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1. Briefly scate principal subjecs(s) to be discussed during the review.
(1) To provide AID/W with an update on current activities and progress
of LACPLAN project;

(2) To discuss the USAID/PROPLAN relationship and how to improve it.

(3) To determine what AID initiatives might be required at this time.
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II.

b.

ATTACHMENT A

There are no significant shortfalls but there has been some delay

in completing the training materials. On August 3, 1982 an unfunded
extension through June 30, 1983 was signed which will provide the
needed time to complete these documents.

Yes. An annual report is submitt~d by IICA ¢ach January outlining
the planned activities for the coming year. This plan of work is
discussed with and settled on by the AID project manager before
1ICA proceads with the plan. The 1982 plan of work is attached as
Appendix A.

The AID project manager along with a representat.ve from LAC/DR/RD
made a site visit in February, 1982. The AID project manager also
consulted with USAID officials in Guatemala, El Salvador, Costa
Rica, and the Dominicar Republic concerning the LACPLAN project.
The 1ICA project manager has also visited Washington to further
discuss the progress of the project.

An in-depth team evaluation was held in July, 1979. A final teas
evaluation is scheduled for the Spring of 1983.
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LACPLAN HISTORY

The Latin American - Caribbean Planning Network (LACPLAN) was initi-
ated in 1977 with the purpose of improving and building the institutional
capabilities for agricultural and rural sector planning and policy analy-
sis in Latin American ana Caribbean countries principally Ly use of the
InterAmerican Institute of Agricultural Sciences (IICA). This five-year
project was initially funded for three years with the funding for yeara
four and five dependent on the recommendations of a comprehensive evalu-
ation to be held during the third year. The project plans included
arrangements for a contract with IICA and cooperative agreements with
Michigan State University and Iowa State University for the purpose of
enhancing the institutional capacity of IICA to expand the agricultural
and rural sector planning capabilities of Latin American - Caribbean
plannirg agencies. I.S.U. and M.S.U. wern to provide technical assis-
tance to IICA on matters pertaining to agricultural planning and policy
analysis.

Subsequently, based on the evaluation during the third year, Il1CA's
contract was extonded for years four and five and thc cooperating
universities wero given unfunded extensions of their agreements to give
them the needed time to complete their work. Currently both M.S.U. and
I.3.U. have completed their involvement in this project and IICA is in
the final year of it3 contract. LACPLAN is officially scheduled to

teralnsnte on June 70, .983.
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Vanagement Review

For several deys during February 1982, representatives of S&T/AGR/EPP
and LAC/DR/KD visited with represontati-es of IICA/PROPLAN, principally
Dr. P. Lizardo de las Casas, to discuss both the progress of the subject
project as well as the potential for future collaboration with USAID
missions. Discussions were subsequently held with persons familiar with
IICA/PROPLAN work in Costa Rica and the Dominican Republic in order to
gain anotne:r perspective. This report does not detail those discussions
but rather presents background information and conclusions.

The Division de Planificacion Marejo de Proyectos (DPYP oy PROPLANW),
under the Direccion de Provectos Multizonales in IICA, is partially funded
by A.I.D. contract number AID/ta-C-1432 which began September 1977 and
which has a total budget of §713,390. As of the end of CY 1981, $311,000
romained unspent. This management review by AID/W in February 1982 coin-
cides with the preparation by DPMP of the "Activity Report for 1981 and
Program of Work for 1982" and a request by DPMP for a unfunded extencion
of the contract from 10/31/82 to 6/30/83.

The evolution of the DPMP has evidenced a synthesis o policy
analysis and project administration. Created in 1980, DPMP capitalizes
on the experience gained during the previous decades with PEPA
(Preparacion y Evaluacion de Proyactos Agricolas), the Programa de
Geation, the Programa de Manejo de Proyectos, and the first phase of
PROPLAN (Proyecto de Planificacion Agrcpecuaria y Analysis de Politicas
para America Latina y el Caribas, now known as PROPLAN/AP), each funded by
A+.I.D. oxcnpt for PEPA, which was funded by IDB. Today, DPMP manages two

relatad projecto. PROPLAN/AP focuses osn policy analyols at the national



level and its application to the regional level. PROPLAN/A(Proyecto de
Planificacion y Administracion para el Desarrollo Rural) on the other
hend focuses on the "micro-area” level, and from the aggregation and/or
coordination of the micro-areas moves to the regional level. PROPLAN/AP
-8 presently supported by IICA core funds and by the A.I.D. monies
mentioned above. (LACPLAN became PROPLAN when translated to Spanish,
and then was differentiated as PROPLAN/AP when PROPLAN/A was initiated
in 1980.) PROPLAN/A is presently aupported by IICA core funds and by a
Keilogg Foundation grant through 1984. PROPLAN/A being the "new kid on
the block,” has received considerably more attention recently than

PROPLAN/APY This can be evidenced by the recent low levels of expendi-

tures under %the A.I.D. contract.

A.1.D.'s Consultations With PROPLAN - February 1982

The prasent management review has three purposes: (1) to provide
AID/W with an update on prozress of the project; (2) to discuss the
prospects of collaboration of PROPLAN and USAID Missiona following the
completion of ths project; and (3) to determine what A.I.D. initiatives
might be required at thic time. This does not pretend to be a complete
final evaluation of the project. The final evaluation of the project
is scheduled for the Spring of 1983. Thess, rather, were informal

consulications.

