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~~perimentation and ~nalysis of pasture- nd/range-management and reforestat·on 
in arid zones and. (J cainuin and icprove 'be Pro· ect' s current data collection 
and analysis ef~oLts to adequately oonitor :lnger-term results ft conservation 
practice pplication. 

Act' on 

( ) he ["rst :'ac" na Conservat"on Convent on current takin place. 
e rin iple top' of iscuss~on's ~~tb r~ lect to the Pro'ect's proposed 

ysteo for inst 'tutiona hing .~anon Soil anct ater Conservation Prograo. 

( ) P 01 5 for add'tional techno a1 ser-ices from the SOA/scs echni­
al Advisor and the Peruvian. .oject O"rector are being 
repnred nd w"ll be ub °t e ....ecember. 

0' t e extension i 'raft(3) rev ona an cover the 
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SOIL CONSERVATION PROJECT LIMITED SCOPE EVALUATION
 
PROJECT No. 527-0220
 

I. Evaluation Purpose: 

The purpo,e of tbe evaluation was to: 

(1) briefly assess overall Project success with respoct to the orisin~l 

soal, purpose and enu of Project status; 

(2) specifically aeasure Project prosress since the aajor evaluation 
conducted in July, 1983 and, 

(3) ..lte reco endations for possible future activities in liSM of the 
Project's assessed aerits. 

The evaluation was carrled-out durins Septeaber and October, 1984 with 
approxiaately 20 person days dedicated to its conduction (See Annexes 1 and 2). 

II. Bacltparound: 

The Soil Conservation Project Grant Asreenent providins .a Sl.O il'ion 
rant was sisned on SClpteaber 30,1980. As defined in the Project asreeaent, 

Aaendment Ho. 3 and Project Authorization Aaendaent Ho. 2, the Project 
onsi sts of ass istance to . Dsti cullonalize a COP soil and water conservation 

systea, promote 5011 and water conserv~ ion technical 1evelopment in Peru. and 
carry out demonstration soil conservation activities in pilot areas of 
Cajaaarca and test-plots in varl us r~sions of Peru. Toe General Directorate 
of Water, Soils and Irris tion (DCASI), a division of the Ministry of 
Asriculture, is the illpleDentin! i~s ttu ion under the project. The orisinal 
Project Assistance Completio D~te PAeD CDecallber 31, 1983) has been 
ex ended twice for periods of .' 1 nth. cach, establishinS the current PACD 
of December 31, 1984 (See Annex 3~. 

Orisina y, Cajam4rca was desisnated the pilot area for carryins out 
experimenta soil and water conservation practices and trainins. Test results 
of the soil and water conservation aethodolities were to be eV.lluated and 
app ied. as appropriat~. in other resions of Peru. In Hoveaber. 1981, AID 
pproved an Operational Pl~:;. subalitted by the Directorate in fulfillment of 
he conditions precedent to disbur3elllent for Project: activities. The 

Operational ?lan followed the "pilot area" approach by lilllitin~ testins of 
50 and water conservation techniques 0 ajamarca n preparation for 
pro ac in~ he r&su ts nationally in a National Soil Conser'vation Pro~r~•. 

he Operational Plan hsd been approved by USAlD prior to the ar-rival of 
he USAID Ions-term Advi SOl" for he Project, Jeroae E. Arledse. After viewi ns 

fie act'vities and assessin& Project imple entation problelllS, the ons- erm 
Adv'sor, 'n coordination ~,ith the Directorate. reco nded three chanses in 

e Projec (1) al ow field testin& of soil and water conservation practices 
rou& on anD est plots 'n every departaent: of Peru; (2) repro&raa project 

~ nds t permit nat'ona field lestins of such practices; and (3) ecaphasize 
rainins for he professional and technica personnel employed by 

0 disseminate onservation echno 0SY to slIa farmers, whi Ie 
phas'yin&: (a) he priority ranltins of watersheds, (b) development of' 

eve inves Qent prosraJllS for onservation practice adoption, and (ci 
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sodo-econolllic analysis. Project Authorization Amendaent No. 'fWo and Project 
Grant ",reelllent AJIlendJlent No. Three incorporated these chanses as did the 
Project's 1983 Operational Plan. T~e orisinal Projec purpo~e of developint 
proposins and institutionalidns a National Soil Conservation System reeains 
ucchansed. The revisions basically refocused Project ctivities awa~ froe the 
concept of or,e pi lot area to workins in a nuMber of areas throushout the 
country with i.-ediate, practical f ~ level iapacts. 

An in-depth evaluation of the project was conducted in July, 1983 by four 
ocal y contracted asriculture specialists. The &enecal conclusions of the 

evaluation were positive nd a PACD eltension was recollllended. Consideration 
of a two year el ension was lIl&de, h,owever, lack of additional funds prevented 
eltens;on beyond Dec elllbe r 31, 198\4 At the same iae. the evaluation 
identified iaportant project deficiencies in administration, and in data 
ollection analysis and aanaseunl that required attantion. Tbe 1984 

Jperational plan was developed and approved based on reco endations of the 
evaluat ion. Project Iaplementat ion L.etter (PIL) ~o. 6 (January 1984) approved 

he 1984 Operational plan and extended the PACD to the current date. PIL Ho. 
o expressed the intention of involved parties to assess Proj cl prosress, 

in June 1984. At the saae time, prosra ins of additional funds and 
supplemental activities was to be onsidered. This evaluation is the 
rea ization of he intent. expressed in P L No.6. he evaluation was delayed 
however. until Septelllbel."' 0 pe it: ddi ional i e for b1! Project to analize 

he socio-econo ic data . 

• his evaluation wil necessari y (ocus on he Project' prosr~ss since the 
u y '83 evaluation. he 984 Oper tionll1 p n wH serve as 'he 'tenDS of 

reference for he study. uch ocus is warrant~d in view of he act hat 
e .98 Operll' ona plan was deve oped f 011I the 983 evaluation results. The 

984 Operation plan activitie i be viewed as benchmarks of perfonDance 
nd loIi be evaluated In nd f he:se yes as discreet project activi t es as 
hey re te 0 c ua Pro ec performance. Addi 10nal Y. be evaluation ui 

review Project ac ivi ies fro he fol owin& broader perspec ives: 

(	 ) Technic 1. Social nd Economic Impacts
 
) Project Adc"nistration and Human Resources Hanase n
 

(3) Pro'ec Financial P 01015 
)	 Major Project Accomp' . sh ents tlersus odr; Ina ~oa. purpose n nd 

of Project status 

he va a ion 0 owed hese steps: 

De 

pro 

inea ion nd co pars·on f p enc arks performance s 
he Oper tiona p n oIi per orman e 5 recor ed n 
ent t"on. 

) nduc . on { n n )'S i S he pc ic:u~ary resu ts 0 the sod 
n acono eva uat 'on 'n or er a et cr under'S nd '! projec soc ia nd 
'%:ono i c s. 
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c) Conduc t ion of interviews \lith key personnel of DCASI, OCA and AID 
related to the program in order to identify Project administration and 
mansgecent problems and, 

d) Presentation of results and reco endations \lith respect to: 

1) Ceneral Recommendations.
 
) Specific Recoumendations.
 

984 Op~rational ptan Benchmarks of Performance and Project Perforcan 

A. Institution Building: 

E aborate technical directives for the develooment and proposal 
of a national progra of soil conservation with respect to the fol10'Oing 
areas: ( ) Priority ran ing of 'Oatersheds methodologies i (2) Analysis of area 
phys ·ca conditlons and prescription of con~er"ation practices for maxicum 
effectiveness; (J) Analysis of social and econ ic factors of a given target 

rea; 4) Ana ys is of test plot resul ts and (5) Methodologies for t: e 
f rma ion f soa I sca Ie conservation projects. 

The first three above have been c pleted and approved, 
sent ouc 0 the Agrarian Regions nor part"cipdtin 

tvo are in raft and need to be offida I y approved. 'The 
ocucents ies predocinancely in their use by the Agrarian 

e ion 0 nes and participating agenc i.es as reference materials. OlOever, 
s"nce pro rae parti ipation by at er agencies is to a large extent voluntary, 

e ac ual se and ut °lity of t e document~ 'iii 11 be a functi,on f he 
nt palte su ce s t t e upco ing Hati nal Convention (See IV. A•• ) and 

subs uent oord"natOon aoon ·nstieutions to achieve consensus and gain core 
a c·ve par i ipation, by the sace nat·tutions, i.n soi conservation practi e 

tens'on activities. 

Executel eve op "nstitutional agree ents betveen pub ic sec or 
a r U ,ural agencies n the regional and national level in or er to 

itate developoent of the National Program of Soil and ate'r Conservation. 

Sta",us; A lot of inter-institutional coord inat" on as een 
ecte by tota of tventy inst tutiona a reecents. 

