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PART I - Introduction and Summary 

A. Introduction~ 

This review addresses the aany issue. contained in the Evaluation Report 
and offers .uggestions concerning future action by AID in the Project area and 
in other development projects in the High Jungle. 

The Project area covers the aajor part of the De~artment of San Mart!n, 
an area recognized as having con.iderable agricultural potential, with a long 
history of settlement and a varied rural coaammity with well-defined ways oi. 
lif~ and farming systems: these were almost exclusively subsi.tence-orie~ted 

until the arrival of air transportation in the 1950's which ..de possible the 
growing of cash crops like cotton, cacao and coffee and the commerc~al reising 
of livestock. For two decades air and river were the only forms of transport 
between S.·Martin and the rest of Peru. 

Throughout the 1950's and early 1960's Arq. Fernando Belaunde advocated 
highways as a colonization measure rather than only as a mean. of connecting 
origin to destination. His Marginal Highway concept was to be supplemented by 
lateral penetration highways and an intense network of feeder-roads that would 
put innumerable rural areas "on the economic ..p". 

Partial implementation of his concept began with th Marginal Highway 
program in the first AP government 1963~68 during which period Peru signed an 
agreement with the UNDP under which FAO l:onducted an exhaustive feasibility. 
study for the development of the Central Huallaga Valley (1963-69). 

Priorities changed under the military de facto government (1968-79); the 
"~larginal" lost momentum and the concept of integrated development advanced by 
FAO was given lower priority. True, the HuaUaga Central Project still 
occupied an office in Agrarian Reform but attention was turned to piecemeal 
development activities such as Azucar Selva and the Sauce and Gera 
hydroelectric schemes; later came the Pasarraya irrigation project as part of 
the agrarian frontier program. 

One thing that was not lost sight of was the great agricultural and 
colonization potential of tbis area, rightly valued for ita fertile .oil and 
amenable climate - with few of the restrictions apparent in the Low Jungle. 

In the mid 70's when the need was felt to make good Peru's flagging food 
production, the potential of San Mart!n became increasingly attractive. 'l'he 
Military government planned to complete the Northern Transverse Highway which 
would link San Martin to the nor.tern coastal area. Completion was scheduled 
for 1978. 

In 1976 AID became actively intrested in participating in the 
development that this road link would make possible. It was rightly ~ealized 

that if only the main highway were built, the existing trend toward 
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concentration of population in urban center. would be aggravated, with new 
urban centers springing up along tbe hilbvay, a. ha. happened for inatanee in 
Nueva Cajamarca which in a .hort t~e wushrooaed to 10,000 inhabitanta. There 
would aho be a change in land occupation with iJIIIigrant cOlllllercial faraers 
acquiring good valley land ¥bile for.er ...11 or aedium peaaant farmer. eihter 
moved out to the hill. or joined the -;arban proletariat in Tarapoto and 
Moyobamba. 

The Sub-Tropical Lande ~velopment Project vas conceived as a means of 
distributing as widely as po•• ible in the region the economic benefits 
accruing from its integration in the national econ01llY through tbe highway 
link. Logically a major emphasis vas placed upon the building of an exten.ive 
network of feeder-roads that vould give hitherto bolated area. acce.s to 
markets, inputs, and services, and upon the improvement of a number of 
existing local roads. This would provide an infrastructure that vould permit 
San Kart!n to supply up to lOX of the nation'. needs in maize, rice and edible 
legumes (according to Project Paper forecasts). 

However, for thi. object to be achieved, certain critical questions had 
to be addressed. Hitherto, arable land vas farmed through sbifting 
agriculture on band-cleared plots that quickly became weed-infested and had to 
be abandoned. If the production goal vas to be met, this system would prove 
too wasteful of land ~nd would have to be replaced by continuous cropping. 

Continuous cropping had been ebown experimentally to be possible on some 
local soils by the Dutch technical mission (COPERBOLTA) using modern inputs 
and technology on mechanically-cleared land. SENAH! already ope~ated a 
machinery hire service in the area, and would receive Project support. This 
combination was believed to offer the solution that would enable traditional 
shifting agriculture to be transformed to a IaOdern, cammercially-oriented 
production system that would stop the wasteful clearing of more farm land and 
the creation of unproductive "pUI"llL&". It would allo economize in tbe use of 
scarce labor. 

In order that farmers might take advantage of these technologies, tbey 
would need extension and credit aervices; also for the increased volume of 
produce, mostly destined to distant aarkets in the coastal region, an adequate 
network of grain stores would be needed. Therefore the Project included 
extension, credit and grain storage components. 

In order for a farmer to obtain credit and to make long-term investments 
in his holding, he must have a legal title or certificate of possession. Few 
of the existing farmers held such documents before the new highway vas built. 
With the expected influx of new settler., the demand for land and the pressure 
upon existing holdings would increase. Cadaster and land-titling, barely able 
to cope with the former needs, vould have to be 8 tepped-up. Bence the 
inclusion of this very important Cadaster and Titling component in the Project. 



The Project compri.ing theae .ix co.ponent. va. designed and va. found 
to be economically viable-elthougb we did not bave acce., to tbe methodology 
or the calculations used. 

An environmental evaluation judged that tbe Project would have a net 
politive environmental illpact ".ince the destructive, traditional .laab and 
burn system of shifting agriculture would be replaced by a permanent 
mechanized Iystem witb safeguards against loil erolion." (Project Paper). 

In addition, the elaboration by OHEiN of an overall BnviroDDental 
Protection Plan was progrmlllled, the Plan to bel presented not later than 24 
months after the signing of the Loan Agreement in June 1978. A preliminary 
Plan, also prepared by ONEiN, was presented in March 1979. The Project Paper 
did not specifY whether or how these plans were to be put into effect. 

The Project was originally to be ~plemented on the part of the GOP by a 
Regional Development C01llJlittee under the direction of a nominee of tbe Prime 
Minister. As this committee bad no exe~utive or budgetary powers and luffered 
from other organic weaknesses AID later reco..ended the seting up of a Special 
Project under the Prime Minister's Office, si.ilar to thOle already operating 
in Coastal irrigation schemes. This vas done and the "Proyecto Especial 
Buallaga Central y Bajo Kayo" (PEHCBM) was established. 'l'his change was 
indispensable for the implementation of the AID Project, but it involved a 
delay of 14 months in Project start-up. 

Table 1 shows the summary project cost estimate as given in the Project 
Paper. 

Table 2 compares the land-capability inventory of OHERN (1979) with the 
1973 FAO inventory quoted in the Project Paper. Direct comparison by classes 
is not possible in all cases owing to the use of different clasification 
systems. However, it can be .een that ONERN gives a very IlUch lower figure 
for land with a pasture capability. This is due to ONERN's much atricter 
limitations on gradient, whicb have been borne out by Tosi (1981) in respect 
of the Palcazu valley. 'l'his discrepancy was to have serious implications in 
terms of the pasture potential of the areas to be opened up by the feeder-road 
program. 

Table 3 shows existing land-use as estimated by ONERN in 1979. It will 
be noted that ONERNin 1979. It will be noted that OHERN identified 40,000 
hectares of pastures, five times more than the area classed as suitable for 
this use. 

The implications of these diferrences are discussed in the appropriate 
sections of this report. 
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TABL! 1 

summar~ Eltimated Co.ts (Project Paper) 
US, '000) 

AID-- Peru Total 

I. 
2. 
3. 
i~. 

5. 
6. 
7. 
8. 
9. 

10. 

Penetration Roads 
Road Maintenance 
Medium-Term Credit 
Machinery Parks 
Marktg. Co11ec. Centers 
Land Surveying & Titling 
Extension Service 
Resources Studies 
Project Direction 
l.'echnical Assistance 

7,132 
1,170 
3,230 
3,100 

460 
170 
398 
100 
110 

1,190 

373 
246 

1,500 
625 
380 
650 
750 
20 

380 
380-

7,505 
1,446 
4,730 
3,725 

840 
820 

1,148 
120 
490 

1,570 

Sub-total 
Inflation factor & canting. 

17,060 
1,940 

5,304 
1,196 

22,364 
3.136 

Total 19.000 6,500 25,500 
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TABLE 2 

Land-Ule Capability 

ONE!tN (1979) Project Paper (pg. 12) 

I 14.852 
A 110,690 II 49.087 11.807 

III 47.868 
C 2~.691 IV 18.569 
p 8.441 V 

VI 88.857 
F 238,307 VII Dot classified 
X 477 ,016 VIII II " 

864,145 Has 219,233 !laa* 

* Apparently. some of the: 88,857 Ha•••hown .a classes V 
and VI were classed as "F" by OHERN. 
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TABLE 3 

Present Land-Use (OHERN 1979) 

I. Arable 6 Grazing Has.- !!!.. % 

Food Crops 
Industrial Crops 
Fruit caspo 
Pastures 
Recent regrowth (purina) 
Freely available 

39,760 
3,742 
3,150 

40,000 
40,348 
19,000 

4.6 
0.4 
0.4 
4.6 
4.7 
2.2 

Sub-total 146,000 16.9 

II. Forestry production 210,129 24.3 

III. Protection 468,016 54.2 

IV. Urban areas 40,000 4.6 

Total 864,145 100.0 
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B.	 Summary: 
Summary by Project Components 
The review by project components auesses performance in respect of 

Project goals and discusses its implicationi. The following i. • brief 
summary by components. 

1.1 Extension 
Goals were numerical (Itaff increases, equipment purchases, number of 

visits, demonstrations, benefici&ries etc.). Achievement was good through 
September 1981, then slumped with INIPA' s introduction of the Training and 
Visit system with insufficient field testing. The Training and Visit system 
works through direct beneficiaries known as "enlaces" who are supposed to 
influence their neighbors, achieving a multiplier effect. Extension is 
performed by middle-level technicians called "sectoristas" who receive an 
extension message at fortinightly briefing sessions at the Tarapoto ezperiment 
station and pass it on to their "enlaces". In practice the enlaces were not 
well chosen; also, farmers were seldom convinced by the message which was 
stereotyped and not always adapted as to time or plMce. Consequently there 
was no mul tiplier effect, neither were .ignificant yield increases recorded, 
ulough this would need more than one year to make itself felt. 

Both the evaluators and the presen·t reviewer agree that the Training and 
Visit system needs trying for a year or two on a pilot scale with improvement 
in the traio.ing of sectoristas, in the choice of direct beneficiaries and in 
the adaptation of the message to each locality, culture and season. 

1.2. Credit 
This program aimed to complement short-term AGBANK credit with 

investment loans for land clea:oing and preparation, livestock improvement, 
equipment purchase and for tree-crop and forest plantations. As of September 
30, 1982, 51% of both the prograDllld number and value of loans had been 
approved. There was over-emphasis of equipment purchase-often of unsuitable 
items 6\nd low performance on land-clearing loans. Initially AGBAN~ charged 
only 71. interest (wi1'th iaflation at 33%); this gave rise to speculation and 
consequently to suspension of AID funds. This, plus a cumbersome credit 
mechanism in which AGBANK, !NIPA and the Project were involved, kept 
disbursement down. Also, at the present interest rate of 32.5% with over 100% 
inflation, the loan fund is suffering rapid decapitalization. Suggestions are 
made on __ays to baIt this - indexing and outright grants or subsidies are 
among possible solutions-and to improve tbe efficiency of the mechanism, 
including bet ter programming among end-uses, and streamlining of procedures, 
so that credit is no longer a bottleneck for important land-improvement 
activities. 