Project Componunts

A review of progreas will briefly address the four major areas of

activity LACPLAN 13 concerned with: (1) troining materials; (2) seninars



and workshops; (3) technical cooperation; and (4) network coordination

and management.

(1) Training materials - Seven documents are currently
in draft or final form. These documents cover the
topical areas of policy analysis, operational planning
project identification, project management, and

other areas.

Tnese training documents do not include materials
which are developed principally for training purposes
and which are suitable for those purposes. Some
materials may meet one or the other, but not both,
criteria. The document series published by IICA
provide a conceptual framework and case studies which
could be incornorated into a training program but do
not constitute training material per se anymore than
for example, Jjournal articles. JIowa State has pro-
duced a training manual on price analysis and market
intervantion policy but, due to ite highly technical
nature, it {3 currently being rewritten to be put into
a usnble forn. Discusainns have heen held with IICA
concerning thin ianue and actions ure being taken to
correct thia problam. IICA is planning an in-depth

two to four week policy analynis course to be held

in early 1983 which will une revised verslions of the

tralning docuneats mentionad adbove,



(2)

The fact that more training materials have not been
completed to date can be at least partially explained
by the fact that PROPLAN is simply moving in other
directions than the provision of formal training.
The emphasis appears to be placed on "on-the-job
training"” of collaborators on projecis in various
countries. The definition of plannirng in IICA is
in the process of a metamorphosis as PROPLAN/A
experience accumulates. This fact inhibits the
proparation and maintenance of a training program
because materials must be regularly revised and
there i3 greater uncertainty about what actually
should be presented; there may be no "tried and

true” methods.

On the other hand, IICA may be missing an important
opportunity. The Oficina de Planificacion Sectorial
Agropecuaria in Coata Rica was, in February 1980,
negotieting with ILP.S and the University of Costa Rica
to develop a ma3sters program in planning. Should ouch

a program develop, PROPLAN should collaborate.

Seminars and workshope - This conponent has been vory
active throughout ‘he length of the project. Jeminars

have bnen held in all three regions of Latin Anmerica;



in San Jose, Cosata Rica for the countries of Central
America; in Lima, Peru for South America; and in
Kingston, Jamaica for the English speaking countries
of the Caribbean. During 1981, a seminar on project
evaluation was conducted in the Dominican Republic
for technicians working in the Planning Bureau of the
Agricultural Secretariat. Two workshops on project
identification were conducted, one in Grenada and one
in Dominica. Other seminars were also held in

Santo Domingo, Dominican Republic and Panama.

During 1982 seminars will te held in the Andean
Region, Central America, and most likely the

Dominican Republic. The longer two-to-four week
agricultural policy analysis course will also be

held but its site is as yet undetermined.

(3) Technical Cooperution - Tho ultimate aim of the project
i3 to provido planning assiatance through IICA, on
a roques’ basis, to planning agoercies throughout
Latin America. This component of ¢he project has
bean active in nearly every country in the region.
Over the first four yearn activities under LACPLAN have
occurred in Dominica, Guyana, the Donminican Republie,

franada, Guatemala, Hondums, Yexico, El Salvador,



4)

Costa Rica, Panama, Columbia, Peru, Venezuela, and
Chile. Currently activities under this component

are winding down, During 1982, plans fo. assistance
on operational planning are scheduled for Panama, the

Dominican Republic, and Venezuela.

Network Coordination end Management - The networking
component is the most difficult to quantify. Net-
working seems to be perceived by IICA as a by-product
of the other LACPLAN activities. The PROPLAN office
has never assigned an Activity Manager for this

component.

An odd and sterile sort of network was envisioned in
the project design. It consisted of paths between
PROPLAN and the client agricultural sector planning
offices in the various IICA countries. It was a
faulty design and depended upon the provision of

sorvices by PROPLAN to the clients.

A very different sort of network can be envisioned,
namsly a network of paths among the agricultural
sector planning offices and/or among the practiorers.
These officen and individuala often work i1solated one

from the other. <cCommunication and colladoration among



themselves could have important benefits in tems of

of professional support. It is suggested that PROPLAN
considers the usefulness of this alternative concept

of a network and that it pursue a role as a facilitator
for such a network through establishing regular com-
munication media such as a newsletter, a journal, a
professional organization sponsoring annual confer-
ences, and/or an exchange program among countries.
Discussions have been held concerning the printing

of a rowsletter but any more elaborate mechanism is

beyona the funding or time limitations of the

LACPLAY project.
For further deta..s on all four of these activities see the attached
report, "Activity Report for the Period January - Decemtsr 1981 and

Program of Work for the Period January - December 1982", Appendix A.

PROPLAN - USAID Relationships

In general, working relationships do not exist between PROPLAN and
the USAID nissions. There is very little if any sharing of infomation
pregontly. PROPLAN has not seen the USAID missions as potential clients
and has no® sought their btuasiness nor have tho missions seen PROPLA! as
a potontial contractor, due aither to a lack of information or to a
nogative {mpronaslon gainnd in oarly contrants.