.ave i neo a. ree ents wit the Project greeing a 
funds to establish test pots. 8ovever, due 0 th 

be~n problems and delays in the acqulsltlon i e 
one of the planned te~ c 1>'10t5 had been esta I ished as 0 

e a uati n. he a reet:lents 01 ecti/ely represent a 
i 011 so es urin 9 Additional y, ot er 

a reecents \of re 'ned "th n ri ultural ~ese rc an 
C ? s) and forestr esearch and Exte 5 ion enters 
S OO,OOOi. he Projecc';d rant f nds to establ·s est 

rorty-t ree test plots were estab ished as a resul t 
w ic represents a u it ost 0 the Project ( onsi erin 

a 'S-, 3; f r each test plot. enefits er"" ed fr 

d re 
gOons 

o counterpart 
ave 

itti g 
o ect data. 
reecents, 

ns on ) 
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individual fa~r sains and spread effects are uQa~cert~in.ble. but tbs 
col19~tive judseaent of Prosraa personnel e i~ves tnaL tbe asree.ents y:elded 
Cower test plots tban expected and were lberefore disappointinB. 

J. Conduct lbree resional inler-ioslitutiotial etioss includioB 
internation 1 cooperation agencies. 

S tIl..i!!.! : Three reBiooal ..etinBS ere held durins he year in 
C jaaarc • Huanc yo snd Cusco. The ,.reeMnts aention6d in Ho. 2 above. "fere 
lhe aajor outputs of the aeetinss Qlons wito suppor nd ideas for t~~ 

H tional ~rosr&a. 

4. Conduct one national etins of asriculture sac tor public 
senCles to coordinate ~ct_vities related tCJ he development of the Dational 

pr sraa. 

S~atus: Scheduled for thi s co ins November 26 hroush 29. 
Expec ations are hiSb for positi e results froa this CODvention in lenal of 
consolid tins collabor t ion .-on,. in~t\ tulioDs and n .enas of . nforaation 
if us'on i.e. be Prosraa'~ Technical Kafiual should be co pleted. printed and 

redy for distribution as will ud~o nd visual ids which are a so in the 
preparation sL Be. The current -.onth-old stdlte by Kinistry of At:ricu~ ure 
personne has been and coul continue La be fonaidable obstacle to tbe 
infonaat.lon preparation cti vities f the ProJect. but operat ions have been 
r nsfered to a l.rse esree to be USAID P~oject Han.ter's office nd 

pro ress is ontinuin&. 

1. rainins of f naers by lhe prosr '5 technl 1 speda i ls in 
he pp 'cation of soi and water conserv lion r~ctlces at the f na evel lo 
chleve vol ntary adoption 0 the pC'actice . nd f cill ate spread offocts. 

Status: 728 fanDel'S were trained durlns the Irst six nths of 
hi year surpas5in~ the pC'oject soal 0 500 fo~ he entire year. A total of 
,50 fa~ rs have been tC' ined by lhe Project Thi 5 is tbe st notewortby 
chiev~ ent of the Project to dale siven hat t DOSt viVidly ~epresents the 
roject' effor s a have direct nd pr c ical i.pact t the farmer level. 

Addi on J, the r w nugher f farmers exposed 0 conserv8t~on ~ins equals 
n of he Project' ori&inally p nned ~oa~. he P~ojec has ad as 

resu t, a sisniHcant pr ct ca i pac and a positivo . atelprofile at the 
f n:l leve wi h per bene iciary cost. r tio (not "nc udin& GOP counterpart 
. n s) 0 PP~~XI ately $222. 

pro&c n -be A carian Re&ions~ainin& of the 
n exec tiOD of con5e~vatlon 

tatu~: 0 profes's iona ::0 we~e rained u~ n& the second tr ester 
hey represented ~encies ot he Minislry of ASdcul ure. such as 

all Heris and CIHFOt(. the Universities 0 Cusco and Cajaaarc and the 
C j rc 's dS~iculLure pro~~ ill Cajabamba. Over the li e of be 
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Project 08 p ofe~sionals troa allover the country have been 
Additionally. a total of 394 para-professionals have been trained. 
none during 1984. These achievements significantly surpass original 
Project personnel maintain that the reason for low training numbers 
1984 is due to r;he fact that most it not all of the potential 
recipients had already been trained and therefore specific progra. goals 
not established in this area for 1984. What all of this means is difficult to 
deteraine given the widely dispersed nature of the trained individuals and the 
lack of direct lines of co unication for reporting on individual efforts. 
Ho vel', the Project has reeeived several reports on extension efforts carri~d 

ut by Projt~ct-trained individuals of their O'In volition. For exa pie, n 
Ju y, 98 It co Bual olga Project professionals along with several fan::lers 
onstructed terrace test plots, after having been trained by Soil Conservation 

Project personnel. The test pots were constructed in two areas aiong the 
arretera argina near Aucayacu an} PucaLlpa. TIley were constructed on 0 

t 0 slopes and totaed over 350 square tel's. 

ote reater awareness of Soi I and \later Oonservation 
p blo sector agriculture instit"Jtions with the intent of 
inf uence. This was to be ac'lueved by nVlt lng four 
ot er pub i sector agricu tural institutions to attend 

n American twork for the Hanagement of Highland 

Repre.sentatives fr the Latin American '-!tvorlc. for the 
Manag eDt f Hi h an atershed willparttclpate in the Project's Hationa 
Convent °on. Attendance y Peruvian profess ionals at oeetings of the Network 

5 not een ac ocpl·shed; however, the Project has probably not suffp.r~d 

r at a re.sul. 

Sen one or re profess ionals rOl!! ooAS1 to externa eetings 
i t e Latin At::eri an Networ fo.t" t e Manageoent of i,ghland atersheds. 

Status: No one froe {)GASl wi e attending said eeting.s, ut the 
Direct r of OC,\S wi be travell ing to h~ 0.5.A. prior to ~he National 

nvention to isit several USOA/SCS project~ and to interact with their 
professi na staffs. he intended benefit to t e Project vill be derived fr 
t e exposur a n vie E. ained by the Oire.c or of oo,\SI and the eX.tent to 
\oj ic t e °nf reatton:.li! be 0- use under Peruvi n condir.· ns. Perhaps a 

5 an D e, 'ut potentia dded ~enefit to be realized throu 
J.rec,tor I s vi ° t wi e ue to c e ent us ias ga ined by che Oi rec tor as 

of e experience. The trOp ast approxocately four wee s an 
es e tin sand sice visits i uatelll81a, ~ashington, D.C. and nine 

t 
~ 

c. 

IE cab . shecent f Conservac· on pra t ~e est it 5 ;, i i 
as s for 0 ectin socia an econ l data. 

3 2 newest sites .-ere ep,tablished ( fr the pi oc 
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area) durins the first six aonths of 1984. A total of 2,529 such sites have 
been established ove-r the Project life. Since aU test plots were 
es ablisbed on Ea~s, lhe above statistic indicates that of tbe 4,504 farmers 
reached directly by the Projec.t throush deaon.tratio". and site visits 56" 
elected to cooper-ate witb the Project to te.t the conservation techl1010sies. 
Thill is a sisnificant indicalor froll bolh the i_diate i.pact and data bue 
collection perspectives, althoush the quality of the data collected ..y have 
suffered fro. such an i_nse aslc.. Such a larse suple was nol necessary 
froa statistical perspective. 

2. Evaluation of the technical, social and econo.ic d ta fro the 
test Sltes. 

Stat~~: the first draft is coaplote but not co.pletely typed yet. 
Of the, 2,529 test sites, data were collected froa 1,164. this is a subtanti4il 

chleve ent hat sore tb~n satisfies the needed statistical base. This 
subject wi be deal with in aore detail laler (See Section V). 

3. Assist. the Project's technical residents based in the Asrarian 
~e~ions "0 the pr·oritizat"on of watersheds, diasnosis of social, econo ic and 
physi 1 char cteristics nd conditions for effective Project i.pacts. 

status: The Asrar" an Resion of Junin was ass i sted by 3 ProjPct 
speel lists over a 3 sonth period durins the 1ear. Siallar activities are 
p at ned before the end of the year for the DepartlDents of Li & and Cusco. 

is 3ctivity area 15 considered by the Project ~ersonnel to be excessively 
acade lC In oriental Ion and incons i stent wi th the red i ties that the 
echnicians ( ceo 

Assist in the fonaation and operation of interinstitutlon 1 
co tees of soi conservation at the Asrarian Resion level. 

~tatus: Formal 0 i Hees based on p9rsonal contact lDAde by the 
lechniclans are peratlve in Cajamarca. Junin. Ancash, Piura, Cusco nd 
Caj abUlba on an ad hoc bas is. The eslab ishlDent of three cOUli ttees was the 
pr9sr ed &oa1 for 1984. 