1.3 Road Construction and Maintenance Program 
This basic infrastructure component was completed largely on 8chedule. 

Its cos twas bigher tban budgeted and studies are recommended in order to 
arrive at lower-cost designs for feeder-roads: Maintenance of ezisting roads 
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was not adequate and the nev roads had received no ..intenance to-dete. 
Recommendations include more funds and equipaellt fo~ road ..intenance, 
technical assistance in ..chinery operation, and cal:e and regular inspection 
to control erosion and other adverse euvirou.ental effects. 

1.4 Cadaster and Land Titling Program 
This component .ade a reasonably good shoving but two botttieneck. held 

up titling; these were cadaatral aurvey and reversion of lap.ed title.. Above 
all, the Peruvian legal _chni... for land titling are among the aost 
complicated in Latin America. Study i. recornaended of these .echanis., with a 
view to speeding up land titling; one concrete and urgent uea.ure would be to 
open a land registry office in Tarapoto which would obviate long and often 
fruitless journeys by would-be landowners. 

1.5 Grain Storage Program 
The stores were installed on time and in the correct locations. 'they 

suffer from two defects: insufficient ventilation and lack of protl!ction of 
platform scales against rain. The.e should and can ea.ily be rectified. 
Study is recommended of way. to raise a maintenance fund and to provide an 
incentive for truckers to operate between the stores and distant market•• 

1.6 Farm Machinery Program 
SENAMA received the machinery and implements provided by the Project and 

initiated land clearing and preparation on schedule. Delay. in granting of 
credits, over-emphasis on loans for equipment purchase, and inadequate 
maintenance by SENAMA contributed to poor performance. Only 810 Has. out of a 
1981-1983 target of 4,504 Ha•• had been cleared by Sept. 30, 1982. The KG 
blade was found to be unsuitable for non-rigid vegetation and needs changi~g. 

Soil conservation measures, precaution. and specifications are needed. Field 
trials should by conducted in order to improve land-clearing .ethods. 
SENAMA's plant maintenance .ust be improved. 

1.7 Resource Evaluation and Eavironmental Protection Program 
The lack of an integral enviroDJIental approach vas a .erious defect in 

project design, permitting project initiation tvo years before the scheduled 
preparation of an envirou.ental protection plan; other defects vere the 
omission of a forestry component from the Project and no mention of soil 
conservation in the extension doctrine, notwithstanding that the Project was 
being implemented in a region already suffering serious localized resource 
depletion. 

Recommendations include the creation of a forestry component in the 
project, re-structuring of the forest districts according to a forest 
management plan, declaration of protection forests, reV~S10n of logging 
contracts, prevention of logging or farming in protection forests, closure of 
steep lands previously freed for Bettlement, and more credit funds for 
reforestation. 
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Above all OHERN should be urged to complete a8 
3-years overdue Envirotullental Protection Plan. and 
responsibilities for its application should be defined. 

.oon 
the 

a. 
m

possible 
echanism 

its 
and 

2. Overall Summary 
For convenience. the overall sUDlllUlry by component. 

tabular form in Table 4, which records for each component~ 

is presented in 

a) Efficiency, expreased as the degree to which goab set for the Project 
wereattainedj 

b) Effectiveness, or LDpact expressing as far as possible the end results; 
c) Corrective action required in the Project areaj generally this assumes a 

continuing AID presence in the area but leaves open the decision as to 
what form such presence should take. 

d) Guideliness for AID in ongoing or new Selva Development Projects. 

2.1 Efficiency 
Attainment of Project goals was highest in the purely infrastructural 

components~ roads and grain stores. these are essentially public works 
programs with well-defined technical specifications and r~dponsibilitie8. 

Attainment of goals was less satisfactory in the cOlllponentB involving 
more or less complex inter-institutional' arrangements. 

2.2 Effectiveness (Impact) 
Attainment of goals set f~r the Projecct does not necessarily imply that 

the desired end-results were achieved. Thus, in the extension component, even 
aiter the sudden change of system by INIPA attainment of goals might be termed 
"reasonable". 

However, there was no measureble end-result. Thi. is partly due to the 
inherent difficul ty of measuring the contribution of extension, but also in 
large measure to the numerous defects in the T & V .ystem a. applied by INIPA 
in the Project area after October 1981. 

Likewise. attainment of goals by the credit component vas by no means 
disas trous in terms of the volume of disbursement and the repayment record. 
In terms of impact, however, the results were less satisfactory. The 
proportions of loan volume by end-uses differed widely from those programmed, 
with heavy over-emphasis on loans for the purchase of equipment (which often 
was too big or otherwise unsuitable). Also, with subsidied interest-rates 
associated with high rates of inflation, credit funds will soon be 
decapitalized.. Loans were found by farmers to be hard to get and often 
arrived too late; also much favoritism was reported. One of the main reasons 
for the poor performance of the maChinery hire service was the difficulty of 
obtaining credit. In short, the impact of the credit program as a 
contribution to development was almost negligible. 
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The impact of the machinery hire aervice also vas poor. Hovever, in 
this case, owing to inappropriate technique. and equip.ent, there va. a 
negative correlation between attainment of land-clearing goah and impact, 
i.e. had more hectares been cleared, it ia lik~ly that there would have been 
.ore environmental damage, particularly in the form of erosion. 

In the case of cadalter and land-titling, impact vent ..ore or le.s 
hand-in-hand wi th the attainment of :~UIIlerical goals. 

2.3 Corrective Action required in the Project Area 
In should be borne in mind that more than a year has passed since the 

evaluation was made, and that the AID Project hal now run its course. Most of 
the corrective actions suggested for the Project area will require the 
provision of technical and financial inputs. The Evaluation's recommendations 
for the creation of additional project component. naturally presuppose that at 
least the Huallaga Central Special Project will remain in e~istence. In those 
cases in which the present review calls for ongoing action of this or similar 
nature, it seems desirable that a two or three year exatnsion of the Loan 
Agreement be negotiated. 

2.4 Guideliness for AID in ongoing and new Selva Development Projects 
Lessons learnt in this project have to some extent already been applied 

in other Selva projects, notably the need for a prior resource inventory and 
environmental protection plan', and for an integrated approach to project 
planning. The basing of project justification on a technological package is 
dangerous unless the package and all ita implications have been thoroughly 
tried out beforehand under typical local conditions. (See Part VII B). 

PART II. REVIEW BY COMPONENTS 

A. Extension 

L Goals 
The goals set for the extension program are numerical. For the most 

part they measure the actions performed, not their consequences. 

The goals include staff increases, equipment acquisition, number of 
farmers' courses, meetings and visits to farmers; they also include, in the 
case of the Training and Visit system, the number of "agricultores de enlace" 
(contact farmers) and the number of "irradiados" or second-stage beneficiaries. 

In the case of the group approach syostem known as "Proyectos per 
CuI t ivos y por Crianzas", the goals included yield incr·ements for the 
principal crops. 

2. Attainment of Goals 
In the period up to October 1981, under the faflliliar group-approach 

system, attainment of the numerical goals set was quite good, excepting r.hat 
no evidence was detected of significant increases in crop yields. 
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After October 1981 .. with both the old ly8 tem and the newly-introduced 
"Training and Visit" aethod in use, the .cores obtained were lower, 
particularly in respect of the latter (T.& V.) _thod introduced in October 
1981. 

This system i. ba.ed on the designation of contact-farmers, or 
"agricultores de enlace" who receive the extension melsage and pass it on to 
second-stage beneficiaries or "irradiados", achieving a multiplier effect. 

It was intended that 2,080 contact-faraers be designated in 1982 and 
that they would pass on the message to 906 "irradiados". (Tnia means near ly 
20% of the registered farmt:rs in tb,e project area). Only 1,007 
contact-farmers were designated and no "ir.r•.diados" were recorded. 

The small number of contact farmers actually designated !s no doubt one 
of several consequences of the hasty switch to the T & V system, and of too 
optimistic a goal. 

The failure to generate "irradiadoa" was due to: 
(a) an innate reluctance on the pare of the local farmer to pass on 
information to his neighbor; 
(b) incorrect choice of "agricultorea de enlace", itself a consequence of the 
hurried adoption of T. & V. and of the fact that their selection vas in the 
hands of inexperienced middle-level technicians; 
(c) an unconvincing extension message (too stereotyped, often untimely, not 
adapted to local conditions and problems); if a contact-farmer will pass on 
anything at all, it must be so~ething he has proven to be beneficial on his 
own farm and which viII persuarle his neighbor to accept, apply and in his turn 
paw .. it on. 

Al though 100% yield increases of rice and corn were recorded 
experimentally, there is no evidence of fam-scale yield increments. There 
may have been some, but the extensionists were not taught how to record them: 
however, it is unlikely that the T. & V. system vould generate luch increments 
in view of its short time in operation and of the defects observed. 

3. ~plicationB for the Project 
The change to the T. & V. system, and the hurried manner in which the 

change was eff~cted, were the basic reasons for poor performance. The system 
itself has merits and has been successful in some countries, but it should 
only have been introduced gradually, in communities chosen after careful study 
and through pilot-projects. It can work if the message is of good quality, 
timely 8ud adapted to local conditions, also if the extensionists have an 
adequate profess ional education and experience and if suitable studies are 
made af the social, econoaaic and cultural factors affecting farmer behavior, 
learling to an appropriate choice of "Agricultores de enlace". These are 
''musts'' if an individual extensionist-farmer relationship as distinct from the 
group approach is to be successful. 
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The T. & V. system was not envi.ioned when the AID project vas conceived 
and designed. the nature of AID lupport va. geared to the already 
well-established group approach. ~ae relative lack of lucce.1 i. to be 
attributed in large .ea.ure to this bluty change of _y.tea by INIPA - an 
institution that did not exilt at the tiae the Project va. de_ignedo AID 
Ihould confer with the new sanagement of iNIPA and with representatives of 
INIPA/APODESA and the Project to consider: 

a) continuing and improving the group-approach Iy.tea; 
b) conducting the necessary studies and pilot .cale evaluation of the T. & 

V. system in selected zones; 
c) continuing the T.& V. method on lines determined in b) vith new and 

well-reasoned selection of contact-farmerl (ltagricultores de enlace lt). 
d) upgrading the technical caliber of the extensionist. (aectoristas). 

These issues are of vital interest to the lucce.. of agricultural 
extension throughout the country, in view of the fact t.hat in mo.t departments 
of Peru the T. & V. metod hal encountered similar probl~ to those ~t with 
in the area of this Project. 

B. Credit 

1. Goals 
In the period between October 1979 and the end of 1983, a total of 

US$3,152,000 was to be disbursed in 8034 loan., vith an average loan lize of 
U8$4, 209. The inferred target figures as of September 1982 were 511 loans 
with a total value of US$2,201, 146. 'l'he breakdown by activities is given 
below. 