IICA and AID hava agreoed to incronse their collaboration at various

lovela. Tho most concorote afforts could ocour at *he level of the USAID



and IICA country missions. Should the missions in a particular country
begin to work more closely, there presently exists no mechanisam to facili-
tate USAID mission-PROPLAN collaboration unless there happens to be a
professional planner associated with the IICA mission who takes it upon
himself to stay informed with respect to PROPLAN activities, personnel,
and capabilities. There are few such persons presently in the IICA
missions.

It is recommended that the Costa Rica office of PROPLAN consider USAID
missions to be potential clients and that the office seek short-temm
contracts from the missions in much the same way as a consulting fim
seeks such*contracta: publishing their capabilities and type of
contracts sought; following up personally with the missions seeking
contract opportunities, and then building a reputation on successful work.

uring a recent visit to> Washington by Dr. Lizardo de las Casas,
S&T/AGR/EPP sponsored a briefing to the Latin American Bureau concerning
the activites and capabilities of PROPLAN and held a discussion on the
mechanisms for improving the working relationship between the USAID
nissions and PROPLAN. The major effort for improving this relationship
will have to come from the PROPLAN office and the technical staff of

LAC/DR/DR via the Latin American USAIDa.

A.I.D. Initintivos

More enphasin neoda to be placed on informing the USAIDs of PROPLANS
cajatilitiens, Thero are plans for this %o be done through the TROPIAN

office and LAC/DR/RD.
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A more direct, immediate line of communication needs to be opened up
between SAT/AGR and the PROPLAN office. A freer acceas to telephone
communications would make this possible.

An in-depth briefing by PROPLAN of the LACPLAN activities to be held
in Washington, D.C. for donor agencies is being discussed for the Spring

of 1983. A close monitoring of this process by A.I.D. is needed.



Information Garnered in an Interview at SEPSA with
Ing. Oscar Chacon (Director), Lic. Jauquin Pacheco, 17 Feb., 1982

The agricultural sector planning office was set up evidently
around the beginning of 1977 and was then known as the Oficina de
Planificacion Sectorial Agropaecuaria. Through the IICA office
for Costa Rica, PROPLAN was engaged to produce a description of
the existing process for policy analysis in the agricultural
sector. This coincided with PROPLAN's need to conduct several
case studies. IICA hired a Costa Rican national as full-time
staff for the period of some four months of the study and
contributed the time of three of its own staff on a part-time
basis. Two documents were produced. PROPLAN Document #3 was
published as "El Proceso de Analysis de Politicas en el Sector
Agropecuario de Costa Rica." A second document, which was
perhaps more critical and which contained specific
recommendations for change, was not published, but served as the
basis for the forumlation of new legislation concerning the
planning function for the agricultural sector.

Ing. Chacon emphasized that this sort of help was quite usetul
during the early stages of the operation of the office.
PROPLAN/SEPSA collaboration now would (and does) take a different
form. SEPSA presently has a well-trained and experienced staff
and has developed its own sense of direction.

There evidently has been at least an informal relationship
between PROPLAN and SEPSA in the sense of consultants being
provided occasionally through the auspicious of the IICA office
for Costa Rica. That same office transmits the various IICA
publication including those of PROPLAN. Almost all communication
I1s channeled through this IICA office.

There are presently three IICA persons working in SEPSA, but they
are not related to PROPLAN. A possible collaboration between
PROPLAN/A and SEPSA is presently being negotiated for a small
area development project in the area south of San Jose. The
negotiations have been stalled by the existance of a lame duck
government, until May.

The personnel training strategy presently being pursued by Ing.
Chacon is to facilitate a formal education in agricultural
economics and then to facilitate the participation in short
courses in planning. Presently an 8 week course co-sponsored
with PROCADES (Proyectuv Regional de FAO, PNUN, CEPAL) and managed
by ILPES (Instituto Latinoamericano de Planificacion Economica y
Social of Santiago, Chile). 1In fact, tentative negotiations are
underway to establish one or two such courses every year to be
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given by the Department of Agricultural Economics (Facultad of
Agronomia). The fact that SEPSA is turning to ILPES rather than
PROPLAN raises questions about the flexibility and/or the
capabilities of PROPLAN.

The Consejo Regional de Coordinacion en Agricultura (CORECA)
consists of the ministers of agriculture of Central America and
the Dominican Republic. IICA/PROPLAN serves as the secretariat
for the Consejo and the heads of the agricultural sector planning
offices meet perhaps 3 times annually to exchange information and
to coorainate policies. Through this mechanism, SEPSA has an
active communication link with sister offices in the region.
Similar links apparently do not exist with South America and the
Caribbean. Ing. Chacon professed a need for better communication.
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INTRODUCTION

In 1977 IICA and USAID agreed to finance a project"...to improve and build
institutional capabilities for agricultural and rural sector planning and
policy analysis in Latin American and Caribbean countries..." and to
"...facilitate implementation of the agricultural and rural sector planning
and policr analysis process in the appropriate ministries and planning
institutions of IICA target countries.” 1/

Although originally designed for a three year period, it was extended
for two more years and extra funds were allocatec.

This report covers the activities undertaken during 1981, tke fcurth
year of the project, and the activities projected for 1982, tie fifth and
final year of the project according to contract requirements,

In order to facilitate understanding and follow-up, the activities
will be presented under the four areas into which they have been classified:

Development of training materials
Seminars and workshops

Technical cooperation

N ~ork coordination and management

In the fourth year of the project, emphasis has been placed on the
developrient of training materials. As agreed, technical cooperation
activities during the year have been a vehicle for testing materials through
on-the-job training or "learning by doing'. On more than one occasion the
need for additional training material has emerged from these technical
cooperation activities.

