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PREFACE
 

In keeping with A.I.D.'s emphasis on using evaluation findings
 
to improve project planning and implementation, the Asia and
 
Near East Bureau has prepared this collection of executive
 
summaries of evaluations conducted for the Bureau in Asia
 
during fiscal year 1984 (October 1, 1983 to September 30, 1984).
 

This collection provides both a record of Bureau evaluation
 
accomplishments as well as concise, easily accessible informa
tion on the outcome or current status of specific projects. It
 
is anticipated that this volume will be a valuable reference
 
both for A.I.D. project designers in the field and project re
viewers in Washington, as well as contractors and developing 
couatry personnel with whom A.I.D. is working.
 

Evaluations of 59 projects are summarized here, along with 6
 
"special studies" and 3 Project Assistance Completion Reports.

The actual number of evaluations conducted for A.I.D. i:.Asia
 
in FY 84 was, in all likelihood, somewhat higher than the
 
number of evaluations summarized in this volume. This is
 
because some reports have not been received by the cut-off date
 
for the publication of this report.
 

This volume of executive summaries was written and compiled by

Philip MI. Brandt who also wrote the FY 82 Volume of this report
 
and is now under contract to USAID/Dhaka. In order to maximize
 
the opportunity to derive "Lessons Learned" from this valuable
 
reservoir of project experience, the writer was required to 
include in each summary, if possible, a section entitled
 
"Project Design and Policy Implications." This required many

interpretive judgements concerning the often incomplete infor
mation presented in the actual evaluation reports. Using the
 
resources available to him, including the FY 81, 82 and 83
 
editions of executive summaries, some first-hand knowledge and
 
experience, and in some cases the Project Paper itself, each
 
summary represents a mix of observations and comments of the
 
original evaluators and the current writer's own interpretive
 
analysis.
 

Copies of the evaluations and studies summarized here can be 
obtained from the Asia and Near East Bureau, Office of
 
Development Planning or from CDIE/DIU, A.I.D.'s Center for
 
Development Information and Utilization.
 

Barr/ Si dIn, Director 
Office.f Developmnt Planning 
The Asia and Near East Bureau 
Agency for International 

De velopment 
Washington, 1).C. 20523 

September, 1985
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EVALUATION OF ASEAN REGIONAL PROGRAM
 

PROBLEM & OVERVIEW: The Association of South East Asian Nations (ASEAN) isa regional organization formed in
 
1967 by the governments of Indonesia, Malaysia, the Philippines, Singapore, and Thailand. Brunei joined ASEAN
 
inJanuary 1984. ASEAN was created to promote regional cooperation. The individual member countries are of
 
substantial importance to the United States, and itwas perceived to be 
 inthe U.S. interest to promote their
 
viability and econosic growth, their trade with the 
 Nest, their growing investment opportunities, and their
 
humanitarian treatment of refugees. Three of the five countries have on-going A.I.D. bilateral programs.

Supplementing these with regional development efforts 
 offers a potential cost-effective means to deal with
 
some of the development problems of the individual member countries.
 

U.S. ASSISTANCE U.S. assistance to the ASEAN Regional Program (1498-0258, 49B-0272, and 498-0277) began inFY
 
1979 'Hpril 26, 1979). Funds are budgeted through 1989. No termination date ismentioned. Its purpose isto
 
respond to ASEAN membrr requests for specific development projects that promote regional cooperation to
 
-nprove Ir.'ilutional capability and regional character of institutions located inthe region. 
 Emphasis ison
 
transfer of technology, promoting private enterprise, and developing alternative sources of energy. A.I.O.'s
 
initial assistance consisted of a $105,000 grant to finance the preparation and design of several projects.
 

t~ai cblcgatiors through l98 are about $17 million. Project comkitments are planned to reach $5million
 
annually inFY 1985.
 

Two projects were started if,1979: the Asian Institute of Technology (AIT) Scholarships program and the
 
InstitUtE of Southeast As:an Studies Economic Research Prociram. Three more projects began inearly 1901. Two
 
of these, the Pcriculture Development and Planning Center and the 
 Plant Quarantine Project, were to establish
 
new institutions 
 for training and research. The third provided technical and financial assistance for
 
technolIcgy transfer in enirgy. loo projects were started in1982. 
 The first was another scholarship program
 
.riented toward tropical medicine and public health. 
 The second was another energy project involving a coal
 
utilization seminar, research inenergy tonsErvatiOn for buildings, and research inalternative energy
 
technology for water puepioc. InFY 1983, a watershed project was started that will develop a center for
 
research and technology excharqe. 
 InFebruary 19B4, the Small and Medium Business lmprovem2nt Project was
 
started to provide assistancc for technical and management training and to undertake research to identify key
 
problems and develop new strategies to assist businesses inthe region.
 

PURPOSE OF EVIlUATION: This i,the first overall assrssment of 
the program administration and achievements
 
since the inception of the program. This evaluation was conducte6 by a two-member team which interviewed key
 
U.S. aridASEAN member gove-rnment officials in each country and visited project sites. The evaluation
 
concentrated 6n i sues of program management and development impact.
 

Sr0Ce it role inthe ojrqni~ation has still not been defined, Brunei isnot considered a part of ASEAN for
 
the purp ses ,f this, el .at or, 

FINDIW3S: 

.
 
desk1ign indd_.rnvI rcesis (omoplicated due to procedures used in both A.I.D. and ASEAN. ASEAN does not
 
have an operatiaral ,fc ,,,riat to conduct business. Most of 


. err:; avre/iir fd considerable time and effort from all parties to start up because the project 

the work isdone by committees at semi-annual
 
Reting. andJ dvi, icr mal inr is del iycd. 

2. A1VN ;!ljrpr cp , Si. m:narjimert has be~n_ n. . I. . proiert implementat ion management suffers 
"'nm too fft ,:f . maksrq drc i inr mm roo ,r iway. Fro)ect managers have been of high qUalIty dnd have 
pt Ff-J 0.ell. stfeerIQ ormI t--; for the on-going projects hive generally functouned in in effic ient 
mfdner . , I. . D. rar,,qement role i. concentrdted ir, Washington. However, the projects have had relatively 
few problemo. 



3. A.I.D. and USAID directors did not express support for expansion. They perceive the regional program to
 
be a potential drain on their bilateral resources. The management needs for an expanded program are beyond
 
the capability of currently allocated personnel resources. The ASEAN system remains too disjointed to allow
 
for an expanded, yet cost-effective A.I.D.-ASEAN program.
 

4. Many, but not all, of the A.I.D.-ASEAN projects contribute significantly to promotion of regional
 
cooperation. The benefits of many of the projects appear to be shared among the member countries. Thailand
 
has hosted the most projects and has received the most benef-t. Indonesia and the Philippines have benefited
 
more than Singapore and Malaysia. A.I.D. is helping, but not leading, the move toward more regional
 
cooperation through ASEAN. Much of the spontaneous cooperation isoccurring inthe private sector, but this
 
isnot attributable to A.I.D.
 

5. A.I.D. s-pprt o ASEAN institution-building objectives shows considerable success under current project
 
operations. The potential for continued, viable operations lies with the ability to secure a broad donor
 
base. The ASEAN countries do not appear ready to support regional institutions financially, with exception of
 
the host country.
 

6. The trdinin activities inthe program have, ingeneral, provided a high quality of education at a lower
 
cost than can be obtained inthe U.S. The subjects have been appropriate to A.I.D. development priorities,
 
and the people trained have almost all stayed in the region. Tracer studies show that these people hold
 
positions that generally allow them to use their skills effectively.
 

7. Te.hnoloqy exchange through information sharing has not yet become an important part nf the program. It
 
will become so when the second energy project finishes and the Small and Medium Business Improvement (SMBI)
 
and watershed projects start up.
 

9. Direct deyeo .wentimpact on the private sector ismost likely to occur through the AIT scholarships
 
program a__man of the qraduates are expected to move into the private sector after they finish their
 
government service obligation. Inthe ShDI project, the TECHNONET training program will provide some direct
 
impact. The two energy projects will also provide direct technology transfer although they are not important
 
components of the program. The other projects do not have a private sector orientation, and the impact is
 
indirect at best.
 

PROJECT DESIGN & POLICY IMPLICATIONS: The ASEAN program has political value, but it isimplemented with a 
development orientation (grants-in-aid) and development assistance criteria are used. Loan funding of the 
ASEAN program does not appear to be feasiile at present as the ASEAN countries would be unwilling to accept 
joint liability, especially foi non-commercial activities. If the program ,as funded with Economic Support 
Fund (ESF) dollars, it would still be for projects with a development intent. However, ESF funding would
 
eliminate the mandate to use development issistance criteria and the development impact could be reduced. 
 The
 
Oevelupment Impact -4tJ A EUN proqram, interas o'A..0.'s
priority beneficiaries, islargely indirect due 
to ttrt reqior a] The benefit of regiona. projects isto provide assistance inways thatnature of istan(e. 
ire not coot -. ffuctl K for each country individually to develop and maintain on national levels. The regional 
activitipes dre tainly to develop the institutions, human resources, and technology that, inturn, can be 
applied directi to the target beneficiaries. The program provides economies of scale and a sharing of 
resources ior development that bilateral programs cannot offer. The value of having this program for the 
three countries with bilateral programs is strong enough to offset the amount of program resources that 
necessarily go to the two countries that do not qualify for bilateral assistance. 



RECOMMENDATIONS:
 

1. The ASEAN program should not be expected to have a direct impact on A.I.D.'s target population. Some
 
projects may accomplish this, but iost will help the ASEAN member countries to improve their capability to 
implement field-level development projects. The linkages between the program activities and the eventual 
desired impact should be as clear as possible. 

2. Future regional projects oriented toward institutional development should be linked to existing national
 
institutions and should focus on promoting regional cooperation through development of information networks,
 
seminars, regional centers, and other joint 3ctivities. Regional projects should provide benefits that cannot
 
be obtained ina bilateral program. For training, there is an economic benefit from sharing institutional
 
capabilities among the countries, rather than each country trying to develop its own high quality capability
 
inevery field.
 

:. The ability to exist without A.I.D. support should be a more explicit part of the project plan. A.I.D.
 
should work closely with other donors to help develop a broader donor base for important regional
 
institutions. All A.I.D.-ASEAN institution-building projects should have counterpart funding related to each
 
country's participation including travel costs for participant training. The program should continu2 to use
 
development assistance criteria for project selection and development assistance grant funds until a means of
 
using loan funds on a regional, joint-liability bas.; can be found.
 

4. A basket project approach should be considered s a substitute for project development support and to
 
provide resources, flexibility and a capability for oore timely response to ASEAN initiatives to the ASEAN
 
liaison officer (ALO) for project development. ASEAN; system isimproved and a permanent secretariat
Until ttie 

isavailable to work effectively with A..D.program mdnagement, the A.I.D. program should be maintained at
 
the current $5aiilion per year level.
 

5. Proposed ASEAN projects should be aore related to USAID projects so that missions will have more interest
 
insupporting them. A.I.D. should provide project criteria to ASEAN that will set parameters on the types of
 
projects that will be acceptable, interms of both substance and development strategy. Projects should be
 
structured to work as independently as possible 1rom the ASEAN bureaucracy. Each rrcject should include
 
technical assistance for project monitoring.
 

5. Responsibility for operational decisions during project implementation should be delegated to the ALO.
 
Important policy decisions should remain inWashington. The ALO should draw on technical assistance, to the
 
extent po~slble, from the USAID missions without direct involvement of Washington, The missions should be
 
encouraged by HIA/AA to support the regional program. At meetings of the ASEAN region mission directors, the
 
ALI should report on the status of existing and planned ASEAN projects. Representatives of the embassies in
 
Malaysia, Singapore, nnd Brunei should also be invited to attend.
 

This evaluation was conducted ;or A.I.D. by Joseph S.Toner of Development Associates, Inc. and Alan D.Roth
 
of Development Alternatives, Inc. The report isdated March, 1984.
 



RICE HUSK ENERGY PROJECT PHASE IIFINAL STATUS REPORT - BANGLADESH
 

PROBLEM tOVERVIEW: In Bangladesh, as inmany developing countries, the adoption of appropriate technology
 
depends often on tiie transfer and adaptation of specific mechanical devices to the local environment. This
 
problem often proves difficult to surmount particularly inthat itmay be costly and itdemands the attention
 
of technical specialists as well as program generalists. In this project, the goal was to demonstrate that
 
the husk waste from the rice milling process could be- used to power a simple low compression engine (the
 
Stirling engine) which could then be linked to atraditional steel hulled rice milling device. Ultimately, if
 
such a technical process could be shown as feasible, the way would be open to revolutionize the lives of the
 
millions of farmers and small-scale agro-inddstries throughout Bangladesh who now depend on scarce
 
non-renewable energy sources to provide milled rice for eating and marketing purposes. An essential feature
 
of this modernizaton of rice milling isto carry out husk removal and bran removal in different machines to
 
provide for better separation of husk and bran as this improves the quality of the finished rice and reduces
 
the energy requirement of the milling operation.
 

U.S. ASSISTANCE: This project isfunded under a PVO Co-financing grant arrangement (1388-0045-07) between
 
USAID/Bangladesh and the Kumudini Welfare Trust of Bengal, an Asia Foundation-sponsored Bangladeshi PVO. It
 
was originally organ~zed into three, one-year phases, although ithas been extended on several occasions. The
 
total funding level is $1,082,000. The Project Activities Completion Date (PACD) is now June, 1985. The
 
principal technical assistance isprovided by the firm of Sunpower, Inc. of Ohio. The project's purpose isto
 
develop acommerically viable engine fueled by rice husks, awaste product, with sufficient power to "perate a
 
5h.p. engine. The goal isto use existing technologies and upgrade local technical skills in order to
 
manufacture aproduct that will be indemand inthe local market. During Phase I, the project demonstrated
 
that a husk consumption rate of 18 kilograms per hour resulted inan output of 32 kilograms per hour. In
 
Phase II,the project intended to demonstrate that the Stirling power unit could be manufactured inBangladesh
 
using locally available materials and engineering skills and to demonstrate that the level of skill needed to
 
operate the unit isconsistent with that available in a typical rural rice sill. Inaddition, the project was
 
to provide estimates of production costs for intermediate models of the engine and to evaluate the potential
 
use of the unit as an alternative rice milling system in which husk and bran removal are carried out in
 
separate operations.
 

PURPOSE OF EVALUATION: This report summarizes the project's achievement of the principal objectives of Phase
 
IIactivities and discusses the status of pre-conditions integral to the commencement of Phase Ill.
 

FINDINGS:
 

1. (he locally made Stirling power unit was operated for the first time on November 21. 1983. With the
 
exception of the hot end, all of the components of the intermediate model were made locally. Every component
 
of the engine has been modified indesign either to adapt itto local production methods or to solve problems
 
which emerged from the testing of the prototype. A special brazing furnace has been designed. When It is
 
setup, the final steps infabricating the hot end can be carried out.
 

2. The operation of the Stirling engine Is well within the skills available inrural Bangladesh. A small
 
rice sill, operated by a Stirling engine (foreign manufactured), has been inproduction since Phase I. This
 
mill isoperated by four unskilled, uneducated rural women and managed by afifth, educated woman.
 

3. The projected selling price of the locallymanufactued Stirling engine will be equivalent to $76. The
 
target set for the project engine was 150% of the cost of acomparable diesel engine. Currently, acomparable
 
diesel engine (5hp) isabout 1500. The weight of the locally manufactured engine is 315 kilograms whereas
 
the weight of the prototype is 145 kilograms. Since the adaptation of the engine to locally available
 
conditions required changing from aluminum to cast iron components, the increase inweight isunavoidable and
 
ispartially reponsible for the increased cost since iron Is sold by weight in Bangladesh. However, as
 
subsequent design improvements and changes inthe manufacturing process occur significant reduction inweight
 
and, thus, inultimate cost are anticipated.
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4. Three different rice hullinq systems have been evaluated: disc, rubber roll, and centrifugal. Because of
 
certain disadvantages with the disc and roll methods, the centrifugal method has been choosen for testing with
 
the Stirling engine. Manufacturers have been identified. InPhase III, this method will be tested at the
 
project's workshop inNara~anganj.
 

PROJECT DESIGN & POLICY ANALYSIS: The project has accomplished much and has overcome many technical
 
difficulties particularly with respect to the local production of the Stirling engine. A technical project of
 
this type isexpected to have many unforseen problems and the fact that most of them have been resolved isa
 
tribute to the quality 
of the technical assistance and to the perserverance and innovativeness of the 
sponsoring agency. Although itisunavoidable that the specialized production capabilities needed for the 
first generation of locally produced engines will be liited to a few local engineering firms, itisencumbent 
upoP the sponsoring agency to adopt ieasures which will ensure that these capabilities are dispersed to other 
urbar areas wth 4anu'acturng worhshops throughout the country. This issue isparticularly important with 
respect to toe uorof iaintenance and repair of the engine. At the moment, the project includes onlyrct 

three workshop personnel on a full-time basis with others being loaned to the project on a need basis. While
 
the widespread diffusion of the relevant manufacturing techniques will help to ensure that the Stirling engine
 
isenthusiastically received and widely adopted, lessons learned inother environments where appropriate
 
technology has been introduced indicate that without attention to the long-term use and viability of
 
innovative sachinery, such technology 
can easily remain obscure. Thus the cost of the transfer of technology,
 
as ,ell as the potential benefits to the intended users, are wasted. Ina broader sense, 
 this project had
 
intended to denonstrate a method of using waste materials to produce 
 an energy efficient tool compatible with
 
the rieeds cf the cUlture. Unfortunately, the results of the preceding years of effort will not be midely 
applicable in rngIadesh Nhere, in recent years, the growing population has been forced to consume even rice 
husks as 3 o-rce oi fuel to meet its daily household requirements. 

RELOMMENDATI0NS:
 

I. Phase III actiit;e should be authorized. Inparticular, activities that call for the testing of a
 
series of engines inorder to arrive at the final design and 
 production costs should be undertaken.
 
Performance levels for 
commercially available units should be set and tested for appropriateness.
 

2. USAID and Asia FK)undation representatiies should initiate discussions for a follow-on project that will
 
address the specific mnncerns regarding dissemination of engineering capabilities and the establishment of
 
repair ard maintar,1Ce ',i ities menti oned inthe foregoing section.
 

This evaluaticr, was written by representatiYes of the Sunpower Inc., The Asia Foundation and USAID's Office of
 
Project Developsent and Engineerin. Ifisdated December, 1983.
 



THE DEVELOPMENT IMPACT OF TITLE IfFOOD FOR WORK ROADS INRURAL BANGLADESH
 

PROBLEM & OVERVIEW: Bangladesh, with nearly 100 million people living inan area of about 55,000 square
 
miles, isthe most densely populated country inthe world. The terrain isflat and interlaced with an
 
intricate system of rivers and tidal channels which serve 
as regional boundaries and major transportation
 
routes. Agriculture employs nearly 80 percent of the labor force and accounts for more than half of the GDP.
 
Severe structural problems, including excessive rural unemployment and primitive, inefficient transportation
 
and communication networks, continue to emacerbate the divisions between the 
 rich and the poor, condition and
 
limit access to regional markets for local agricultural surplus and to health and educational facilities, and
 
create conditions highly vulnerable to natural disasters. The Government of Bangladesh's (BDG) development
 
efforts include a large, internationallf supported effort to provide the poor with food inexchange for their
 
labor inthe construction of roads and road embankments. The major international participants inthis program
 
include the United Nations under the World Food Programme and USAID under its Food For Work (FFW) program.
 

U.S. ASSISTANCE: The Food for Work Project, implemented by CARE under the auspices of the BOG's Ministry of
 
Food, began in 1975 and provides payment infood grains for labor on earthwork structures. Since 1975,
 
750,000 metric tons of wheat have been distributed under this program ineight annual work seasons. The FY
 
1984 budget isapproximately $19.5 aillion. Currently, sore than 2000 earthwork (road and road embankment)
 
projects are being implemented. The primary goal of the FFW project has been short-term employbent generation
 
and the provision of nutritional and income supplements during periods of critical need. A secondary goal has
 
been the upgrading and improvement of rural infrastructures.
 