2. Performance in relation to Goall 
As of September 30, 1982, 256 loans had been di"burled, for a total 

value of USS1.122,244 and an average loan lize of U5$4,384, in ~ccordance with 
the following breakdown by activities: 

Goals for the Loans 
Program 9/30/82 Approved 9/30/82 

US$ % usi % % of Goal 

Mechanized land-clearing 770,401 35 151,503 13.5 19.7 
Integrated ranch development 440,229 20 334,429 29.8 76.0 
Irrig. works & farm structures 330.172 15 25,812 2.3 7.8 
Farm mach. & equip. purchase 330,172 15 61' 500 54.4 184.9 
Fruit orchards 220,115 10 0.0 
Reforestation 110,057 5 0.0 

Totals 2,201,146 100 1,122,2.4.. 100.0 51.0 
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In late 1980 and early 1981, AID IUlpended dilbursementl of credit funds 
because the Agbank' I 7% interelt-rate (a highly lubsidized rate giveD the 
inflationary situation) va. causing irregularities on the part of bank 
officials. The suspension val lifted when the Albank railed its inter.st rate 
to 32.5%, but itl effect wu to restrict loaD diaburlewents in thil period. 
However, procedural .spectl contributed .Olt to the shortfall in credit 
movement. the mechnism let up could have worked under the old extension 
aystem in which farmer relations were handled by graduate extensionists Whose 
nUlllbers wre to be increased under the Project. But it could not vork 
efficiently under the new T. & V. system introduced with little warning by 
INIPA in October 1981, in which extension is in the hands of middle-level 
technicians, apart from the upheaval of the change itself. Under the new 
system INIPA withdrew its extension agents (graduates) from identification, 
promotion and follow-up on loans, while the Agbank handed over to the Project 
the task of economic evaluation of loan applications for which it had neither 
staff nor capability. The role of the Project in this cODnection would appear 
to have been somewhat too passive. . 

With regard to the eaployment of loans approved, the ..jor Ihare went to 
machinery and equipment purchasel, no doubt because they are easy to process 
(a proforma invoice is the only supporting document needed) and, at least in 
the 7% interest era, because they vere open to peculatiou by Agbank 
officials. Not only was money diverted from other acre necessary activities, 
but also much of the equipment required was unsuitable since the only 
technical evaluation was that of the dealer. There being no forestry 
component in the Project, it is not surprising that no loans were approved (or 
sought) for reforestation. Land-clearing (20% of target) also suffered, but 
this may have been a good thing al the techniques and methods used still need 
perfecting in order to avoid damage to the soil. 

Loan recovery rates were 74% in 1981 and 70.5% in 1982. With a more 
aggressive collection procedure the rate should exceed 90%, which is 
acceptable. 

Since the program was initiated, inflaeion has risen from 33% to over 
100%. The Agbank' s interest rate has not kept pace with inflation, so that 
farmers have been receiving interelt from the bank - at p~esent in the order 
of 34% p.f1. in real terms. As a result, the U8$3.l5 million credit-fund, 
instead of revolving, is being eroded wasy. A loan portfolio which, at zero 
interest (real) would rotate $3.15 millions, at minus 34% (real) would eat up 
$4.2 millions. 

The implications of this decapitalization process are twofold: the fund 
will need replenishing at quite frequent intervals, which means that the GOP, 
instead of repaying loan funds assigned to the credit program, vould have to 
ask for °morp.; and, to the extent to which such replenishment· could Dot be 
secured, the number of beneficiaries would be limited and many deserving cases 
would go unattended, as many as half the intended 15,000 if no replenishment 
is obtained. 
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Farmers ,_ Agbank off,iciala and a broad segment of Peru'. officialdoll, 
object to the charging of real intere.t rates when there is inflation. The 
arguments u.ed are diverse, but the commonest i. that farm price. do not keep 
pace with farm costs. This may be true in .ome periods and in .oae instances, 
but the divergences are ...11 co.pared with the net real transfer from credit 
system to beneficiary. In the present ca.e, ,the Project Paper .howed the 
agricultural and livestock .adules to be comfortably profitable at a 16% real 
interest rate. If they cannot break even without a 34% subsidy either there 
was something seriou.ly wrong with the Project Paper, or the price~'cost 

structure has changed dramatically since it was written. Only a thorough, 
objective economic and financial study of this problem will bring out the 
truth. Th'. study .hould address the concepts of subsidie., grants, real 
interest ral~s and indexing as practiced by the Central Bank. Grant. for land 
improvement are a recognized practice in lIany countrie., so are subsidies. It 
is usually better to call these practices by their real names and uke them 
available "across the board" than to hide them under the cloak of a credit 
program which then becomes available only to the favored few. It seems 
unlilkely that th-. advocates of negative real interest rates are aware that. a 
$1,000 loan at 32.5% interest with a 3 year grace period and an 8 year term at 
100% inflation becomes a grant of $642i 

3. Implications for the Project and for IHADE 
The implications for the Project of the problelllS referred to above are 

self-evident. Farm credits must be the joint concern (a) of INIPA (through an 
improved extension sy~tem~ see Section 2.3 of this review) (b) of the Agbank 
(with the assignment of additional, more experienced professionals to the area 
and acceptance of responsibility for economic and financial evaluations of 
loan applications), (c) of the Project office as leader and coordinator in the 
project area and (d) of !MADE, as the central agency responsible for 
safeguarding the interests and objectives of the Special Projects in Lima and, 
through APODESA, of the execution or commissioning of the necessary studies. 

4. ~plications for AID 
It is in the narrower interests of AID as lending agency to examine any 

measures, such as indenxation or real interest rates, that will insure maximum 
recovery of loans funda. 

In the broadel" sense it is hoped that AID shares the concerns expressed 
in this review, which include the fostering of oore objective thinking on 
interest-rates and of measures taht will make it easier for the small farmer 
to obtain credit; such measures should include streamlining of the mechanism 
for granting loans and the opening by the AGBANK of branch offices nearer to 
the farming areas. 

Measures proposed by the evaluators to raise professional .tandards and 
improve the organization of the extension service and its participation in the 
evaluation, administration and foll~up of loans will help to secure AID's 
objectives in this area. 
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C. Cadaster and Land-Titling 
1. Goals 

By September 30, 1982, cadaster Ibould have been completed on 12,100 
units out of a total of 30,000, adjudication contracts affected in respect of 
10,700 out of 15,000 units and reversion resolution. iuued in respect of 
2,180 units out of 4,200. Topographic .urvey and I14pping W48 to have been 
completed in 1980 to enable these targets to be met. 

2. Performance in relation to Goals 
As of September 30, 1982, 3,667 adjudication contracts had been 

effected (34.3% of target) and reversion resolutions had been issued in 
respect of 1,673 units (76.7% of target). 

3. Discussion of Results 
The goal of 15,000 titles for the overall period 1980-83 was based on 

what may prove to have been too conservative an estiaate of the rate of 
iDEligration to the project area. If so, the poor performance in attaining 
only 34.3: of the September 1982 target of 10,700 units is more serious. 

Even at ~ predicted immigration rate and with no delay in 
topographic survey and mapping, it is doubtful whether the cadastral and land 
reform offices could have attained the goals set for them. With a year's 
initial delay in completing topographic survey and upping, the chances of 
getting back on schedule are small. 

In order to correct this situation both these government offices must 
increase the staff they have engaged on work for this project to a level that 
will enable the outstanding 11,000 titles to be cleared, if not by the end of 
1983 as scheduled, at the very latest by December 31, 1984. ntis me~ 

stepping up the output from III titles a month to over 800. If it is not done 
the land tenure situation will get completely out of hand. 

Among other remedial measures, the Project should replace its 
piecemeal contractual arrangements with a singl~ multi-pa~ty contract in which 
the Project's directing and coordinating role i. clearly defined; also 
multiple reversion resolutions should replace the existing individual ones. 

4. ~plications for Special Develooment Projects in General 
In an area to be opened up by a highway, basic topography, mapping, soil 

and land capability surveys, resource inventory and environmental plan should 
be completed preferably before l18in and principal feeder roads are built so 
that cadas ter and land titling programs can be initiated in time to insure 
orderly land-tenure and land-use in accordance with land-capibility. In order 
to achieve this, the ~adastral and land reform offices must be adequately 
staffed and suitable contractual arrangements made to insure efficient action 
under the coordination of the Project. 
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In the basic studie. leading to the design of fara aodules for titling, 
APODESA sbould act a. coordinating and supervising agency. DAD! has an 
important role to play in maintaining liaison between the special projects and 
government offices in the capital. 

D. Farm Mach inery Services 

1. Goals and Performance 
In the periot' 1981-1983, land clenring and land preparation should cover 

an area of 4,504 hectares each, and 16,000 hours of threshing time are 
scheduled to be provided to fa~rs. The project-life goal for land-clearing 
is put at around 43,000 hectares in ten years. At slightly over 10% of this 
figure in 33% of this time the three-year goal was modest ~nd the annual rate 
would need to average over 5000 hectares thereafter, once teething troubles 
were overcome. 

In the event, these IlOdest goals were not attained~ in land-clearing 
nearly 3,700 hectares remained of the 4,504 Hal. scheduled by end 1983. in 
land preparation the outstanding area was 2973 Has; a cere 3% of the threshing 
time had been worked. 

The land clearing equipment came· into service as planned during 1982; 
e,uipment thus was not a liaiting factor in performance. Credit vas the main 
problem, as only 340 out of a scheduled 834 loans were approved and IIlOst of 
the funds loaned were for machinery and equipment purchase which should have 
received only 15% of lo~n funds. 
process and are at tractive to some 
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2. ~plications of Results 
More careful study is needed concerning the choice of equipment and 

methods for land-clearing. As .ost of this work is done in secondary <scrub) 
growth, the KG blade is unsuitable as it is de.igned for handling large 
trees. The use of bulldozer. is not recolllDlended a. they scrape off the 
fertile topsoil. Al.o, lome soil types suffer serious compaction by crawler 
tracks. Experience in the Upper Huallaga showed that soil fertility was 
damaged by mechnical clearing to the extent that crop yield. were insufficient 
to repay the loans received for land-clearing. 

Clearer guidelines are needed concerning soil conservation precautions 
in land-clearing, particularly in respect of limiting gradients. The 
technical assistance in this area called for in the Project Paper was not 
provided to SENAMA. 

The principal arable crops for which land-clearing is required are rice 
and corn. Rice is gt own on alluvial terraces where priority should be given 
to land-conditioning for irrigation and for the application of cultivation 
techniques and equipment developed for this purpose elsewhere. A. rice now 
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occupies most of the more level land, corn tend. to be grove increa.ingly on 
hill .ite. which often are too .teep for arable cropping. Without clear 
guidelines and restrictions, mechanical land-clearing viII encourage the 
misuse of these lands and aggravate the danger of ero.ion. 

Less emphasis .hould be placed on area targets for land-clearing until 
suitable field trials have been carried out and criteria e.tabli,hed that viII 
insure that his activity, which it important in this labor-ahort area, is 
conducted without undesirable side-eff.!cts. The long-awaited Environmental 
Protection Plan will provide valuable criteria in this repect. 