Therefore, the technical cooperation was developed partly in accordance
wvith the plan presented to AID,2/ but also in response to demands from lICA
offices in different countries. This means that changes had to be introduced
in some of the expected end products, as will be seen for each area.

Specifically, demand has been high for project identification and for
project conitoring and evaluation. Also there is an increased concern with
operational planning to link the budgetary process to ths real activities
perforumed.

1 .
Latin Azerican and Caribbean Agricultural Planning and
Policy Analysis Project (PROPLAN/AP)

2. '
See "Activity report for the period January-December 1980 arc Program

of work, for the period January-Decesber, 1981" and "Detailed Work P'an for
198) and jov»."
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It is important to note that the 1981 activities received additional
financial support from sources which had not been foreseen. This support
was provided for country activities: seminars, workshops and technical
cooperation. This meant that the use of AID funds was lower than had been
expected.

I. ACTIVITIES UNDERTAKEN DURING 1981
During this fourth vear of the project, emphasis was placed on testing
some of the training materials through seminars, workshops and technical

cooperation, and developing new ones that, although were not previously
prograrmed, has been identified durirg the technical cooperation activities.

A. DEVELOPMENT OF TRAINING ATERIALS
As wvas stated in our 1980 report, several documents have been developed.

1. Basic docunents

Policy analysis: through the work of a group of professionals hired
for this purpose, a first draft has been prepared on policy analysis in
the context of the planning and implementation process. So far this document is
available only in Spanish, In 1982, it will be revised, edited and translated
into English.

The main purpose of the document is to conceptualize the policy analysis
process in planning and implementation, in order to answer two basic
questions: What is policy analysis and how does it relate to decision-
making? How is it done?

Two additional documents were drafted on how policy analysis is conducted
at two different policy levels. One explains how to prepare a basic document
clarifying the doctrinal positiun of governments. This is the first policy
level. The second discusses the preparation of a document giving basic
guidelines to orientate the plarning-izplementation process as a second
policy level.

Projects: the basic document was revised. The need for a section on
project management wvac identified, and this section should be completed
during 1982, 1Its zain purpoce is to present an integrated view of projects
with the planning=-izplezentation process. In the past, such projects have
been viewed as isolated events. Also in the project area, a document has
been prepared on project identification. It fits project identification
into the policy analvsis process, thus ensuring consistency with the
goverrment's goals and the sociceconozic situation. Project/program
identification is viewed as the first in a ueries of actions that
link policy analysis to implementation o specific policies and actions.
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Operational planning: the basic document was finished. It presents
operational planning in the context of the planning-implementation process,
stressing the fact that operational planning combines the short-run planning
with the budgetary process.

It shculd be noted that this area also falls into the domain of the
Management for Rural Dev->.pment Project (PROPLAN/A), which emphasizes the
local level and its relationships with the regioral level. PROPLAN/AP, by
contrast, places emphasis on operational planning at the national level and
its relationships with the regional level. As a result, these two projects
are nutually supportive.

2. Applied research documents

In this series the case stu?; reports on operational planning in Peru
.and Chile were revised and av: now complete in Spanish.

A case study on the ex-post evaluation of a rural development project
is being prepared for corpletion in 1982,

3. Complementarv documents

As ctated in our 1980 report, complementary documents are prepared by
cooperating universities (MSU and ISU). They were developed during 1980
and finished in 1981,

These documents are:

a. "A guide to information and policy analysis for agricultural
decision-making,' completed by MSU,

b. '™anuals for policy arnalysis price and market-intervention policies,"
by ISU.

The total azount of funds used by IICA for these activities was
$40,900 (see Annex 1),

B. SEMINARS AND WORKSHOPS

In these areas, the project was very active during 1931. Several
seninars and workshops were used to test training material. The two
country-level wvorkshops set as a goal for these activities surpassed all
expectations.,

Twvo workshops on project identificatioa wore conducted: Grenada in
February and Deninica in June, They traized national junior technicians
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and technicians from neighboring islands. A list of project ideas
consistent wvith the countries' basic strategic guidelines for the developament
of the agricultural sector was revised. A project idea was selected, and

a project profile wvas prepared. This was done in 15-day workshops in the
two countries.

A seninar on project evaluation was conducted in the Dominican
Republic for technicians working in the Planning Bureau of the Agricultural
Secretariat. It was based on the material developed by PROPLAN/AP on the
planning process,on the role of evaluation as a feedback mechanism for
the pianning and ioplementation process, and the material prepared for
the ex-post evaluation of a rural development project financed by AID in
the Dominican Republic.

PROPLAN/AP was also present in two seminars organized for technicians
working in different institutions of the agricultural sector in Ceutral
Anerica and Panaza. The first wvas on project identification a1d FToject
preparation, linking project identification to the policy anaiysis gprocass.
The second seminar, attended by heads of the agricultural sectoral planning
offices of the sane countries, was held in Santo Domingo. The work on
planning systems was presented at that time.

The project was also active in IICA's in-house training activities
and ceetings. Presentations were made to two IICA Headquarters seminars.
A third presentation was made to a seminar organized by IICA's Office of
Rural Development.