PURPOSE OF EVALUATION: This study represents the first major assessment of the degree to which the project is
 
meeting its secondary goal. Previous studies have assessed the degree to which the project is meeting its
 
primary goal. The specific objectives include: (I)assessing the development impact of FFW road and road
 
embankment projects; (2) identifying the significant determinants of positive development impact; (3)
 
specifying those determinants which may be controlled as functions of design, selection and management of FFW
 
road projects; and (4) recomiending criteria for design and implementation of projects which may result in
 
positive development impact and which may be incorporated into local (thana) level planning documents.
 
Interviews with over 900 respondents were held in 35 randomly selected project sites (Site I = 1980 CARE
 
roads; Site 2 z !922 CARE roads; Site 3 = proposed 1984 CARE roads). The major constraints of this study
 
included dealing with respondents inherently biased in favor of the project and identifying suitable
 
comparison sites not previously reconstructed under the FFW program.
 

FINDINGS:
 

.The positive develnpment impact of FFW roads in Bangladesh islikely to be greatly enhanced by altering
 
only a few key selection and implementation factors. Seventy percent of the FFW roads selected using
 
development related criteria had above average or high development impact scores compared with 26% of 
the FFW
 
roads selected solely based upon need for major repair. The selection of the road because of its proximity to
 
educational, health, or cotmercial services and the presenLc of electricity constitute the two most powerful
 
predictors of positive developseit impact. Projects with the highest estimated development impact overall
 
tended to be those: (a) constructed earlier, (b) with fewer unbridged gaps, (c)recently maintained, (d)
 
selected based on development-related criteria, (e; near electric lines, (if)inlow distress areas, and (g)in
 
areas with doash 4mixed) rather than sandy soil.
 

2. The FFW road, and road embankments continue to be used primarily as footpaths. No four-wheeled motorized 
vehicle was observed or, any of the 52 roads sampled. Inhigh distress areas (low-lying areas with muddy 
soil), bullock cart traffic is a leading cause of serious road damage. Those roads reconstructed under FFW in 
1980 and 1982 were found to be in much better condition and mo e heavily travelled than those proposed for 
1984. Sivtf five percent of 1980 roads and 39 percent of 1982 roads were passable at least halfway by
rickshaw while only 12 percent of 1984 roads were passable. The superior condition of older FFW roads is 
largely due to iore recent mainte:,ance. 
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3. Local maintenance is an important and cost-beneficial factor in strengthening the rural road
 
infrastructure. Simple road maintenance can be performed at a cost of less than $150 per mile and is
 
sufficient to preserve the surface condition of a road for a period of four to five years. After this, major
 
reconstruction isagain necessary. The reconstruction cost isbetween $5000 and $6000 per mile.
 

4. Six development impact criteria are consistently supported from the data of this study: improved local
 
communications interms of reduced travel times and transport costs; increased use of new farm technology;
 
increased commercial activity; increased access to health services; increased use of family planning services;
 
and increased primary school attendance. Some evidence was also found to link the project to improved flood
 
control, increased use of health services, and increased use of the road by women.
 

5. The FFW project appears to have exacerbated the already severe income-land distribution problem. Little
 
or no evidence was found to indicate FFW impact on crop mix, crop production, or farm prices.
 

PROJECT DESIGN & POLICY IMPLICATIONS: The Food for Work Project appears to be meeting its secondary goal of
 
stimulating economic and social development of the villagers living inthe area of influence around each road,
 
including both small and large farmers and both men and women. Local maintenance patterns appear to validate
 
the hypothesis that there is a time lag of a least three years until the majority of the development impact of
 
a FFW road takes place. (The study found that over two-thirds of the 1980 sites have been maintained within
 
the last year as coapared .o less than one-half of the 1982 sites and less than one-fifth of the comparison
 
sites.i Reductions in transportation costs and travel times and increased commercial activity, including
 
dramatic increases inboth the quantity and the prices of jute sold, are important beneficial effects of road
 
reconstruction although the study islimited by not knowing what happened to the prices of other goods at
 
study sites from 1980 to 1983. Road construction has led to increased use of fertilizer and better seeds by
 
local farmers although improved agricultural extension outreach does not appear to be the critical linkage
 
between FFW road improvement and increased use of new farm technology.
 

The adverse effects of road construction include a shift in land distribution from the middle categories of
 
land ownership towards the extreme categories (less than one-half acre and more than five acres). This
 
pattern isconsistent with studies of rural road projects indeveloping countries. Larger farmers may be
 
increasing their landholding near FFW roads at the expense of marginal farmers. Since these shifts inland
 
holding occur at the union level, encompassing more than the area of influence around a given project site,
 
further study of this imporLant relationship isneeded before a definite conclusion may be drawn.
 

RECOMMENDATIONS:
 

I. Expand emphasis cn the construction of bridges and culverts on roads recently proposed for reconstruction
 
as well as on roads reconstructed inearlier year .
 

2. Target projects to unions with adequate maintenance funds or where agreement for local maintenance can be
 
obtained inadvance.
 

3. Assign preference to proposed projects based on development-related criteria such as proximity to schools,
 
clinics, and businesses.
 

4. Construct semi-pucia roads inhigh distress thanas with high concentrations of sandy soil and bullock cart
 
traffic.
 

5. Coordinate the selection of project sites with other rural infrastructure development programs,
 
particularly the rural electrification, irrigation, and family planning programs.
 

The material for this report was gathered inSeptember and October, 1783. The principal investigators were
 
Mr. Jonathan D.Hodqdon, Dr. James r.Riordan, Mr. Samiruz laman and Mr. Robert Sharick, all of whom acted as
 
Consultants for ABT Associates, Inc.
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A PRELIMINARY RECONNAISSANCE SURVEY OF THE BANGLADESH SYSTEM OF HIGHER EDUCATION INAGRICULTURE AND
 
AGRICULTURAL MANPOWER SITUATION
 

PROBLEM & OVERVIEW: Agricultural production dominates the Bangladesh Gross 
Domestic Product (GOP) and isthe
most important employer of labor: n the economy with more than 
 75% of the total labor force engaged inthis
 
sector and more than 85% of the population living inrural areas. The performance of agriculture since 1973

has been relatively good by historical standards, but itisstill inadequate to meet the demand generated by

rapid population growth and modest increaLes...tr real per capita GDP. The average farm size is about 3.5
 
acres, altiiough there isconsiderable variation 
among geographic districts, Arelatively high proportion of

rural families own little or no land. 
 Of the estimated 8.5 million rural households, about 15% own no land at
 
all and about 351 own only their homesteads and 
 0.5 acres or less of arable land. The effective output of
 
research, extension and other development programs to help Bangladesh farmers increase 
their agricultural
 
production munt be accelerated even to maintain the present level of production.
 

U.S. ASSISTANCE: When Bangladesh became independent 
in1972, USAID assisted in the establishment of the
 
Bangladesh Agricultural University (BAU} and inthe early development of 
 this institution through a long-term

contract with Texas A&M University. Since then, USAID's support has continued at a more modest level,

including research grants channeled 
through the Bangladesh Agricultural Research Council (BARC). Grant
 
funding committed by A.I.D., the World Bank, and 
 the BOG to BARC has been over $1,4 million since 1980. The
 
World Bank has also provided extensive assistance primarily for construction. BAU was first established in
 
1961-62 and known at that time as the East 
 Pakistan Agricultural University. The present Bangladesh

agricultural higher education system 
 iscomprised of Bangladesh Agricultural University (BAU) at Mymensing,

Bangladesh Agricultural Institute at Dhaka, and Potuakhali Krishi College at Dumki. The Bangladesh College of

Agricultural Sciences (BCASI is currently being established at 
 Joydebpur. (Editor's note: No funding amount
 
for the Texas A&M support isgiven inthis report.]
 

PURPOSE OF EVALUATION: The original purpose was to develop a Work for
Scope of a major study of Bangladesh's

present stock of and the projected demand for agriculturally trained manpower through 1995. Another purpose

was to develop a preliminary strategy for an in-depth assessment of 
 the present system of agricultural

education in relation 
 to its capacity for meeting projected demand and determining priority needs for
 
assistance inagricultural education required to satisfy the greatest possible proportion of that demand. 
 The
 
objective was modified at the request of USAID/Dhaka so that the findings and conclusions concentrate on
 
identification of major 
 policy constraints and assessment of potential receptivity to reformulation of

educational policy. Information 
was obtained through interviews with officers of the Government of Bangladesh

(GOB) institutions and ministries, administrators and staff of BAU and other institutions offering university

level training inagriculture, representatives of other donor agencies, and USAID staff, The evaluator also
 
examined reports and official documents and conducted limited inspection of available physical facilities.
 

FINDINGS:
 

1. Thepresent Bangladesh agricultural 
 higher education system iscomprised of three institutionswhich are
 
linked academically. BAU establishes curricula for all, administers all 
 examinations and awards all degrees.

Since its founding, ithas awarded a 
total of 4,383 Bachelors, 1,262 Masters and 4 Ph.D. degrees. 
 The system

projects an annual output of about 
 500 B.Sc. graduates. A fourth institution, BCAS, is expected to admit
 
its first students inthe 1983-84 academic year. Academic links between BAU and OCAS have not yet been

finally determined and the future of the 
 fourth campus is uncertain due to funding constraints. The most

appropriate roles of and linkages among the different institutions inareas other than teaching have not been
 
clearly established and are often perceived quite differently by each.
 

2. The BAU olicies and procedures are adequate for administration,management, student admissions staff
,
selection, staffworkloads, establishment of faculties and departments, development of curricula, academic
 
calendar, and student perfornance. However, 
 they are not always rigorously followed. Planning, development
 



and conduct of programs of all institutions isdone largely on an ad hoc basis without clear knowledge of the
 
extent and nature of employment opportunities or types of graduates and advanced degree holders needed.
 

3. The following six points summarize general constraints and deficiencies that presently characterize the
 
snte:
 

-Staff time available for graduate student research, supervision, staff research, and extension and
 
related activities isseriously limited by lack of funds and overloads on staff timel
 

-Class loads appear to be excessive and it is not possible for students indifferent faculties to take
 
courses together, asituation which adds to the teaching load of staff;
 

-There is-a serious lack of teaching aids, .audiovisual equipment, adequate textbooks and- high quality
class notes (particularly inBengali language), and libraries at all institutions are highly inadequate;
 

-Training istoo strongly oriented toward theory and teachers use examples from other countries rather
 
than from Bangladesh inlectures;
 

-Classes are seriously and frequently disrupted by student strikes, boycotts, etc., which force teachers
 
to accelerate their lectures and administrators to extend the academic year;
 

-Major constraints in the resource base appear to be funds with which to provide field experience to
 
students, provide sufficient faculty positions to allow staff time for research and extension involvements,
 
and to support comprehensive ongoing research.
 

4. Advanced degree programs inagriculture need both qualitative and quantitative strengthening. Pressure is
 
increasing to provide more advanced degree training in-country to ensure that it will be relevant to
 
Bangladesh agriculture and its needs. There isgeneral agreement that BCAS should ultimately become
 
exclusively acenter for advanced degree training.
 

5. The current demand for graduates is not quantifiable. BAU decreased its annual intake of new students
 
from more than 700 to about 500 due to problems encountered by graduates insecuring employment. The
 
Bangladesh Agricultural Institute, on the other hand, reported that its graduates are securing employment
 
without difficulty. A major cause of unemployment among EAU graduatesmay be an imbalance inthe proportions
 
of students inthe various faculties. According to a 1981 employment survey of BAU graduates, 18.5% were
 
unemployed incontrast to just over 81 in 1970. The rate of unemployment was highest inthe Faculty of
 
Fisheries at 741, followed by 371 inAnimal Husbandry, 23.51 inAgricultural Economics, 4%inAgriculture,
 
3%in Agricultural Engineering and O inVeterinary Science. Staff need feedback from employers that
 
specifies the nature of training that would meet their requirements and the mix of disciplines desired.
 

6. There is support inboth BAU and DEN for developing more productive linkages and relationships between
 
themselves. A Draft Memorandum of Understanding between BAU and the Directorate of Extension and Management
 
(DEN), Ministry of Agriculture would permit the University to assume direct responsibility for development,
 
administration, and backstopping support of all extension programs in all or a large part of Mymensing
 
District.
 

POLICY IMPLICATIONS: The Bangladesh system of higher education for agriculture has made significant progress
 
since its establishment. The need now exists to strengthen the system to improve the quality of higher
 
education inagriculture and to make itmore relevant and sensitive to the needs of the country, Any major
 
program for strengthening higher education in agriculture should be oriented toward strengthening of the
 
entire system, rather than being focused on individual institutions or components within the system, Planning
 
and implementation of a successful program for significantly strengthening the system will require strong
 
leadership, willingness to innovate and commitment to action.
 

RECOMMEHOATIONS:
 

1. USAID should make a firm commitment to long term (10 years at the minimum) support of the strengthening
 
and further development of the Bangladesh agricultural higher education system and should focus on
 
strengthening the system as a whole. USAID assistance should be channeled through some 60Bentity that is
 
concerned equally with all system functions--teaching, research, extension and training.
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2. USAID should provide support for an in-depth assessment of policy issues, resource base, present areas of
 
strength and weakness, and assistance needed to enable 
the system to meet the needs for trained people. A
 
draft Scope of Work for the entire study is attached (inthe original report). The results of the above
 
assessment should be used to design the ten year program of assistance.
 

This evaluation was conducted inSeptember and October, 1983 
 by Howa,'d E.Ray, Ph.D. and Senior Program
 
Officer for the Academy for Educational Development under contract no. ASB-0249-C-O0-3076-O0.
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FY-1983 EVALUATION OF THE BANGLADESH TITLE III FOOD FOR DEVELOPMENT PROGRAM
 

PROBLEM k OVERVIEW: The purpose of the Title III program isto enable the Government of Bangladesh (DOG) to
 
set foodgrain procurement prices at levels high enough to encourage farmers to invest inhigh yielding
 
varieties of crops and related technologies. The direct result of shifting from traditional to modern methods
 
of cultivation will be more production which isneeded to meet the periodic food deficits and, ultimately, to
 
ensure self-sufficiency infood to a large and rapidly growing population. Inaddition, the Title III program
 
enables the DO to purchase foodgrains at aprocurement price necessary to maintain profitable farm prices.
 
This process involves certain price control mechanisms esigned to lessen the impact of traditional market
 
middlemen who buy up large stocks during seasonal gluts and release these reserves into the market at periods
 
when they may accrue maximum profits.
 

U.S. ASSISTANCE: The first Food for Development program for Bangladesh was signed on August 2, 1978 and
 
authorized a total of 1,169,000 metric tons (MT) of wheat and 26,000 AT of soybean oil worth $220.5. Actual
 
shipments amounted to 1,174,000 MT of wheat and 25,000 MT of soybean oil worth 5191.4 million. The second
 
multi-year program was signed on March 8,1982 and authorized $192 million for the fiscal years 1982-84 for
 
the purchase of wheat, rice, soybean oil and cotton. The second Title III agreement employs the concept of a
 
flexible commodity mix and incorporates anew provision to encourage private sector development. Ithas seven
 
distinct components.
 

PURPOSE OF EVALUATION: This evaluation covers the BOB fiscal year 1983 (7/1902 -6/1983). It is intended to
 
meet the requirements of the PL-480 Title Ill Food For Development Program Agreement for an annual program
 
evaluation. The evaluation analyzed progress made during the period and discussed the constraints to maximum
 
program effectiveness which have surfaced. Italso developed recommendations for program improvements.
 

FINDINGS:
 

I. Total Public Foodorain Distribution System (PFDS) offtakes remain about the same level as in FY 77/78
 
despite apopulation increase over the same period of about 18 percent. Total PFDS, therefore, has declined
 
substantially as apercentage of total food requirements. However, due to aserious drought inFY 82 followed
 
by another inFY 83 inthe Ama,o season which depleted foodgrain stock levels while keeping prices high, stock
 
levels remained low (845,000 MT or less) throughout FY 83, although they were forecasted to build to the one
 
million MT level by December 1983,
 

2. For over one year now. the ration price for rice has been maintained about eaual to the procurement price
 
for rice and the ration price of wheat has been maintained above the procurement price or wheat The
 
increased ration prices of these two commodities to levels above their procurement price was reported inlast
 
ypar's evaluation.
 

3. InApril 1993, the 006 beoan to issue ration wheat directly to atta crushers and wheat millers. This
 
policy shift is a direct result of a recommendation in last year's evaluation. However, resale by ajtj
 
crushers was not restricted to ration card holders.
 

4. 906 performance insetting procurement prices well ahead of the olantina season has fulfilled the terms of
 
the Title III Agreement Ithas been timely interms of inducing farmers to adopt HYV technology and has
 
contributed substantially toward increased food crop production.
 

5. Total Procurement was only 189.000 lono tons of rice and wheat as compared to 290,000 lon. tons inFY-82
 
which wai also a year of limited procuresent. This isbecause market prices for rice and wheat stayed above
 
procurement prices throughout the year.
 

6. Open Market Sales (OMS) for the first time ever ezceeded Modified Rationing offtakes inOctober 1982. OHS
 
initial prices increased inmid-November 1982 to maintain an appropriate relationship with procurement prices.
 
Since that time, market conditions have not warranted extensive use of OHS.
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7. The 9DBcomplied with the Title III Agreement condition requiring removal of the t2,500 spindle limitation
 
on new spinning mills. To date, 21 out of 56 textile faciliites, representing about 40% of the industry's

installed capacity, have been returned to private ownership.
 

8. t aooears that Title Ill allocations of raw cotton to Banoladesh could double to 60,000 hales per year

without upsetting either the Usual Marketing Requirement or domestic production.
 

9. Itapoears that the 
country will continue to require the importation of at least 100,000 "T of refined

vegetable oil. Public sector funding for 
 further refinery expansion isnot available and the private sector
 

....
 is, constrained by several factors ,Competition from lower priced and lower quality imported refined palm oil
 
isputting price pressure on U.S. soy oil. Were there not aprice constraint, U.S. soy oil would do well.
 

10. Partly because of A.I.D. emohasis on the importance of the private sector, the 9B has continued its
 
Prooram of divestiture of veqoil refineries.
 

PROEJCT DESIGN I POLICY IMPLICATIONS: As was reported inan earlier evaluation, ration prices have continued
 
to exceed procurement prices, implying the elimination of the subsidy on ration prices except for
 
transportation, storage and administrative costs. The continued 
progress along with a continued U.S.
 
emphasis on increasing ration prices even further are indicators that overall U.S. policy isbeing given close
 
consideration by BDB. Similarly, BOB's implementation of current Title Ill requirements to set foodgriin

procureamt prices at HYY production incentive levels and to purchase foodgrains at the procurement price when
 
necessary to maintain farm 
prices are also good indicator% of adherence to policy objectives. Open Market
 
Sales of foodgrains have also continued to occur when necessary and the BOB has 
been successful inachieving

the goal of maintaining a seasonal price spread of 20 percent. The has other key
DBO also implemented

recommendations of the previous evaluation incluJing allowing the private 
sector to establish cotton spinning

mills with over 12,500 spindles. The B has also recently begun to consider allowing 
the private sector to
 
import grain under the wage earners' scheme. This islikely to be a
major policy breakthrough and has the

potential to substantially liberalize grain trade. This 
 continued excellent progress on policy and related

issues permits the formulation of a progressive set of recommendations related to program objectives.
 

RECOMMENDATIONS:
 

I. Continuation of an adequate sized Title III program 
 will require a substantial shift into non-foodgrain

commodities, a shift for which both 
 should begin 

become less important and Bangladesh approaches self-sufficiency, the role of vegoil and cotton will increase.
 
Pricing mechanisms to put U.S. oil and cotton on an equal footing must be explored and developed.
 

A.I.D. and the DBO to prepare. As Title III foodgrains
 

2. The BO should begin exploring alternative sales programs to the existing ration system for selling its
 
older, short shelf-life stocks at times when 0MS isnot needed.
 

3. Ration prices should be 
increased to at least 5 percent and preferably 10 percent above the procurement

price. The O6 should analyze its overhead costs to determine the extent of the remaining subsidy on rationed
 
food. Rice should be eliminated from Statutory Rationing.
 