5. Ass i st In the formaLion and per-at ion of farmel' evel 
conservation co 1 tees. 

~U!ts_: be 01 owi n& co it ees have been es bl ished~ On n 
Jun·n. j in usco and 8 in ajamarc WI h collective utreach to n 
est ated 3,500 fanlers. he poten tal or prac ic 1 llDpacts hrou,;b fanner 
1 vel 0 it ees dppears o be the most prOlDlSln& echanis or chievJng 
C' id fusion" 

i fUSion of conserv on pr ct Ices hC'ouSh 
ass edi such s pub cat on • c dlO nd e ev s on 

_telt'!!.: The Project produced nd distributed 2,000 posters 
pro 0.· n the use of terrace3 and 8,000 PUlpletS which descr be and prolDOte 
L e Nationa Prof;r hree TV pros cams ~ere developed and aired in Cajamarca 
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of 15, 18 and 27 minutes in length. One TV program was produced 1n Huancayo 
and another in Cusco that was aired without sound (still being developed). 
The Project's edia specialLst recently completed (in '\ugust) 11 radio program 
caessages in Spanish and 14 in Quechua and Aymara ut il iz ing taped interviews 
with participating taRlers. These are now being replicated to be sent to the 
Agrarian Regions and appear to be very appropriate to serve Project needs. 
However, these as vell as Project bulletins and the technical manual should 
have been c pleted several onths ago. Other radio prograllls have already 
been developed y Project technicians and aired in Junin, Cajacarca. Cusco and 
Puno. 

D. pilot .\rea Development: 

Formu ate a Conservation Plan for the pilot area 1n Cajamarca. 

Status: The technician in the area prepared t e plan and recently 
itte it for review by OGASI. The co;\census of Project personnel is thaI: 
pans at this point in time are excessively acadelllic for ost technicians 
herefore have very i ited utility. 

Continue farm level extensi.on efforts in the pilot area using 
au iovisual aids such as slides and throu h conservation practice 

e--...onstrati ns. 

Status: All technicians in every Agrarian Region have developed 
sl ide shows and they are us ing thee a .. on,& with •....OCIle-=ade.. drawings. The 
Project provided photos unti theyaade their own visual aids. Smte of the 
II e~de" visual aids are reported y of poor technica qual it1 whi h serves 
to point out the need for the rapid co pletion an istribution ~f the 
Projects technica nual. 

3. Assist interested arcers 1n he execut"on of conservation 
es and/or test ite6 through individual ontacts as we 1 as c unity 

. ities. 

.
Status: 16 new test s tes wer established 1n the pi lot area. 

v n thou h none lo/er riginal 'I p anned for during the fir e si:t onths of 
ue 0 e h priority assi~ned t the co ect lon f can and 

0 ia at lready estab i he test pots. 

'/a uat o a, can ic an e hnica ata resultin cr he 
e s"ces. 

Fir t raf ocp te as a par~ of th r er tu' of 
sect' onst 

______)t..;.a_n-'-u_a_l_s-'-a..;.n-'--'-.......;,.~ti os : 

P:-epare. pub is and i tnbute bu et os 0 conserva .on 
• r pro raa ec oi ans nd proiessiona s in h Agr.arian Re, ons. 
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~tat~: One bulletin re,.edinl llU.ly control was cOIIpleted and 
distributed to fa~rs (2,000 copies). Seven others are beinl drafted 
covednl the followinK: (l)pa.ture IUna,eMnt, (2)Nivel En "A", (])Terraces, 
(.)Infiltration Ditches, (S)Contour &0":', (6)Porutry, and (7)Hulchins. 
Ideally, the.e would be available for distribution at the National Convention, 
but bip;ber prlod ty is dKhtly beinl Kiven to preparat ion of the Project's 
technical IUnual. Tille and the current MOA stdke are the Ilain lilDitinl 
variables for the coapletion of this activity. 

2. Prepare, pUblish and distribute a aaanual on the technical 
aspects of conservation practice desiln and oonstruc ion as well as methods of 
extension and farmer DOlivation. 

Stat~.!: A aunual wi th 30 chapters has been des i Ined and drafted. 
The text of 25 chapters has been approved wh ich leaves 5 chapters that need 
find review and approval. Charts, photos and rawi nls for 24 chapters have 
been approved and are beinl printed. The manual, in draft fOrll, looks to be 
of considerable utility to the Project's technicians and cooperatinl 
institutions. Substantial efforts are currently beinl devoted to cOllpletin& 
and printinl the aaanua for display and distribution durinl the National 
Convention. 

F.	 !!lstitu.ti~~maliution of th...!..-Nati~nal PrO&rUl of Soil and Water 
Conse~~!gJL:. 

1. Develop and propose a national soil and water conservation 
prolraaa to assure continuity in national level activities. 

Status: A draft of the proposal exists and was reviewed at a hi~h 

level interalency meet in, on October 15 in preparation for the National 
Heetinl. The October 15 meetinl appears to have contributed silnificantly to 
the interinstitutional relations, however, much is st 11 dependent upon the 
nationa convention and coordination efforts thereafter. he creation of a 
separate soi 1 alld water conservation service is loinl to be proposed due to 
the fact that DCAS I does not have ilDplellentat ion authori ty, amonl other 
reasons. 

2. Deve op nd elaborate th elal requirellents o of ieial y 
penai t he es ab ishment of he national system. 

S!a~'!.!: This can't be performed until he exac nature of the 
prolr is identified, but the Project has produced a s udy dellneatinl he 
pecifi and lenera ela provisions tha current y af ect land use and 
anale ent s well as he conceptual ela needs of the proposed system 

evelop specif c supervision and prOlt"aaa evaluation procedures 
nd cons 0 =onitor the prolr&m from he echnlcal nd adllinistrative 

poin f v·ew. 
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Stat!!!.: A tt"ilMstral repot"tins system was instit.uted to serve this 
aspect of tbe pt"OSt"aIIl and appeat"s to be satlsfactor,. 

2. Conduct a triaestt"al evaluation of tbe pt"oSt"aIIl, 

Status: The Pt"0St"aa Office of DCASI has pet"formed these aftet" each 
3 month t"epot"t submission. Tbese repot"ts app~at" to have conlt"ibuted dit"ectly 
to impt"ovins tbe Pt"oject' s pt"oblem t"elated to the rend it. ion of accounts ft"om 
the ~t"arian Res ions i. e. as a t"esult of repeatedly slow liqu idat ions the 
Prosru Director insti tuted field support act i vit ies throusb vis its by 
administrative personnel from DGASI to the field offices to 3Ssist in this 
tast.. 

3. Conduct a final evaluation of the pro&ram and prepare a pro~r.. 
rep~rt by the end of tbe calendar year. 

Status: Yhe Project's social and economic analysis, alons with 
this evaluation, 'n effect constitute the final evaluation. However, a report 
on the Pro&ram is planned to be prepared by Prosram personnel after the 
National Convention. 

1n summary, the Soil Conservation Project has met or surpassed it's 
extens ion and trainins &oa15 , but has been less successful in the area of 
inst'tutionalization. The fo11owin& four sections of the evaluation eXdine, 
in more detail, the nature of the Project's efforts and problems, their 
impacts and final y their relevBnce to the orisina1 y planned soal and purpose 
of the Project. 

II, Technica.L-Soc ial and Economic. Impacts: 

The Project has concentrated act i vi ties in the establishment of 
hree principal on-fa~ conservation practices (terraces, contour rows and 

infiltration ditches) and three secondary practices (strip croppin& native 
~rass lnd forestry seedin&s, dikes for control of sullies and &rassland 
mana&ement), See Annex 4 for a description of each practice. hese practices 
were selected as the most appropriate for widespread application siven both 
the nature of the conservation problems and the evel of techno Ion of the 
averaf;e Sierra farmer, i.e., thff conservation practices are aJlplicable with 

and ools that are common y owned and used throushout the Andean Re&ioD. 

Par icipant farmer" elected to use the practices of their choice 
er dvice and exposure to an a ternative set of practices via extension 

demonstrat'ons and presentations (See Annex ~). Genera results indicat that 
he u'so' of the practices sif;nificanH!! reduces erosion and increases water 

'nfi tra ·on. Terraces, for example, bein& the most widely implemented 
prac ice (on 21. of the test areas) reduced eros ion, on the averaf;e f["om a 
phenomanal 720 tonslhectare/year to ess than 12.~ tons/hectare/year s 
'ndicated by spot checks of test sites wi h the terrace,s alon& the ~ides of 
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ields under traditional cu tivation. Al practices w€re carried out on the 
a~'s own lands and under their own normal culvaticn practices. The only 

altered variables were land preparation methods l.e. ,,:onservation practices 
and thereby t~e degree of water infUtlation. In a ,ignificant number of 
ases excessive puddl ing of water was obs~rved by practices on heavy 

textured soils. The only other major problem obsel ed thus far is the 
improper or poor construction of const.!'Vation practice. mainly cuntour r 
and ome terraces, that were not established on the contour as recoamer,ded. 