Because the main source ot funding for these activities was outside
the project, AID funds used for this purpose totalled only about
USs$6,000.

C. TECHNICAL COOPERATION

Technical cooperation activities were also important during 1981. They
made it possible to test materials as they became ready, allowed for
“on the job training" in accordance with the Institute's philosoply of
institutional strengthening.

1, Colombia

Under an ungreement sicned by 11CA with the Ministry of Agriculture to develop
8 policy analysis and project planning systezm, PROPLAN provided support
in establishing a framework for the analysis of the Colombian sectoral
project systen.

The work was done by Colonmbian personnel hired by the project, with
the participation of PROPLAN headquarter personnel.



Participation was also strong in the area of policy analysis.
Docunents prepared by Colombian perscnnel were reviewed, and guidelines
on hov to conduct the process were discussed.

The agreezent with the Ministry, slated for expiration in 1981, was
recently extended for two more years,

2. Dominican Republic

As rtated in our 1980 report, PROPLAN was heavily involved in the
ex-post evaluation of a rural development project financed by AID. The
methodologies and data collection were designed in 1980 and analyzed
during 1981. The primary purpose of this activity wvas to test sethodologies
for ex-post evaluation. All the data are now ready for PROPLAN to begin
decunmenting the experience.

The work was done by national technicians of the Miniaiir of Agriculture,
vith PROPLAN's cooperation on methodological aspects and information analysis.
The report -repared by the Ministry has already been published.

3. Guate=ala

The Guatenalan Goverrment asked IICA to help prepare a methodology
to evaluate the on-going sectoral developaent plan so it could serve as input
for rthe preparation of the subsequent plan.

PROPLAN Headquarters personnel collaborated on this task, with the
assistance of a consultsnt. The vork produced a methodology for evaluation.

4, Panaca

PROPLAN has supported TICA's activities for institutional strengthening
of the Ministry of Agricultural Development, collaborating in the design
of methodologies for analyzing the Ministry's operational planning process.

Also, in ansver to a request from the Minister of Agricultural
Development PROPLAN has opened conversations to assist high-level Ministry
officials in the definition of sectoral policies. A preliminary agreement
has been reached and, as part of a case study on policy analysis, the
project will be involved in the definition of basic guidelines for the
developaent of the agricultural sector.

$5. Vene:uela

In the last quarter of the year, PROPLAN was called upon to assist
1ICA's office in Caracas in the preparation and implenentation of an
integrated rural developzent progras in the Valley of Arca, mainlyv {n =i
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establistment of project priorities and the design of programs. As a result,
assistance was requested for 1982 on methodologies for project monitoring
and evaluation and on operational planning.

Overall, these activities required approximately US$26,000.

D.  NETWORK MANAGEMENT AND COORDINATION

The Planning and Project Managcmant Division (PROPLAN) has completed
its second year of operation. It is izportant to note that the project
has now teen fully institutionalized within IICA's structure. This means
that PRIPLAN/AP is no longer an isolated project, but complements other
projects in a mutually beneficial working r:lationship.

PROPLAN/AP clearly benefits from other projects. Actual achievements
weat far veyond original projections, with a substantial reduction in
expenditures. The AID fund used during 1981 for the project totalled
US$82,000.  Other projects, whizh financed certain of PROPLAN/AP activities,
benefited froo the material generated by PROPLAN/AP and from the experience
of PROPLAN'S core group. This should be included as a very important
output of this group of activities.

1. Network nanagement

These activities included preparing reports to AID and programming
project activities for 1982,

It also involved monitoring 1981 activities and reformulating
activity plans in view of ongoing changes in circumstances.

The operational program for 1982-83, as is now required by I1ICA, was
prepared and discussed wvith personnel of IICA's Planning Office.

Also, certain requested changes were clarified, and other information
was provided throughout the year, as requested by AlD,

As stated previously, the use of AID funds was much less than
expected., As part of the institutionalization process, other cozpleaentary
sources were used to finance some of the training and technical cooperation
activities.

2. Network coordination

As indicated in last year's report, any discussion of network
coordination should distinguish between two levels. One is the inner IICA
network and *he other is between IICA and country institutions or other

internations. organizations.
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On the first level, within IICA, two types of activities have been
conducted. One is to link PROPLAN/AP's generation of training material
with requests from IICA's offices, based on their needs to provide technical
cooperation to Latin American arnd Caribbean countries. The second includes
presentations in seninars organized by different 1ICA units, as well as a
presentation made to IICA's Board of Directors.

On the second level, PROPLAN/AP supported a consultation meeting with
Chief of Agricultural Officers and other high-level decision makers from
several East Caribbean countries. This consultation meeting covered areas
of work and modes of operation for the countrins. PROPLAN/AP presentad
its approach to project identification in the context of a planning-
implementation process. The necessary link between policy analysis and
project identificaticn was emphasized. PROPLAN/AP has also met with hesds
of agricultural secturial planning ofiices from Central America, Panama
and the Doninican Republic. PROPLAMN'S ~r2as of work and approch were nresented
in this neeting. The necessary ac:iicns to work out a mechanism to izprove
communication and coordinations a=ong their offices were alsc discussed at this
meeting.