E.	 Grain Storage and Marketing 

1.	 Goals and Performance 
Storage capacity for rice, corn, sorghum, loya and beans vas to be 

increased by 11,500 MT during 1980 and 1981 in order to cope with the expected 
increases in production follow road construction. The Tarapoto slaughterhouse 
was to be reconditioned and work completed on the one at San Jos~ de Sila. 

Owing to official delays with the bidding procedure, these goals were 
only attained by September 1982 - not on schedule but in time to handle 
production volumes. 

2.	 Quality of Marketing Services 
Uearly as important as the physical infrastructure are the services that 

go with it. In some cases, as at Picota, inxperienced staff cause unnecessary 
delays in the clearing of corn into ENCI's varehouse. More serious are the 
delays of up to 2 months in payment to farmers by the AGBANIC owing to its 
liquidity problems and to the long distance from farm to bauk in most cases. 

In face of these probleu farmers cOlllDlonly resort to fanaer~erchants 

who pay cash at a 25% dilcount and resell to ENCI with their own produce. 

ENCI has financial problems due to the fact that by law it receives no 
margin for freight charges to final destination. This means ENCI cannot pay 
economic rates to truckers and, al a result, there are insufficient vehicles 
and the sores are jammed full at peak seasons. 

3.	 ]mplication for the Project and for Cooperating Agencies 
It is in the interests of the Project that these bottlenecks be 

removed.	 Action should include the following; 
- liquidity problems of AGBANK must be overcome; 
- additional AGBANK branches should be opened in or near the principal 
farming areas; 
- ENeI' s financial policy should be modified to privide a 8uitable 
margin for transportation costs. 
- improvement of the technical .tandard and sense of responsibility of 
ENCI's warehouse personnel. 
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F. Road Construction and Maintenance 

1. Goal and Attainment 
Goals .et by the Project were the con.tructioll of 110.S leu. of new 

feeder-roads and the t-provement of 76.8 kal. of exilting feeder-road.. These 
were expected to open up 65,143 of potential arable land and 98,000 Bal. of 
pasture land. The budgeted cost of the new roads wal US; l36,039/km. and the 
improved roads US$8l, 732/km. Completion was to take place before September 
1982. 

During 1982. maintenance was to be performed on 1,170 kms. of new 
existing and ~proved roads. 

The road construction and improvement goals were attained; costl were 
higher than forecast. 

A total of 1,093 kms of roads received maintenance during 1982, but 
owing to insufficiency of equipment this was l~ited to areas most seriously 
damaged. 

2. ~plications for the Project 
The land-capability information assumed in Project design was proven 

incorrect by ONERN (1979). Consequently the expectations, especially of 
potential pasture-land, were over-optimistic as over 90% of the land thought 
fit for pasture in 1976 was assigned forestry capability in 1979 due to its 
steep topography. Thus the roads can play an active part in encouraging land 
misuse. 

Criteria for the avoidance of erosion and runoff problems in road 
construction were prepared by ONERN in 1980. It is not clear whether they 
were studied by the road engineers but there is some evidence that they were 
not applied. Inspection of road cuts, fills and drains for erosion damage, 
overfills etc. should be more frequent. Roads drains should be cleaned and 
roadside brush cut regularly. The 
recommended should be provided as soon as 

additional 
possible. 

maintenance equipment 

G. Environmental Protection and Resource Evaluation 
1. Projects Goals and Attainment 

The Project's environmental protection 
provisions include~ 

(a) the making of studies, inventories 
resources; (Contractor~ OHERN) 

and 

and 

resource 

evaluations 

evaluation 

of natural 

(b)	 the preparation of an environmental protection plan b[-osed on the 
results of (a); (Contractor~ ONERN) 

(c)	 the choice, design and application of environmental safeguards in 
the different project components. 

(d)	 provision of technical assistance in resource conservation. 
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The Itudies and inventories of natural resourcel, for which ODll.N was 
contracted, include loila, geomorpbol~iY, land capability, vegetation, fauna, 
water resources and aocio-economic aspectl. In general they have been 
well-executed, and are in keeping with ONRiN'. uaual quality. However, their 
completion has suffered aerious delay. due to SAN'a failure to provide air 
photography on time. 

Consequently the overall enviroDlllental protection plan due for 
completion in 1980 is still incOliplete (it is now prombed for January 1984 
the last year of the Project). 

A preliminary Basic Environmental Protection Plan was prepared by OHERN 
and issued February 1979 under an AID donation agreement in partial 
fulfillment of Condition Precedent Section S.2 of the present project. 

The choice and design of suitable environmetal aafeguards has had to be 
made onthe basis of this prel~inary plan and of criteria from other sources. 
They will probably require .adification on the publication of the definitive 
environmental protection plan. 

In recognition of the environmeatal ri.ks involved in mechanized 
land-clearing SENAMA was required to prepare specifications for this activity 
including slope limitations, soil sel'lction, drainage and erosion control. 
Technical assistance in soil conservation was to be provided to SENAHA and to 
the extension services. 

In another priority area for environmental safeguards OHERN was to 
provide soil conservation guidelines for road alignment, construction, 
protection and maintenance. 

From the information at the disposal of the evaluators it would appear 
that no effective specifications were applied by S!RAKA in respect of the 
environmetnal aspects of mechanized bmd-clearing. Consequently there have 
been problems due to soil erosion, depletion and compaction in land cleared by 
that agency. 

Neither SENAHA nor the extension service received the required technical 
assistance in soil conservation nor was this important subject given the 
necessary emphasis in the training of extensionists or in the extension 
message. 

With regard to road alignment and related matters OHERN did provide a 
set of guidelines on envirotllDental .afegua:t'ds for the road program. These 
were excellent guidelines but they were not: presented until March 1980 when 
construction was already well under way. 
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2. ]aplications in respect of Project Concept and Design 
These goals had they been fulfilled both in content and in timing would 

have gone some vay to halt environmental da..ge in the project area. However 
it is evident that they uould not have gone far enough. 

'!'he Project as conceived vas to provide key inputs that would enable 
agricultural production to benefit optmally frOll the infrastructural 
inte~ation of the Central Buallaga in the national ecODOIIY. These inputs 
vere to be applied to a region already showing symptoma of over-population and 
resource depletion. Logically the proceu of integration if not accompanied 
by appropriate control measures was bound to aggravate theae illa. 

In these circumstances the highway program should h~e been preceded by 
a tborough evaluation of natural resources a. they then ezisted and by a 
resource utilization, rehabilitation and conservation plan. As this 
requirement ",as not fulfilled before the highways were built the need for it 
was even more pressing as a pre-requisite not only for tbe design of this 
project but for its very conception. 

The resource-depletion symptoms obterved by the e"duation ..iss ion in 
1982, including erosion due to the widespread clearing of Iteep forest lands 
for cropping and grazing, the extensin areaa of "purma" with slopes of 70% and 
more and the degradation of forest vegetation and soils due to 
officially-authorized selective felling in protection areas, are not new 
phenomena in the Central Huallaga. The present reviewer can vouch for their 
existence as far back as 1966. The steady population growth later 
accelerated - coul1led with very limited reservea of agricultural soill has 
merely accentuated processes already underway. 

If even ONERN's preliminary environmental protection plan had been 
prepared before the conceptuals of the project were fixed some serious 
problems could bave been avoided. In any event when the plan was issued in 
February 1979 there was stUl time to effect some design changel that would 
have been salutary f.,r the project. One discrepancy the plan sbows up is in 
the areas of new bnd suitable for crops and pasture that would be made 
accessible by tbe ne"!' roads; these areas are INch smaller than those used in 
justifying the feeder-'road and land-clearing programs. 

If project goals for land-clearing are attained therefore a significant 
proportion of land cleared will be in non-agricultural capability classes and 
will suffer deterioration. This is already happening in land cleared for 
pastures and for corn growing - the latter spurred by extensive conversion of 
Class A valley-bottom land to irrigated rice. 

No clearer evidence could be sought of thil conflict between 
production-oriented goals and environmental restraints than the fact reported 
by both the evaluators and APOD!SA specialists that tbe Project is regularly 
granting credit, extension and farm machinery services to farmers cultivating 
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land unsuitable for arable crops owing to its .teep topography and 
susceptibility to erosion•. A proper and timely land inventory in the hands of 
persons with suitable experience would have averted thb. The land-clearing 
component would have been a8ligned a aore liJIited role while vater.hed and 
forest man~gement-ab8ent entirely from the present project-would have occupied 
a dominant position. 

3. ~plications for Other Projects 
Fortunately the implications for other projects have mostly been taken 

to heart alLeady. In all of the Central Selva development projects and in the 
Jaen-Bagua-San Ignacio Special Project the basis has been the resource 

. evaluation and environmental safeguards receive their due emphasis. In the 
Pichis project the economic feasibility study took into account social costs 
of resource depletion which provided a clear justification for a project 
concept centered on the rational use of natural resources. With modern 
resource evaluation techniques such as GIS there should be no excuse for 
launching any rural development project without first making an inventory of 
natural resources and an environmental protection plan. 

PART III. CONCLUSIONS OF THE EVALUATION MISSION (SUMMARY) 

A. General Conclusinons 
1. The evaluation assessed the efficiency and the effectiveness of the 

component programs of the Project, drawing conclusions and presenting 
recommendations. It may be concluded from this that save for delays in the 
natural resource evaluation (not the fault of the Project) and for delays in 
some programs the Project has attained its programmed goals. For a project of 
this size and complexity this may be considered satisfactory. 

As a consequence of the presence of the Project a number of factors 
that are positive but are difficult to evaluate quantitatively are being 
developed: increased employment, increased co..ercial activity, more 
agricultural investment, incentives to private investment, technological 
improvement of agriculture, up-grading of institutions in Tarapoto and 
opportunities for agroindustrial investment. 

With the correction of some defidencies in the planning, execution 
and operation of Project components, the investments made ic the area may be 
expected to constitute a valuable contribution to regional and national 
development. 

The fact that the Project has not yet terminated leaves open the 
possibility of applying corrections or adding new components which should have 
been included from the start of the Project, for the need or which has only 
become apprent during its execution. 
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2. The Project* Buffered from the handicap of not having taken part in the 
selection of priority cOllponents or in defining their content j conaequently 
the Project has had the task of executing programa conceived by other agencies. 

Another handicap ia the fact that although works and equipmeilt hne been 
transferred to other agencies the Project ramains re.ponsible for the 
attainment of goals in the componentl concerned, but lacks the authority 
needed for their operation. Likewi.e the planning and execution of component 
activities have been carried out without adequate coordination with some 
future receiving agencies. 

3. Coordination is also deficient among components of the Ptoject 
itself which are or should be complementary such as extension, credit, 
mechanization and marketing. 'l'hil iI because there is no suitable 
coordinating authority. Consequently the goals of each program have been 
established independently without regard to the sequencial or causal relation 
between gOlls of the different progr8lll8 as for instance in the cases of 
cadester & titling and of credits. 

4. Not enough attention has been paid to GOP re.ources for operation 
and maintenance of works and service., implying the risk of lOling costly 
investments, particularly in roads and in agricultural machinery. In the case 
of roads there is an imbalance between investment in construction and in 
maintenance. 

