff is to continually ask themselves: "Who does
 

this project belong to?"
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5. Next Projects
 

The process of sustained rural development did not begin with the
 

PRODEEINs, and the process will continue long after the PRODERINs have 

vanished from the rural scene. The best the PRODERINs can expect to do is 

enhance and accelerate the process. It is sobering to note that in Cajamarca, 

13 of the 14 rural communities we visited had completed one or mope local 

projects before the PRODERIN arrived; of these 13, five had completed two 

projects each, one had done three projects and another had completed four
 

projects. Collectively, these communities had worked with no less than eleven
 

development institutions. In Junin, nine of 13 communities evaluated had each
 

completed an average of 2.5 projects before the PRODERIN's arrival. Of their
 

23 previous projects, no less than 11 were exclusively implemented without
 

external assistance. The remainder were constructed in cooperation with 10
 

external institutions. These facts provide elegant evidence suggesting that
 

when rural households say they want to construct new projects, they indeed
 

mean what they say and have the capacity to carry their wishes to reality.
 

The above points serve to make two assertions:
 

0 	 First, the PRODERDLs provide an excellent mechanism
 

for supporting a sustained development process. By
 

providing modest materials, machinery, and
 

technical assistance to "next" projects, a much
 

larger volume of project Zctivity can be generated.
 

o Second, the PRODERINs can also play a useful
 

liaison role in supporting community projects
 

developed in cooperation with other institutions.
 

To a large extent, this liaison role is already
 

being actively carried out. Continued resource
 

support from USAID could allow the PRODERINs to
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become effective rural development "brokers"; and this would constitute an 

;,tiovative approach for the Agency to pursue in rural Peru. 

Evaluation of PRODERIN by Rural Beneficiaries
 

The evaluation provided most project beneficiaries with their first
 

',ortunity to formally evaluate performance of an external agency helping 

i hem. The two evaluation seminars held in Cajamarca and Huancayo allowed 

ical.,leaders and PRODERIN promotors to dialogue about program strengths, 

w".knesses and suggested improvements as equals. This methodology of 

constructive debate and evaluation by project promotors and beneficiaries 

;-serves to be repeated. In fact, the organization of future evaluation 

workshops was formally requested by the participating rural leaders in
 

Cajamarca and Junin.
 

Regarding the content of their evaluation, beneficiaries proved themselves
 

Lo be remarkably even-handed in identifying both strengths and deficiencies. 

in Cajamarca, 86Z scored PRODERIN performance as "good" for iTrigation and 

road projects, but only 51% gave a "good" rating to reservoir projects. In
 

Junin, PRODERIN performance ratings ranged from a low of 65% "good" rating for 

road projects to 80% for irrigations. These numbers deliver an important 

message. Overall, despite many shortcomings, the PRODERINs have been 

certified as generally successful by their rural clients. 

7. Direct Impacts of Completed Projects
 

Unfortunately, the data generated by the survey were incomplete and the 

range of measured variables too narrow to provide a satisfying documentation 

of project impacts. As far as it goes, the information suggests very 

significant positive changes are occurring at the farm level. For irrigation 

projects, 25-45% expansion of irrigated holdings, 50-100% increases in yields
 

and 20-40Z achievement of multiple harvests of both food and fodder crops were
 

documented. For road and bridge projects, measureable intensification of
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sarkat trips was documented, a baseline was established for measuring changes 

Iv transport costs and marketed produce and a wide variety of indirect 

irprovements in the quality of community life identified in order of their
 

importance. With improved evaluation instruments, far more reliable and
 

lupressive impact data will be gathered in the future. We strongly urge-for 

reasons of cost economy as well as a professional commitment to participatory 

.evaluation methods-that rural leaders trained by evaluators in Cajamarca and 

Junin be utilized to gather follow-up data on an annual basis. 

6. Comunity Participation
 

The participatory approach to rural development--suggesied in part by 

significant investments in human beings as well as physical infrastructure, 

and financed by major community contributions of voluntary labor and local 

materials-appears to be better implemented by PRODER.lN/Cajamarca than
 

PRODERIN/Junin. However, in neither case are the principles underlying this 

approach explicit, nor have PRODERIN staff received much training in how to
 

promote greater community participation.
 