II. OVERALL ASSESSMENT OF THE ACHIEVEMENTS

The additional vear of operation of PROPLAN/AP has provided contact
with technicians, producers and the rural population in general in Spanish
and English-speaking countries in South America, Central America and the
Caribbean. This has verified the urgent need to improve the efficiency
and effectiveness of those goverrment organizationz in Latin America and
the Caribbean that generate the goods and services required for agricultural
developnment and rural welfare.

PROPLAN/AP operations spotlighted a major stumbling block that prevents
public sector action froa guiding the development process: th: limited
ability of the governuent to forzulate and successfully implerent agri-
cultural developaent and rural wvelfare plans, programs and projects.
Linitations on the public sector's ability to guide the developzent process
are largely the result of an approach ezphasizing a separation between the
definition of policies and their implementation.

As indicated before, the roots of this situation can be traced back
to nid-century when, efforts to institutionalize planning as a governzent
task were widespread throughout Latin America and the Caribbean, and
"Adninistrative refor=s" wvere carried out. The main idea in both cases
wvas to convert the public apparatus into a smooth-running entity capable
of meeting the develop=ent needs of the countries. The problem encountered
by these efforts, however, was that they were not based on an integrated
concent of action in the public sector. Planners were relegated to the
task of defining policies and forzulating plans, and the remainder of the
bureaucratic apparatus vas in charge of implenenting policy in a mechanical
fashion, closely following the pre-set plans.

To cozplete the foregoing picture, it should be noted that most of
these efforts were directed at strengthening agencies at the national
level, at the expense cf rezicnal and especially local agencies. What
clearly enerpes is the weak and ofter noncx'stent participation of the
rural population in the decisicns atleciing their lives, and a corresponding
1ack of flexibility on the pars ¢f the orcanizatisnal siTuctures of che
public sector to reapond tr change,



To cope with this problem, PROPLAN's action follows a strategy
of strengthening the mechanisas of the directive svstems for managing
the planning-inple=entation process of agricultural development and
rural welfare policies. If strengthening is to help the planning-
imp.exentation process respond effectively and efficiently to the needs
of agricultural development and rural welfare, it must operate within a
consistent pattern of:

i) redefining the planning and implementation of policies, to
form a single process in which the analysis of strategic and
operational policies mergrs with program and project
manzgexent;

ii) redesigning the role of directive systems at local, regional
#nd national levels since the machanisms for planning and
implexenting policies (although they may vary at the different
levels) form a coherent whole within which any partial action
will fall short of the mark.

iii) restructuring the relations among the public sector, the
private sector and the marginal, rural poor, with an eye to
ensuring the active participation of the rural masses in
zanaging the planning and implementation nrocess of agricultural
developoent and rural welfare policies. This is crucial, both
for graspin: a«ctual needs and for generating an effective
response.

One inportant point to consider in terms of agricultural development
and rural wvelfare in the countries is the coordination necessary between
defining policy and implementing it. Merging these into a single
planning-inplementation process gives continuity to govermment action,
and the strategic and operational decisions of govermments become
sutually cozpatible.

Like any social process, policy planning and inplementation is
characterized by an ensezble of activities that give it its specific
nature. This ensezble of activities covers four stages: foraulation,
preparation for execution, execution, and control-evaluation. These four
stages can be separated for purposes of analysis, but in practice, they
cooprise ongoing activities and interdependent processes that give
the sense of continuity which should persuade all 'government action” to
guide the agricultural development and rural welfare process.

The conclusion that ezerges from PROPLAN's studies is that goverment
action should be view.d as a single process of planning/implementation,
wvith an analyvsic of the problem at hand, stating the alternatives available,
deciding arong then, and taking action. This concept provides a
vell-ordered, coherent view of "goverment action" for orienting development
in the respective countries.



-9-

It should be noted that this attitude implies a shift in exphasis,
from a stance concerned solely with formulating strategic decisions, to
one also concerned with the "quality of action." 1In other words, the
enphasis is less on the nental process and more on devising concrete
relationships between thought and action, theory and practice.

PROPLAN's sphere of action is limited by the directive systems of the
ensenble of public agencies primarily concerned with agricultural
development and the welfare of rural people.

PROPLAN's approach sees the planning and decision-making systens
unified under a directive system with the goal of producing action to
direct or manage the actions of the main s’sten as a whole. This
requires a clear understanding of the finctions and performance of
the subo.cdinate svstezs. So the approach presented here ezphasizes
sfrangthening the directive system for it to have a comprehensive impact
At tlie nain syste=. Since the action of this systex is manifested
through the planning-implementation process of agricultural development
and rural welfare policies, it has been determined that the strengthening
action should target the mechanisms that actually direct the process,
that is, the so-called directive mechanisms.

To achieve its objective, the directive svsten has a series of
functions. These include the interpretation of socioceconozic and political
problems; establistment of objectives and strategies; definition of
strategic and operational policies; definition of the institutional
organization; programming of specific actions and allocation of resources
and responsibilities; setting up inter-institutional coorcination for the
execution of specific actions; nmonitoring of specific actions, and the
behavior of factors arising from the socioeconomic sphere; and lastly,
evaluation of accomplishments and their iopace.,

The directive svstem carries cut these functions through various
activities with features particular to each country. These may vary in
accordance with the role and specific characteristics of each of the
public sectors, and with each level of operations (local, national,
etc.) Each directive activity implies analvzing (identification of
problems, inrrulation of alternatives to solve these problems), advising
(proposing alternative decisions), and taking decisions. These lead to
the accozplishzent of specific aczions.