4. The BOB should consider allowing private dealers the option of directly importing wheat.
 

5. One solution to the non-competitiveness of U.S. 
 soy oil eight be to adopt an Economic Border Price for
 
Crude, Degumed Soy Oil to equalize U.S. and other imports of similar grades and categories prior to sales by

BOB to private oil processors.
 

This evaluation was drafted by Vivikka Molldres, A.1.D./Washington fAsiaI81) and Paul Wenger,

A.I.D./Washington (FYA/FFP/1) based on 
 their visit to Bangladesh inSeptember 1993. ItwaS revised by Dr.
 
Roger Montgomery, Office of Food and Agriculture, USAID/Ohaka
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INTERNAL EVALUATION OF THE TECHNICAL RESOURCES PROJECT -BANGLADESH
 

PROBLEM & OVERVIEW: The goal of the Technical Resources Project (TRP: 1389-0027) is to increase the
 
Bangladesh Government's (BDG) ability to respond to development problems by providing technical assistance and
 
training. It isthe outgrowth of three earlier projects which attempted to give USAID and the BOB some
 
flexibility to pursue technical assistance ictivities and training inareas related to overall program
 
objectives but not directly covered by existing projects. Its antecedents include the Development Services
 
and Training Grant, the Project Studies Grant, and the Project Development Grant.
 

U.S. ASSISTANCE: The TRP began in1978, Initially funded at $5.4 million, itwas amended in 1902 and its 
funding was increased by $5.6 to Sil million. The Project Activities Completion Date (PACD) was extended to 
February 1985. The project's purposes include improving the BD6's capabilities inthe areas of policy 
research, project development, management, and evaluation, particularly in the areas of agriculture, rural 
development, energy, and women's development programs. Inaddition, the TRP enables the USAID Mission to 
respond rapidly to requirements for short-term technical assistance and other activities related to project 
development and implementation.
 

PURPOSE OF EVALUATION: The purpose of this evaluation is to examine the TRP at the output-to-purpose level
 
and to assess its usefulness to USAID in the context of the Mission's overall development program. This
 
evaluation examines the question of focus anC seeks to answer whether TRP is a random collection of peripheral
 
activities (targets of opportunity) or acoherent project insupport of the bilateral program. The TRP was
 
evaluated inOctober 1980 and July 1992. Major problems with its training component were noted inthe 1992
 
evaluation.
 

FINDINGS:
 

1. The TRP isa key f4nding source for the Mission's overall training program. In1985, more than 90 percent
 
of all persons reLeiving USAID-funded training were supported by the TRP, including 450 women. As of December
 
31, 1983, a total of 647 persons had received training under the project. However, neither the general nor
 
the women's training component has been thoroughly evaluated for its impact on job performance. The DB6's
 
role indevelopment, monitoring, and evaluating TRP training isvery limited and there appears to be no desire
 
on the part of BOG to take a more active stance.
 

2. The Food and Fertilizer Planning and Monitoring Secretariat (FFPMS) (1450,000) isworking well and
 
provides useful suooort to the BPI and USAID aoriculture strategy, It was designed to assist the B6 to
 
develop arational food policy.
 

3. The Farm Level Survey t Economic Analysis sub-oroject ($112,000) his accosolished some useful activities.
 
Itwas designed to assist the Bangladesh Rice Research Institute (BRRI) set research priorities, formulate
 
input supply and price policy guidelines. The cost and return studies have been helpful to economists at the
 
Mission.
 

4. The Low Pressure Buried Pipe Irrigation sub-oroject ($140.000) was coopleted at a high pilot system cost
 
after ouch delay, This provided funds for purchase of pipe and fittings to support research by inFAD/Rural
 
Development Academy team inDogra. Although the system extended command area coverage significantly and
 
permitted greater control of available water, cheaper, less sophisticated shallow tubehell systems have
 
become popular and widespread inBangladesh.
 

S. The Computer Software Library sub-oroJect ($25,000) his met with igglesentation delays and suffered from
 
intereittent and ineffective suoervision by USAID sugervisors Itwas designed to provide software to the
 
DUET/Computer Center.
 

6. LhIJxtrnal Resources Division 1ERD). Ministry of Finance,Monitorino and Coordination Cell sub-proiect
 
0456.000) has hid few accoplishments and many oroblems. Its purpose was to create capability within the ERD
 
to keep accurate P.L. 490 accounts, especially Title III currency use offset, to prepare and submit timely
 
reports, and to monitor Title IlI sub-projects.
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7-.The Command Area Development sub-project ($200,000) suffered from early inadequate administrative backup 

frrquent transfers of staff, and little official encouraqement. Itwas designed to assist in training of 

upazila staff in improved water management extension serviLes. More recently, significant improvement in 

motivation and performaoce of upazila officers has been noted. Two hundred persons received training under
 

this activity.
 

Itwas designed to
8. The EnerQy Studies sub-project ($800O initiAl,/ Lntracted for four studies. 

to Mission
perm:t the Dhaka University Center for Poli:.y Research V' crmbine specific outputs related 


energy concerns with the crpt pi , a fl-'ible Lechar . t7 utilize local professional skills. All
 

activities were cancelled hen CV,', aisus of resourcns beLt.' 	vident.
 

ladesh Bank sub-project ($0,00) improved the
 

PFnk ard ihe knowledqe base upon which the Rural Finance
 
9. The Federal Reserve Pank of Nen York Assistance to te _-....

wo, king relationship between JFAIO and the Central 


Project was designed. It Aas desiqned to strengthen institufiLonal capability of the BOG's Centeal Bank.
 

the Federal Reser,,e Bank provided six weekc of consultancy services.
Charles Lucas of 


10. 	 Few iritiati vp with TP funds have have been undertaken inrecent eapr..A pipeline of over $3 million
 

new funds for the TRP since FY 1982.
in uneariarkrd funds remains, and the Mission has not obligated 


PROJECT DESIGN k POLICY IMPLICATI)]1S: The wide array of sub-projects reflects the potential of the TRP to 

the same time, it indicates lack of focus. None of the sub-projects isrespond flexibly to Mission needs. At 

all appear to be worthwhile activities. Yet successful
in~onsistent with official project purposes, and 


the existing magnitude of the USAID project
implementation requires intensive U All staff attention. GIven 


levels, the Mission may be well advised to concentrate its management
portfolio and shrinking staffing 

to USAID's
resoGurces on a ,mdllur number of TP sub-proiefts, each with a clear and direct relationship 

program qoi s j delineated in the C05 . 

RECOMMEIDATi : 

I. USAID 0,cild ,uek a new counterpart agency or hire a contractor to manage the training component since the 

FRD will not play an active part. 

?. The technical assistance rcmponent should be revitalized and new activities with speclal emphasis on pilot 

acti vities that iay leid to new A.I.D.-tinanced projects should be selected providing they have a clear and 

demonstr3ble link to USHID's strategic program goals. 

'. I thould to learn more about the :mpact of manageaent training on job performance in B0GAID attep'. 
impact of
organi.'atc; r~s f recessa y, US'1D should consider (ontrdcting with ar, expert to evaluate the 


manaqement trai rql,n7ubI ir jot) performance.
 

t nut aaior to tt 1tFP opvn eligibility for UP general copponent4. ISAID ,i pr ,uv a amendment to 

traininq to the pr vatn sstor. 

This ivalut i(,ni, ta,,d primaril on the observations of the previous 1FF Project Officer Who managed the 

1 lIl to Novembr 1 )U3 tut a1on i Iruclode some obser vatlris of the Frogram Office and theproject ir[Im Juif 

lechoncal Dl The of training is on obsrvatiowis and reports by the hU. eluation the component based 

Training Officer and two Iloc l tiir consultants during the six sonth period June-December 198,. (Note: the 

of them, however, is a Bangladeshi with a Ph.D. names of the uoultants are nut provide'd in the report. One 


American with *training experience inseveral developing countries.']
in [duration. The other is an 
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PROJECT EVALUATION SUMMARY OF THE MAHARASHTRA IRRIGATION TECHNOLOGY AND MANAGEMENT PROJECT - INDIA
 

PRROBLEM tOVERVIEW: The Government of India (601) inattempting to improve agriculture production throughout

the country has embarked upon a strategy of engaging inbi- and multi-lateral funding arrangements for
 
constructing irrigation infrastructure and facilities. The 601 works with State Governments inidentifying

suitable areas and inapproaching interested donors to develop feasibility and implementation plans, and acts
 
as a guarantor and signator of all loans and grants obtained for this purpose.
 

U.S. ASSISTANCE: The Maharashtra Irrigation Technology and Management-Project (1386-0481) isa five-year, $93
 
million irrigation sector project to improve institutional capability and provide support for the planning,

construction, operation and management of 13 
 new prototype irrigation systems. A.I.D.'s contribution is$47
 
million. The project also funds short-term training of technical personnel involved in the design,

construction and operation of medium irrigation systems. 
The $44 million loan value of the project (Loan

#306-T-232) isintended to finance two-thirds of planning, design and construction costs. The grant component

is $3 million which isintended to cover technical assistance, training, field studies and research. Each of
 
13 systems will require a minimum of seven years to complete and none will be fully operational by the Project

Assistance Completion Date (PACD) of March 31, 1997. However, the Project Paper identifies 13 activities and
 
tasks which are to have been achieved by the PACD.
 

PURPOSE OF EVALUATION: This was the first annual implementation review of this project. The purpose was to
 
assess progress made against planned activities, identify constraints to progress, and suggest remedial
 
actions to the Governient of Maharashtra (SON) Irrigation Division (ID)and the 50. The review was jointly

conducted with 6OK/ID officials in November, 1983. Ten sub-projects were visited by USAID staff and the
 
status of the other three was discussed with project officials. Physical and financial progress data was
 
collected from project officers during site visits. The USAID review 
was conducted in collaboration with
 
GOMIID officers on the basis of the 'Annual Implementation Review Report' issued by the Central Water
 
Commission (CVC) of GO inSeptember, 1983.
 

FINDINGS:
 

I. Two sub-orojects had been appraised by CC acainst the target of eight that were to have been perforged by
 
Jun., 199.3 The delay isattributed to the extra effort required to meet the 601 improved design criteria and

the additional USAID sub-project approval criteria.
 

2. Four soio-eoncmic baseline studies reports have been completed. A program of 
 special studies has been
 
defined and initiattd; however, due 
to the late arrival of the U.S. Resident Water Management

Specialist/Project Coordinator, the special studies and training program his been delayed by one year.
 

3. Two workshops on irrigation and dralnage planning were held by USAID staff and three officers comoleted
 
training inthe U.S, The absence of the Resitent Specialist has resulted infewer than scheduled workshops.
 

4. Only8400 hectares of toooaraohic surveys 
have been cemleted is of Noveber, 1983against atarget of
 
38.000 hectares. Detailed planning of distribution systems for only 1,770 hectares has been completed against
 
atarget of 15,000 hectares, Pre-irrigation soil surveys for all 13 sub-projects have been completed and part

of the data required for detailed soil surveys has been collected although this has not yet been published.
 

5. No disbursement aoainst the loin has beenmade as neither of the sub-roject ,oorovais has been formally

received by CWC. SON has incurred expenditures of Rs. 79.5 million of which Rs. 47 million iseligible for
 
reimbursement after CC appraisal and approval. $71,550 was disbursed from grant funds including a $60,480
 
advance to SON for in-country training and special studies.
 

6. TheloIn funds allocated in1903-94 and thoseproosed for 1904-95 are inadeouate. The budgets provided
 
or proposed are less thin required interms of revised 
60 priorities for sub-projects which will result in
 
heavier expenditures during the initial years of the project than had been planned, 
 The shortfall isexpected
 
to be approximately Rs. 243 million by March 1985.
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7. Staffing positions in42 sub-divisions have been filled against atarget of 49 sub-divisions for the
 
1983-84 period 
 Although the original target has been met, the staffing of 42 sub-divisions isinsufficient
 
to meet the revised, increased budget requirement 
 that isreflected inthe revised priorities as described
 
above.
 

PROJECT DESIGN & POLICY IMPLICATIONS: The project calls for the development and application of new concepts

of planning design, construction and operation of surface irrigation systems 
of which the central element of
 
the new approach 'will be the end user, the farmer, and his needs and the importance of involving him actively

at every stage, of building process, .- initial planning through. construction to operation and
the from 

eaintenance'. 
 Although farmers are to be actively involved, how this isto be accomplished isnot specified

inthe Project Paper nor discussed in the first implementation review. Inaddition, inachieving the
 
project's physical goals, 'the most appropriate U.S. and Indian irrigation technology will be drawn on inthe
 
design and operation of these prototypes.' The status of this technology isnot addressed inthis review nor
 
isany of the 13 conditions that are to be achieved by the project at the PACO. Thus the review ismore
 
indicative of the traditional way of measuring project achievement, i.e., through physical and financial
spending progress, and 
 perhaps less concerned with the involvement of the intended beneficiaries and the
 
transfer of appropriate technology thin isdesirable in a situation advocating the 
 introduction of new
 
concepts.
 

The project has already experienced serious delays instaffing and appointment of foreign expertise. Major

revisions have changed important aspects of design criteria and 
sub-project completion priorities. The
 
project isbehind schedule inspending and needs major revisions to allocations proposed for subsequent years.
 

RECOMMENDATIONS:
 

1. The project needs a
complete overhaul with appropriate attention paid to the explicit determination of its
 
major purpose.
 

2. The 6DN should increase the rate at which sub-projects are appraised and approved so as t; use available
 
credit.
 

3. The SON should act quickly to fill Junior 
 Engineer vacancies which exist in 7 authorized sub-divisions,

sanction positions for an additional 36 sub-divisions and deploy additional staff for command area survey and

sapping requirements. The SON should expedite appointments of officers to authorized U.S. training
 
opportunities as provided under the grant agreement.
 

4. Planning and design of distribution systems should be accelerated and topographical survey requirements

should be completed quickly by deploying more staff.
 

5. Five additional training workshops for field officers should be planned so that a
minimum of 140 officials
 
say be trained by March, 1985.
 

6. USAID should take steps to expedite the arrival of the Resident Coordinator/Water Management Specialist so
 
as to speed up the special studies and training effort.
 

7, The SON should reassess its financial requirements in view of the change in construction priorities and
 
take steps to ensure that sufficient funds will be available on a timely basis.
 

This report was prepared inNovember, 1983 by staff of USAID/New Delhi with the participation of B.N.
 
Maheshwari, Project Officer and John R.Westley, Program Officer/USAID as well as SON officials.
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MID-TERM EVALUATION OF THE MADHYA PRADESH SOCIAL FORESTRY PROJECT - INDIA
 

PROBLEM & OVERVIEW: India faces severe shortages of wood and fodder due to 
 over use of land by people and
 
livestock. InMadhya Pradesh, India's largest and one of its poorest states, 26 out of 45 
 districts have
 
wood/fodder shortages. Itisestimated that 39 districts will be deficient by the year 2000. A central
 
aspect of the problem which isaddressed by this project, is the deforestation of community and government
 
land which formerly supplied fuel, fodder and small timbers for villages. There isneed for an effective
 
management system to establish and maintain tree and fodder plantations on common landnear villages and to
 
enlist popular participation in,and responsibility for, that effort. Similarly, there isneed for more tree
 
planting on private lands to meet overall wood demand.
 

U.S. ASSISTANCE: 
 The goal of the five and one half year Madhya Pradesh Social Forestry Project (1386-0475),
 
which commenced inSeptember, 1981, isto increase the supply of firewood, fodder, fruit and small timbers at
 
the village level asustained The project's authorized cost is$50
on basis. million of which USAID's
 
contribution isa$24 million loan and a $1iillion grant. 
 Other goals are to increase rural employment and
 
to reduce deforestation in Madhya Pradesh, The purpose isto create the institutional capacity within the
 
government apd inthe community so that villagers manage both community and 
 private lands for increased
 
production of wood and fodder. To achieve this, the project isdeveloping a Social Forestry Directorate (SF)

within the Madhya Pradesh Forest Department. The Directorate will ultimately consist of about 3000 persons
 
including more than 1500 extension agents with units for training, research, monitoring and evaluation. The
 
SFD's principal program is to establish community plantations, averaging 50-70 hectares each on 63,450
 
hectares of common land in29 districts. This isto be accomplished by assisting local panchayats to develop
 
a long-term capacity to manage them for sustained yield and to distribute the produce equitably among their
 
constituents. The SDF isto turn over responsibility for management of the plantations to the panchayats

after five years. The project also focuses on the needs of the poor and the involvement of women.
 

PURPOSE OF EVALUATION: This review assesses the SFD's experience to date inestablishing community and other
 
plantations and indeveloping its staff and organization. The 10-member USAID/601/6OMP team met with SF0 and
 
Madhya Pradesh Forest Department officials, other officials from the Panchayat Department, Agriculture

Department, and the Forest Division of the GOI, and representatives of the World Bank, Ford Foundation, and
 
Delhi University. Thirty-five villages were visited The team met with
during asix-day period. SFD field
 
staff, extension workers, panchayat members and villagers. Itinspected plantings on community woodlots,
 
private lands, roadside plantations, and nurseries. Itheld meetings with faculty, staff and students at the
 
principal SFD training facility inShivpuri.
 

FINDINGS:
 

I. The program isoperatinQ in16 districts with about 1336 of 1777 sanctioned positions (75Z) filled. The
 
project's target was to be in15 districts by this time. There was over a year's delay in beginning the
 
project. Recruitment of women has been modest: two of 162 appointed officers are women, and 26 of 567
 
extension agent appointments have been women. Many of the staff are yet to be trained in the particular
 
requirements of social forestry. There are problems related to staff quality.
 

2. One hundred seventy six community, roadside and experimental plantations have been established on 11.792
 
hectares. This isslightly below the 1983 target of 12,075 hectares. 
 About 4.7 million person days of labor
 
have been generated to date inestablishing community plantations. Panchayats have cooperated and requests to
 
participate exceed the number currently planned. The general quality of plantations isgood although

supporting nurseries need improvement. Five hundred forty two government and private nurseries are in
 
operation. There isgrowing demand within Madhya Pradesh from private 
persons and institutions at all levels
 
for trees. Roadside tree plantings are expensive and other agencies are doing this.
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3, Sixty-six of 176 management plns (38Z) have been Prepared. (A ten-year management plan specifies the
 
terms under which the panchayats will manage the plantations.) Panchayats generally see the program as a
 
government effort and are not ready at this stage to take on long-term management and distribution systems.

Itistoo early to gauge how effectively the panchayats will manage the plantations. Senior forestry official
 
consider that future management and oversight isthe responsibility of block level government. Thus the basic
 
view of community management common to government personnel isinconsistent with the concept of community
 
management embodied inthe project design.
 

-
4. The ,SFD training- curriculus-emphasizes management techniques whereas the focus of theproJect -ison
 
extension. The project paper assumed, incorrectly, that current forest department staff with skills and
 
experience would be made available. Infact, the staff appointed had no extension skills. The appointment of
 
staff took over one year contributing substantially to the delay inimplementation.
 

5. Overall. expenditures are about 40% behind levels envisioned inthe Project Paper. Wage costs have risen
 
and unanticipated construction costs increases, due to inflation, have occurred both of 
 which have adversely

affected the project's initial budget. The Project Paper assumed that labor would be available at prevailing
 
wage levels when itwas written. The GOMP's one and one half year delay in granting operational approval to
 
the project coupled with its decision to double the minimum wage rate for agricultural labor sixteen months
 
after the Project Agreement was signed are adverse factors.
 

PROJECT DESIGN AND POLICY IMPLICATIONS: Overall, the current project design appears to have a number of
 
critical deficiencies initand without immediate attention to rectifying these, the project will not achieve
 
its major purposes of building local management capacity and equitable distribution of benefits, both of which
 
are critical policy objectives.
 

The success of this project hinges on how effectively the panchayats can be encouraged to take on tasks new to
 
their traditional role. The panchayat isan institution that isin many ways unprepared for taking on the
 
functions envisaged inthis project, i.e., control over a real asset and productive and equitable management
 
of that asset. The capacity of the panchayat to handle the question of equity is unproven and problematic.
 