5. Given the distance between the region and the ma1.n centers of 
consumption, emphasis should be placed on value-added. In this connection the 
Project should have included an agro-industrial component which would help to 
optimize value-added as well 81 integrating different p!'oductive activities. 
Industries should include animal feeds, .eat and milk procetsing. 

6. No studies 8eem to have been JUde 0:£ tht'! comparative profitability 
of livestock rai8ing~ forestry, farming and ag;rofor"stry. It.y be that in 
some areas well lIl4I1aged forestry would be a more ~rofitable and permanent 
activity than crop or animal husbandry and 1Iould req~ire less protection or 
subsidy support. 

7. The lack of a research component in the Project is striking. This 
component is nee~ed in order to back up existing research capacity in the area. 

8. The Project area possesses valuable forest resourcess which hitherto 
have been tapped only through the selective felling of mahogany. The Project 
includes credit provisions for reforestat.ion which have not been used. The 
Project should have a forestry component in order to achieve better and more 
rational use of these valuable resources. 

*1n the conclusions and recommendations of the Evaluation Kfssion the term 
Itproject" refers to the Proyecto Especial Buallaga Central y Bajo Kayo 
(PEHCBH) • 



-23­

9. In view of the heavy investment in ..chinery by GOP and private 
enterprise there is a need for technical assistance i~ operation and 
maintenance and for repair workshops. 

10. In order to insure efficient performance in project coordination 
there is a need for a follow-up mechanism for Project components, including a 
reporting system based on indicators. These should include .ocial and 
productive indicators which are ~portant in assessing project i:pact. 

11. The multiplicity of agencies performing s~ilar or ill-de fined 
functions which typefies government institutions in the country in g~ncral has 
contributed to the Project's coordinatinn problems. 

12. Little attention has been paid to personnel selection or training in 
connection with the operation and maint.~nance of the equipment and sf:rvices 
provided by the Project. 

13. The "low-cost" concept claimed for the Project may be realized if 
full use is made of the installed capacity of all the public agencies in the 
region but to determine whether the cost was low or high would need an 
analysis in terms of the output"-capital ratio. In the case of roads for 
instance, was the cost of the Project's approach lower than assigning funds to 
the Ministry of Transport and letting it do the rest? It would seem that the 
benehts of the Pi.oject rather than cheapness are to be found in the greater 
ease and efficiency of having it all under the Project '8 responsibility. 
Likewise low cost might be achieved at the expense of quality; cost then is 
not the only criterion. 

14. The Project's impact is being felt in the growth of cities in the 
region such as Tarapoto, Bellavista and Juanjui, where deficiencies are now 
being felt in social services and infrastructure, especially in public health. 

15. Finally, the placing of the Executive Direction of the Project 
directly under the Prime Minister's Office assures it 1IIOre .upport at the 
policy-making level but does not give it the authority it needs for 
effectively coordinating the agencies dlac participate directly or indirectly 
in the different programs of the Project. 

B. Evaluation Mission's Specific Conclusions by Project Components 
1. The infrastructural components have provided a valuable base for the 

promotion of socio-economic development through the various service programs. 

2. Performance has been evaluated in terms of 
(a) the efficiency wi1th which programs have been conducted; 
(b) their effectiveness or ~pact. 
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J. Efficiency includes progress in acquisitions, installations and 
construction and in the operation of the corresponding services. learly 100% 
fulfillment was achieved in respect of the for.er (roads, extension equipment, 
,rain stores and agricultural machinery). Fulfillment in respect of aervices 
vas les. complete~ 

(a) In extension after a good start achievement dropped in 1982 
to only 46% of goals set. Apart from nuaerical deficiencies there were others 
o a methodological nature peculiar to INIPA; 76% of the personnel progr8Jllllled 
were engaged. 

(b) The credit program achieved 67% 1/of the progrumed number 
of loans and 61% 1/ of the total progralllDed value in dollars with a 1982 
decline from higher figures in the earlier yearl.. Deficiencies in extension 
have been an important contributing factor. 

(c) Road maintenance has suffered from insufficient personnel and 
equipment. 

In Land Titling cartography achieved 100% but cadaster lagged, 
holding up titling which in consequence logged partial percentages between 20% 
and 58%. 

(d) Grain store operation under ENCI has shown steady growth in 
volume; there are some deficieacies in personnel training. 

(e) In Mechanization 70% of land-clearing goals and 93% of 
land-preparation goals were attained.~/. A limiting factor was the lack of 
credit facilities. 

(f) The Natural Resource Evaluation program is well behind 
schedule becuas SAN failed to provide ONERN with the programmed aerial 
photograph ic fl ights. 

4. A general conclusion that emerges from the operation of the different 
components is that the tasks and goals assigned to agencies 8uch as INIPA, 
SENAHA, ENCI, Agriculture and Transport were not always programmed in 
consultation with these agencies 80 that execution tended to suffer frOQ 

financial and personnel limitations. 

5. In general it is premature to make a full evaluation of the Project's 
impact in its area of influence, but there are some indicators that permit a 
(preliminary) assessment such as~ 

(a)	 Integration of hitherto isolated areas; 
(b)	 Contribution to the increased cropped area, in particular 

the aras unde~ corn and rice; 
(c)	 Higher employment levels; 

11 But see Part lIB. 
~I But see Part II D. 
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Increased cOllllllercial activity due to improved incomes and 
to	 incorporation of previously isolated areas; 

(e)	 Capitalization due to acquisition of improved livestock, 
equipment and intallations. 

(f)	 Incentives to the private sector .in commercial and service 
activities in function of increased agricultural activity. 

(g) Initiation of 
improvement ;1/ 

the multiplier effect in farm technology 

(h) Settlement of farmers on their land; 
(i) Up-grading of existing public and private institutions in 

Tarapoto and creation of others as a revult of the 
agricultural activities. 

(j) Increase in volume of grains stored, insuring their 
marketing and profitability, also increased slaught.erhouse 
capacity; 

(k) Creation of opportunities for future agroindustrial 

!/ But see Part 
development in the zone. 

II A. 

PART IV. CONCLUSIONS ARISING FROM THE PRESENT REVIEW 

A.	 Institutional Structure 
The Project is evolving from a package of activities with a strong 

emphasis on infrastructure to an integrated regional development project. 
This trend wi ".1 be further accentuated to the extent to which the Evaluation 
Mission's recommendations concerning additional components are implemented. 

Some of the defects in the fulfillment of project goals have been due to 
18k of authority on the part of the Project Office vis-a-vis cooperationg GOP 
agencies with which the Project Office has entered into agreements, for 
example in cadaster and titling, credits and extension. 

The addition of further components such as forestry, research, 
agroindus tries and social services, will aggravate this weakness. In any 
event a viable institutional mechanism will be needed to ensure the efficient 
future administration of services set up through the agency of the Project. 

Recommendations arising from the foregoing are formulated by the 
Evaluation Mission (Part V of this report) and by the present reviewer (Part 
VI) • 

B.	 Resource Use Technology 
Study of the Project rationale and of the Project's performance raises 

basic questions concerning the viability of the Project concept. 

1.	 The Change to Continuous Cropping 
The Project Paper assumes that~ 

(a) it is technically possible to convert land previously under 
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.hifting cultivation to a .ystem of continuou. cropping u.ing the 
technology developed by the Dutch mi•• ion at tarapoto; 
(b) it it techically and economically feasible to apply this 
.ystem on a commercial .cale; 
(c) the e~tensionilt. roan get the faraerl to .uccelsfully 
implement the .y.tem throughout the Project area 
(d) the incremental cropped area programmed would be achieved by 
mechanized clearing of land formerly under shifting cultivation 
and the application thereon of the above-mentioned technology. 

In the event, the combined areas in rice, corn, cotton, tobacco and 
bananas in the Tars.poto, Lamas and Cenral Buallaga zones expanded by 37,000 
hectares (a 111% increase) between 1978 and 1982, compared to a programmed 
increase of only 26,000 Has. in the whole Project area. Mechanized 
land-clearing only began in 1981 and had not reached the 1,000 hectare mark at 
the time of the evaluation. Therefore virtually all the incremental area may 
be assumed to have been achieved by the traditional .lash-end-burn method. 

Gross production increased in approximately the lame proportion, 
revealing essentially unchanged yields. 

The Dutch technological package has not been adopted to a significant 
extent. As the Evaluation Report (Volume 2) .tate., the spread of improved 
practices and inputs has been confined to a small group of diract 
beneficiari~s under the T. & V. system, and there is no record of their having 
adopted the Dutch technology, which involves • substantial degree of 
inn~vation and is costly. 

More farm-level adaptive research is needed on this aspect before it can 
be assumed that farmers in the area can make the change from shifting to 
permanent agricultur~. 

The fact that doubt exists on this point .uggests that the Project 
concept may prove to have been over-optimistic in an aspect that va. basic to 
the Project's success. 

On the other hand, irrigated rice growing on river-terrace lands vith 
adoption of appropriate technology and equipment shows excellent prospects in 
the Project area. 

2. Natural Resource Evaluation and Environmental Protection 
The Project was introduced in a region that vas already suffering the 

effects of pupulation pressure; land-rotation cycles vere shortening year by 
year; logging and farming of steep hillsides were widespread; erosion and 
related environmental problems were clearly in evi~ence. 

The Project's answers to this were~
 

a) to make new land available by means of the feeder-road program;
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b) to avoid wa.teful use of far~land by introducing permanent cropping 
systems and use of machinery; 
c) to commission a full environmental protection plan by OHERN; 
d) eoil conservation precautions to be applied by SEHAKA; 
e) t~chnical a.sistance in conservation to SENAHA and to the extension 
service. 
In the event ~ 

a) 'The extent of new fa~land made available by the feeder-road. was 
exaggerated, according to OHERN's preli.!:li!!!!!'j' e'C,.. ironmental protection 
plan, and resource evaluation published in March 1979. 
b) 'The feasibility of the change from sbifting to permanent agricultue 
has not yet been demonstrated (except on some terrace lands that are 
mainly u~ed for rice-growing). 
c) 'The rull ONERN environmenal protection plan, due in 1980, is 8till 
awaited. 
d) SENAHA apparently did not apply .oil conservation measures or 
prcautions in land-clearing; there is evidence of erosion in land 
cleared by that agency. 
e) No technical assistance in soil conservation waJ given to S!NAKA or 
to the extension services. 

No action appears to have been programmed or taken by the Project to 
stop selective logging and farming on .teep slopes. 'The Evaluation rightly 
recommends the addition of a forestry component to the Project and the 
declaradon of protection forests. 

The lack of an integrated resource use and conservation approach is one 
of the Project's most serious weaknessel, the effects of which are 
increasingly evident as the Project broadens in scope to become, as it must, 
an integratd regional development project. 

Recommendations to correct this deficiency are presented in Part V and 
VI. 

c. Credit Program 
In addition to the problems revealed by the Evaluation, emphasis is 

given in the present review to the implications of a high inflation rate and 
negative real rates of interest, in te~ of decapitalization and of inability 
to reach more than a small proportion of the potential beneficiariel. These 
implications and alternative solutions such as indexing, positive interest 
rates, outright grants and subsidies, are discussed in Part I.B. 