The ensenble of activities (analyzing, advising and decision-naking),
and the corresponding interrelationship between them and accomplishaent
of specific actions within a given organizational context, comprise the
pechanisns used by the directive systen to manage the planning-implementation
process.

Thus PROPLAN's approach seeks to strengthen the directive mechanisas
of the plannirg-implementation process at these different levels of
coverage, trus promoting preater efficiency and effectiveress in the
public cieucies in Latin America and the Caribbear that generate the goods
and serv.ces required for agricultural developzent and rural velfare.
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This is the broad pictui: that tha PROPLAN/A and PROPLAN/AP projects
have helped to construct. In turn, it is in this context that the areas
of actions for both projects have been defined. These areas reflect the
functions of the directive system for which the Latin Anerican and
Caribbean countries need support.

The following chart gives the areas covered by PROPLAN's projects.
It also shows the integration between the two projects and how each one

can profit from the other within the same conceptual and methodological
focus.

In this uay, PROPLAN's approach lini:s the policy analysis process,
as a basis for decision-making, with the icplenentation process, mainly

Program £0i project ranagement. Up to ncw, these had been treated
iudependently.
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AREAS OF PROFLAN WORK

SPHERE OF
PROPLAN/A

SPHERE OF
PROPLAN/AP

BASIC

Planning-inplezentation process ol
agricultural development and rural
welfare policies

Public sector directive system.
Prozess of policy analvsis

Information systems for managing
plinning/izplenentation process.

SPECIFIC

Specification and interpretation of
socioeconozic probleas

Identification of performance and
capability of public sector to
fornulate and inplement programmes

Definition of strategic and operational
policies.

Pre, .cation of development plans and
progracmes

Identification, prioritization and
preparation of projects.

Preparation of operational plans and
programmes.

Program and project management

Design of inter-institutional coordination

mechanisms.

Design of monitoring and evaluation
systeas to measure achievements and
izpact.




III. ACTIVITIES PROGRAMMED FOR 1982
The tasks programed for the vear are directed towards the consoli-

dation of materials already developed and the dissemination of results
through workshops and a course to be held before the end of the year.

A. DEVELOPMENT OF TRAINING MATERIALS

l. Policyv Analvsis

As stated, the revised version «f the basic document will be written,
along witli a guide for conducting case studies in selected countries.
The revision inplies, first, updating certain parts of the basic document
with the developnents made by PROPLAN's core group in other areas. It
also implie. the incorporation of the knowleige gained from the case
studice to te conducted. A maximum of three case studies2/ will be carried
eve b cuusvltents and PROPLAN staff. They should provide the basis for
preparing coxplementary documents to support specific aspects of the policy
analysis process.

2, Projects

A conplementary document will be prepared on the ex-post evaluation
experience in the Dominican Republic,

A document on project monitoring and evaluation®/ will also be
prerared cduring the second half of the vear. Also the documents on project
identification will be reviewed. This should include the experiences
gained from testing this material in country application.

3. Operational planning

Betwveen May and September, guidelines will be prepared for the prepa-
ration of operational plans. By the end of the year, the basic document
for operational planning will be revised in light of experience gained
from our technical cooperation activities.

B. TRAINIMNG

As stated, 1982 will be devoted mainly to the consolidation of
materials through training activities.

In this sense, PROPLAN/AP will organize.two seminars on operational
planning. One will be held in Panama and the other is being progracmed
for the Doninican Republic.

3/ An unfundes extension through June 30, 1983 is being requested. If it
is arjrived, one case study should be postponed to early 1983,

4/ This wil) ¢ a joint effort with PROPLAN/A. Due te a lack of time, it
nay not be f-xrible unliss other actiors are postroned for 1983, This
will depend un the approval of the unfunded extension,



A policy analysis course vill be held in late 19825/ Materials
developed by the project will be presented to medium to high level
officials of national planning offices. The length of this course
has not been determined yet, but it should last from two to four veeks.

Also, two short seminars for national Planners will be held: one will
be for technicians o- the Andean Region, and the other, for technicians
{rom Central America and the Caribbean,

These courses and sezinars wvil) cake use of the materials developed
during the project, through technical cooperation activities and case
studies in 1981 and 1982.

A total expenditures of US$1140000 foom AID funds is anticipated for
theee #~tivicies (see Annex 2),

C. TECHNICAL COOPERATION

As vas stated, these activities allow PROPLAN to develop, test and
improve the training materials.

During 1982 the following countries and areas may be covered.

COUNTRY AREA
Colombia Policy analysis, planning

systems, project monitoring
and evaluation.

CDB wmember countries Policy analysis for
identification of investment
areas.

Dozinican Republic Operational planning and
projecct monitoring and
evaluation,

Panama Operational planning and
projacts,

Venezuela Operational planning
Project monitoring and
evaluation,

A total cf US$3I3000 AID funds will be devoted to technical
cooperation !.iee Annex 2).

i ———— - — c—

3/ if cthe untunded extens: n is granted, di:e to the t:=e needed for further
developing *:e training materials, a mo.e convinier: date for the course
would be April-May 1983,



D. NETWORR MANAGEMENT AND COORDINATION

1. Network manageent

The sane type of activities (programming, organizing, coordinating,
and controlling project activities) is expected to continue in 1982,
including annual reports to AID and quarterly reporcts to IICA's planning
office. We will work on the preparation of 1ICA's program-budget, as vell
as the 1982 operational progran for AID.