Te institutional tool for achieving these objectives isthe management plan, yet the panchayats consist of
 
elected members who serve without pay and staff. A serious question exists whether the panchayats, which are
 
usually dominated by the economic elites of the community, ,inand will handle the project insuch a way that
 
the poor benefit. Infact, there was little evidence found inthe visits conducted by the evaluation teams
 
that panchayat leaders either know the general guidelines for distribution of benefits or feel themselves
 
bound by them. Itisclearly important to prepare management plans inadvance of establishing plantations so
 
as to have time for discussions between the panchayat members, the villagers and the SFD. However, there is
 
little evidence that the panchayats conceive of management of common lands as ultimately their responsibility.
 
As well, senior SFD officials have also expressed the opinion that future managemment and oversight on an
 
ongoing basis would have to be carried out by block level government officials. This pattern of thinking

typifies the traditional relationship between the institutions of government at the village and district
 
levels and usually results in the imposition of bureaucratic will on the elected village leadership thereby
 
undermining the people's participation inthe program.
 

Inconsistencies between current project outputs and output levels anticipated in the Project Paper 
 are due
 
largely to a lack of arealistic implementation plan. This isreflected inthe Project Paper. For example,
 
no time was allowed for training of field extension workers primarily because the Project Paper assumed,
 
incorrectly, that skilled and experienced foresters with extension backgrounds who were highly motivated to
 
work insocial forestry already existed. Similarly, no time was scheduled for GN1P to approve a budget for
 
the project although, ultimately, itisthe state government which must carry the burden of financing the SFD,
 
The major lesson learned from this project so far Isthat without realistic assessment of major sociological

and cultural factors and existing institutional capabilities and capacities, efforts at effecting change in
 
the development context usinq the project intervention model are likely to be disappointing and wasteful of
 
resources,
 

18
 



RECOMMENDATIONS:
 

I. USAID and the 601 should amend the project purpose to emphasize the importance of building local
 
management capacity at the community level. 
 A revised budget of Rs. 550 million should be approved by USAID
 
and GOMP. Planning for the second phase should begin inlate 1984.
 

2. The project should increase emphasis on community management and related coursework at the Shivpuri

Training Institute. This task should 
 involve filling vacant faculty positions, providing extension training

to all faculty, developing detailed syllabi which specify content, length of 
 training and actual hours of
 
instruction, and developing village-level programs to 
 train community leaders inboth management and basic
 
forestry skills. In-service training for extension workers and mechanisms for obtaining feedback 
on extension
 
training needs are also program requirements.
 

The project should conduct social science surveys 
 in selected villages to verify and assess how
 
distributinn of benefits within edch panchayat is being handled, 
 to provide baseline data on the
 
socio-economic composition of 
each village to be included inthe management plan, and to establish a system _f
regular reviews to dssess the quality of training, extension and the extent of popular participation.
 

4. The State's Land Development Act should be amended to insure that the SFD 
 nd panchayats have legal
 
management authority over 
community woodlots including regulatory power.
 

J. Efforts to recruit women at all 
levels should be increased and programs initiated that will facilitate the
 
recruitment, training and retention of 
women as extension agents.
 

This evaluation was conducted between October 23 and November 19, 
 1903 by a 10-member joint evaluation team
 
comprised of AID/W representatives Susan Pharr and Thomas Arndt, USAID/India 
staffmembers among whom were
 
Harold E.Fisher and John R Westley, an independent Indian consultant, and two members of the Social Forestry

Directorate Management and Evaluation Unit whose names are not 
mentioned inthe evaluation report.
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EVALUATION OF P.L. 480 TITLE IISCHOOL FEEDING PRO6RAM ININDIA
 

PROBLEM & OVERVIEW: The goal of commodity assistance for school feeding is to encourage recipient countries
 
to provide food to primary school children to improve school attendance among the poorest children of the
 
society and to improve their health, vigor, learning capability, and nutritional status. A further objective
 
isto assist inthe establishment of school feeding as apermanent institution totally supported by indigenous
 
resources. The U.S. has been donating food commodities to India since the early 1950's primarily through
 
registered, private voluntary organizations (PVO) such as CARE. For India, Title I resources are an
 
important complement to overall U.S. development assistance strategy aimed primarily at improving the
 
long-term balance between population and food resources. The Government of India's (601) support for school
 
feeding represents a major national effort. It believes that school feeding increases primary school
 
attendance and, thereby, literacy rates and that increased female literacy, in particular, is critical in
 
reducing population growth.
 

U.S. ASSISTANCE: School feeding programs have been a major feature of U.S. assistance to India since the
 
early 1950's. Title 11 activities continued at substantial levels after the suspension of Development
 
Assistance loans and grants to India inF 1972. CARE and the Catholic Relief Service (CRS) are the two U.S.
 
PVOs administering school feeding programs, called Mid-Day Meals (MDM), inIndia. CARE distributes food
 
nationwide to the MDM program and covers 6.5 million beneficiaries at a commodity cost of $26.5 million. Upon
 
resumption of Development Assistance in FY 1978, A.I.D. decided to review the effectiveness of various
 
components of the Title IIprograms. Based on a report by the Community Systems Foundations (CSF) hired to
 
carry out this study, USAID/India initiated an effort to upgrade Title IIMaternal and Child Health and
 
Food-for-Work programs and to conduct a quantitative assessment of the impact of school feeding activities.
 
InFY 1982, CARE/India agreed to begin a 50 percent reduction in its school feeding beneficiary levels phased
 
over five years. Upon completion of this phasedown in FY 1986, the estimated program level will be $21.5
 
million covering 4.75 million beneficiaries, as compared to the FY 1981 program of $46 million covering over 9
 
million beneficiaries.
 

PURPOSE OF EVALUATION: In1980, areview of the schoo! feeding program's impact was undertaken at the request
 
of USAID and the 601 by Richard Shortlidge of A.l.D./Washington's Education Office. Shortlidge's report
 
presented three options for conducting arigorous, systematic evaluation of the school feeding program. In
 
keeping with Shortlidge's recommendations and inorder to provide a basis for decisions concerning the period
 
after FY 1986, USAID contracted with the National Council for Education, Research and Training (NCERT), a
 
semi-autonomous institution under the Ministry of Education, to conduct a quantitative assessment of the
 
impact of school feeding programs on primary school enrollment and retention rates. Based on NCERT's data and
 
analysis, USAID also conducted additional statistical analyses. This paper reports on the results of these
 
analyses.
 

FINDINGS:
 
I. Districts with school feeding programs had higher enrollment rates than districts with none in1973 and
 
1978. School feeding programs inmost districts were introduced between 1962 and 1965. The differences in
 
enrollment rates of school and non-school feeding districts may reflect the cumulative impact of the program.
 

2. Fealk student enrollment was significantly higher in districts with school feeding proqrams than in
 
non-program districts. This indicates a consistent and positive relationship between school feeding
 
intensity and change inenrollment rates of girls. Inthe 45 districts with no school feeding programs, the
 
percent change in enrollment rate for females was less than for all students' inschool feeding program
 
districts, the percent increase infemale student enrollment rates was muc;) higher than for all students.
 
this trend isalso applicable to the enrollment of Scheduled Caste and Tribal girls.
 

..Apositive relationship between school feeding and student retention rates isobserved inNCERT's block
 
level analysis. Means of retention rates were higher for school feeding blocks in two states than for
 
non-school feeding blocks.
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PROJECT DESIGN & POLICY IMPLICATIONS: The evaluation indicates that CARE's school 
 feeding program has been
 
effectively targeted on the poorer districts and likely served 
an important nan-nutritional objective. The
 
findings suggest that the availability of free meals encourages families to send their children to school,

although the effect 
of this program on keeping children inschool remains unknown. Apositive impact of
 
school feeding programs on enrollment can make an important contribution to literacy particularly for girls.

The implications for both fertility and mortality reduction one to 
 two generations inthe future are clear,

given the established relationship indevelopment literature between literacy 
 and future income levels, birth
 
rates and infant mortality. The data also reveal that during the period surveyed, the intensity of student
 
coverage in CARE school feeding programs declioed on a district basis, The reason was that as student
 
population expanded, food available to CARE for 
 school feeding did not and also because CARE chose not to
 
concentrate its food infewer districts. The decline inintensity on a district basis raises the question of
 
how to allocate food to obtain the maximum impact on enrollment and retention rates taking into account cost
 
per unit of food delivered. Overall, the program is becoming more physically dispersed but perhaps is
 
achieving higher impact on the intended target group. 
 Itis not clear how these evaluation results will
 
affect the CARE Title Il-supported school feeding programs inIndia, The policy choices that must be made
 
will only be partially informed by the data presented inthis report. They must also 
 take cognizance of the
 
601's capacity to absorb additional school feeding food requirements, the management implications for CARE
 
state-level operations of a phasedown in school 
 feeding inIndia, availability of Title 11 resources
 
worldwide, and competing demand for commodity and budget support by the expanding MCH program inIndia.
 

RECOMMENDATIONS:
 

1. CARE and USAID should make an effort to bring their respective planning horizons closer together so that
 
A.l.D.'s longer range strategic concerns and CARE's shorter range and operational requirements work
 
synergistically rather than at cross-purposes.
 

2. A.ID.IN may want to consider investing ina rigorous systematic evaluation of global school feeding

program impact on non-nutritional objectives as a
first step to achieving the above recommendation.
 

3. School feeding should not be oriented toward nutritional rehabilitation.
 

4. Itsay be possible to assess the degree to which P.L. 480-supported school feeding programs have
 
contributed to fertility and mortality reduction by evaluating, for example, the impact of the program on
 
adults who attended schools that had school feeding programs two decades ago. Such a study would be feasible
 
inIndia, Ifarelationship isfound to exist, itwill be worth asking 
 whether school feeding interventions
 
are at least as cost-effective, if not more so, than conventional family planning and primary health care
 
projects.
 

This analysis was conducted by staff of USAID/India inMarch 1984.
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REPORT ON THE EVALUATION OF THE OILSEED GROWERS' COOPERATIVE PROJECT - INDIA
 

PROBLEM & OVERVIEW: Demand for edible oils inIndia has far outstripped domestic production inrecent years.

More than one million metric tons of oil will be imported in 1982-83. Yet this will barely maintain per
 
capita consumption at fifty percent of nutritional tequirements. At the request of the Government of India
 
(601), the National Dairy Development Board (NDOB) developed a project proposal entitled 'Restructuring
 
Edible Oil and Oilseed Production and Marketing.' This was approved by the 601 inSeptember 1978.
 

U.S. ASSISTANCE: The Oilseed Growers' Cooperative Project (O6CP), Operations Program Grant (OP61 1386-2144,
 
was established under a memorandum of agreement between NDDB and the Cooperative League of the U.S.A. (CLUSA).
 
The OGCP, which began operation in June 1979, is a seven-year project designed to generate funds for
 
investment in production enhancement, applied research, marketing systems, manpower development, and
 
acquisition/erection of oilseed processing plants. Funding isthrough revenues generated from commercial sales
 
inIndia of 160,000 metric tons of soybean oil provided under the U.S. Food For Peace (P.L. 480 Title 11)

Program. The estimated funding derived from sales is $110,I32,300. The commodities are provided under a
 
transfer authorization negotiated between the USAID and CLUSA. As the cooperating sponsor, CLUSA is
 
reponsible for procurement and transfer of the donated oil to NDDB. The project's purpose isto establish an
 
integrated oilseed and vegetable oil production, processing and marketing system within a cooperative
 
structure controlled by farmers. There are five project objectives. The project involves eight production
 
districts, four in6ujarat, and one each inMadhya Pradesh, Tamil Nadu, Karnataka and Andhra Pradesh.
 

PURPOSE OF EVALUATION: The purpose is assess the project progress and prepare detailed plans of future
 
actions supporting project objectives. The initial CLUSA Multiyear Operation Plan (MYOP: 1978-85) stipulated
 
that an evaluation would take place inthe context of the Project Evaluation Summary. As well as the overall
 
purpose, the evaluation team was to analyze the relationship of external factors and provision of inputs to
 
the achievement of objectives and to determine whether achievement of end-of-project objectives would be
 
possible by the end of Phase 1. The evaluation team consisted of six experts of multi-disciplinary
 
backgrounds. The team reviewed project documentation, visited project sites and interviewed various project
 
and government officals. The project was last evaluated in1981.
 

FINDINGS:
 

1. Due to constraints imposed by external factors, it isunlikely that proJect goals as stated inthe
 
Multiyear Operating Plan, will be achieved by the Project Activities Completion Date (PACD). The NYOP
 
envisaged that seven state federations would be organized simultaneously during 1979-00 and receive different
 
forms of financing over the seven-year life-of-project. However, only two federations can be said to have
 
completed three years of operations at this time. Project performance has been impressive, however,
 
considering the external and internal factors which have affected it.
 

2. It is not Possible to assess the impact of the production enhancement programs on increases inyield over
 
the short time these activities have been operational. InGujarat, the state government has not allocated
 
land for the planned agronomic center. In Madhya Pradesh, itappears the technology is inhand and the
 
research and extension staff inplace to make rapid progress in increasing production. Implementation in
 
Tamil Nadu has been slow because of prolonged drought.
 

3, Project olanning by NOOB and the State Federation is good. Although the 601 has endorsed the Cooperative
 
Development Program, there isa problem with the cumbersome procedures required obtain licenses to
to 

establish and operate processing plants.
 

4. In-terms of installing crushing capacity the achievement to date amounts to 277.200 tons, or 64 percent

of the taret. Solvent extraction for this tine period isat 90 percent of target. The additional storage
 
capacity so far established equals 65,340 tons. An annual production capacity of 24,750 tons of Yanaspati has
 
been accomplished. The program to establish transport systems to handle bulk oil and oilseed shipments is on
 
schedule. The Cooperative Union of Canada-financed facilities, which will add to the CLUSA/I..D. project
 
capacity, are making good progress.
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5. Intermittent plant operations due to Power problems, have led to operating inefficiencies such as high
 
hexane losses insolvent plants. Current oilseed handling procedures, all manual operations, are uneconomical
 
as well.
 

6. Levels of procurement have been below target and the currently budgeted revolving fund for procurement is
 
inadequate. No procurement or sale of commercially imported oils has been conducted yet. Procurement pricing
 
policies, although varied, have been aggressive. They generally pay above market prices. Low procurement
 
achievement isdue to several factors.
 

7. Sales have been below target because of delays and interruptions in receipt of donated ails, although

prices received for donated oil have been above'projections. Funds generated for financing project activities
 
become available only in 1980-81. Prices received for project-produced products have been higher than
 
projected, although marketing margins appear to be tighter than originally expected. Demand for oJlcakes is
 
weak.
 

8. Large scale buffer stocking of edible oils isno longer aviable option. 601 now performs this function.
 
The objective of the 'localized' buffer stocking is unclear. Studies have shown that variability and
 
uncertainty inyields are more powerful constraints on investment than isvariability inprice.
 

9. Numerous state and national government policies influence the marketing of oils and have an effect on
 
project marketing activities. Occasional state government movement restrictions and requirements to sell
 
through the public distribution system pose a threat to profitable oil marketing. The 601 opposes blending of
 
oils which the project advocates. Weak domestic demand for protein meals also represents a major marketing
 
problem,
 

10. Misunderstandings over the A.I.D. inspector General's audit rights inIndia developed between NODDBOVOW,
 
CLUSA, and USAID which resulted inthe slowing down of expenditures on expansion activity.
 

11. Long and short-term financial planning is weak. There is limited budgeting performed before a fiscal
 
year begins, little monitoring of expenditures during the year, and no long-term projections of costs and
 
revenues.
 

PROJECT DESI6N k POLICY IMPLICATIONS: The evaluation validates the basic design elements. The project has
 
created a foundation for an ambitious and sophisticated, integrated infrastructure of oilseeds and vegetable
 
oil production, processing and marketing within acooperative framework controlled by farmer-producers. The
 
general lesson learned early inthis project was that ifthe cooperative isto provide the intended service to
 
the farmers, it is necessary to acquire or create and operate all elements of the processing component
 
economically and on a competitive basis. Probably the most important of lessons learned has been that
 
planning for the establishment of complex organizations and systems cannot be perfect. Original plans and
 
estimates must be subject to adjustment as changes inthe original assumptions are encountered.
 

RECOMMENDATIONS:
 

1. The life of the project should be extended by four years, through 1989-90, and a further commitment of
 
37,000 MTs of refined soybean oil isneeded to ensure project funding through the extended period.
 

2. Reclassification of the 06CP budget into developmental, operational and capital categories ismandatory.
 
Flexibility should be accorded within each of these purposes.
 

4. NDOB and trate oilseed growers' cooperative federations need technical assistance to strengthen financial
 
planning, management and analysis of information and data.
 

5. Production enhancement should be focussed on yield stabilization inrainfod areas.
 

This evaluation was conducted inMay and June, 1963 by a joint NDDO-CLUIA-6Ol-USAlD six-member team recruited
 
by CLUSA including individuals with backgrounds inAgronomy, Oilsee! erocessinq Technology, Oilseed Marketing
 
Economy, Financial Management, Cooperative Grower Services Extension, and General Management. (Ed. note: The
 
names of the evaluators are not aettioned inthe report.)
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EVALUATION OF THE P.L. 4BO TITLE 1 FOOD FOR WORK PROGRAM 
- INDIA
 

PROBLEM & OVERVIEW: The P.L. 40 Food for Work Program (FFW) was initiated inIndia inresponse to the Bihar

famine of 1967. The program was expanded throughout India during the famine years of 1972-73. At the outset,

P.L. 480 Title 11 FFW programs were conducted by three 
U.S. voluntary agencies: Catholic Relief Services
 
(CRS), Church World Service/Lutheran World Relief (CWSILWR), and CARE. There 
 are two other programs inIndia
 
that operate as FFW programs. One isthe National Rural Employment Program (NREP) of the Government of India

(60l. The other issponsored by the World Food Program Neither the
(WFP). NREP or WFP program, both of
 
which are large-scale public works programs, are comparable to the CRS FFW program 
which ischaracterized by

small private and community-based projects.
 

U.S. ASSISTANCE: CRS 
 operates in India primarily through the Catholic Church diocesan structure, and a

variety of Indian voluntary and quasi-governmental agencies. For the U.S. fiscal year 1982, the latest year

for which complete figures are available, CRS programmed 79,716 metric tons of P.L. 
480 Title 11 commodities
 
for FFW. These were chiefly bulgur wheat and soybean oil and were valued at $17,117,000. The program was

designed to reach 535,000 recipients. 
For fiscal year 1984, CRS is expected to reach 366,000 recipients with
 
54,534 metric tons of bulgar wheat and oil valued at U.S. $10,676,000. CARE discontinued its program in1978.
 
The CWS/LWR program was discontinued in1981.
 

PURPOSE OF EVALUATION: The CRS program isthe only P.L. 480 Title program covered
11 FFW under this

evaluation. In 1979, Community Systems Foundation 
 (CSF) conducted in interim evaluation of the Title 11
 
program and made recommendations for future monitoring and evaluation. 
As afollow-on, USAID/India determined
 
that a quantitative assessment of the FFW 
program should be done to document the most important results from
 
the major project types and to provide a basis for efforts to improve FFW in India. Practical Concepts

Incorporated (PCI) was asked to develop an evaluation plan. 
 Using PCI's plan as a basic guide, eleven
 
evaluation studies 
were undertaken by USAID in1981 with the collaboration of CRS. These studies were
 
completed inDecember, 1983.
 

FINDINGS:
 

1. The asset study findings reveal that 
 the CRS/India FFWprogram ishaving a positve effect on development

inrural India. Economic indicators relating to beneficiary income and agricultural output show marked
 
imptovements. Total cropped area per beneficiary increased between III and 
 3211 irrigated area increased
 
between 261 and 100?. Agricultural output increases range from 401 and 1311. 
 Sixty-eight percent of thw
 
beneficiaries were small and marginal farmers.
 

2. The recipient orofile 
study findings show that the proram isproviding eployment opportunities to the

rural poor. 
 FFW isproviding about 71 days of employment per recipient per year or about 211 of a household's
 
annual employment. 
FFW isalso providing about 721 increase inhousehold income. Most recipients were found
 
to be landless agricultural and non-agricultural laborers (6411; 201 were small and marginal farmers 9? were
 
small traders or service workers; 781 
were members of Scheduled Tribes, Castes and other Obackward' classes.
 