The Project Paper (p. 14) claims that "credit and extension services 
will be made available to at least 15,000 farmers on a regular basis." It 
also claimed an expansion of 26,000 hectares in the cropped area and the 
establishment of permanent pastures and tree crops on another 50,000 
hectares. The clearing of this land is one of the main objectives of the 
credit program. Of these areas, it is proposed that at least 23,000 hectares 
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of crop land and a further 20,000 hectares for pasture vill be incorporated by 
~~chanical clearing, at an eatimated average cost of i350/Ba. - a total cost 
of around US; 15 millions. However, the total sum provided for credit by the 
Project is 05$3,152,000 of which 35% ot' $1,103,200 is .8S igned for 
land-clearing, sufficient. for clearing only 3,152 bect.res. 

In the event, the demand for farm-land resulted in the incorporation of 
some 40,000 hectares of fa~land without resource to the Project's credit or 
farm lIachinery programa, presumably by the slasb-and-burn system, which the 
Project was supposed to eradicate. 

The average size of loans was $4,834. With the complete 
decapitalization of the loan fund under the influence of inflaton and negative 
interest rates, there will be no rotation of eredit fund.. Consequently, the 
$3,152,000 wi 11 provide louns for only 652 farmers instead of the 15,000 
proposed in the Project Papar. 

The number of benefieiaries could be doubled if indexing or positive 
interest-rates were adopted. Assuming 100% rotation of the funds during 20 
years, the total loan volume would attain $6,304,000. If this fund were to 
reach 13,000 beneficiaries, the average loan size would have to be reduced to 
$420, less than 10% of the average to date. If an of this were devoted to 
land-clearing this would mean only 1.2 hectares per beneficiary, which is an 
uneconomic area !or mechanized land-clearing, but would permit the clearing of 
18,000 hectares. If 35% were devoted to land-clearing as programmed, either 
the individual area would be reduced to 0.42 hectares or the number of 
benficiaries would be proportionately reduced. At the present average of 
12.53 Has. per beneficiary with 100% rotation of credit funds, and 35% 
devoted to land-clearing, 495 land-clearing loans could be grant~d, equivalent 
to 6,304 Has. 

The implication for the Project is that the eredit program is too 
small. If it could be demonstrated that the program exerts a leverage effect, 
encouraging other sources of credit and machinery services, a credit program 
of these limited dimensions might be justifiable. However, the fact that 
40,000 hectares have been cleared, without credit, suggests that no such 
leverage has been obtained. 

PART V RECOMMENDATION OF TIlE EVALUATION MISSION (SUMMARY) 

A. General Recommendations 

1. Insure the necessary budgetary provlSlons at the termination of the 
Project so that each component can continue to operate. 

2. Set up a mechanism to coordinate actions of the different project 
components, especially extension, credit, mechanization and marketing. 

3. Speed up the resource evaluation program so as to proceed as soon as 
possible with the environmental protection plan. 
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4. leprogram complJnent activities 10 all to insure better tiJaing and the 
:oncentration o.t fund.s and personnel on critical activities which conltitute 
potential bottlen~ckd. 

5. Design and initiate five new components: 
i.	 Research, in coordination with extension, with eapha.is OD rice 

and corn varieties, irrigation and animal nutrition. 
H.	 Agroindustries, includiug feed compounding, .eat and .ilk 

processing. 
iii.	 Forestry, with emphasis on forest managment so as to insure a 

better and more rational utilization of forest resources. 
iv.	 Fisheries and fish-farming 
v.	 Social services (not included as a project component) 

6. Extend the Loan Agreement so as to develop these five proposed 
components. 

7. Evaluation of the profitability of the investments in crop, livestock, 
agroforestry and forestry activities so as to orient producers in their 
inves tments. 

8. Establish under contract with INP or the university, an information 
system that will permit a satisfactory ex-post evaluation of the project. The 
study mad~ in 1980 by the University of Berlin would offer a good aethodology. 

9. Intensify relations between the project and the local population and 
local governments in order to avoid the Project becoming merely a technical 
and administrative liaison office for physical planning. 

10 & The GOP should in the coming Yl:!arl, de-emphasize invest1lents in 
physical infrastructure and make good the deficiencies in locial services in 
the area, leaving the role of expanding production to the private sector. 

11. Insure the implementaion of the Tara'I)oto urban plan and intensify urban 
services in Juanjui and Bellavista to cope with dynamic population growth. 

12. Specia 1 study by the Project in order to develop specifications for 
low-cost feeder roads suitable for the region. 

13. Establish an effective supervision mechanism which will insure that 
rt~cipient institutions manage properly the ,,,orks and equipment transferred by 
the Project. Alternatively, the Project Office might continue to manage some 
components until termination and ultimate hand-over to the Regional 
Corporation. 

14. Some ins titution should identify, evah!o'~te and program investments 
among sectors and, for each lector, determine the resources that should be 
devoted to new works or to the opeation and maintenance of existing works and 
services. This institution should logically be the Regional Corporation. 
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15. Make a comparative analysis of the efficiency of administering certain 
components .uch as the machinery .ervices for exaaple, by SENAKA in Lias, by 
the Project or by the Regional Corporation. 

16. bamine the desirability of COiDESAK participating in the following 
activities: 

(a)	 Coordination with local agencies in charge of works, 
installations, resources and activities and the taking of .uch 
actions as will insure their effective operation after Project 
termination. 

(b)	 O".mership of the equipment and installations acquired through the 
Project, handing over only their management to the recpective 
local agencies. 

(c)	 Establishment of a study and coordination committee to make 
ongoing evaluation of the impact of activitie. initiated by the 
Project, in terms of: 
- integration of outlying areas; 
- expansion of farm production in area and/or intensification; 
- job opportunities; 
- increased purchasing-power and its effect on the development of 
different sectors; 
- technological intens ification of agricul ture a8 a resul t of 
investment, technical assistance and evaluation; 
- permanent settlement of farmers as a growing productive force; 
- institutional presence of the different official agencies at 
regional level; 
- organization of second-.tage private institutions; 
- progress in logistic implementation in respect of storage, 
marketing, input supplies and haulage of produce to and from the 
Project area; 
- agroindustrial development generated or induced by the Project. 

17. Consider the following alternative solutions to the proble. of the 
continuity of actions and policies initiated by th Project: 

(a)	 Maintain the Executive Direction and widen its functions a. the 
authority incharge of institutional coordination; 

(b)	 Transfer everything to CORDESAK; 
(c)	 Leave maintenance and operation of services with the GOP agencies 

now in charge; 
(d)	 Combine a) and b), maintaining the Executive Direction as a 

technical arvl of CORDESAM. 

18. Dimension the activities of each component, jointly with the receiving 
agency, so as to ensure correct and timely allocation of resources; 

19. As a general recommendation in the light of experience in this Project, 
any similar project should begin its activities with an introductory regional 
seminar attended by all the institutions in any way involved in any phase of 
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the project. 'Ibis would provide an opportunity to IIOdify iea content in 
accordance with the ezperience of locaUy-e.tabliebed inltitutions. fh~ aame 
participants .hould aake a quarterly evaluation of works and activities 
performed. '!be R.egional Corporation will be the institution to achieve this 
inter-agency coordination. 

20. INP to consider Itudy of river transport as a complement to road 
transport. 

B. Evaluat;on Mission's Recommendations by Project Components 
1.	 Extension Program 

i.	 Redesign the program adapting the T. , V. method to the reality of 
the Project area, with special reference to the following~ 

a) The program to be confined to a pilot area; 
b) Message tlJ include topics of local interest such as 
irrigation, land-elearing, economic and market aspects; 
c) New choice of direct beneficiaries in «ccnrdance with social 
criteria, as explained in the Evaluation Report on the Program; 
d) Inclu.ion of technicians from other agencies. 

ii.	 Make provision for the future of the staff at present financed by 
the Project. 

2.	 Credit Program 
- Speed up the granting of loans, 
- Assign functions and responsibilities to the Credit Committee; 
- In the event the funds a.signed by GOP are not sufficient to speed up 
the credit programs, negotiate an increased AID participation, up from 
35% to the original 58% of the total fund; 

Up-date the technical assistance agreement to establish actions 
relating to the credit program. 
- Program remaining credit funds, specifying types of investment loans; 

Improve the present reporting sy.tem, including deciuion-uaaking 
criteria and a better evaluation of Program ezecution. 

3.	 ~ad Construction and Maintenance Program 
- Study and adopt design specifications for highways and feeder-roads in 
Jungle regions, having regard, inter alia, to progressive upgrading of 
highways, provisions in respect of climate and soils, and the matching 
of equipment to width of road-bed. 
- Initiate the maintenance of the roads built and improv,!d by the 
Project with due attention to budget requirements and lJu!asures to 
prevent damage in rainy periods. 

4.	 Land Titling Program 
- Study modification of the legal forllUllitie. in order to speed up 
titling. 
- Put Jlore emphasis onthe reversion of lapsed titles which lIould, in a 
short time, double the area titled. 
- Set up an office of the Public Register in Tarapato. 
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s.	 Grain Storage Program 
- Improve stores installed, to provide suitable ventilation, protection 
of weigbbridges (platform-scales), and equipment for pre-cleaning and 
drying. 
- Investigate how to set up a fund for maintenance and replacement based 
on a margin between buying and selling prices of maize and sorghum. 

6.	 Mechanization Program 
- Provide sufficient credit funds to finance machinery services. 
- Include in the Extension Program instruction on maintenance and 
op~ration of farm machinery. 
- Acquisition of more appropriate land-clearing equipment for the 
vE:getation to be cleared. 

7.	 Resource Evaluation Program 

i.	 Be-structure and put on an operational footing the Forestry 
Disric ts in the &one, so that they can, in accordance with a 
Forest Management Plan, take action on such aspects as the 
folloving~ 

a) Declaration of protection forests as conservation units
 
b) Revision of logging contracts and permits and proper control
 
of the location of new ones.
 
e) Derogation of legislation declaring the Shanusi-Al to Kayo and
 
Saposoa forests as "freely available".
 
d) Study of the comparative economics of forestry and agriculture.
 

ii.	 Espand the Extension, Credit and Mechanization programs to include 
forestry, and initiate credit activities for reforestation. 

PART VI. RECOMMENDATIONS ARISING FROM THE PRESENT REVIEW 

A.	 General Recommendations 

1. The present review bears out the general recommendations of the 
Evaluation Report. However, a8 these are numerous, while time and resources 
are limited, it is desirable to determine priorities and, where alternatives 
are put forward, attempt a selection. 

2. Several of the evaluators' recoamendations relate to the institutional 
structure needed for the future exercise of Project functions. (See 
recommendations 1,2,4,5,6,13,14,16,17 and 18 of Part IV-A). 

3. The Project's interests and responsibilitiea have broadened 
considerably. Additional components are proposed. Social services and 
implications should be covered. This means a need for the Project's continued 
effective presence in the area. 
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B. Specific Recommendations by Project Components 

1. Extens ion Progr am 

1.1	 In the proposed pilot-Ieale application of the T. & V. aethod, in 
addition to the recommendations of the evaluators, .teps .hould be 
taken to up-grade the technical .tandard of the lectoristas. This 
can be done by~ 

a) selection among existing Itaff 
b) training at research center., and courses in extension 

methods 
c) " improved salary conditions and arrangements for continuity 

of employmeut. 