B. Social Cansiderations; 

This section was derived predominantly fr,n the Project's own, 
ocial and economic analysis. Qualitatlvely, th ~pojects' analysis a 

conceived and carried-out in a highly profess ional I tIlner and a 11 Project 
personnel deserve comendation or the study's executi n. The study represents 

I ontd ution to the Project' devel pill t. The one aspect 0 

t at appears to e pOSSibly he weakest spec:, i h i n nherent 
.,i 1 1. Ids u rYe s. ha 5 to do wi h t ~ tua x uti on i 
.e., iel urveys, in general, are ubjec to e p rical proble s 

comp exity of th social, ph sical anc. economi ramework or 
of the subject popu ation and they are so subject 0 problems 

the tas of qualitative measurements. How ver, the ~eneral tr n 
no r s 5 0 the surv yare uf lCle t y con lnc'n t aElle lorare t 

con rn, 

A ter WI ars of Project IV1' n the Sierra 

ubstantl 
e stu 
a n 

rotlm';!nt 
r at to 

ca es t at the pica or represen at' 'Ie .amer par 1 ipant 
r resentat Lve 0 the at iona I averages it reSf.ect t t pe 

inant e noeic ac lvity and fort:! of land nduct'on I.e. 
i ldual owners 'hos pnnc.iple economic a tivity ri 

t1.!lze their own ahor 0 irect onduc prcduc activiu 
rcent of teart c pa farmers liv a I a inn ,000 

et~ r op s ro to ~ 0'" r as m 
ros 1 n 

nor 
r 

n 
est 

Proj ct par i ipants 
nd 0 riot 

part c pants 

The 

ex 
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with the above charactedstics in mind i JDay be stated tna the 
Project has reached tbe poorest of the rural poor. This is a cOQ6ndable 
acbievement r;iven (1) that AlD' s consres~;ional mandate is directed towa'rds 
assistance to such individuals; (2) r;iven that soil and water conservation 
problems in Peru are of a serious masnitude due to the country's seor;raphy and 
current land use pc~ct:ices; (3) given that the collective impact of less 
favorable land use practices results in private and social costs well beyond 
the illlllediate real costs to individual farmers; and <") iven that soveramant 
programs that do reach he rura poor in the Sierra, n a voluntary basis, 
serve as prosressive actions both symbolically and prac ical y which help to 
counter the spread of destructive influence frOID estran~ed elements of 
Peruvian society. An interestins aspect related to the bove that also bas 
come aut of tbe field survey is the positive corrQlation between remoteness of 
farm/farmer location and receptiveness to what the Project has to offer i.e., 
farmers fur her away fNIl. population centers are the most receptive. This 
point has important ioplications for any extension of this Project or aDy 
other conservation extension project and wi 11 be dea t wi h later in the 
reco endations sectioD. 

L.astly, the use of food incentives has emerged as sir;nificaDt 
unforseen aC'i\lble. Kany of be farmer test plots were establishod a10n& wi th 
the r;.ift of food via the htional Office of Food Assistance (ONAA). Severa.l 
of he Project technicians J~JU~endent~, from time to time, sou&ht, acquired 
and istribu ed food fro ONAA in m~der to facilitate farmer participation, 
for reasons believed to be preaolDinante y a function of the technicians' 
general ack of confidence in farmer acceptability without sOlDe fo~ of 
incentives. nteC'estint y, the cost in houC's, for the establishment of 
erraces in t.he CU,GCO are where food incentives were utilized a10n& with 

mutua assistance was the hlr;hest (1181 Jornales) on a per hectare basis, of 
a 1 terraces e,stabl lshed in the 0 Departments that the Project has woC'k:ed 

n. he minimum cost <336 Jornales/hectare) of establishment was C'ec~rded in 
he Abancay area where neither food assistance nor cOllllDunal efforts were 

empoyed, Le., 'ndividual f,armees in Abancay accepted to participate based 
only on toe rationale exp ained to them by the technician for. usinr; 
conseC'vation practices and their int itive estimation of the returns to thei,C' 
own efforts/investments 'n the practices. 

From hese observ,ations ilnd others associated wi h the Projec 's 
experiences hus r there has elDeC'&ed a consensus hat food ssistance shou d 
no be t' i~ed as irect inducements 0 accept onsarvat'on technolo&les 
excep in spedaases such as those associated ..,i h natura disasteC's and 
rought. Pro~ect personnel fee that he ·'produ.:" .e, conservation 

practices .an and shou d be .. sold" on neir own erits "'hich ap he pr'vate 
'nterests of he indiyidua farmers. 

Economic onsider tio~: 

e main findinr;s ~rom he suC'veya a rom he economic 
perspec V!!S re very posi ·ve. Pro uc on ·ncC'ements above con ro pols 

veC'ar;e from 2 to OO't C' ~ e 20 principa :oops reported which is oar 
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above hat an be expected frolll a10st technical interventions (See Annex >. 
vp.n that the only factor varied during the on-farm experiments was the 

Clethod f cultivatlon and land preparation associated with each conservation 
PI' cci~et then 41 increments above production yields on the control plots a~ 

e directly or icdir-e.:tly attributed to the infiltration and availability of 
add'tional water. The same trend was observed no matter whether the farmer 
8~d fertilizers or not, although non-users realized larger proportiona 

yields. This can e attributed to the fact that water is. in general. the 
oain liciting fact:" n non-sandy soils such as the diuCl to h~avy texture 

oi 5 t at onstitute 3 f the test pots. In other words the yie d 
increment n non-fertilized plots due to water is proportionally larger than 
the yie d increment on f rtilized plots due to the addition of water. This 
says nothing of the abo olute yield difference betveen the '10, ut 
intuitively the addition of both water and fertilizer should yield incre ents 
reater than either factor alone. 

Average labor requirements for the prinCipal onservation practi es 
. re fund t be re an traditional preparation requirements or erraces. 
ul y ontro • 1n i tration ditc es and oulc ing. Contour rows, contour 
trip ropping and rass~and nage en were found to not require addi 'onal 

1 or eyond traditional practices. i.e •• they require no additional abor 
inv'!stClent, 51 y reorient existing management practices to e 
advantage of S 1 and "a te I' const:rva t i on ob' ect ' ves • err ace s req , I' d e 
co t note orthy la or Investment. far and above any other practice. v ra 1n 
i,,2 Joma ~ /Hectare or tab ishmt:nt. h15 represents igni fi nt 
p ront. rea cost and t is yet to e establ ished that; <l )massl e 

rep i ation an be achieve ; (2)that t e recurrent aintenance costs in real 
a I' enDS 'Iii be minima i and O)chat the very iopressive product'on a 'ns 

attr ute to the app lcation f the pract'ces wi e intained over t 
on r-te n:1. 

[e 0 1 ve si e of t ese 1 ues 15 an est'ma d ueful if 
f r f _0 yea rs under d ,ua te ::l3 intenance" reatmen.II 

A he pI" cess of c'onstructing terraces resu ts in a phen ena
 
e
 renders the at/erage hectare, he Pr jece area. equa t 

approxi ec tares (See Annex ue to the inc rease 10 

ur-ace uhi h is ependenc upon 5 pe ept • tha occurs 5 e 
an s be s of the terr ces are ocp 

at t ve 

prac 
ies), t 

es c 'I terra es. 
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VI. Project Ad inistration and Ruman Resources Hanagecent: 

As the July, 1983 Project evaluation noted, the principal administrative 
eficiencies of the Project are due mainly eo structural weaknesses 'Of- the 

present organization and operation of the Ministry of Agcicu lture and the 
Agrarian Regions. DGASI is ad inistratively dependent upon the General Office 
of Administration (OCA) of the ~A and p70gramatically interdependent lJith 
many other public.: sector agrarian institutions, which in effect creates a 
ayering of bureaucratic relations that complicates Project administration 

unnecessari y. 

e task of coordination to avoid unneede.d dup I icat ion of act ivit ies .tc a 
tl ult chal eng~ in any .ountry let alone one with bui t-in inefficienci,:s, 

c plex and difficut logistical relations with field offices and a severe 
scarcity of publi.c resources. In view of these fundallental 1iaitations the 
Project has made significant progress. The 1984 Operational plan and the 
Project personnel added subsequent to the July, 1983 evaluation have, along 
",'t Project leadership, made substantial contributions to practical 
a c lishments with respect to onservation extension and institutional 
ooperation. Bowever, cooperating institutions ave not contributed as ouch 
s ..as expected in spite of financial resource transfers to tnee. The concept 

0- "pi gy-bac in" onservation extension through other institutions is 
rat"ona ,but re rigorous eechanisas must be found. 

ect

'nO\lled,ge f conservation concepts and practices shou d e a basic element 
extension agency technicians, professionals and para-professiona s. 
s~onsored raining of these uman resources slO\led during 9 

ostensib y due to t e fact that cost ad already been trained. he rea 
ts 0 Project sponsored training are very diffieul t to ascertain, but 

en poor remuneration, a lack in general in the public sector of incentive 
systel11i for ,-"Ork we done, nor for goal establisha:ent and fol ow-through, one 
should 1!xpect to confront a substant ial cha llenge on mati vat ing extension 
personnel. With respect to the sped fie field personnel of the Project, 
ocivation proble05 have been observed and a revielJ ot all field personnel 

e conducted. 