Nevertheless, the average recipient household isstill below the official 601 poverty line,
 

3. Statistically insignificant nutritional effects between children of active recilents (parentsworking on
 
FFW projects at the time of interview and eating FFWcommodities) and inactive childrenwere observed.

Overall, inactive children were found to be somewhat better off: 
 51 were found to be normally nourished
 
against 41 of the active children; 51% of inactive children suffered from 
moderate malnutrition against 52?
 
of the active children; 51 of the inactive children suffered from 
 severe malnutrition against 9% of the
 
active.
 

PROJECT DESIGN& POLICY IPLICATIONS: The fact that most of the assets built under CRS/India's FFW program

are individual, privately owned agricultural projects isamajor program strength. There appears to be a
 
strong relationship between direct 
 ownership and effective use of the asset, The Catholic Church diocesan
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structure provides CRS (and USAID) a decentralized and highly personalized 
 system through which to administer

FFW. The sincere dedication of diocesan representatives to help their fellow men appears to make 
 the CRS
 
p.ogram effective inreaching remote rural and
areas serving the Gal's target groups or truly needy, i.e.,

those officially referred 
 to by 601 as 'the weaker sections' of 
 Indian society. It also provides a

non-political, private representation that is effective 
 inexcluding the influence of local political,

pecuniary, and bureaucractic interests from the project management process. 
 Infuture studies, an attempt

should be made to learn from axperience. 
 This would help resolve concern among some foud-aid critics about
 
dependency on 
 FFW, as well as rovidp insights into how repeated experiences may contribute to reduced 
migration and improved faoily stability. Current studies could not determine if FFW contributions were
 
one-time or yearly repeated experiences.
 

RECOMMENDATIONS:
 

I. The CR5 FFW program should have a monitoring and evaluation system that would provide an on-going
 
indication of program performance so that progras aanagers and other 
interested audiences are able 
to reflect
 
on the worth of the program as a whole 
 rather than looking on it as a fragmented ad hoc endeavor whose parts
 
appear 
to provide no meaningful development impact when viewed individually.
 

2. Itwould be advisable to employ the Nutrition Monitoring Bureau of the National Institute of Nutrition for
 
future studies in India. The current attempt to obtain weight and height measures of children was hampered by

inexperienced data culectrrs and 
 supervisors. Accurate 
data would have enhanced the recipient profile

studies by demonstrating what, ifany, nutritional impact FFW may be having on 
recipients households.
 

3. Future sur ve should include 
case studies designed to ccopl een, in a qualitative manner surveys such as
 
these that are de.-iqned to capture only quantittive aspects.
 

This evaluation was co d,ir',ed by John Paul 
Chudy of USAID/India in March, 1384.
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THE IMPLEMENTATION OF APLANNING, MONITORING AND EVALUATION SYSTEM FOR P.L. 460 TITLE 1IFOOD FOR WORK
 
PROGRAMS ININDIA
 

PROBLEM tOVERVIEW: Please read the text for this section under the summary entitled: 'EVALUATION OF THE
 
P.L. 480 TITLE 11 FOOD FOR WORK PROGRAM - INDIA.'
 

U.S. ASSISTANCE: Please read the text for this Section under the summary entitled: 'EVALUATION OF THE P.L.
 

480 TITLE IIFOOD FOR WORK PRO6RAM - INDIA.'
 

PURPOSE OF EVALUATION: This report provides documentation of the formulation of an implementation plan for
 
the Food For Work program inIndia. Ateas of two advisors from Community Systems Foundation (CSF) worked
 
with representatives of CRS and USAID to: (a)make recommendations to CRS on guidelines for full
 
implementation of the Planning, Monitoring and Evaluations System; and (b)make recommendations to CRS for
 
streamlining FFW commodity accounting procedures. The planning, monitoring 4nd evaluation system described in
 
this report builds upon several prior steps which include: (I)the P.L. Title 11 Evaluation of FFW inIndia
 
completed inMarch, 1994 (particularly 11studies on program impact and recipient profiles contained therein);
 
(2)the efforts of a joint USAID, CRS and CSF team which inJuly 1983 formulated apreliminary design for this
 
system and field tested some of its components; (3)aseries of workshops on the system held in the fall of
 
1983 which obtained feedback on the system design; and (4)asubstantial field testing of the iristruments and
 
protocol derived from these workshops undertaken inearly 1984.
 

FINDINGS:
 

I, The level of detail required on the existing Fore 6 (measurements, dimensions, san-days and capital input
 
by 17 oroJect tyoesl isunrealistic. Each year the consignees must submit an Annual Estimate of Requirements
 
(AER) for the coming fiscal year on Form 5 for the regular programs and Fore 6 for FFW. The consignee's
 
estimates must be made well before there is any firm knowledge of the man-days that will be available or the
 
projects that will be proposed. Inpractice, the consignee applies for projects that approximate the total
 

days of work that will probably be available. The process isinherently imprecise but seems to work out in
 
practice because there are more project applications than resources available to carry them out.
 

2. The Present CAS system of monitoring commodities from. .irarrival at four different port cities to their
 
arrival at consignees' oodowns works well. The amount of losses that occur represents a very small portion of
 
commodity tonnage or san-days expended. This type of monitoring focuses primarily on the process rather than
 
on attainment of program goals. CRS isemploying widely accepted management practices in its commodity and
 
recipient accounting.
 

3. Currently, evaluation of FFV activities and achievements is bein. done informally through casual
 
conversation at all levels in the administration and through the use of accountina methodologies such as
 
perlodic reports and renly-by-endorsement. These are not very effective ways to choose the best projects for
 

achieving the underlying program objectives.
 

4. There is a general and felt need at all levels of CRS for streamlining the administrative load, The
 

administrative system can be streamlined without structural change by modifying procedures. However,
 
achieving procedural modifications will require giving people at lower management levels responsibility for
 

decision-making that they do not currently possess.
 

PROJECT DES16N i POLICY IMPLICATIONS: In the planning, monitoring and evaluation phase, decentralized
 
decision-making isessential, The consignee and project holders are in the best position to understand local
 
circumstances and to judge whether or not a given project will yield the desired developmental benefits. Yet
 
the tight management style tn CR9 isnot well suited to the evaluation task. Therefore, it is desirable to
 
combine the two management styles so that decentralized decision-making, which characterizes the evaluation
 
and planning phases, and strictly controlled reporting and response mechanisms, being used inmonitoring stock
 
levels, may both be utilized to the advantage of the program,
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RECOMMENDATIONS:
 

1. Overall, the acceptance of a greatly enlarged evaluation component isrecommended. This component should
 
have the potential to improve program performance inachieving developmental objKtives.
 

2. However, it is also recommended that this evaluation component not be an additional burden on the present
 
management process as the style of management isnot well suited to the evaluation task. Instead, existing
 
planning documents !Forms 6,10,11) should be revised, the timing of reports (Form BI) from consinee to zonal
 
office should be quarterly, and the progress/completion report (Form 12) should be submitted at the end of
 
each project or semi-annually for continuing projects. The summary statement of progress/completion (Form !3)
 
should be aggrigated by project type and reported semi-annually.
 

The Evaluation Teat recommends that 
(PM&E) begin by October !,1' 4, inj that jn individual within CRS who cdr, coordinate and help implement the 
system ccuntFv-wI d e i'T !fi 

T full ioplcaentation of the Planning, Monitoring and Evaluatinn System
 

i nd and assigned.
 

This report wv, writtei, Ly John D.4ystuen, Ph.D. and William D.Drake, Ph.D., both of Community Systems 
Foundation. Their consultancy to CRS was carried out over a year although this report was finalized inthe 
last week of April and the 4irst three weeks of May 1984. 



REPORT OF HID-TERM EVALUATION OF INTEGRATED RURAL HEALTH AND POPULATION
 
PROJECT - INDIA
 

PROBLEM & OVERVIEW. Two of the major concerns of the Government of India (601) are the country's high

fertility and high infant and child mortality rates, Through the Ministry of 
 Health and Family Welfare
 
(NOH/FW), the 601 isattempting to provide better access to basic health 
and family planning services . The
 
crude birth rate is about 36 per thousand which implies about 26 million births per year and, when coupled

with a
crude death rate ofi15 per thousand, results ina net annual population increase of about 15 million.
 
Infant mortality (estimated at 122 per 1000 live births in1993) varies considerably among regions, but itis
 

million undertaking 


especially high among the rural poor; deaths among children under age five account for an estimated 55 
percent of all deaths. 

US. ASSISTANCE. The Integrated Rural Health and Population Project QIRHP: 1306-0468) is afive-year, 167 
to which USAID's contribution totals S40 million. It began inAugust 1980 and 
is
 

scheduled to end September 30, 1985. IRHP supports 
the 601's effort to reduce fertility and infant/child

mortality and isthe main 
component of the Model Health Plan for accelerated implementation of rural health
 
and family planning services in14 districts in5 states. (The project paper originally specified 13
 
districts; however, one district inMaharashtra, Osmanabad, was divided intwo in 1992.) There are two major

purposes: 1)to improve access to health and family planning services; and 2)to improve and expand services
 
and support systems. The project goals are the achievement of a 151 decline inthe infmnt mortality rate, a
 
20? decline inmortality among children in the 1-4 year age group, and a significant decline in the crude
 
birth rate. Analysis of fertility, infant and child mortality data enabled 601 and USAID 
to identify 12 key

family planning and health problems which are the focus of the project's efforts.
 

PURPOSE OF EVALUATION. The project agreement stipulates that an Annual be held
Review isto to assess
 
current progress ineach of the major areas which the project addresses. The first Annual Review covered the
 
period through March 31, 
1982. This report found that after a very slow start, substantial momentum had been
 
achieved inthe construction and training components of the project while essential 
 data collection had just

begun. 
 However, the planned baseline survey, management and communications needs assessments, and the
 
staffing of technicallanagerial positions 
invarious technical cells had not yet been accomplished. As a
 
result the expected expansion and improvement of service and support systems had hardly begun.
 

This evaluation again reviewed progress in all components and surveyed a variety of technical and managerial

problems experienced inproject implementation. In particulai, the mid-term evaluation was expected 
to
 
produce recommendations for changes inongoing project operations and project outputs, and to provide guidance

for USAID inbeginning assessment of the feasibility of extending or expanding the project. The evaluation
 
methodology included areview of project history and documents, briefing by 
the staffs of IJSAIP/Dlhi and the
 
various 601 DH/FW 
 officers involved in the project, and field visits to all of the states and districts
 
covered by the project as well as to key 
institutions involved inthe implementation of various project
 
components. 
The team employed direct observation, interviews and short questionnaires.
 

FINDIN.
 

1. The IRHP is contributingsinificantly to Icreased ovantitv and avaIlabIlityof services The new
 
facilities, additional 
 workers trained and posted, the and increased availability of drugs and equipment

reflect progress toward the quantitative objectives of 
 the project. However, the visible improvements are
 
unevenly distributed, a large number of sanctioned posts remain to 
be filled, and there Isconsiderable
 
variation inproject achievement from state to state. Progress towards the objectives of the project reflects
 
progress toward the quantitative objectives rather than substantial changes inservice content or quality.
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2. There isample albeit unmeasurable evidence that overall family planning Performance has improved inthe
 
project areas. 
 Access to services at the village level has increased, thereby contributing to desired
 
increases inthe percentage of acceptors who use non-permanent methods. There isrenewed emphasis on IUD
 
contraception, while oral contraceptives still have limited acceptance as markers are concerned about possible
 
side-effects. Emphasis on family planning targets continues to overshadow emphasis on health targets.
 

3. Measurino the impact of the oroJect. its effects on the twelve key health oroblems and three overall
 
goals. will be difficult-because It isunlikely that there will be major chanqes inthe outcome measures by
 
the end of the groject period. Conclusions from the baseline survey will only become available inthe third
 
year of the project, Baseline data for project districts isnot available for all of the key health problems,
 
birth rates and mortdlity rates.
 

4. Considerable Proaress has been made by all five states in construction. Maharashtra and Himachal Pradesh
 
have qenerally met the targets for construction starts and buildings are at various stages of completion as of
 
September 30, 1993. In6ujarat, Haryana and the Punjab, construction starts are behind project schedules
 
particularly interms of the larger and more expensive buildings. However, there exists a
discrepancy between
 
the number of facilities proposed to be constructed inthe Project Agreement and those planned by the states.
 
Construction costs have risen from 50 to 100? inall states since signing of the 
 Project Agreement. It
 
appears no longer possible to complete the construction of all buildings within the original budget.
 

5.Itisapoarent that the central and state governments 
have given more priority to the expansion of the
 
rural health system than to 
improving its eanaaeent 0. Progress inimproved and expanded management support

has been very slow. The Management Needs Assessment, to have been completed by year one, has not yet been
 
completed inany state. A Management Information System, to have been developed and implemented by year

three, has not been implemented. Many of the technical cells that were to have been established at State and
 
District levels have not been sanctioned or staffed. Coordination needs improvement. State Project

Directors are frequently unaware of project administrative procedures and management guidelines.
 

6. The Training Needs Assessment found sinificant shortcomings inthe copetencles of the village, subcenter
 
and PHC personnel, i.e., Dais, Community Health Guides, Health Workers, Health Assistants. Medical Officers
 
at the PHC level ingeneral tend to retain their clinical orientation and their rudimentary understanding,
 
lack of understanding and appreciation of PHC concepts represents one of the most formidable and intractable
 
challenges to the project. The series 
of Training Modules (five completed; three more near completion), now
 
being developed at the Regional Health and Family Welfare training Centers (RHFWTC), should 
 address this
 
problem at the CHS and Dai levels.
 

7. The MPW and CH6 scheses have had positive imoact on the states' health care proaraims. Upward mobility

has brought some increased vitality. Some states are already experimenting with additional promotional
 
training programs such as Maharashtra's $step-ladderl training program for female His. Little opportunity for
 
promotional training and career advancement exists, however.
 

8. The concent of 'cosaetenc-basedtraining' is bins ore directly related to the training orograms through
 
the TNA and CNA oroceses. The tea felt that increased coordination between service and training had
 
resultod from the RHFWTC's involvement and that their role, particularly inteam development training should
 
be encouraged. However, HW (female) basic training isnot yet coupetency-based, ANN schools continue to train
 
students for hospital work, and their instructors are sore clinically than community oriented. Likewise,
 
training schools are poorly equipped without sufficient models, charts, books and training manuals, teachers
 
are not always available and transportation to take students to the fields islacking.
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9. The quality of supervisory training needs attention. The training of supervisors has been oriented to a
 
hierarchical style of supervision consisting sore of inspection and fault finding than guidance and in-service
 
training. There are shortcomings in the application of a team training concept with appropriate linkages
 
between the various members of the health teas. The Medical Officer, considered captain of the health team at
 
the PHC level, too often lacks the training and orientation for this important role. Many are recent
 
graduates without significant clinical experience and lack understanding of the PHC concept.
 

10. The Cosunication Needs Assessment (CNA), which has been a major IEC activity over the past year, has
 
taken longer than anticipated to start and to complete. This has resulted in two critical consequences: (a)
 
there has been a delay indesigning innovative tommunication strategies; and (b)the design of modules for
 
in-service training has been undertaken as aseparate activity of the National Institute of Health and Family
 
Nelfare without the benefit of relevant information the CNA was to have generated.
 

11. The proqress of and funding for the National Task Force on Communication for Health and Family Welfare
 
and the associated area projects have been uneven. Although the Task Force has developed a series of
 
communications training modules for the Block Extension Educators (BEES), ithas been largely inactive because
 
funding and technical assistance to carry out the long term plans have not been fully available. The large
 
number of vacant IEC positions at the district and block levels leaves serious gaps.
 

12. There has been a serious delay inthe initiation of suitable operations research. Part of this delay is
 
because the research cells called for by the project are not operational inany of the five states. Another
 
problem may be that the identification of appropriate projects at the state or district level requires
 
assistance from experienced persons outside the project areas.
 

PROJECT DESIGN AND POLICY IMPLICATIONS. Overall, the evaluation findings are positive with respect to the
 
conceptual framework of the project although the findings of this review substantiate those of the prior
 
annual review in the identification of weaknesses inthe project design and in the implementation process.
 
Delays infollowing the implementation schedule set forth inthe project paper and confusion over objectives
 
seriously lessen the likelihood of achieving project goals within the authorized time frase. The needs
 
assessment intraining, communication and management appears to have at least two major and very different
 
objectives. One isto indicate problem areas inwhich project support isneeded to improve and expand current
 
activities. In this context, the needs assessments were planned to be completed by the end of the first
 
project year. A second, although less explicit, objective isto involve health and family welfare personnel
 
at all levels inthe longer term process of improving services and redirecting them toward key problems and
 
population groups. Delays inachieving the first objective may have occurred inpart because of the efforts
 
to achieve the spcond. These delays have serious implications for the achievement of project goals.
 

Explicit clarification of all the objectives of the needs assessments might have made itpossible to develop
 
alternative ways of collecting baseline data, thereby avoiding the present situation. In particular, the
 
delay incompleting the baseline survey and needs assessment has prevented many improvements intraining and
 
service delivery from being undertaken, improvements which no doubt would make desirable further adjustments
 
and refineents inthe isplementAtion process before the desired 'steady state' is reached. Future projects
 
may benefit from completion of preliminary data collection and analysis before project implementation begins.
 

The absence of adequate technical staff at state and district levels has also contributed to the delays in
 
project implementation. Creation of posts for technical staff at these levels isalso called for inthe
 
project design and isessential to the improvement of the quality of health and family planning services.
 
However, few of these posts have yet been created. The main reasons appear to be bureaucratic delays, lack of
 
attention to the technical needs of the project, and the necessity for the states to assuee responsibility for
 
continued maintenance of these posts after the project ends. The evaluation team concluded that anticipation
 
of these problms when the project was designed might have helped the GO the states and USAID develop
 
solutions such earlier,
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Finally, the absence of a plan for a post-project survey to assess the impact of the project needs to be
 
addressed. Plans for future A.I.D. activity inthis field, including possible replication or expansion, hinge
 
upon the findings of such an assessment regarding, fat example, impact on project goals, impact on service
 
delivery, and cost-effectiveness.
 

RECOMMENDATIONS
 

NOTE: The evaluation report contains more than 60 recommendations covering the various aspects of the project.
 
The major recomAEndations are summarized below:
 

I.Many IEC, research and monitoring functions need the attention and involvement of the PHC staff and their
 
clientele to achieve decentralization and to increase community participation vital to the success of the
 
project. The community and PHC-level staff should be actively involved in planning, implementing and
 
monitoring health and family welfare activities intheir areas.
 

2. Resolution of the key issues which are dlaying financial disbursements for construction costs should be
 
concluded as soon as possible in order to facilitate joint GOI-USAID planning to me!t the remaining
 
construction requirements and inorder to shift the focus of the project toward its qualititiie aspects.
 

3. Every effort should be made to simplify and shorten the process of baseline data collection and completion
 
of neEds assessments. GOI, USAID and project staff should p!acp highest prioric , on ompletinq these
 
activities. Evaluation studies should be coordinated with those being undertaken in ,c)er irea projects by
 
other Indian institutions to facilitate better understanding of local situations and their training and
 
communication implications.
 

4. A manaqement information system is urgently required. It is recoi;iended that the GO! immediately
 
establish a task force to be (hargqd with analyzing the existing or current:, proposed MISs. By May 1,1984,
 
the task group should prjce one ,rmore practical systems for adoption by the project states. The states
 
should be directed to adopt :!; ct-based HIS by no later than December, 1984.
 

J. Consideration should e :,an wit)in the next 18 months to whether the final evaluation of the project
 
should be delayed until a yef after the end oi the five-year project period. Certain chang2s inproject
 
design, such as time-phased tplvmentation, state-wide implement fion, and intensive block ivp!ementiion,
 
should also be considered.
 

6. Careful ruconsideration of thu aethods for setting targets is necessary. The methods for establishing
 
targets now inue shculd be rf,,eixed a they do not appear to bhidemographically or statistically sound,
 
especially at local levels.
 