If the unfunded extension is approved the program of work would take
into consiceration an adjustment in time, as indicated, as well as
additional ~ctions suggested for network cnordination.

2. Nasork coordination

In order to strengthen ties with other organizations and present the
progress of our worx, a meeting is being planned for Vashington, D.C. with
international development organizations involved in the field of work of
PROPLAN.

Also, the participation of PROPLAN staff in technical meetings should
help us attain the goal of network coordination,

A total of USS16,000 AID funds is expected to be used in these
activities (see Annax 2).

There are three additional actions PROPLAN/AP could conduct for net-
work building in order to strengthen ties among planners in Latin America
and the Caribbean. This could be done without requesting additional funds
4f we could have more time. Oneof theseactions is to reorient the two short
se=inars in order to organize seminars with all heads of sectorial plan-
ning offices as well as other high officials, similar to th: ones ve had
at the beginning of the project. A second additional activity would be
to involve a Latin American University and/or the Graduate Training Program
of CATIE in Turrialda in the organization of the policy analysis course.
This could be seen as a first step towvard a Training Progfas in Planning
and Folicy Analysis which could start with s regular course or long seminsr
once a year for technicians vorking in planning offices and those acting
as advisors to decision nmakers in Latin America. There is a third additional
activity which we have not been able to conduct for lack of time and an
underest ination of the work it inplied. It has to do with a mechanisa for
improving communication azong planners and others interested in planning
as a process for improving decision-zaking and its inmplementation. This
@echanisa could be a newsletter or similar device; it should be discussed
with its potential public in order to get thea involved in its generation.

Our expe:ience sc far tells us that the creatic- and coordination
of a netvork shruld be built on a foundation of all c. er activities: it
is not a separate activity in itself, This is the re::on for suggesting
addizionzl Citaong vhich 2re linked 20 there pragraes - under trairing.

"



ANNEX 1

SMMARY OF EXPENDITURES FROM AID FUNDS FOR 1981

CUENTAS SALARIES® TRAVEL OTHER DIRELT COSTS TOTALS
bevolopment 27,838.58 11.710.41 1.351.72 40.900.71
Trainnce
sater.al
feminars
vorkshops 6.097.13 6.097.13
Jechnical 16,672.75 6.691.00 2.%24.2) 25.887,98
cooperation
Network
sanagcement &
coordination 611 1.194.78 220 2.025.78
+-UBTOTAL 45,122.33 25.693.32 4.,095.95 76.911.69

Corhv-ad (102) 7.691.16

TOTAL 82.402.76
ESS:
Adjustment due exchange
difference
- other direct costs (488.02)
- overhead (102) ( 48.80)
TOTAL 81.0865.94

%* Includc payments to consultants



ANNIX 2

SUMMARY OF EXPENDITURES FROM AID FUNDS PROGRAMMED FOR 1982

Development Seminars Technical Network Total
of training & Cooperation Management
materials Worksiwops & coordi-
nation
= Salariea 86,532 26,446 18,266 2,422 133,666
- Travei, ‘lransp.
& per diea 9,500 78,870 13,047 6,990 100,407
- Other direct
costs 24,000 8,730 1,300 6,933 41,163
Sub-total 120,032 114,046 32,813 16,347 293,238
Overhead 28,378

Graid total 311,616



PROPLAN PERSONNEL

DIVISION DE PLANIFICACION Y MANEJO DE PROYFCTOS (PROPLAN)

8) Personal - Sede Central

Pedro Lizardo de las Casas, Jefe de la Divisién (11CA)
Isabel Bolaios, Secretaria (IICA)
Vacante, Secretaria (IICA)

Proyacto de Planificacifn Agropecuaria y Anflisis de Polfticas (PROPLAN/AP)

Gonialo Fstefanell, tspecialista en Planificacién (AID)
Fernando Del Risco, Especialista »n Planificacisn ( T1CA)

Provecto Planificacibn y AdninistraciSn para el Desarrollo Rural (PROPLAN/A)

Humberto Colmenares, Especialista en Lconomfa Agrfcola (Kellogg)
Ricardo Ciceres, Cspecialista en Adninistracién Para el Desarrollo (IICA)
*Féuardo Izquierdo,Lspecialists en Fconomfa Agrfcola (Kellogg)

+) Personal-Colonmbia

Francisco Barea, Especialista en Administracidn de Provectos (IICA)
Enrique Pclo, Fspecialista en Planificacibn v Manejo de Programas (Kellog,)
*Alfonso Bejarano, Especialista en Manejo de Proyectos (Kcllogp)

» Secretaria (Kellogg)

¢) Personal -Repdblica Dominicana

**Horacio Stagno, Fspecialista en Planificacién y Manejo de Provectos (I1CA)
Carlos Fonck, Especialista en Planificacién (Fondo Simén Bolfvar)

*ARapito Plrez Luna, Fspecialista en Planificacisn Regional (Fondo Simén Belfiar)

Rita Herrera, Secretaria (Fondo Simén Bolfvar)

d) Personal-Brasi)
*“Vacante, Especialista en Planificacién y Anflisis de Polfticas (11ca)

Profesional Macional
** Eipecialisca Multinacional,