1.2	 With the introduction of the research component to the Project, 
there li:"lould be closer integration between research and extension, 
including the conduction of on-farm adaptive research by members 
of the ~xtension service under the lupervision of research staff. 

2. Credit Progra~ 

2.1	 In view of the adverse effects of inflation and negative real 
interest rates in terms of decapitalization of credit funds and 
the consequent inability to reach all the potential 
beneficiaries, an in-depth study should be made of possible 
solutions, such as indexing, real interest-rates, replacement of 
the subRidy element in present credits by a system of price 
subsidies, and the introduction of land-improvement grants. 

2.2	 De-emphasis of equipment loans in favor of farm-improvement and 
reforestation loans. 

2.3	 Improve the efficiency of the loan placement and follow-up 
procedures, defining aore clearly the institutional 
responsibilities. 

3. Road Construction and Maintenance Program 

3.1	 The proposed OHERN inspection of roads in the Project area to 
assess environmental damage and the degree of compliance with 
ONERN's guidelines should be carried out and be repeated annually, 
with the aid of remote sensing. 

3.2 Increased provision 
maintenance. 

of personnel and equipment for road 

4. Land Ti tling Program 

up 
No additional recommendations, but 

the cadas t:er and ti tling procedures 
the need to 

is emphas ized. 
streamline and to speed 
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5. Grain Storage Program 

5.1	 Modifications of EtlCI's price structure for corn and sorghWl to 
allow a reasonable margin for transportation to Lima and other 
distant mark.ets, as a means of encouraging long-distance truck 
operators. 

6. Mechanization Program 

6.1	 A program of field trials should be conducted in order to 
determine the equipment and methods that offer optimal technical 
and economic feasibility for land-clearing under the conditions 
prevailing in the area. 

6.2	 Preparation of soil-conservation guidelines for land-clearing. 

7. Resource Evaluation and Environmental Protection Program 

7.1	 In addition to the evaluators' recommendations, the prOV181.0nS in 
the Project Paper for technical assistance in loil conservation to 
SENAMA and to the extension service should be implemented. 

7.2	 Because environmental protection is a relatively new concept 
involving many sectors and groups, a central environmental 
protection unit should be set up to conduct Itudies, collect and 
process data on resouce use and envi~onmental damage, prepare 
norms and specifications, channel international technical 
assistance and provide supervision and guidance to agencies and 
programs concerned with resource managemento 

7.3	 The recommendation concerning the prompt completion of the 
long-overdue Environmental Protection Plan by OHERN in underlined. 

7.4	 Representations should be effected at high level to evercome 
obstacles due to non-fulfilment of SAN's aerial photography 
commitments. 

PART VII. SUGGESTED POLICY GUIDELINES FOR AID 

A. In	 respect to the present Project 

1. In spite of many difficulties and some defects, the Project has made an 
Unportant contribution to the orderly development of the area. The department 
of San Martin is one of the most-studied ares of tropical America and has been 
the subject of several international technical assi.tance projects, but the 
present project is the first that has attempted s01lething approaching an 
integrated development program in the area. In the five years since thE! 
signing of the loan agreement, AID staff have become faailiar with the region 
and its problems and Peruvian officials have acquired valuable experience in 
the application of AID procedures. A team approach bas been worked out. 
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2. The September 1982 evaluation has shown that, despite numerous previous 
studies and T.A. programs, this region still needs outside help if it i. to 
realize its development potential. the present project has broadened in scope 
and the evaluators rightly reca.aend a number of additional components, 
particularly in research, forestry, resource evaluation, enviromaental 
protection and social services. If these recommendations are adopted, the 
Project will complete its transformation from a largely infrastructural 
program to an integrated development project. 

3. This transformation constitutes an opportunity for AID to playa leading 
role in the development of one of the most promising areas of Peru. 

The continued presence of AID in the region is therefore desirable both 
for Peru and for the United States Government. 

4. The actions required to implement the evaluators' recommendations imply 
several years of concerted effort and a substantial ongoing investment. The 
latter will logically be devoted less to physical infrastructure than to 
services -and, to a lesser extent, to equipment. 

5. The first step therefore should be a round of discussions with Peruvian 
officials, leading to the negotiation of an extension of the present loan 
agreement to cover a second stage with a two or three-year dl.':.ration. AID's 
contribution in this second stage should address particularly the following 
aspectB~ 

a)	 Agricultural research, specially in irrigated rice-growing and adaptive 
research for continuous cropping as an at ternative to shifting 
cuI tivation. 

b) Agro-industries: assistance in the identification of invest8ent needs 
and opportunities. 

c) Forestry: development and application of appropriate managemenet 
systems, and technical support to the DGFF in the area. 

d)	 Environmental protection: execution of watershed management programs, 
implementation of the OHERN environmental protection plan and of the 
proposed Environmental Protection Unit; guidance in environmental 
education, and the 1IlOnitoring of land-use with the aid of remote 
sensing. 

e) Social studies: study, evaluations and interpretation of social
 
parameters and constraints in development and in technology transfer.
 

f) Urban planning and development, particularly in Tarapoto, Bellavista
 
and JuanjuL 

g) Energy as related to rural and agro-industrial needs. 
h) Project evatuation: establishment of an appropriate information system 

and indicators for ex-post evaluation. This is currently being worked 
on by APODESA. 

6. In the conception, design and planning of the proposed second stage of 
the Project, care should be taken to insure the participation of the agencies 
in whose sectors or areas of responsibility the various project components 
will operate. 
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B. In respect of other Junge projects in Pe~ 

Several of the lessons learnt in the e~ecution of thi. Project have already 
been applied in others. 

1. In the Pichis Project -allo related to the Marginal Highway- ONERN 
presented a full natural re.ourcel inventory in 1981, twelve months before the 
signing of the Loan Agreement with the IDB, and before the start of 
road-building in the area. '!bis gave time for the preparation of a space 
occupation plan and, subsequently, of a land-settlement or colonization plan 
with demarcation and declaration of protection forests. All of these actions 
were completed before inmigration to the area. reached unmanageable 
proportions. This should be a requirement for all future regional development 
projects. 

2. "Sub-Tropical Lands" according to the Project Paper, does not pretend to 
be a colonization project. However, it has had to address land-settlement and 
titling in a region which already has a long history of human settlement and 
which is undergoing rapid population growth and redistribution. So 
development project can afford to overlook existing probl~~ of 
population-pressure and resource depletion. 

3. Much as one naay wish to lilllit a project to a few aspects of rural 
development, the interactions among the m&ny activities will i~evitably 

involve the proj~ct. An objective evaluation may well be forced to address a 
given parameter even though the evaluation criteria proposed by the project 
exclude it. A case in point was the ommision of a forestry component from the 
present project and its consequent omission fro. the evaluation indicators J 

which did not however absolve the project from evaluation on this point. 

4. Production-oriented rural development projects must be based on 
appropriate technology, known to be technically and economically feasible and 
acceptab Ie to the farmers of the area, not on technological packages develop<:d 
in research programs and relatively untried on typical local farms. 

5. For the proper evaluation of project performance during execution and 
ex-post, a suitable set of evaluation criteria 1IUst be established, and the 
types of information needed and their sources identified before the initiation 
of the project. 

6. All possible influence should be exerted to overcome two serious 
bottlenecks in Selva development~ 

a) The lack of fulfillment by SAN (Servicio Aerofotogrifico Nacional) of 
its obligations and its monopoly position which precludes recourse to other 
contractors; 

. b) The extremely cumbersome legal and bureaucratic procedures in cadaster 
and titling. 



-37-


PART VIII. SUGGESTED ROLE OF APODESA 

Many of the recoDlJlenda tions, both of the evaluators and of the present 
review, involve topics that are in APODESA's area of competence. 'l'hese 
include~ 

sociological and anthropological studies and research; 
- economic studies, for example of farm and forest production, 

agroindustries, credit, etc.; 
collection, analysis and dissemination of statistical and other 
information concerning the operation and impact of the Project; 
liaison between the Project and other projects and institutions involved 
or interested in jungle development; 
channeling of technical information from other countries or regions to 
the Project office. 

APODESA should intensify its present program of activities, including 
periodical visits to all the jungle projects. Also, as soon as possible, it 
should complete its professional team and AID'. technical advisors should be 
appointed. 

A specific task assigned to APODESA and in active execution is tha 
formulation of a program of environmental protec:-ion and resource management 
activities in the Central Huallaga region for which it is hoped to obtain 
financial support from the United Nations EnviroJ..mental Program. This work 
will fit very well with the environmental activities proposed for the Project. 

Another highly ~portant activity at present under execution by APODESA is 
the preparation of a set of criteria and indicators for the evaluation of 
development projects in the Selva region. 



'D\BlE 4. E}'FlCJm(,"{ & EFFECI~ 

OF HVJE<.:r AL"TIVlTIES 

Activity Efficiency (Attai.ment of Goals) Effectiveness {JuFact> Corrective Actiat Requi.J:ed Guidelines for AID in ~oing ()[' 
in the Project Area new Selva DevelopIBlt Projects 

Road CcnstlUCti~l Ccnstroctiat 100% 
Inprovmelt & Inprov8lelt 100% 
Maintenance Maintenance SO% 

Grain Stores	 Cmstructim loot 
Minor tecbri.cal defects in sme 
stores. 

• Effectiveness depEnded 011 

ccxrect aseessnent of agri ­
cultural lam rmde available 
and OIl actim by other CClJr 

ponents to ensure correct 
land use. 
• Area loI88 aver-eetiJmted. 
Other cQlllOll'!llts di.dn't 
neet goal i as a result se­
rious land depredatim has 
occurred in h4']l land made 
accessible by roaJs. 

• Steady growth in volures of 
g1.laiJ:uJ stored and marketoo. 
• BottlElleCk due to lack of 
price nsrgin for troosport 
nan stores to distant markets; 
&me deficiencies in perBOlmel 
training. 
• Lack of liquidity in AgBank. 
has caused ~ to 2 IIUlths de­
lays in payments to faDU&s. 

• More invesb1elt in perSOlDel 
.m equipnent for road mainte­
lW1Ce. 
• See reearmendatiOll8 for envi­

raJIBltal protectim and for­

estry.
 
Apply soil cmservatim speci­

fi.catims in road buil~ ani
 
usinl:enElir¥:e•
 

• Cortect minor defects in 
stores. 
· mel to re-design its price 
structure to allow adequate 
usrgin for loog-dist:.mr=e trans­
portatiOllj inprove perBOlmel 
t~. 

• AgBsnk. to overeme liquidity 
probl8l6. 
• CreatiOll of an agra-industrial 
ccupment in the Project. 

• Revise policy for cost 
escalatim. as the PTeSellt MTC 
polyncmi.al uethod inflates 
dollar costs excessively. 
• Avoid over-design of feeder­
roads; do not accept MTC's Grade 
3 just because this is the low­
e6t grade Kl'C willllllintaini 
specify DIlintenEn:e by other 
agency if neceeaary. 
• ID:orporate enviI'ClDlll!lltal 
parsoetere in road design speci­
ficatiOll8 8I1d lIBintenance pItr' 
gran. 