7. Increased support and use' f c.rttr l,rrjicnal and state training institutions should be encouraged and 
supported for tie rmai,,der he project. 

H. The GO1 shc.A;d undertae a comprohensive analysis of the costs of the Model Plan perhaps with the
 
assistance of Jn dppropr ate management organization.
 

This evaluation was conducted by Dr. Donald H.Minkler, Team Leader, Ms. Anne Aarnes, Dr. Maybelle Arole, Mr.
 
P.E. Balakrishnam, Dr. largaret Mamqlain, Dr. Michael O'Byrne, Dr. James Palmore, Dr. Jerry Russell, and Dr.
 
Inderjit Walia. The evaluation wds conducted between October 31and Noiember 25, 1?B8. (Ed. note: The
 
professional affiliations of the se'ers isnot stated inthe Ealuation Report.]
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MID-TERM EVALUATION REPORT OF THE APPLIED AGRICULTURAL RESEARCH PROJECT - INDONESIA
 

PROBLEM I OVERVIEW: Indonesia isthe 
world's fifth largest nation and eighty percent of its population live
inrural areas. Agriculture is the largest economic 
sector, contributing 66 percent of all non-petroleum

exports and 35 percent of 6DP. Indonesia's third five 
year plan (Repelital stresses agricultural developent
to increase production and work opportunities and distribute incoie more equitably. The government 
 is

investing heavily inagricultural research as part of its development strategy.
 

U.S. ASSISTANCE: The Applied Agricultural Research Project (AARP) isintended to 
assist Indonesia's Agency
for Agricultural Research and Development (AARD) 
inexpanding and improving agricultural research. Nineteen
donors are contributing to AARD which oversees research done by 27 institutions 
and absorbs 12 percent of the
Ministry of Agriculture's (11A) budget. An 
 A.I.D. loan (1497-0302) of $19.9 million was approved to finance
foreign exchange costs of 
 short term training, vehicles, equipment and commodities, and some local currency
costs of construction. 
A $6.5 million grant was approved to finance technical assistance, The Government of
Indonesia's (601) contribution include 
$17.5 million to finance aportion of the construction and training
costs as well as hiring additional persmnel. Loan and grant funds 
were originally designed for a seven-year
project. The project was approved 
for five, however, and designers and implesentors anticipated approval of
 an extension period at the appropriate time. The sector goal addressed 
by this project is 'increased
agricultural production of five commodity groups..' The project purpose is 'to expand and improve

agricultural research to address agro-climatic factors peculiar to Kalimantan, Sulawesi, Naluku 
 Balig, Most
 
Timor and West Java.'
 

PURPOSE OF EVALUATION: This is a mid-term asessment 
of progress against these end-of-project status
conditions: (I)
research isbeing performed at research facilities and farms indesignated geographic areas;
(2)research findings are being published and disseminated to 
farmersl (3)research staff are developing

links to the country's institutions of higher education; 
 (4)close communications are being maintained with
international research centers; and (5)
research strategies and priorities 
are being set through consultation
and coordination with provincial planning boards, extension services, etc. 
 The evaluation team reviewed AARD
documents, interviewed administrators and scientists 
 (including expatriate consultants), and visited field
 
sites.
 

FINDINGS:
 

1. The Project Is two years behind schedule in all of its cooonent Parts--technical assistance,

construction. euuineent Procurement, and short-term training. 
 Appropriate reductions inscope were apparently
not made at the beginning when a five-year, rather than a seven-year, project period was authorized.
 

2. AARP is
exoriencing the same kinds of stress as that of AARD which isatrioutable to rapidgrowth and a
larace number of comitents. Key indicators include being two years behind 
schedule, difficulty inlocating

qualified participants for foreign training, the difficulty some research centers experience utilizing
technical assistance, and 
 the problem of local rupiah financing attributable, In part, to the world-wide
recession and depressed prices for key export commodities. Management and coordination 
need strengtP Aing.

Planning and implementation functions are neglected due to lack of full-time staff. 
 Policy issues eist which
 
affect the intended scope and direction of project activities.
 

3. After threeyears of the five-yearnroiect, onlyItlof USAID loan fundsand 351 of USAID grant funds have
 
been toend.i 
 Procedural delays, ambiguities and gaps inthe Project Paper, and conflicting signals derived
from organizational and policy changes within the AARD system are problems identified by the Evaluation (eam. 

4. The Proect iscurrently operatinowithlittlemore thanonehalf of 
 the technical assistance Igeertil
planne. The Contractor has supplied 14 long-term experts (52 person years are called for) 
 and only four oi
the planned 24 person months 
of short-term consultancies have been 
expended. Delays in construction and
equipment procurement caused by AARP policy and organizational changes have curtailed the Contractor's ability

to move forward on long-term personnel assignments.
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5. A key problem isthat AARP lacks staff experienced in building research facilities of the magnitude

envisioned inthis project. Fifteen structures have been constructed and turned over, all at Bogor, site of
 
the Central Research Institute for Food Crops. Three more are under construction. (Note: 400 buildings and
 
other structures are to be constructed at 19 different sites according to the Project Paper.] Land ownership

certification has been obtained for seven building sites and 11 
 others are inthe certification process. A
 
master contract for Architectural and Design work was signed in1980 and contracts for each of the three
 
regions were signed inSeptember 1963. Designs have been completed and approved for nine structures and are in
 

_process for two more. 
Tendering of actual construction contracts.isNell-advanced.,
 

6. Only a small portion of the far' develooment program, entirely funded by the 601. has been started.
 
Although the Project Paper implies that all land needed for the sites 
was already owned by the government, in
 
fact, AARD has had to spend time and money to secure land.
 

7. No procurement of the $5.5 million worth of equipment and materials called for has occurred although a
Procurement Services Agent has been identified and approved by A.I.D. USAID has directly handled the
 
procurement of 71 vehicles; however, the overall target of 109 vehicles may not be achieved.
 

8. Seventy participants have completed about 117 person-months of overseas training. Plans have been
 
approved for 294 additional person-eonths. The pace of the overseas program has slowed down because qualified

candidates are hard to identify. The pace of the in-country training program has not been as good due to
 
limited facilities and staff.
 

PROJECT DESIGN& POLICY IMPLICATIONS: The lesson learned isthat itwas amistake to design aproject of this
 
scope, complexity, and size and yet limit itto five years of life. Conversely, iffive years is a maximum
 
time frame, then the project should have been scaled down either in its design phase or early in its
 
imple.entation. Itshould be stressed, however, that ifaway can 
be found to solve the procurement impasse,

and ifAARD and USAID can soon reach agreement on how best to proceed insolving other problems discussed,
 
then, other things being equal, an extension of the project isboth appropriate and desirable. The evaluation
 
team has concluded that ample scope exists for highly productive collaboration between AARD and USAID in
 
addressing future needs of Indonesia's dgricultural research system and isconvinced that lessons learned from
 
AARP, and other current research oriented cooperative endeavors, will help in formulating an effective
 
continuing program of support to this crucially important area.
 

RECOMMENDATIONS:
 

The evaluation team made 49 specific recommendations as well as offering general guidelines for developing an
 
Action Plan to cover the final years of the project. The following items are important elements inthe agenda
 
proposed for immediate action:
 

1. The project's construction program should be scaled down as the likelihood of its successful completion is
 
extremely remote. A change 
incost-sharing ration for construction isrecommended. A sore desirable ratio
 
would be 35? 601 and 65? USAID.
 

2. Ifthe present impasse between 601 and USAID concerning procurement cannot be quickly resolved, and ifno
 
feasible alternative solution to the procurement problem can be found, the 601 and USAID should reconsider the
 
project's purpose and viability and reach a decision on whether to continue or terminate the project.
 

3. AARD and the Technical Assistance Coordinator should develop an Annual Work Plan for the retaining life of
 
the project.
 

4, Aseries of workshops to better identify research activities and manpower requirements of rice crop based
 
and/or industrial crop based farming systems for specific agro-climatic zones should be planned and convened.
 

5, The Data Base Unit within the AARD Secretariat needs strengthening inorder to assist AARD inmanaging

personnel, finance and programs as well as monitoring programs critical to the effective operation of AARD.
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The Evaluation Team members 
 included Paul J. Stangel, Ph.D., Deputy Managing Director of the International
 
Fertilizer Development Center; Prabowo Tjitropranoto, Ph.D., Director of the National Library for Agricultural
 
Sciences; Douglas R.Pickett, Agricultural Development Officer, Asia Bureau/Technical Resources Division,
 
AID/W; and Kevin A.Rushing, Project Officer/Agronomy, Office of Agricultural Development, USAID/Indonesia.
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ASTUDY OF THE INDONESIAN LEGAL AID ASSISTANCE PROGRAM
 

PROBLEM & OVERVIEW: During the first two decades of independence, few attempts were made to establish legal

aid activities inIndonesia. Since the advent of the New Order, however, there has been a slow but steady

growth of legal aid establishments and an increasing interest among legal professionals inthe legal needs of
 
the poor. This resulted ina fledgling legal aid movement during the 1970s. In1967, the Padjadjaran

University of Law Faculty's consultation bureau was reorganized into a legal aid organization for the poor,

incorporating classroom training for students on the legal needs of the poor. 
 In April 1971, the Indonesian
 
Association of Advocates (PERADIN) established the first private institute of legal aid, the Lembaga Bantuan
 
Hukum (LBH) of Jakarta, InJanuary 1978, President Soeharto emphasized the importance of equal opportunity
 
for access to justice. InNovember, a group of Jakarta legal aid supporters held a legal aid conference with
 
Ford Foundation assistance at which a proposal for legal aid activities uas ratified, This proposal included
 
plans for upgrading legal aid skills, developing skills for recognizing and addressing the legal needs of the
 
rural and urban poor, research on the legal needs of the poor, support for struggling legal aid bureaus, and
 
increasing collection of legal documents and works on human rights and social justice. The Institute of
 
Criminology (LK-UI) of the University of Indonesia at Jakarta was designated as the information clearing house
 
for the legal aid movement as a whole. However the Government of Indonesia (60) Department of Justice
 
opposed any institutional aid for legal assistance and, hence, financial support had to be sought from outside
 
sources.
 

U.S. ASSISTANCE: To demonstrate its support for human rights and social justice activities inIndonesia, the
 
Carter Administration deemed The Asia Foundation (TAF) as the appropriate non-governmental organization
 
through which USAID/Indonesia could funnel aid to fulfill this goal. In December 1978, TAF proposed 'The
 
Indonesian Legal Aid Assistance Program.' (PPBHI). The underlying goals involved strengthening government and
 
popular commitments to the rule of Jaw, recognition of fundamental human rights and social justice, and
 
generation of institutions capable of guaranteeing these. A total budget of 5419,393 (GA 79-15) was initially

approved for Phase I (mid-1979 to late 1981), although later USAID increased its commitment to $508,279.
 
Although A.I.D. approval was delayed by more than one year, TAF used its own resources to begin Phase I
 
activities. The project funded institutions and sub-projects through an umbrella organization managed by
 
staff from the LK-UI, LBH/Jakarta, and the Legal Documentation Center (PDH) located at the University of
 
Indonesia at Jakarta. PPBHI was an intermediary receiving and redisbursing TAF funds for projects carried out
 
primarily by other groups.
 

Phase 11, presented to USAID inDecember 1980, was aplan to extend and expand certain aspects of the Phase I
 
program through May 1983. USAID/Indonesia supported the Phase 1I request but lacked funds; thus TAF had to
 
appeal directly to A.I.D. At this point, due to the Reagan administration's policies, the Phase 11 proposal
 
was rewritten to de-emphasize legal aid and to strengthen the development of the Indonesian legal
 
infrastructure, There was a major shift insub-projects to emphasize development of regional and national
 
training and research centers. USAID funds (191,000) for Phase I did not become available until June 1982
 
and TAF had to again allocate its own resources inthe interim.
 

PURPOSE OF EVALUATION: TAF decided to evaluate the PPBHI program from its inception to the end of 1983 in
 
order to determine whether the December 31, 1983 termination date should be extended or the program terminated
 
at that point. This evaluation considered the accomplishments of completed projects, primarily under Phase
 
i,and inquired into the present status of incomplete projects. Given the time (20 days) available for this
 
study, individual projects received only brief consideration. TAF documents (proposals, status reports,

correspondence, and financial reports) were reviewed as were other documents such as study center and legal

aid bureau descriptions, course and seminar outlinesq and case reports. PP8HI staff, legal aid organization
 
staff, deans and faculty members of major law schools were interviewed. An examination of expenditures for
 
project categories was completed, but no consideration of the appropriateness of expenditures for individual
 
projects was attempted.
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FINDINGS:
 

I. Most of TAF funds earmarked for Phase IPPHBI activities had been disbursed and expended by late 1982.
 
However, $31,831 remained undisbursed inMay 1983. InPhase II, whereas some 401 of the funding period had
 
expired at 
the time of fhis study, only 8Z of the funds had been expended.
 

2. Phase I accomplishments are substantial and include: 
 I)assembl/ and placement of 58 core collections of

oooks relevant to legal aid services; (2)production and distribution of 5000 microfiche prints of 60,000

national laws and regulations; 13) completion of two coIlecticns of 
laws, criminology and police practices and
 
criminal 
lah and social aspects; (4)expansion of a LBH apprenticeship program to permit 30 lawyers and itaff

of regional legal aid organizations to attend three-month courses at LBH/Jakarta; (5)the 
 coiiducting of two

legal aid and needs of the poor courses, one for journalists and edi:ors and one for recent law graduates; (6)

PPBHl-supparted clinical training programs infour law faculties; (7)six 
 research studies on the legal needs
 
of the poor, four by PPBHI and two by LK-UI; (8)financial assistance to 30 fledgling legal aid organizations;

19) nine projects started with established organizations to undertake expanded or experimental t[pes of legal

aid services; and (10) cumpilation of two legal textbooks on human rights and the legdl 
 problems of the poor

and the development of a self-help manual for legal aid groups.
 

3. Amajor purpose of 
the core collections was to serve as a model permitting other organizations to cospile

and send similar collections on a larger scale. There has been little such 
 response to date and itis
 
difficult to determine what impact the collections might be having on those libraries which did receive them.
 

4. Due to technical and financial constraints, itwas impossible tU prepare the 
 number of microfiche copies

originally planned (27 copies of 5000 prints) for distribution to law faculties and other central 
facilities
 
inall .7lirovinces. Incteao, ; maller set 
 of !300 prints isbeing prepared and is expected to be
 
distributed by early 1984 under Phase IIfunding.
 

5. LK-UI begn publshng a bimonthly buletin called 8AHANA (aronym for Legal Aid, Human Rights, and
 
Criminal Law) inmld-1979. This publication iscontinuing under Phae I funding.
 

6. The ma.or ongoing activities of Phase II are: 
 (I)support to Law Faculty of the University of Airlangga

inSurabaya for a 
course entitled Clinical Legal E'ucation; (2)presentation of a two-week course designed to 
familiarize judges, lawyers, prosecutors and educators with the details of the nek Criminal Procedure Code 
(KUHAP) enacted in 1981; (3) completion of a new, practically oriented ra;p hnnk on criminal procedures code 
to be used incnnji nrion niththe LY-UI ccurs2 :n the new V't"nal ur, Cuue, for the.'rz... i4)support

development of special training materials and 
 courses t- increase the ability of graduate lawyers to
 
successfully address the needs of the urban and rural 
poor through ligal aid at the Faculty of Law, Airlangga

University, (5)production of three films, one of which concerns prison life inIndonesia, another which
 
focuses on the new Criminal Procedure Code, and the third 
 which follows a case through the Indonesian Labo
 
Dispute Settlement Poard; (6)production of a simple guide-book describing legal procedures for rural
 
llagers and of brochure-, in the form of comic-strip type discus ion, describing common 
 legal problems of
 

the poor.
 

7. Four research oro _ctsir being carried out with PPBHI Phase I' Three
fundinq. concern the legal needs
 
of the poor and the fourth isconcerned with criminal trials.
 

8. Cont)nuing efforts are beinQ moade to ublishaspecial ljal reference works. Two books werr publisned in 
December 1982. A checklist of all Indonesian legal periodicals since Independence has been drafted. A
 
subject list of central government publications isbeing published bised on the indexing of ;0,000 regulations

since 1977. 
 An index to BAHANA covering issuevs between 1978 and 19S2 has been published. Continuing efforts 
di, being made to make core ollections available to university libraries and other reques.ing institutions.
 
tineffort has been started to index and catalog all 
Supreme Lourt decisions.
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PROJECT DES]N & POLICY IMPLICATIONS: Impressive regiona' centers of legal competence are 
 emergilg inpart

due to Phase I activities, but Phase IIseems not to have continued this development. Itappears that itmay

have been at least inpart the shift of PPBHI goals away from the original focus on legal aid thaO undercut
 
Its utility, so apparent inPhase I,as a central coordinating body for the legal aid movement.
 

PPBHI Phase I can be 
 said to have contributed significantly to legal aid development objectives and to the
 
quality of legal aid services inthe early stages.
 

InPhase II,the ioposition of a variety uf factors on the 
 situation has resulted in considerabl2 delay in
 
funding, in implementing new prolects and incompleting sume projects started under Phase I. The most
 
important of these 
 was the long delay in USWI approval of Phase IIactivities which had a pr.Jfound and
 
negative effect on the progress of Phase II. The delay, through most of 
1981 and 1982, resulted ina critical
 
loss of momentum and many of the principal figures became involved inother legal activities. The PPBHI
 
Courdinator, who had been instrumental inthe conceptualization and the organization of both PPBHI and the
 
projects, was one ofthe casualties. The lesson learned inthis instance isobviously political: 
 foreign

aid projects which are entirely politically motivated will be subiected to change depenuing upon the
 
prevailing philo~ophical view . Simply stated, new priorities replace old ones.
 

Perhaps the most useful lesson was that the 
 major shift infhe nature of the program that developed with the
 
change of U.S. idministrations-toward direct legal infrastructural development-was not viewed as a negative

change by the key figures inthe PP9HI. Intheir view, support for 
 the legal aid movement had always been
 
intended to foster legal development znd reform. The Phase II objectives, which 
were more politically

acceptable to the incoming U.S. administration, allowed PP8HI principals to further their original goals.
 

RECOMMENDATIONS:
 

I. A more nationally-based umbrella institution isneeded with 
 stronger inputs from organizations outside
 
Jakarta and perhaps outside the island of Java as well.
 

2. TAF should allow a final six-month extension of its funding under INDO-?070, i.e., to June 30, 1984.
 

3. Strong consideration should be given to direct aid for 
legal centers primarily within universities.
 

This report was written inIecember 1983 by William S.Cole, Ph.D. No professionai affiliation isstated.
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THE FINAL REPORT OF THE ASIA FOUNDATION'S 6RANT TO YAYASAN INDONESIA SEJAHTERA
 

PROBLEM & OVERVIEW: The growing interest inusing the private sector for achieving community participation
 
has led to a proliferation of indigenous non-governmental organizations (NGOs). Many of these are
 
single-purpose or single-sectpr. As their activities expand, there is a need to provide their fledgling
 
management and administrative capacities with advice concerning the management of resources and to develop
 

,ommunicationchannelswith governmental agencies responsible for monitoring and coordinating their
 
activities. The Yayasan Indonesia Sejahtera (YIS) was created for this purpose.
 

U.S. ASSISTANCE: YIS received three-year core funding from The Asia Foundation (TAF) under Project Ilndo-0086
 
for the period 1980-1983. Funding was derived from TAF's Operations Program Grant (OPe) from USAID/Jakarta.
 
The principal objective of the TAF grant was to enable YIS to continue to strengthen its institutional
 
capabilities and broaden its activities.
 

PURPOSE OF EVALUATION: This summary isbased on the final report from YIS to TAF and includes asite visit
 

report by inindependent consultant.
 

FINDINGS:
 

1. YIS has decided to function throuah aproject sanaaement system and to charge fees for its consulting
 
servLces. The system to be implemented will be designed incollaboration with the Jakarta Institute for the
 
Development and Education of Management (LPPM).
 