The model divides the nrocess of project development into five stages: 

Identification and Selection of the Client Community, Diagnosis of Community 

Needs, Planning of a Comunity Project, Project Execution and Project 

Follow-up. At each stage there exists a set of basic decisions that must be 

made to complete the stage and pass to the next. Mak.ing these decisions 

requires certain skills, all of which are teachable- to illiterates, if 

necessary. Participation is definod as the act of becoming involved in
 

decision-making activity. The fundamental principle underlying the 

development of truly participatory projects is that all projects members have 
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a right and a capacity to control the basic decisions made at each stage of
 

"their" project. The appropriate role of the external adviaor is not to make
 

project decisions for members, but to teach members the skills they need to
 

make their own decisions. In choosing to assist a given community the
 

exLernal advisor effecively controls Stage 1, but controlling the others
 

sho'uld be avoided.
 

Beginning with Stage 2, the skills needed by project members to control
 

project decision-making include: 

DIAGNOSIS STAGE: Final produyc-r-a Needs Assessment 

- How to identify real community needs 

- How to select the highest priority need 

- How to gather basic information about the community, which is 

required to plan a solution and provide a baseline for future
 

evaluation of project results.
 

PLANNING STAGE: Final product, a Project Proposal
 

- How to identify project objectives 

- Bow to identify activities required to reach objectives 

How to estimate a budget to finance the required activities-


PROJECT EXECUTION STAGE: Final product, a Completed Project
 

- How to locate and communicate with external resources needed 

to finance the project 

- How to mobilize local resource contributions 

- How to keep simple project records 

- Row to organize laborers and materials 

- How to supervise project implementation 
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YOLLOW-UP STAGE:
 

- How to organize for project maintenance and repair
 

- How to evaluate compliance with project plan
 

How to evaluate project impacts on participating members
-


Decisions made at each project stage require the gathering of
 

Hence, a parallel function must be added to the model. It is
luformation. 


entitled PROJECT EVALUATION and cuts across all project stages.' Simiarly, the
 

above-named skills require a process of nearly continuous training; thus
 

another parallel function, called PROJECT TRAINING, is also added to the model
 

such that it too cuts across all project stages.
 

9. The Critical Role of Farmer-Paratechnicians
 

Like most other training models, what makes the proposed scheme so
 

intimidating is that it suggests the need for huge investments in training
 

activities by outside change agents, such as PRODE.IN promoters. It is
 

concern that the final and most important
precisely to cope with this 


component of the Participatory Project Model was developed. We believe that
 

not to train
the most cost-effective use of external professional staff is 


project beneficiaries directly but that these very expensive technicians be
 

used to intensively train groups of selected rural leaders-

"farmer-paratechnicians"-who, in turn, will train other rural leaders.
 

The paratechnician is a rural resident, of campesino extraction, with at
 

least four years of primary schooling. His occupation is agriculture, but on
 

she is hired to conduct
a part-time basis (normally 5-10 days per month) he or 


project promotion, training, and supervisory activities in rural areas. The
 

paratechnician is paid a daily wage plus reimbursement of expenses equivalent
 

to about US$5-8 per day. His area of coverage responsibility consists of his
 

rural community of residence and up to five neighboring communities.
 

Experience in other countries as well as elsewhere in Peru has demonstrated
 

that farmer-paratechnicians are quick to learn, can perform many of the field
 

http:PRODE.IN
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tasks presently assigned to professionals (but at a fraction of the cost),
 

move about by foot or horseback (avoiding the reqL.: iment of a vehicle), and
 

do not require an office, or any complicated logistical support.
 

Under the propose scheme, each PRODERIN promotor would intensively skill
 

train and periodically supervise two to four farmer-paratechnicians. These
 

would be the lowest-level liaisons, coordinators and supervisors of
 

PRODERIN-assisted projects; they would also be the principal trainers of
 

project beneficiaries. By teaching special skills to other rural leaders like
 

themselves, they will become replicators of knowledge. This function of
 

multiplying skills required for truly participatory projects is visually
 

depicted in the proposed model by a third parallel function--KNOWLEDGE
 

MULTIPLICATION-- cutting across the five project stages. Whereas the project
 

training function is controlled by professional staff, the knowledge
 

mult.tplication function is controlled by the paratechnician.
 

USIAD/Peru is urged to give this model serious consideration, discissing
 

its potential with PRODERIN senior staff in both Cajamarca and Junin. An
 

experimental paratechnician program--including training and
 

supervisioncosts--could be implemented in each region for about $30,000 per
 

year. Candidates for paratechnical positions will be readily found among the
 

28 rural leaders who participated in the evaluation workshops. In our
 

opinion, about 18 of these leaders offer outstanding promise for
 

paratechnician assignments.
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