:.Jith respect o Li.r.a ased support personnt!l here re set' ous problems 
e t~ ge era 'J ow sa aries and jea ousies at s e OCASI direct h"re 

personne 0 for t e ro 'ect's ontract personne. hOs is ost viv'dly 
expres e by rrent ·Clonth-oldscd e y HOl\ employees. Th's situac'on 
re t seven Clore form'dable obstacles to Project pro ress (including the 
onduct ion 0 this eva luat' on) and fosters an envi ronment unc.ertainty and 
ear. uc pedeoents to Pro"ect 1'0 ress are l'ke y t continue ccurrin, 

n the fu ure. As stated in an earl ier secti 'JO, Project 
pel'S nne a e 'ontinued ctivities in pi e f 

ave econstrated pro essionaet rmination 0 arr; 
he u s[~nt'a support to an i.n ere·t in t e 
irector AS , a t ou p- i ing of hi 

•• A. -ay ot ed ut ·-or the best f the Prooe t 
IV n et'l usness f the resent scd 'e and e a I" e UCl r tasks that 

u repara ° on i r t: e Nat' ona Cov nei 
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II. Project Financia Flows: 

With respect to USAID contributed funds, the last reporting period (Harch, 
1984 to September, 1984) wit.nessed a 271 in(1rease in accrued e-xpendieures 
above the previous reporting period. This basically re flects the pos it ive 
contribution made by the Project's newly hired administrator' 5 efforts and 
ad inistration management decisions made by the Program Director that ha e 
acilitated the process ing of advances to the Agrarian Regions and their 
iquidation. The current structure and efforts for utilizing and onitoring 

these funds must be maintained due to the fact that Li~ headquarters 
relations with the Agrarian Region offices as well as relations ith Project 
technicians are, by nature probleaaatical~ Additionally, t e Project Managers 
worked with the USAID controller's office to iaprove USAID funding f 0'15. 

After many intervievs and working sese ions with officials f t.he General 
Admin"stration Office of the Hinistry of Agriculture, a separate bank account 
lJas created for the Project's grant funds. The aim of the independant ban 
account was to free the Project's payment activity fro the COP's ti 
consuming procedures required by the HOA Genera Adel'niltration Office. The 
urrent system provides the necessary f exibility for effic"ent utilization of 
unds for project implellientation and therefore it reust be caintained. 

However, a fina liquidation of prior advances channeled through the Genera 
~ministration Office of OA, under t e p-evious syst ,is pending and shoul 
be pursued by Project Kana e ent. 

ith re spec t 0 GOP counterpart unds here is s 1ingering onfus ion as 
to the form th" s counterpart was to t.a e. Severa individua s oth on he COP 
nd SC side are, under the impress ion that the vast jor" t of he COP 

counterpart lJas to be provided "in ind" by the MOA in the ~0r:2 f suppl· _5, 

e ectricity. building pace, and salaries f personnel already hired e 
A. Furthercore, suggestions, by indiviaua s i e t e present Director of 
cinistration for DGASI that their ent re sa ary e "ounte a
 

ounterpart requi rent shou d be ta n 5 n extra r inar i y
 
nterpretation of any sue understand "ng.
 

According to the terms of the ri "nal a reeaent and 5ubse.quellt 
acendments, the Project was to be rovided y the COP with in-kind upport and 
$ 0,000 in counterpart funds f the 0 owing nature: (>Ln-kind 
o tri utions, includi~ the abor effort of urrent and new MOA pro 

and techni ians ec.essary for support f t e Pro"ect; (2) ash td 
SS60,ooO for loca ost :-e ated to orei echnica?os istetnce. 

for oed echnica assistance, S$20 ,000 for e e e 0 ent 
emonstration site and publications and S5 ,000 for a oditie 

intended " ash" contnbution a one equa t e stipulated 53 0,000 0 

ounterpart ontri ution, therefore ""n- ind" contri utions wer to 
n Deyond this suc. he project cana rs and DGASY ad lnistrators 
rack n in- in contributions an ~er~ naware of e ash 

in r retae f t e ounterpart a n 1na ud e ted. Prev" us 
report provi ed accountin st"cate f the 'n-j('nd on ribu ·on 

e y 'nc ude s e f the cash contributions. Exact y how is ltuation 
eve ope is at ~nown, ut the issue hou d be clarified nd an dC urate 
counting of COP contributions de as soon as possi leo 

ains t e 
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As ot 1982 p ovi io~s began to be aade for the Project to receive aonetary 
ounte,r-;»art f OlD Pl 80, Title I sales proceeds. The ini.tial steps taken "0. 

1982 resulte in an account being set-up for the counte,rpart, although no 
FL-480 counterpart funos wece ~ssi6ned to th~ Project [or that year. Tn 1983, 

owever, the Proje,ct "fas inc luded in thone to rece ive counterpart as part of 
the Title 1 agreement. The amount assigned was 5/.180 i 11ioo of which OGASI 
received 5".53 aillion, but the f),rQject received oniy 5/.40 i11ion and that 
on he 1 st Qonths of the year (OGASI used approximately 5/.13 lIIillion to 
print a report of a study from another pro "'ect). The reasons for the ate 
rrival and sea leI' amounC were sil:lilar to those lven for this year's 

pro et:IS and are discus~ed in ore deta il elw. The. Celn be sumurized as·; 
( )Onsufficient understand ng on the pa~c ~ COP (and s e AID) project 
,per onne1 as to -the GOP's obligations in this regard (2)insufficient 
nderstanding f the process for securing counterpart and (3)organization 
rob 5 within the MOA and especially in OGA, [)CASl, and the Project which 

I' er onfused the issue and contributed to brcakd~ns and a general lack of 
oord "nation. For 983, as for the present year, it IIppears that we c:.:aay never 
now al t at went wrong r why, but the responsibility for the proble=s '5 

:J e shared. 5 an ' 1ulitration of points (1) and ) above, it shou d be 
noted t at t e Peruvian ead f the Project st,]ted ttiat to is understanding 
t e P's only rea counterpart ob, igations were the in-kind contri utions, 

nd t at the PL ~O. it1e! counterpart was something extra that had suddenly 
en oad avai able. Be a so stated that sOQe of the problecs in sec ring the 
ner arose on his own initial isunderstanding that t.he funds had 0 e 

requested fro ,\ 0 as \o-el s hi; failure to real ize that an a pI" aei6n 
pr s puestar a was required ef re it cou d be requ lted. 

98 ,the it ation seecsto have i proved a itt e, at east to the 
hac e 0 the aajor isunderstandings have been cleared up an s e 

e lnltlii r.ooldb ocks removed. However, to date only 5/.23 i1lion for 
onth of Septeaber and 5/.2J Qi 1ion for Oc tober have been approved of 

51. 7S i1 ion udgeted). These su 5 have only recently een delivered to 
e DCA I Gub-ole ount, which a so was on, 'I recently opened. However, t e 

. ua ion is furcher ocp 1icated this year by tenth long td e in he 
, 'stry 'whi h ceans that despite the di ficult, but accomplished open in of a 

s b-ac 'ount. t e approva of the counterpart bt,age t. and the approva 1 of ~le 

l:Ounts or these tt.."O onths y both Pre upuestc PUblico and Tesoro PUbl' co. 
e re ease of t e funds as been furt'her e layed y the absence f ey 

OCA	 nee e 0 the •as t r' ices. it ny uc t s hou
 
in he ext ew ays nd he (a so on td. e) ,.. i
 

h ounterpart ocations ror
 

of this proble.c a reco en acion or ilmlediateolc 1 ut' on

e

'01'

s

ereby Juan Andres Rivero. a financ'al ana '1st fr t e
 
...ork"n wit t e DCA51 a inistrator as lle
 

pro uc'n a low art ype 'ia ra"nin
 
u et'n and rec 'vin e 

exercise s to prov e suppor 
11 e steps necessar' for a ear nderstan 

of Pl- 0 ounterpart und f aws. 