2. YIS his taken measures to improve its depth of human resources. These include sending staff to workshops
 
and seminars both in-country and abroad, consulting with a financial expert, setting up a library, and
 
establishing written personnel management procedures. These measures address identified weaknesses in
 
processing and orientation of staff, their supervision and their professional development.
 

3. YIS has implemented systematic aoroaches to planning includina baseline studies that Precede
 
imolementation efforts. The organization has built upon its earlier trial-and-error experiences and now sets
 
clear, realistic goals. Process evaluation methodologies, which were the outcome of the YIS monitoring
 
system, have been supplemented by 'impact' evaluation methodologies, concepts which were a direct result of
 
two seminars, one inBali inearly 1990 and one inCentral Java inOctober 1980.
 

4. Reouests for consulting services have increased and exoanded to Include training oroarais for community
 
develooment workers associated with local government and NGO orojects. New publications and other
 
communication materials such as slide-sound productions are also a growing source of income. YIS was involved
 
indeveloping the conceptual basis of the monthly baby weighing program adopted by the Ministry of Health as
 
well as the BW8N.
 

5. Program coverage has been extended geograohicallv and interms of activities. Emphasis his shifted from
 
general community development issues to increasing opportunities for employment, income generation, village
 
credit schemes for handicraft production and rearing of livestock, and the introduction of the 'arisan' or
 
capital loan used to start abusiness. Coverage has been extended to East Kalimantan, South Sulawesi and
 
North Sumatra.
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6. Relationships with national level government organizations and international development agencies have
 
orooressed. YIS iscollaborating on different projects with the Ministry of Health, the BKKBN, the World Bank
 
and the OECD.
 

PROJECT DESIGN & POLICY IMPLICATIONS: YIS has improved many previously identified weaknesses and has began to
 
mature as an institution through systematizing its approach to program management, building on its experience
 
and lessons learned, and by expanding its scope of activities. It has also broadened its human resource
 
inventory. The experiences and lessons learned inthe development phase of the organization should also be
 
useful for other non-governmental organizations. For example, YIS has learned that staff working in a
 
flexible atmosphere tend to be more creative and innovative and that greater staff involvement and
 
coordination in a systematized approach to overall planning of the organization's goals and objectives
 
furthers this process. YIS has also learned that clear, written, standardized procedures for personnel
 
management, including recruitment, orientation and supervision criteria, are critical to the development of a
 
viable, dynamic organization. Inits development of programs, YIS has increased its involvement in a variety
 
of activities other than health and related problems. This isa result of lessons learned that entry into new
 
areas should be based on the perception of the target group as to what would be most beneficial to the
 
community. YIS' conceptual and management models of 'comprehensive' community development should attract the
 
attention of national-level decision-makers and be applied nation-wide. Its new approach to self-sufficiency
 
--the development and marketing of communication materials-- has helped YiS to cover 30 to 35 percent of its
 
1980-1983 overhead costs.
 

RECOfMNDATIONS:
 

It is imperative for YlS to identify and develop possible new sources of income beyond consulting services and
 
the production of communication materials so as to permit continued development of its organization and its
 
programs.
 

this report was prepared by Dr. Lukas Hendrata, Director of VIS, with staff assistance and isdated July 21,
 
1983. The site visit report was written by Mary lurbuchen inJune 1993. Her professional affiliation isnot
 
stated.
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PROJECT ASSISTANCE COMPLETION REPORT OF THE ACEH ROAD BETTERMENT PROJECT - INDONESIA
 

PROBLEM & OVERVIEW: Promoting and sustaining agricultural development inthe Aceh region isviewed inpart as
 
a function of improving existing roads and creating new road links from agriculturil areas to potential

markets. The need to train inexperienced Indonesian general contractors inroad building isalso recognized.
 

U.S. ASSISTANCE: The ACEH Road Betterment Project 11497-0241) consisted of a 13million loan for technical
 
assistance for design, construction supervision, and training, and a $7.3 million loan for the procurement of
 
construction services and commodities over a sevn-year period beginning in1975. 
 The project was designed to
 
assist the 6overnment of Indonesia (601) build 96 kilometers of new road between Tapaktuan and Kruengluas

(Section 1),to improve 117 kilometers between Kruengluas and Sidikalang (Section [1), and to improve 105
 
kilometers of existing road between Kutacane and Blangkejeren (Section 111). The project purpose was to
 
promote agricultural development inthe Aeh region by improving existing roads and creating new road links
 
from agricultural areas to potential markets. Funding for construction activities was terminated on May 31,
 
1q92.
 

PURPOSE OF EVALUATION: This isthe Project Assistance Completion 
 Report. Since a baseline survey was not
 
performed, itisimpossible to quantify improvements in agricultural productivity or assess the promotional
 
effect on agricultural development that may be attributable to the road betterment project in a
 
methodologically acceptable manner.
 

FINDINOS:
 

I. The actual outputs at the Terminal Disbursement Date were 101 kilometers of completed roadway between
 
Sidikalang and Tapaktuan and 25 kilometers of completed road btween Kutacane and Blanakejeren. However, the
 
601, using its own funds, completed the i'nal 80 kilometers between Blankejeren and Kutacane and is inthe
 
process of completing the final 112 kilometers of road between Sldikalang and Tapaktuan.
 

2. The total cost of the project has escalated from an estimated $20,653 million to $51.38 million. A.I.D.
 
participation was fixed at 510.3 eillion; thus the 601 contribution increased to $41.08 million.
 

3. All commodity procurement 
 Planned inthe original oroect was completed. Technical assistance provided

under Host Country contracts with Louis Berger and with RMI providing equipment maintenance expertise was cut
 
off at the time that construction funding was withdrawn by USAID, on May 31, 1992.
 

4. The A.l.O.-funded attemot at training and uprading Bins Maroa (Road Dept.) oersonnel resulted inonly one
 
adequately trained Resident Engineer and three partially trained engineers on the staff.
field office 

Contributing factors were the remoteness of the area, lack 
 of skilled personnel, low wages and Insufficient
 
funding.
 

5. Approximately 1642,000 had to be deobligated because of contractors' inability to comolete sections of
 
r.ad Jfstructio, onIlR.
 

PRO ECT DOSI6N J POLICY IMPLICATIONS: While the initially planned project outputs were not met by the
 
project's terminal disbursement date, the resolve of the 601 to complete the project as originally planned

with its own resources isindicative of the fungibility of resources in aproject of sufficient importance to
 
the economic development plans of the Host Country, Although it isimpossible to quantity improvements in
 
agricultural productivity or development, one only has to sake the journey from one end of the project to the
 
other to see a marled ificrease in the construction of new homes, commercial enterprises #nd farm structures.
 
The d4il, increases incars, buses and trucks carrying passengers, commodities and firm produce is also a
 
*iija affirmation of the effectiveness of the project inmeeting the stated purpose.
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Inthe lessons learned category, itproved extremely difficult and time consuming to make road construction
 
contractors out of building construction contractors, 
 Although the evolvement of two first class highway
 
contractors took seven years, itisa positive result of this effort that they are 
 successfully continuing
 
road construction in other areas without expatriate supervision or technical assistance. For A.I.D,, the
 
lesson learned isthat a conventional F.A.R. agreement, based on completion of sub-projects or elements which
 
are 'self sustaining units,' was not a satisfactory method of disbursing loan funds for this type of project
 
as the first three years were spent on gearing-up and mobilizing resources and no units were produced. This
 
meant that although the 601 was three years into its construction budget, no loan funds were available to
 
facilitate the work, The project disbursement method had to be revised to a fixed percentage payment tied to
 
GO payment of contractor invoices.
 

RECOMMENDATIONS:
 

The project disbursement method inthis type of project should be revised 
to allow a fixed percentage payment
 
(reimbursement) tied to 601 payment of contractor invoices.
 

T44 Project Assistance Completion Report was prepared on March 29, 1983 by R.E. Davis, Project Officer
 t
 
UAID/Jakarta.
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JAGORAWI HIGHWAY PROJECT ASSISTANCE CONPLETION REPORT - INDONESIA
 

FROPLEN 4 OVERVIEW: The sustained economic development of the area between Jakarta and Bogor has been
 
hampered by the congested use of the single existing highway. In order to remove this constraint and to
 
decrease vehicle operating costs, a new 50 kilooeter, four lane divided highway linking the two cities was
 
planned.
 

U.S. ASSISTANCE: The Jagorawi Highway project (1497-0223) called for a $26 million contribution from USAID
 
and a $39 million contribution from the Government of Indonesia (601) over aseven-year period ending December
 
31, 1982. Construction costs were borne by the 601. USAID assistance consisted of $4million loan for
 
technical assistance indesign and for supervision of construction and a $22 million loan for commodity
 
procurement. The project's purpose was to increase income of the transportation sector inthe Jakarta-Bogor
 
area by decreasing vehicle operating costs, alleviating congestion and decreasing wasted transport time.
 

PURPOSE OF EVALUATION: The project was designed to increase income of the transportation sector inthe
 
Jakarta-Bogor area. However, an actual evaluation mechanism which would measure economic benefits was
 
purposely omitted because the 'before and after' test was considered fallacious. Instead, the criteria used
 
were provided by a 'with or without' test applied at the onset of the project and based on vehicle operating
 
costs at that time, i.e., with the opening of the road, traffic congestion on the old road was alleviated and
 
travel time was halved. As a result, the success of the road can only be judged based on the those criteria.
 

FINDIN6S:
 

I. Fifty kilometers of Daved. four lant, divided highway with full access control plus sufficient maintenance
 
and traffic control ecuipsent were completed and installed . The 601 cost escalated from an estimated $44.7
 
sillioa to $65 million. The 601 contribution increased to $39 million to cover these costs as the AI.D.
 
contribution was fixed at $26 million.
 

2. Inthe past three years. the number of vehicles u ino the new road has exceeded the 30-year grolection.
 
Infact, usage on both roads has increased to the point where once again the old road isconsidered congested.
 

3. Travel time both ways has been cut inhalf. Trucks and buses make up roughly 16% of the traffic.
 
Passenger time saving benefits are approximately 50% greater than originally calculated.
 

4. A plan for the omeration and maintenance of th' Jagoramw road was submitted by Dins &ira, the Department
 
of Roa. This was then updated and refined by the Consulting Engineers. Frequent trips over the road by
 
USAID Engineers has produced visual evidence that a satisfactory operation and maintenance program isbeing
 
carried out.
 

PROJECT DESIGN & POLICY IMPLICATIONS: The successful completion of Stage Iof this project in June, 1979
 
resulted inan agreement between USAID and 601 to use excess loan funds (about $500,00 to complete Stage 11.
 
These were committed for the design and construction supervision of an additional two lines from Bogor to
 
Ciawi as well as a 2.5 ke spur at Gadog. The actual construction contract was negotiated with the 18-party
 
Indonesian Consortium of Construction Industries. On uecember N, 1q92, the Project Terminal Disbursement
 
Date, fully 3 and 1/2 years after Stage Iwas completed, Stage IIwas only 132 complete. The lesson learned
 
here isthat the advantages of trying to spend every list dollar under an amended project agreeient when
 
original project objectives have already been met shculd be weighed carefully. As well, it was found that a
 
large consortium of contractors isunwieldy and difficult to deal with, especially when fiscal and management
 
responsibilities of the participating firms are ill-defined.
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RECOMMENDATIONS:
 

I. An evaluation process should have been built into the project to assure that proqress was as reported, and 
to review project efiectiveness inattaining its purpose. 

2. A final IBpa[t ePaiutiIC 1hould be conducted to determine the contribution ifthe project toward overall 
goal 5. 

This Project Assistance Completion Pport was prepared on April 11, 1981 by R.E. Davies, Pro)ect Officer, 
USAJDiJakarta. 
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FINAL REPORT OF THE DEPARTMENT OF TRINSMI6RATION PROJECT LUWU -SOUTH SULAWESI INDONESIA
 

PROBLEM & OVERVIEW: Kabupaten Luwu isa 17,791 square kilometer area northeast of the city of Ujung Pandang
 
inthe province of South Sulawesi on the island of Sulawesi. The economy isprimarily agriculture with rice
 
being the principal crop. Arable land in 1980 was about 132,400 hectares. The amount of undeveloped land
 
with economic potential isestimated to be 787,000 hectares. In the 1930's, the northern portion of the
 
Kabupaten or the North Luwu Plain was designated as inarea to which migrants could move from the more
 
populous islands of Indonesia, Work was begun inthat period on construction of roads, clearing land for
 
agriculture, and irrigation systems. World War 1Iand subsequent political problems interrupted and delayed
 
these development activities. New efforts toward development of the region were started inthe mid-1970's.
 
Between 1970 and 1981, 42,744 pertns arrived from other islands and the population was growing at arate of
 
4.8 percent per year. This high rate reflects inpart the unmeasured but significant amount of government
 
sponsored and spontaneous immigration during that period.
 

U.S. ASSISTANCE: The Luwu Area and Transmigration Development Project is an eight-year, multisectoral,
 
integrated rural development project, the first to be completed in Indonesia. The Project Agreement was
 
signed on October 23, 1975. The project's goal isto improve the conditions of the rural poor in Luwu by
 
making their activities, basically small farming, more productive, thereby increasing their incomes. Involved
 
isan effort to coordinate the planning and implemei.tation of rural development sub-projects under the
 
jurisdiction of the Ministries of Transmigration, Public Works, Agriculture and Trade and Cooperati-es. The
 
principal activities undertaken include: 1)upgrading 176 kilometers of main trunk road and 1,317 meters of
 
bridges through Kabupaten from Palopoto Malili; 2)rehabilitation, extension of and/or establishment of an
 
operations and maintenance program for Done Bone ano Kalaena irrigation systems; 3)establishment of four
 
pilot Farm Service Complexes (Farm Cooperative Centers (FCC) and Rural Extension Centers (REC]I 4)creation
 
of a project organization supported by training and foreign technical assistance; and 5) transmigration of
 
1,200 families (later reduced to 700) to farm the newly irrigated areas over a four-year period. Total funds
 
expended: Rps. 31.7 billion. USAID provided $18,287,000 including $4.8 million or 42? of the LuNu
 
irrigation programs; 51.1 million, or 45?, of the farm service center activityl $8.2 million, or 33Z, of the
 
road betterment subprojectl and $550,000, or 42?, of the project management costs. Total foreign exchange
 
costs: 17,758,000. The Netherlands government has participated through the grant financing of a team of
 
irrigation advisors to assist the Directorate of Water Resources Development with the design of irrigation
 
systems. The U.N.D.P. was providing technical assistance and training to the Directorate General of
 
Transmigration for the overall Indonesian Transmigration Program.
 

PURPOSE OF EVALUATION: This report constitutes the final report to USAID and the e01 from Chec.hi and Company
 
and Daniel, Mann, Johnson & Mendenhall, two firms who contracted by means of a joint venture to provide
 
technical advisory services for implementation of the project.
 

I. The Palopo-Malili Highway was completed by December 1983 at a cost of Ros. 16,766,000 of which $7.823.000
 
case from the USAID loan. Travel time is less than three hours. A major lesson learned is that more
 
attention should be paid to the quality of the design, inthe case of major construction, prior to letting the
 
construction contracts. Expatriate enineers were not brought inuntil after the Luwu road contracts were
 
signed. Only then did itbecome known that the road design was unusable. Anothe" lesson learned isthat the
 
project plan must be very carefully laid out and coordination between the host and the donor must be close and
 
thorough to ensure a complete understanding about what isto be done. Although the road design started in
 
1974, the Road Department did not finally decide the highway cross section or surface specifications until
 
1979, many months after construction contracts had been signed.
 

A. Nearlv 120 percent of the Bone Bone and Kalaena systems have been constructed at atotal cost of Rps.8.6
 
million, but only 77 oercent of the areas are currently under Irrigation. Initially inaccurate and inadequate
 
soil survey information and failure to build into the irrigation system design key information such as that
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pertaining to types of soils prevalent inthe area have caused many delays and 
 changes during construction.
 
Faulty design and construction of irrigation structures and poor water management have been major problems as
 
well. By the end of 1983, 6,722 hectares in 6alaena and 1,758 hectares inBone Bone are to be under
 
irrigation. A study entitled 'Hydrology and Water Resources for Kabupaten Luwu' was completed by the
 
technical advisory group. Of the USAID loan, $3,254,000 was spent on the irrigation subproject.
 

3. Surveys done in1982 and 1983 showed that the percentage of newly irrigable area actually planted amounted
 
to 58 Percent and 63 percent respectively. A number of technical, financial, administrative, and operational

factors, as well 
as land ownership patterns have been suggested that may account for this underutilization.
 

4. Sales of input supplies by the Farm Cooperatives Centers (FCC) have surpassed the 
 final annal target by

176 percent and the marketing system has reached 80 percent of the target. 
 Three FCCs are in operation. A
 
fourth, inSouth Luwu, is30 percent completed. A total of Rps. 1,375,000 was expended on FCCs. Of the USAID
 
loan, $731,000 was expended on this component.
 

5, The RECs have now completed their extension activities and have participated inextension programs outside

of the Project Luwu framework, most notably in the Lappo Ase program. 
Because of an extremely high response
 
to livestock inoculation programs, the RECs have already attained 
233 percent of their goal for extension
 
contacts with 22,428 farmers. The major lesson learned has 
been that a meaningful degree of coordinated
 
agricultural extension service can be achieved even without 
aworkable organizational structure mandated by

provincial and national authorities.
 

6. Most of the effective coordination among the fiveNinistries' agencies and staff took place at the project

location in Palopo through monthly coordination meetings held with ;l subproject managers. One local

coordination difficulty was that between 
the project offices inLuwu and the regular service offices of the
 
qovernment in the Kabupaten. Communication between the project site and Jakarta has also proven to be
 
difficult at times. However, itisat 
 the national and provincial levels where coordination has been most
 
obviously lacking.
 

7. Interms of Goal Achievement Progress, eight measures of annual 
 average growth rate were developed by the

Management and Technical Assistance Consultants and used inprevious annual reports. Statistics presented in
 
their report support the thesis that both the Gross Domestic Product and the Net Food Farm Income Per Capita

inKabupaten Luwu are on a general upward trend since the start of Project Luwu in 1977. 
 This trend was
 
arrested as the impact of the world-wide recession reached Luwu in 1982-83. However, the GDP 
Per Capita

reached $312 which ismore than triple the $96 found inthe benchmark year (1975-76). Ititalso significant

that the percentage retained inLuwu increased from 50 percent to 59 percent.
 

PROJECT DESIGN& POLICY I8FLICATIONS: Interms of the major project components, there are several aspects

which demand attention. (1)Overall programs for road maintenance and for irrigation maintenance have not
 
been established. 
 The main issue facing operation and maintenance of the primary and secondary canals is
 
that of proper equipment maintenance. 
Water flow inthe canals is still not controlled technically to ensure
 
equal distribution throughout the entire system, and collection of water user fees to 
help support the

maintenance costs has not been iitiated. 
12) With regard to the FCCs, although the concept has proven to be
 
quite effective, unfortunately, the basic organizational structure and the method of evaluation of 
 a
 
cooperative organization is basically contrary to government policy. The participation of the Directorate
 
General of Cooperatives has been minimal and the FCCs have no legal 
 status within Indonesia. This indefinite
 
status isprobably the most critical Issue facing them 
at this time. 13) The future of the RECs isIndoubt
 
due to acombination of uncertainty regarding follow-on funding sources and questions 
 regarding their future
 
management. No organization structure or permanent funding 
source has been identified to date, (4)A long

term coordination difficulty at the local level 
 isthat between project offices in Luwu and the regular

service offices of the government inthe kabupatcn. Methods must be found to include local service offices
 
more closely in project implementation with funding and training built into these solutions. The service
 
offices are left with the responsibility to continue the program, yet they tend to be peripheral to actual
 
project implementation. (5)Finally, increased funding will be required 
inthe future to ensure aproperly
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operating Bappeda planning office which can attract and hold skilled personnel now that the project office
 
will be closed. The major lesson learned, as illustrated by the foregoing points, is that while a 'Project'
 
isa development convention created for the convenience of donors and cooperating host governments, itis,in
 
fact, serely an index to a development continuum, a way of earmarking time and funds, and does not obviate the
 
critical need to 'think beyond' the project's horizon nor to deal with 'spill over effects' regardless of
 
their positive or negative characterization.
 