• In &ale cases AID should slY 
pl8lelt infrastructural input 
with tecmical assistaoce to 
ensure efficiEnt ~tim of 
the &ysteD or sgenciea respm­
sible for stonlge 8I1d am:keting 
(ex.IIIf»les: price structuring. 
tr~ of store ~isors. 
acCAUlting by p8)'IIBlt &ysteJ&). 
• Agro-industries will usually 
need eR:oucagEllEllt thl'WfJ1 Proj­
ect-spwsored prmntim activi­
ti.ea. 



Activity EfficieR:Y (Attai.nrent of Goals) Effectiveness Oupoct> Corrective Actial Required lliidelines for AID in oogoing or . 
in the Pro iect Area new Selva DeveloptBlt Projects 

Extensim	 Persmnel 76!. 
~-.quiJIlelt 63.% 
Weighted average of inlicators as
 
No. of agr. de enlace, irradiados.
 
courses. visits. denlXlStrati<IlB:
 
PJ:e-{)ct. 81 70%
 
Post-Qct. 81 40% (T&V system>
 
"Agr. de Enlace 48%
 
"IrradiadoB" at
 

Credit Progran Total Loan Volure 51% of goal 
No. of loans granted 31% of goal 
Loan vo1uJEe by enI-uses:% of goal 
~techalized Unt-c1earing 20 
Livestock develoJluent 76 
Fann machinexy ard 
equipl8lt purchase 185 

Irrj&. works & fann struct. 8 
Neforestatim o 
Fruit orchanJs o 
1(epaynEnt record 
19tH 71% 
19ij2 70.5% 

• No yield increases recorded. 
Crop productim Ooubled but 
cropped ares onre tha1 
doubled (lower fertility land 
brought in). 
• Alnnst no use of higp tech­
nology (Dutch system>. 
• Message stereotyped. not 
adapted to local needs. cul­
ture or seasal8. 

• Poor choice of "agr. d... en­
lace". 
• Insufficient training of 
sectoristas. 
• Hasty introductim of T&V 
IlEthoel. 
• No feed-back fran sectoris­
tas. 

• Ccntinue T. & V. uethod 00 
pilot scale. with ueSBBge 
adapted to local needs. cultures. 
crops, seasc:ns, soil. clulllte; 
provide for effective feed-back. 
fran sectoristas. 
• Better choice of "agr. de 
enlace". 
• Increased involV8ll!flt of the 
ENlEL Rural CamulicatialS 
Pilot Project. 
• Upgrade technical levels of 
sectoristas. 
• INIPA to evaluate pilot opera­
tial after 2 years. 
• nUPA to make budgetaJ:y provi­
sial for future operatim. 

• When there is a sure relatioo 
between project inputs and end­
result. g081B expressq supply 
of inputs are a fair evaluatioo 
in:li.cator. This is not the case 
with extensioo as at present 
otgalized in Peru. 
• Before including extensUn 
~s in BII'J develqmm proj­
ect we should be satisfied with 
the potential effectiveness of 
the uethod in use. then identi:v 
8Ild justify the iqluts needed to 
realize this potential. (Exten­
sim methods are currently be~ 

exauined by AID and INIPA). 

• In general the effectiveness 
was poor. Slow process~ of 
1.cals due to inefficient me­
chani.sn involving AgBank. 
INIPA, and m. 
• .'avoritian: too many equip­
nelt lomlB to least deserving 
borrowers. at expense of laid­
clearing and other end-uses. 
• Inflatia18I)' erosim of c~ 

dit fuvJs due to negative 
interest ratea i. already 
\BIer way and will result in 
r~id exhollstim of flnJs 
(i.e. no rotating credit). and 
the credit progrsn will ooly 
reach a SI1lll11 fractim of pa­
tential beneficiaries. 

• Restore cut in credit fwd fran 
$3.15 m. to $5.2 ~ 
a lDprove system for 1010 evalua­
tioo. approval 8Ild follow-up. 
• Ensure ratimal loan distribu­
tim ~ EJllklses. 
• Exauine the iDplicatims of 
decapitalizatim. due to negative 
interest rates and consider al ­
ternatives such as: 
- irxJexing; 
- in-kioi credits; 
- direct price subsidies and/or 
Lnl inprownent grants in car­
jmctim with indexed or real 
interest lomlB. 

• A critical analysis should be 
IDEIde of the iJq>li.catims of sID­
sidized credit wder inflatim­
ary cmditia:w, IDi of possible 
altematives that 1olDU1d ensure 
Bote equitable distributim of 
loan hnls and their safeguard­
~ &gainet inflatimary erosim 
(see previous colum). 
• The credit C<IIpCXlIl!Ilt of any 
develqm!nt project DlISt include 
Sl efficient mechaniaD for 1081 
pl.acarent and fol~. 

• In-ki.nd credits 88 included in 
the Central Selva Project should 
be COOBidered for all Selva 
projects. 



ALtivit:y Lit i.cietJt.~y (At.t.aiJi.c11l of Cuula) Gu.ideH.1leS for AID in a~~int. or , 

Cadaster £. 3667 adjud. cootracU 34.3% goal 
laid Titling 1673 reversioo rewl. 16.7% goal 

Fanu Machinery Lald-clearing: 
Services (saww 004 has • 18% of 1981/83 goal 

Uni-preparatioo: 
1531 baa • 34% of 1981/83 goal 

1hreshing: 
400 baa "" 3% of 1981/83 goal 

• 1he project I Ii goals for end 
'83 1oer~ 15.(xx) titles and 

2,160 reversiond. 
• At current iDmigratial nates 
these goals 8e8U low. Even 
if they are sUBtained. titles 
granted p& IIDlth IWSt in­
crease to 800 fran present 
rate of Ill. 
• Bottlenecka 10eIe in cadaster 
and in the CUIbersaue leKal 
IlEChanillU for titling; also 
an wwieldy syStln of bipartite 
agrewents bet10een Special 
Project ald goverment agen­
cies. 
• Overall iDFact WIJB not good; 
the land tenure situatioo could 
socn get oot of h8I1d. 

• Replace existing agreenents 
by a tripartite agreement. 
• More aq:tlaais 00 reversioo 
of Uipsed titles. 
• Set up at office of Public 
la¥i Register in Tarapoto. 
• IB:reaBe staff and budgetary 
proviai.ooa in the cada~tral .'llld 
land-titling "ffices of the 
Ministry of Agriculture in 
onler to achieve at least 8:X) 

titles per IIDlth. 

• An overall study is required 
of ~ legal and aauinistrative 
IlEChanisuti involved in order to 
topeed up cadaster wd titling. 
• The opening of a land registry 
atfice in the project ar~ 

should be a C.P. in all tielva 
develClpI8lt projects (as in the 
case of the Central Selva Proj­
ect) • 

• Low output WII8 mainly due to • CaJplete morganizatiw of • Before including a taDD 
delays aM difficulties in saw1A, apecially in rupeet IIIIIChinery h~ caqxD!Ilt in a 
dltaining cIedits. of lIlIIChineEy operation, main­ d8Ve),gpoalt projact. a careful 

b!I\8IlCe n repair.	 study ahould be made of the• Hecht:niz.ed Uni-c~ was 
uent	 to be the apear-point • Iupl8ID\tacUn of the prouiaed t.eehnol~ical. ecOOOOlic and 

envirallBltal iuplicatiaw otof a nechanized high-teemology technical &IIeiatanee to ~ 
nw.ehallwtial, l'8rtlculArly 88fanuing lIylltoll to replace ill eoil cOIl.,rvat1al. 
hg8nia lJ~hani.cal laM­shifting ~iculture. All of • PrepHratial of acceptable 
clearingj the latter should notthe evaluatioo, the area of specificatioos cmceming 
be IDlIlJe the basis for projeetnlethods ard equi.pJelt, preYel\tiwnew faIlD 1and iB:orporated 
justificatioo lA11esa thesewas arou¥i 40, (XX) has, with of soild dBnlIhe ald limiting 
inplicatioos can be shewl804 has. nechani.cally cleared laid sloped for clearingj these
 
thna.lgh field trials under
6hculU be preceedcd by a progranand the reIIIlinder wder 
representative cooditials toof field-trials lR1er expertahift~ cultivation. The 
be favorable. Adequate tlAldill&1and cleared by ~ is BUperviSi.ol. 
aud '1'.A. Dl.I8t lJe provided to the• Heawptioo of land-clea~ullStly suffe~ frau erotiioo, 
executing agency to insuredue to types of equiprc:nt, with suitable support fJ:au the 
efficient 0lleratioo ard lllliinte­credit progran and the extensioonethods used, aa¥i to lack. of 
nance.soil ccoservatial praclriceB service. 
• Steps sbould be t.aki!n to

ald precautioos by ~ 
insure sufticialt atd tine1y• Operating and WflintenaB:e 
credit for Dlochinexy hi~_

tiituatioo of SEM1A is 
desperate. 



Activity Effic~y (Att.aiweIt of Goals) Effectiveneas Uupact) Corrective Actiol Required Q.U.delines f.or AID in oogoing or 

EuvinDIeltal 
l'rotectioo and 
Resource 
l':valuaticn 

Nule of the goals set by the 
Project for this cmpooellt was 
attained. 
a)	 The OOERN EnvinnI6ltal Protec­

tim Plan scheduled for 19W 
is still not ready (ewing to 
ai.rphoto delays by SAN). 

b) No 1'edni.cal Assistance in soil 
cmaervatial was provided to 
Sl'.M-1A or the Extensioo 
Service. 

d Soil cooservatico specifica­
ti.ooa for rosd build~ caJe 

too late of use. 

'1he Project I s goals were 
insufficient exacting 
• A 2~ear tille-lag in the 
pcesaltatioo of dle &lvire:n­
uental Projectim Plan was 
l&lWise in an area already 
suff~ serioua resource 
depletial. 
.No forestry cmpooent was 
included in dle Project, 
although it was kncwl that 
IWCh of dae area xequired 
either cmplete protectim 
or msnagEllEllt for ratioYll 
forest productial. 
• lbere .... no overall re­
swrce lIlIlIl8&f:SIBlt coocept in 
Project design. 

• Cmpletial of the 00EaN Eiwi­
IlXIIeltal Protectim Plan as 
SOCIl as possible. 
• Setting up of an Environuental 
ManBgEDent Unit. 
• C~ticn of a forestry c~ 

pooent in the Project. 
• Cmpliance willi provisi.ons in 
the Project P~r conceming 
soil cm&eI:Vatioo assistance 
to SIiNtttA and dle extensicn 
8etVice. 
• Inpl8teltatioo of ~'8 
En~l Protectic:n Plan. 

• lhe principal lessens learnt 
in this project have been the 
need for a thorough reswrce 
inventory illcluding land­
capability claBsificatioo, aud 
for an overall envinnlaltal 
protectial poo. to be cmpleted 
before project initiatim. '!be 
actions and mechslliall8 needed 
for the pI,...' s ~18lllS1tatim 

should be iocorporated in 
project de6iw;a and operating 
plsw, ww:h also should in­
clude a suitable ~e-use 

IIOlitoring system, al the lines 
at the Cootinuws 1..lR1 Use In­
ventory cmpooent of the Central 
Selva Project. 