adcinistrator 

(a 

- 16 -

The above two amounts for September and October do not represent all that 
has been requested by the Project in 1984. Requests for June. July. and 
August welre not approved and will have, to be reprogra d. The "reasons for 
their not Leing approved arise [1'011I the remining problems in coun~erpart 

managelllenr; for this Project. Essentially the problem here is that Project 
counterpart is not managed by the Project but instead is controlled by offices 
within IXIAS I and OCA. This arrangement has its roots in MOA regu lations. but 
is a so a result of personal factors. The forcer may be beyond our power to 
change. but to the extent that the latter have ddied the 'aters soa:e 
codific~tions should be possible. 

aecause the Project is located in OCASI. it i ubject to the noraal ru es 
:-egard! ng counterpart requests and disburse2:aents which require among other 
t iogs that they e channeled through OCASI', "global budget" as well as 
throu,~h OCA before being sent to the KEFC. furthermore. the sub-account for 
the flroject counterpart is held by OGA which therefore writes the checks on 
that account. based on budgets and requests prepared by Project person el 
(Eng. Chang-Navarro. Hr. Namuche. etc.). This arrangment is apparent y 
tandard and not subject to change. he arrangeaent is one that in and f 

"tSft f as occasioned problems in other secto·:s (notably Health) e ause he 
higher level offices (OCA and whatever directorate the Project fa s wit in) 

o not ta e an active interest in the ~roject. and occasionally let t in%5 
alL through the CTacks. 1n short despi te the loss of counterpart f nds. it 

is not worth their whi e to pursue them. This is not an insolvable pro et:I. 

ut its rellledy generally takes sOG:leone in the project getting on top of thp. 
ou~terpart situation and pushing things along i.e. checking up on OCA and the 

"parent" Directorate. 

nfortunate y. in the case of Conservaci6n de Sue os. it is her at e 
indl.vidual factor has entered to cake this so ution less tenab First, 
;.lit lin the Project itself there has nct been until ear y this year (with he 
arri -.11 of Project ad inistrator. Mr. Nal:lUche) anyone sufficientl 

onversant wit e bureaucrati ins and outs and with the ti e or disposit'on 
to sy t at ro e e fectively. FrOl:l interviews with the Peruvian director of 
t e Project. it appears that this is not an area that he has focussed uch of 

is euergy on. and that he hasn't understood. With the c ing ot the Project 
A oioi$trator the situation Qight have iQproved considerab y but fer the ot er 
i aivi ua s in r.he picture. ,ana especia DCA I's Adoinistrator, \0110 has 

ct e 'j rabbed onto e ounterpart b get and refuses t et it out of 
the·r ontro. Civen t e Peruv'an Project irec r's ri ina ac of 
u e[standing this cay ha e first een a utter of necesslty. ut • e neral 
fee ng ow seecs 0 e hat even with the appoin~en f an 
t e Project. o\SI A cinistrator is not going to .et go. However. 
t is i on f sever projects. is indivl ua is erseein 
t e ount rpart). it oes not e I at ent·on nd 

in cove ow y and end et . 0 ged 
a of ,\ su e te tn a int~rv·e n e 
eone 'thOn e ProOect a es Jor res{)ons"bi it ei er 
counterpart or on"torin teAS d ioistrator's 
re not i e y to cprove ch. It 15 unl i e y t at t e 

- na 10 

ent. 
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syste wbereby thft DCAS1 Adainistrator or equivalent in DGASI as well as 
S0880ne else in OGA have to approve counterpart requests and use can be 
chan~ed. bL~ a .are active position on the part of the Project would ~o a on~ 

way toward i.provin~ the outco..s. 

V1Il'~9r_ProjecL Acca.plishaents versus Ori&inal Goal, Purpose and End of 
Project St.!!!!.!.: 

A. Orisin_l Goal.!pd Purpose: 

Accordin& to the ori~inal Project Paper "th&' overall sectoral &oal that 
the ~roject addresses is to improve the quality of life for the rural poor by 
iocreasins food produt'tion. eaplopent. inco.and nutritional levels. The 
proposed Project wi 11 contribute to the overall &oal by developins the soil 
conservation institutio!!al infrastructure which will develop and dine.inate 
conservation technO~05Y to the ...11 farmer of Peru, easin& production risks, 
increasin& land use potent:ia~ and DOst importantly lUintainin& a lon& lastin& 
use of a basic nstural resource." 

Furthermore, as ori&inally envisioned "the purpose of the Project is to 
~nsolid&te, stren&then and institutionalize a GOP soil and water conservation 

syste within the General Directorate of Witct' and Soils of the Kini~try of 
A&riculture and Food (HinA5/F). The Project activities are directed to: 
(1) stren&thenin& the capaci ty of he KinA~/F 0 iaple ent on a nat ional level 

pro&ram of small farmer soil and water nageaent; and, (2)soil erosion 
control and improve ent of water se and conservation. throu&h land protection 
and development and the use of' appropriate technolo&ies for water harvestin& 
on steep ~J.er-r! slopes. Field work e phasis in a test area will address tbe 
key soi erosion prob e areas found in he s!~, thus supportin& the 
Kiss ion's CDSS goal of cc-eatin& a d.ynuaic a&ricultura based ~rowt:h in tbe 
S·e~." 

Lori,;inal En9 of Projec ..status: 

The above descdption as well as the description of the end of Project 
status (EOPS) have been confonaed with throu&h Project activities with SOlie 

odifications as stated previousl1 in the back&c-ound section (Section II). 
-his confon:aity hIlS been maintained hrou&h the development nd approval of 

nnual operatin& pans. "'he ~dificet'ons were rational adapt ions that have 
ren&htened the Project's lapact nd were ful y ocumented via amendments to 

both he ori&inal uthorizations and a&reemen~. Pro'ect implementation 
et ers ave been sed prudent y while &enera una&e ent and technical 
ss i s ance ave been serious y and 0 endably focused on i pleaentat ion for 

pr c ica resu ts. The on y si&nificant prob e nd possibly the ardest that 
5 yet be reso ved is he coun erpart contribution ssue. 

Projec wil now be viewed in ighlof he ori&inal, specific, EOPS 
on. References for etai s wi be noted as ppropriate. "At t e 
e hree year Pro'ect, the fol owin& resul s wi be ltained". 



a. "Soi and water conservation off'ces will be operative at ~ationa 

regional and zonal levels and will be applying soil and water conservati 
ethodologies which haye been field tested for their effectiveness and 

approved by the COP". 

Status; Approved oi 1 and water conservation practices are bein 
applied. through existing HO.' Agrarian Region offi es in the Sierra only. Ver 
1° ited activities have been conducted in the Costa and High Jungle. 

b. "A quantitative asses ent of e results achieved through field 
testing during the life of the Project and a reco endatlon for the 
evelopaent of an incentive type conservation cost-sharing prograc for SOL 

and wat'er conservation for sma fal'lDers of Peru". 

Status: A quantitative assessaent has been realized froca test S1 e 
oata See Section V. S. and ... >' A nco endatOon for the developaent of an 
incenti ve t'/pe conservati n cost-shar ing progra as not e rged from Project 
experience thus far. However. it is the judge ent of this evaluatOon that 
suc a recomaendation shoul not have necessarily resu ted ue to the act 
that t e tatecent and it intent were Qade previous to Project experience and 
reflect he U.S. syscec ~it out adaptation to Peruvian condltions. 

oi Conservation ActivO ies: 

a. lOA pl10t area of approxioa ly 00 Has. in the water istdct 0 
aQarca wi be p emented with soi ana water practices such as soi0 

ero ion ontro. water harvelStry. ater control and land evelopment 
cechniques. The pi lot area wi have served as an experi enta I si te for t e 
reparation of appropriate oi an ater practices and as a e onstration 

s e or tetra °ning f COP t chni ians nd fa~r CleC2bers 0 Sier:-a water 
. s t rOc ts. " 

. 
e Fro ect gr ent nd aut orization ere acen ed 0 all \I 

i pi oc rea ype lvltles throughout the ccuntry (See Sect ion 
15 han e a owed Project 

0 

nf uence and benefits to be realized core 
lC y anc1 ov T a ::uch ar er area. he hange was espec ia .y appropriate 

or trainin purpolSes 1n chat the tra iners went to he COP technician and 
ra' rs nd t ra ined thee nder ca SOCla an fan:ling condie ions. 

.leer conservat n ec n i a 1 u e ror C P 
"nc ude pract °ce ,tandar 

errace nd iver ions. 
y tees. pa cure rru 

rade sea 
n ran ano 

techni 

: 
t 

at nUel ~a' e L 'Wi ar ier 
e noted e at ch pecih contert: 

t e ntent escrlb a 0 e 
cer ai y een ,n a e 
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variation that is obierved is due to Project experience and dete minalions of 
the practices considered IICSt ~ppropriate. Asa in, the Project Paper 
de-.onstrated an "a pdori" deteraination which is also inconsruous wi tb tbe 
COP approval state.ent ..de in 1. a. above. 

c. "A set of technical .anuals, bulletins, aDd other publications coverins 
criteria and stand~rds for plannins resources, study, design and 
iapleaentation of soil and water conservation practices. Such technical 

nua s will aha include unit cost and benefit data and econo ic evalutltion 
methods for use in deteraining the applicabili ty of a particular soi land 
water conservation practice for tbe SDall faraer". 

Status: Nine separate bulletins have been prepared in addition to tbe 
above .entioned technical 1Ianual (Also See Section IV. E.l.). A separate 
analysis and publication will include unit cost and benefit date as well s 
pvaluation methods (See Section V.B.). 

d. "The followins training activ·ties wil take place:" 
(1) "Two two-week fOnH short courses in soil and water 

onservation for COP personnel (75 people}." 
(2) "Informal on-tbe-job training for approxilUtely 20 Li a based 

nd pproximately 00 field based personnel." 
(3) "One person will red eve overseas short term on-the-job 

tr inins ·n aspects of conservation anase.ent". 

Status: Project training aethods were revised to include both formal 
and informal on-the-job trainins for 11 tarseted trainees as he result of an 
in ernal evaluation hat was conducted af er the first fo~al course. 
Trainins objectives have relll&ined uncbansed. Trainins object'ves for d. ( ) 

nd (2) above have been surpassed (See Section IV.B.). The overseas short 
er:a on-lhe-job training objective is currently beins accomplished with tbe 

IIi it of the DCASI Director to the U.S.A. (See Section IV. B.. ). 

C. Project Evaluation Summary: 

Af er three years of Project operation in the Sierra substant al sains 
oward achievement of the Project purpose have been :Dade throush training, 

establishins and extending practical soil and water conservation methods and 
hrough institutiona coordination to develop a nationa soi and water 

conservation systeo. Throush this initia effort lIluch experience has been 
gained, information 0 ected and nalysis performed of tbe infonaadon which 
"'i 1 in turn affect future efforts. The Projec has CDOst recently begun 0 

onduct icaited ctivi ies in he Costa which is a step further towards a 
nationa syste:D. The upcocains Ne ional Convention looks to be an excitiDg 
ch"eve=en of he Project as it ~~presents the focal point and c i ax of al 

previous effor s 0 coordina e amans institutions in he &ricu tu~e sector in 
order 0 evelop, define and present work.ab e proposal ~om which a ClOre 
~igorous na iona prosra:n nd syste wi hopeful y e er&e. Working 
re ationships now exist, but Pro&r definit·on needs further refinin&. 
oordlnation cross "nstitutions is a very diff·cult task and cauch recaains 0 

e one, but a fi~ base has been es ablished in the face of subslanti 
eo&r phi , po . . c 1, loS istic nd nst i u ona i f icu ties. 
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In ucmary with respect to the Pro'ect's averal sectora oal and purpose 
e 0 lowing achievments may be noted: 

Extension training of ,,0 farmers.
 
Establishment of 2,529 test plots.
 
Conservation training of 802 professionals and paraprofessionals.
 
Extensive 'oordination across public sec tor agricultural inst i tu on
 

and a greater understanding of conservation problems by those institutions. 
ocia and EconOQic data collection and analyst which hav 

e onstrated very positive results impl'ing: increased incomes; aD easin of 
pro uction ris s; conversion of c ass and to hat a eUe tively e 
onsidered class II or III land and undacentally, achieve ent of s e 

nservat"on of the nations scarce soil an water resources. 

ere recains lrIJch to be accocplished n t e area a inst'tutiollalizatio
 
the establishment 0 a nationa systen, but to once again uote the Ju
 

3 va uat on; "for the irst tice in Peru, soi. nd water conservation
 
'ocused as pro ral:' oriented to t e estab 5 ent 0, t ional Syste "
 

e olXlendations: 

~. General Reco endations: 

s a resu t of this evaluation the 0 oVlng ener rec endations are 
ete t ongoing and planned accivit' es c at are neces ar or 

c: e ishcent of national systeQ of 501 and vater onservatlon, s 
Tl ina envt icned in t e P:-ojec Paper; L) Conduct additi al <!xtensi n, 
x eri entacion and analysis of pasture- and/range-mana ement an 
~ef rescat on n arid zones and, 3) ~alncain od icprove the Projec '5 

c rr t a a a ection an anal 5i efforts adequately onitor on er- ere 
rc: u ts ns rvation pracc'ce app i acion. 

terel ed that a ?ACD ant 
ave r co ndations (0 are escribed 

ow'r.g 5 etian). ~n 'ni~ial Operational Plan 
prepared and no~ elng reviewe by SAID. 

P:oojec incorporate nto t e Operat iona an. 1 

re encJac f sea uation b for na 
a 1. 

e a 
fol 

as been 
th 

f t. e 
ror ppm 



B. ~pecific Rec~ndations: 

1. Institution Buildin& Reco.-endations: 

The establis~nt of a national systea of soil and vater 
conservation viII require tbat tbe fol1owins steps be carried-out: 

l.Propose tbe National Systea as currently desisned (Tbis is 
planned for tbe week of Novelaher 26-Novelllber 30 durins tbe fi rst Nat ional 
Convention of the institutions tbat tbe Project is vorkins witb to promote 
rural developaent witb conservation objective.). 

2. "Test" tbe proposed systea alons wi tb any IY.»difications tbat 
result fro the National Convention tbrousb application of tbe systea in 
selected areas. PacraUel to tbis step. tbe Project sbould co!)rdinate a.ons 
inst i tutions to solidify tbeir acceptance of. and support for. the national 
syste in order to sain a ~re active application of conservation extension by 
tbese institutions. Any future institutional asreeaents sbould have ~uch more 
risorous structurins and lIIOnitorins to assure that tbe Project is settins 
adequate returns to sucb investments. 

3. Identify and initiate. with tbe intent of completing. the lesal 
requirements necessary for the national syste. to be lesally constituted . 

. Gain approval and legal establishaent of the national systeD. 

Humbers three and four above. beiDS judicial processes. are to a larse 
degree. out of tbe control of the Project. but are essential for completion of 
Project objectives. The center piece of the national system. as currentl,Y 
proposed. is a national soil and water conseryation service. The comins 
nat'onal convention will see discussed this proposal. It is reco-.sended that 
the alternative of sainins enllbling lesislation to allow DGASI to implement 
such a service be considered in addition to tbe current separate service 
proposal (See Section IV. F.l.). DGASI semi-autonomy fro the MeA or special 
project status should also be considered. 

Hare emphasis needs to be Dade. throush the application of Project 
t"esources and efforts. on native pasture/ranseland manasement and 
i provement. a date this area has not received sufficient emphasis from both 
he extension nd ana ysis perspectives siven that the owne~helmins majority 

of agt"icl!ltural ands in the Sierra are in native pastures. Hany of these 
re s have existing sul ies which represent extreme cases of erosion and 

ovet" se of e and. C rr n t"o' ct pans a encourase pas ure- nage nt 
cons ion 0 l"der ontro hese arens and 0 a ow n lur I 

a r shou C 0 panie wi h pr'1C l n! 
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tree/shrubbery plantint and encourateaent of the armers to solicit seed ints 
and assistance services froID the CINFORs. Such trainint and encoul"agr:ment 
should, in the onger-tera, lead to fat'1D8r interest and motivation to meet 
their own fuel and construction tilllber needs frOIll a longer-term perspecti ve 
while serving conservation objectives by "plugging" gullies. Natural 
reseeding is an appropriate but. slow process. Artificial planting speeds up 
the process of erosion control and Project encouragement of reforestat on will 
he p create a demand pull led rural developcaent by incrasing farm level 
solicitation of services from existint rura development agencies. 

C~ntinue 0 focus field extension ef arts on he Slerra, but a so 
encourate and assist other atencies in identifying hith priori y watersheds in 

he Selva and Costa (ONERN should be so icited for ssi3tance in this area) 
and in beginint operations in these areas thereby expanding Project influence 

nd coverage. It is recommended that extension efforts in he Sierra con inue 
a ["each new farmers especia.ly in se ected areas of concentration, but hat 
o io-economic data co ection and analys is 1"0 a1. new est/demonstra ion 

pats is not necessary and shouldn't be done. Therefore, i is reco-.ended 
hat Project personnel collect and ana yze second year harvest data from 
ppro:dmately 300 farms for monitoring onger-term results. However, S 

50 advi sable that some sor of field spot check be made a th s 1ears 
par icipants to simply see if they are continuing and/or expandin~ use of he 
onservation practices A ready established mechanis s of supervision and 
a ow- hrou~h of farmer participants should be used to suppor t is 
c ivi y. f hese spot checks indicate a rend away from :Daintenance 0 be 

new	 pract'ces, hen lDOre in-depth ana ysis should be conducted, su ficient 
a e e~ine causa 1ty and remed'a ac ions 0 be takeD. 

he 8 Operation Plan ca ed or a &lna evaluat'on and report of he 
Pro"Jc 0 be conducted by he end of 984 for f'nal submiss·on 0 AID. Th1S 

ina valuat ion/repor wi not be necessary unt il the end of the Project 
x ens" on. However. he evaluat ion Co it ee s _['on& y suppor s urrcnt plans 
o eva ua e project personnel and specifical y ie d ec nicians to Illa~e 

indo vidua c an&es i necessary and to provi e feedbac~, 0 hose hat are 
ce ained, for llllprovin& their performances. The p nned Illanual of job 
perforlllance criteria should be used as the baS1S or t~ese 8yaluations 
echn'c' ns who ant nue, contrary 0 Project eadership, 0 Jol' it nd then 

a fer ood incentives 0 participants shaul be valuated pee 1 y c osely 

:~ inin of P~o'ec pro essiona s nd ec
 
r1 nted re owar s re restation nd ran&e
 
s ower ore sophistic ted tra1n1ng nd refresher
 

Pro·e
o "t 

mphases. is also recommended 
p an" concepts or pp I C ion 

rgan1z nd Oln y rr1-Ou ir 
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All Projec t developed training materia ls and pub 1ications, especia 
the technic a manual and bulletins, should be availabl.e in large quantitie 
or distribution to all publ ic and pcivatl~ groups wocking in rural 

agricultural development. Hopefully, all publications will be available for 
istribution at the National Convention, but they should also be distributed 

to each roRDE, Agrarian University and to Disa5t~r Relief and Rehabilitation 
Projec.t sub-projects and others that are conducting rural deve opment efforts. 

The Project produced edia cat ria 5 rad·o and e evision spots and 
post rs) are commendable. The Project 5 ou n ocus on the mass 

issemination these materials whO e develop·n· a ditiona ones. The 
eva luation committee is also n oncurrence \at Project thinking to 
stab ish, through the Agrarian Re 10ns t'tut'onal arrangements, 
emostration areas in ful view of a lven 'f"s determined that 

suc tforts would ai Project e 5 e fa~er leve for -apid 

i 
fusion. However, this type of activity is not perceived f as having very 
h pri ri t. Last if conduc eo uc efforts shoul , to the maxicum 
ent possible, util'ze ocal nter st er partic·pation. 

s recolCllende that e ProJec s' A ri u tura Econo i t unaerta'e, 
n ppropriate, in addition to ontinue field eve s io-economic data 

, a survey 0 selected car et towns within iven watersheds Ioloe.re the 
has een specia y success u t ascertain what market and inco e 
'f any, ave occured as a resu t of Project int uence. Est'cat'on 0 

price ~ ast'ci ies of supply might be ne appropr'ate and ,ossib e exercise o 
aehi t is end. This type of analysis and/ r others are recoll:Jllende and 

ou serve two functions; ( ) the data should ive some indication o 
potentia nationa evel ffects and (2) suc data provides feedbae a 
'n 'goes for va idat'on and interpretati n farm eve primary urve 
·nforca.tion results. 

,\dd' tiona 1)' , he Pro'ect's Agricu tura Econ 1 t hou d ondu t an 
al s 0 ; a) h otal estimated 5 stem co t to ate of de i er n 01 .

onservat ion extension to he farm e.ve 1; ( ) ost/bene ciarv rat os and Cd 
st f ct eness of the a 1te rna t i ve extens on c ani urrent In 

e fects, 

J. Pro j cOlC:1enda t . 0 . 

~ t ruc tur	 for t _In n 
st	 e lntain nd in a anc at 

he pr VLOUS US,;ID rant fun 
as soon s poss ction 11). 



a a 

-2 ­

to oun erpart nos, a 1 Licc1 p rson 

i rol oWlng aspects of ounterpar undi 

1 e quest and approval proces~ s. (2) Super 1 

lpt, b the Proj ct of t cou t roar 
steps requirea to Q1S urs these 

t: p requ i red to i u' da c ad 
S ou be th responsibi i y of the Director 0 

Di ec tor and t SA 0 Pro' c ana~e rand T c 
ind ual houlo sta c ear n s 

1 

Situ 

h 
a t 

t 



-25­

n E X 'E S 

List of Evaluation Cazmittee 
~~ 

List of lRiividu&.As Interviesoe<1 
Sumary Pro 'ect Rittor)' 
~scription of de Prircipa 
Ccnservatim Ptac tices 
Conservation Practice Distri~ion 

Part icipau: PIOnIe 
7 : nwrage Produ:tion Increase (%) 

to Qlnset''3tioo Practices 'n 
ReI.1ticn to tte Control Areas 
Qaretric. Pb!na:ai.na - Terrace 

trueti 



~. £avid FaJikrer: 
• David D. Bat rick: 

~. £avid Flood; 
~. David Hime.lfarb: 
ME". Robert ftaushomDer; 

• looarn! (Qris: 
~. Lr-m Hacmergren: 
~. Ric 101ra \ohe leen: 
Dr. Fred hun: 

• Jaime !'\\~a: 
hr. lOJglas Arml 
~. t\lrelio lasso: 

Q\m/JO. 
m/m 
AU; 

A(X; 

An; 

m 
~/AP1J) 

(}\If)!APN> 
OJM 



- 27 -


I 

Mrs. Isabe Cornejo 
Mr. Hector Haouche 
Mr. J~l'o C. Hernandez L. 
Mr. Jcrge Rojas 
Mrs. Yo anda Rocha 
Hr. Francisco espinoza 
Mr. Jerome Arledge 
Mr. Hermes Cruz 

Hr. Dou . as Arnold 
Hr. Juan A. R vero 
Mr. A berto Huby Bas rio 
. r. lorenzo Chan - varrn 

Mrs. Martha Yayha 
Mr. Ju io Al a~o Moreno 
Mr. Julio G nzalez 

A 

IVIDUALS 

EX 2 

INTERVIEWED 

OFFICE 

Chief, Admin. Unit!DGASl 
Administrator of the Program 
Director/DGASI 
Program Officer/DCASI 
Budget Director of OGA 
USAiD, Project Kanager 
USDA, SCS, PASA 
Director of Soils S atersheds 
Management Division 

SAID, Controller's Office 
USAID, Controller's Office 
General Director of OGA 
Director of the Nationa I P:oogram 
of Soil and Water Conservation 
in Hydrological atersheds 
Program Agr. Economist 
Pro ram Rural Sociologist 
Program Media Specialist 



-ll 1 

c\tHX 3 

SlH"Airi PKmCT. IS'TOElY 

Execut:· Date FUniifJ le\el 1 rease 01ar£e in P 

p' 

of 

rctlen aren 

e 

.. mn tart 

• p 

3. 

3
 

-1 3
 

3-'
 



-

- .9 ­

e s rpt on errace ate fa o~ n characteri c s: 

r 

1n 

cher ·pe 0 

n a rad'enc 
ra 1n 1. 

eer i t h 5 one ""3 1 , doth rs 
uri rs S Dor pr ate. 

- r • 



o ­

nnex cont'nue ) 

puinll.:t.. 

at e r sses ere inter ee ed .... 1 ree ed nS! fo Tea r erosi r. 

nero and wood product on. 

5. 

0 poles. nd 10 ..·i 
ar1 -it ",1 

su 1 nt eo:rs 
(avera eu y 

t_ S n an >. 

zon 
assure 

in a 1 en 
,0 00 

a 

. r 15 or . e a nor nc 1 app 



- )1 ­

( r of Test Plot t}l)e of act ice) 

e our	 Infi tra­ l'.e Oi];es Pasturu .1. r ota 
tion Grass ~e-

Oi~~ em F0­
rest 
trips 

nstnct,ea	 11 i 

3 
J 

9 

Destroyed 
o re fJ larcea 

pI I 
P TC 



- 3_ ­

terisdc ~ent 

Far:ce:rs 
t' 

2 

-.s 

:5 

.5 

P rcent of 
t Pur.a 

( 11)' 
t\:ti\~) 

P'q)Ullation 

33 (1) 

( ) 

. [ 

o 0 i"ec [.) (1es 

r. ,e WlOt1ars 



- 33 ­

,\~ PRD:CTI1li lKR£AS6 (...) OC£ 10 CIlNi£RVATl FRtCTIa5 
MG£ Y!Elll) I "D£ cnmo. Nrf.AS 

Prtxiu: t nfi I[ratim 

- .0 

) .:? - .1 

t3 ~ 

03.* 
o . o. - .5 

o 
3 



- , ­

o. Ul) 

!'\rea after Cal:l5tnx:t:"
 

rea after
 

1 

reio 