RECOMMENDATIONS:
 

1. National Project guidance committees at the Directorate General level should set at least once a year to
 
discuss the project, long-term maintenance issuet, and the implications of the project on development programs
 
inother areas of Indonesia.
 

2. A workshop should be held inPalopo to discuss the future operation of the four REC% following the
 
termination of Project Luwu.
 

3. APUSKUD Kabupaten Luwu should be formed to assume the management of the FCCs following Project Luwu.
 

4. The irrigation sub-project should place a greater emphasis on operations and maintenance requirements.
 
Intensive training of water users associations isneeded to ensure that water isdistributed throughout each
 
of the systems inthe most equitable way. Better inspection of Irrigation construction isneeded at regular
 
intervals to ensure conformance with design specifications,
 

This report was conducted by staff of Messrs. CHECCHI and Company and Daniel, Mann, Johnson and Kendenhall and
 
isdated December 1963.
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PROCESS REVIEN OF THE COMPREHENSIVE HEALTH IMPROVEMENT PROGRAM - PROVINCE SPECIFIC - INDONESIA 

PROBLEM & OVERVIEW: During the 1970s, the Government of Indonesia (601) made impressive strides inimproving
 
the health infrastructure of the country. The health policy of the country iscomprehensive and isconsidered
 
by some to be a model among developing countries. Primary health care plays an important role and all major
 
components of a complete health program are included inplanning documents. Despite these efforts, the health
 
status of the population, especially inthe rural areas, has remained considerably below the standards desired
 
by the government. Only 20 percent of the population uses the health centers. Thus, while the quantity of
 
health tervices has increased interms of manpower and facilities, the 6O has become increasingly concerned
 
that thequality has not-kept pace. Upgrading the health services-is, therefore, a major thrustrof Repelita
 
IV(4th Five Year Plan), Two of the significant'changes inthe approach to rural health care being discussed
 
are integration and decentralization.
 

U.S. ASSISTANCE: The ComprEhensive Health Improvement Program - Province Specific (CHIPPS) is an initial,
 
somewhat revolutionary effort by the 601 to improve the provincial health staff's capacity to identify and
 
solve their special needs. Its operates in three Provinces: 0.I. Aceh, Sueatera Barat, and Nusa Tenggara
 
Timur, all of which are Outer Islands. The project has two basic components: manpower development and health
 
systems development and delivery activities. CHIPPS is a five-year project (100% loan but later changed to
 
33% grant) agreement which was signed September 30, 1981. Little project activity could begin, however, until
 
the loan funds were put into the 601's approved budget (DIP) for 1982-83 inApril 1982. (Note: No project
 
purpose or goal ismentioned inthe evaluation document. The project number isnot mentioned and no funding
 
level isspecified. I
 

PURPOSE OF EVALUATION: Primary attention in this process review ison the health service development
 
component. The evaluation assesses project experience to date, identifies the lessons learned inthe initial
 
efforts and recommends a refined strategy for addressing obstacles that continue to affect implementation.
 
The review focuses on the management of the provincial and central Project Implementation Units (PIU), and
 
central, concerns which revolve around project implementation dynamics, including the administrative structure
 
of the PIUs and existing procedures related to their management selection, design, funding, implementation,
 
and evaluation of sub-project activities. A team of eight including representatives from the Ministry of
 
Health (DepKes), and Yayasan Indonesia Sejahtera (YIS), led by an American contractor, carried out field
 
visits, discussions and interviews with project related personnel and reviews of project related documents.
 

FINDINGS:
 

1. Implementation was delayed by over one year due to serious problems regarding the timing for the project's
 
startup, source and nature (loan or grant) of project funding. and by lack of understanding/agreeent among
 
the host agency (DeopKes). BAPPENAS (National Planning Board), and the 601's Office of Budget and Planning
 
(DIP). These problems delayed the selection and arrival of the long-term technical assistance advisory team
 
(LTC). Thus the project isjust beginning its second year of funding and is even younger if the
 
arrival/positioning of the LTCs isconsidered.
 

2, The PIU inSumatera Barat has not functioned with any degree of regularity or effectiveness during the
 
first two years of the project. The LTC has not yet arrived. Most activities to date have involved training
 
of medical students and nurses incommunity health.
 

3. The PIU inD l, Aceh has rarely met and the Provincial health personnel are not oriented to the objectives
 
of the project. However, the Project Director has developed anew idea for reducing the size and increasing
 
the effectiveness of the PIU. The LTC isinplace and through his efforts, including the holding of a 10-day
 
epidemiology and management workshop. traditional attitudes are beginning to change. Training activities are
 
well underway. Project activities are hampered by the lack of vehicles. The DUP/DIP budget process isalso
 
an obstacle to project activities as isillustrated by delays inauthorizing the Nutrition Survey.
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4. The PIU inNusa Tenqqara Tiaur (NTT) isnot functioning and the Project is managed by the Primary Health
 
Care Division of Depkes. The nutrition staff and the health education staff have little knowledge about

CHIPPS. 
 The Project Director isstill under going training. The LTC arrived only inlate February 1984.
 
Implementation is further hampered by widely dispersed project sites on 
 four islands ind non-arrival of

project vehicles. However, this province has 
 achieved some degree of flexibility inbudgeting, There isno

medical faculty inthe province, but nurses' training has started and their field 
 training isoccurring with
 
CHIPPS support. Community involvement has considerable history and support from the governor's wife.
 

PROJECT DESIGN & POLICY IMPLICATIONS: The implementation of the CHIPPS concept requires considerable time.
 
Itisa 'process' project that 
 depends on the e~ucation and involvement of officials on the benEfits of the

problem-solving approach which the project advocates, 
Thus, itis unrealistic to expect significant progress

after such alimited period of operation. Implementation of the concept isactively underway inone province

and only beginning inthe other two. 
 Principal problems include the difficulty of reorienting officials and

staff and the non-functioning of the PlUs at both provincial and central government level. 
 Insufficient
 
attention ispaid to follow-up of process factors 
 and the lack of process indicators by which to measure
 
performance isconfusing. 
There isno log-frame or clear project reporting procedure, and the rigidity of the
 
existing planning process hampers innovative solutions and problem-solving efforts.
 

With the benefit of hindsight, itisclear that the project should have started as grant-funded. The original

policy decision for loan funding forced CHIPPS to 
 operate in an environment that offered little, ifany,

flexibility inorder to implement its objectives which call 
 for maximum flexibility. Consideration must be

given to project objectives when determining whether it should be fully loan, partially loan, or fully

grant-funded. Process projects should be given 
priority consideration for grant funding so that they have
 
greater opportunity to carry out innovative activities 
 and programs by which to demonstrate the value of new

approaches and structures. Asecond concern involves the BAPPEDA structure (Regional Planning Board). Ifthe

health sector is going to decentralize effectively, the local planning authorities 
 must be capable of

responding. However, they currently do not have the technical 
 capacity to fulfill this role. Unless steps
 
are taken in the near 
 future to strengthen their technical capabilities inthe health sector, the CHIPPS
 
process isvery likely to outpace their capacity to respond.
 

RECOMMENDATIONS:
 

1. A long-term Indonesian consultant should be identified/appointed to monitor the process issues.
 

2. A number of process indicators that will help focus project orientation and activities and permit

monitoring and evaluation should be finalized and incorporated into the program.
 

3. An informal committee of three senior officials from DepKes and BAPPENAS 
and three health-related
 
professions from non-Indonesian government organizations should 
 be formed to respond to the process feedback
 
and plan strategies for problem-solving,
 

4. PlUs should be formed at both provincial and Pusat levels and should meet according to a
set schedule.
 

5. One kabupaten ineach province should be made a model for the CHIPPS approach.
 

6. Epidemiology and Management Workshops should be conducted inSumatera Barat and N.T.T. as soon 
as
 
possible.
 

7, An outside team should 
review the process inone year to determine whit progress has been made on these
 
recommendations and identify existing process issues and concerns.
 

This evaluation was conducted inMay, 1984 b: Dr. David F.Pyle, 
Senior Associate, JSI; Drs. Pong Tengko and
 
dr. Indlati Erlan, Planning Bureau, Depkes; dr. Roedjito, CDC, Depkes; dr. Bieo and dr. Nona Lisa
 
Hitalia-Prawire, Yavasan Indonesia Sejahteral dr. Benny Kawengian, Inspection General's Office, Depies; and
 
dr, Rusjda, Binkesmas, Deples.
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ASSESSMENT/REDESIGN OF THE CATHOLIC RELIEF SERVICES P.L. 480 TITLE 11 PROGRAM ININDONESIA
 

PROBLEN & OVERVIEW: The Government of Indonesia (601) recognizes malnutrition as a serious national problem.
 
Several studies, including a USAID document Background Information for USAID/Indonesia. Indonesia Nutrition
 
Strategy - January 1983, examine the seriousness and extent of malnutrition among children ranging from 6
 
months to 6 years of age. Sixty-nine percent suffer from severe malnutrition and a total of 89 percent suffer
 
from malnutrition ranging from severe to mild. Low levels of food consumption are a major contribution to the
 
high prevalence of protein/calorie malnutrition (PCM) inchildren which isone of the most widespread and
 
important forms of malnutrition.
 

U.S. ASSISTANCE: The Food for Work and Food and Nutrition programs of Catholic Relief Services (CRS), and the
 
counterpart organizations through which CRS implements its program, support 601 activities designed to improve
 
nutrition levels of the poor. CRS began operating inIndonesia in1957. During 1982, CRS food and medical
 
assistance was over 16,000 metric tons of commodities reaching approximately 250,000 recipients in 15 of
 
Indonesia's 27 provinces, or 95% of all recipients of Title I food commodities inIndonesia. The total value
 
of all CRS assistance in1981 exceeded U.S. $9million. Of this amount, 15,619,915 was P.L. 480 Title 1I
 
commodities (14,906 metric tons of foodgrains and vegetable oils). Government counterparts for CRS are the
 
Departments of Health, Social Affairs, Home Affairs, and Transmigration. Church World Service (CWS) also
 
handles Title 11 foods. CRS's FY 1984 program has an approved level of 203,500 recipients and CWS's, 11,475.
 

PURPOSE OF EVALUATION: The purposes of this assessment/redesign are two: (1)to assess the on-going Title
 
IIactivities from program content and management perspectives and gauge the likelihood of achieving
 
objectives; and (2)to prepare a revised plan of action for the neAt three years. This plan was to include
 
recommendations regarding commodity and funding levels, aprogram strategy to achieve these objectives, and a
 
monitoring and evaluation system. The FFW program had not been evaluated previously in terms of its
 
development impact
 

FINDINGS:
 

1. At present, there isno national program framework for Title II activities. CRS imposed a uniform
 
operating and monitoring system on the counterparts (CRS Title IIOperations Manual) which is designed to
 
assure that the foods reach the intended recipients and isprimarily concerned with commodity accountability.
 

2. CRS is a sponsoring agency and supports the activities of a number of non-governmental organizations
 
called counterparts, six at present, plus the Department of Transmigration 601. There are important
 
differences inthe relationship CRS has with each local implementing counterpart organization. Activities
 
essential to determining program achievements have to be agreed to and carried out by the counterparts.
 
Actual programming of food commodities isleft to the discretion of the counterparts. CRS isprimarily
 
concerned with monitoring and auditing rights and the submission of periodic reports.
 

3. CRS beqan the process of creatingamore uniform approach for the Food for Nutrition Program (FNP by
 
organizing two seminars which included all the counterparts to discuss program redesign. These seminars
 
resulted inthe decision to implement a FNP approach with seven basic components. No similar discussion has
 
taken place on the Food For Work (FFW) program.
 

4, The CR5 headauarter's staff needs to siqnificantly upgrade its ability to provide technical support to the
 
counterpart programs, and, in particular, to add technical planning and advisory skills to its
 
logistics/accountability components. Although CRS and the counterparts have trained 115 staff members, they
 
are preoccupied with problems of logistics and accountability. Little attention ispaid to the qualitative
 
aspects of their programs.
 

5. Coherent ororam management has not been possible for the past few years. Funding levels for CRS and its
 
counterparts are dependent on volume of food supplied and type of recipient. Counterparts receive much higher
 
contributions from recipients for FNP rations than they do from villages or local government for FFW projects.
 
CRS and the counterparts first expected the Title 1Iprogram to be phased out and then were required to shift
 
a substantial portion of their recipients from FNP to FFW at a time when they were trying to upgrade the FNP,
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6. The impact of FFN projects on villages, workers and the workers' families cannot be determined precisely
 
inthe absence of baseline information an projects. Generally, impact appears to be favorable as isnoted in
 
the case studies. Most FFW projects usually benefit the poor innon-specific ways as they add to the rural
 
infrastructure, However, communities incur substantial costs incarrying out projects. The lack of asystem
 
to identify specific, collective and substantial benefits expected from projects, and to monitor and evaluate
 
projects to determine that these are achieved, isa serious problem.
 

7. The FNP suffered from a lack of clearly defined program goals although changes have been made over the
 
past year. In April 1983, the counterparts and CRS articulated a program with specific components of
 
recipient comcitment, targeting, food distribution, a growth surveillance system, training, nutrition
 
education and income generation. Counterparts began FNP with ahighly welfare oriented approach, emphasizing
 
food distribution as an incentive for participation innutrition programs rather than the technical aspects of
 
the program. Accountability was emphasized inthe past few years when the counterparts expected imminent
 
phase-out of supplies.
 

8. The major difficulty with assessing impact of the FNP was due to the vagueness of the program's purpose.
 
Inaddition, there isan inherent difficulty inusing growth surveillance data collected for educational and
 
administrative purposes for statistical analysis.
 

PROJECT DESIGN & POLICY IMPLICATIONS: The Food and Nutrition Program contains elements found to be correlated
 
with improvements innutrition status inevaluations of Title 11 programs inother countries. The Food for
 
Work Program also shows favorable impact indicators. The lack of a system to identify specific, collective
 
and substantial benefits is a serious design flaw. However, CR6 is not an executing agency which could
 
participate inthe preparation of the design, agree on the outlines of an implementation strategy, and proceed
 
to implement an USAID-approved plan. CRS is is a sponsor for a variety of local non-governmental
 
organizations, called counterparts, who have differing objectives, cost positions, and local and governmental
 
operating environments. For any multi-year program plan to succeed inachieving its objectives, itmust be
 
developed inconjunction with these organizations.
 

RECOMMENDATIONS:
 

1. A national program framework should be created for the CRS and counterpart activities. Overall program
 
goals and purposes should be defined for both FNP and FFW. There was not sufficient time provided to reach
 
agreement on the objectives between CRS and the counterparts, essential for the accomplishment of the redesign
 
element, during this assessment/redesign mission
 

2. The team recommends that 1984 be treated as a transition year during which a multi-year plan isprepared
 
for the ensuing five years. Italso recommends that the overall budget for the Title 11 program be maintained
 
at the FY 1984 funding level through FY 1989.
 

3. The overemphasis on food accountability, both interms of personnel and systems, should be addressed
 
primarily through staff reorganization and training at both CRS headquarters and counterpart levels. A FFW
 
advisor position should be established complemented by a technical consultant.
 

4. Three principal issues involving the FFN program should be resolved before the objectives of the program
 
can be agreed to and plans made for the future operation of the program: (1)the mode of labor organization;
 
(2)maximizing FFW benefits to the poor; (3)increasing resources for programs inthe Outer Islands.
 

5. Both the goal and the purpose of the FNP prograp need to be defined interms of components of the program
 
as well as interms of improvements innutritional itatus. (Note: The evaluation team prepared revised goal
 
and purpose statements for the program and indicators of purpose achievement.]
 

The evaluation took place inOctober 1983. The team consisted of Judy C. Bryson, Team Leaderl William S. 
Cole, Ph,.. Mary P.Johnstoni and Alma a. Kern. The evaluation was conducted for USAID/Jakarta by the 
International Science and Technology Institute, Inc. under contract no. PDC-OOOO-I-05-3083-O0. 
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CREDIT TO INDONESIAN ENTREPRENEURS: AN ASSESSMENT OF THE BADAN KREDIT KECAMATAN PROGRAM
 

PROBLEM &OVERVIEW: Indonesia (601) has avariety of credit programs designed to aid petty traders and
 
small-scale entrepreneurs. Many of these were launched in the early 1970's after period of political
a 

instability inorder to directly channel funds to rural entrepreneurs. Loans through these programs ranged
 
from Rp. 3,500 ($5) up to Rp. 500 million (1750,000) for medium-scale industries. The nominal interest rate
 
for most all programs was about Ipercent per month. Since the average inflation rate between 1972 and 1980
 
was 20 percent, this low interest rate caused the decapitalization of all credit programs except that of the
 
Badan Kredit Kecamatan (BKK). The BKK, started by the governor of Central Java in 1970, was founded on
 
several key distinguishing elements designed to avoid those that were generally held responsible for the
 
failure of sibling models. The BKK program is composed of 486 BKK each of which isan independent

sub-district credit institution that is locally administered and financially autonomous, although subject to
 
instructions and guidelines from the provincial government.
 

U.S. ASSISTANCE: The BKK's objective is to provide small, short-term loans to rural families, primarily for
 
off-farm productive purposes. It is designed to service Central Java's rural poor, for whom credit isboth
 
limited and expensive. The primary goal of the BKK program isto supply capital through a convenient
 
mechanism that charges areasonable interest rate but still earns aprofit. The BKK program was capitalized
 
in1972 with a Rp. 200 million ($476,190) loan from the Central Java Provincial 6overnment. As of July 1982,
 
the BKK had made over 2.7 million loans, totaling Rp. 36.9 billion (U.S. $55.1 million), and had accumulated
 
Rp. 792 million ($1.2 million) insavings primarily through the forced savings component.
 

Foreign technical assistance and capital injections to the BKK program are being applied as part of the
 
Provincial Development Program (POP). A.I.D. support to the POP involves two different sets 
 of bilateral
 
grants (1497-0264, 1497-0276) and loans (1497-T-047, 1497-T-058) totaling $32.8 million. The PACD for PDP-I
 
isMay, 1985. Other donors contributed $15.33 million and the GOI, $39.33 million. POP is currently

operating infive provinces inCentral Java: Demak, Kudus, Jepara, Rembang, and Pati. The POP granted about
 
Rp 327 million ($500,000) to establish a revolving fund within the Bank Pembangunan Daerah Java Tengah (BPB,
 
the Central Java Provincial Development Dank) for the 65 BKK inthe POP area. POP has also provided technical
 
and financial assistance to assist in the rehabilitation of failed or weak BKKs and for expansion and
 
diversification of successful BKKs.
 

PURPOSE OF EVALUATION: This evaluation of the BKK program isthe third of four field studies to test methods
 
to evaluate the impact of small-scale enterprise development projects. Field work for this study was
 
conducted during six weeks inIndonesia. The OPK, Badan Perencanaan Pembangunan Oaerah (BAPPEDA, the Regional

Development Planning Body), A.I.D. (Jakarta and Washington), and the Central Java Enterprise Development
 
Project planning team all participated inplanning, implementing, and funding the evaluation. Its objectives
 
were to analyze the administrative and financial operations of the program and to assess its income,
 
employment, and social impact on BKK clients and their communities, and to offer recommendations for future
 
program development.
 

FINDINGS:
 

1. The POP has contributed to the development of the successful BKK model. The POP grant enables the BPD to
 
relend BIJ, principal repayments, thereby allowing BKK to grow faster and provide a continuous source of income
 
to cover BPD costs. POP technical assistance has helped to develop aclassification system to stratify BKK by
 
the overall magnitude and viability of their lending operations. This has allowed the BPO to assign credit
 
ceilings based upon aBKK's economic soundness. This classification system isnow applied to the entire BKK
 
program. POP technical assistance and capital infusions were responsible for decreasing the number of IKK
 
ranked as Class V inthe POP area from 26 to 7 within three years. (Note: About one-third of all OKK are
 
either operating at very low levels or have closed.]
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2. As a whole, the BKK program ison sound financial footing. Indicators of BKK financial structure and
 
viability are: (1)productive use of assets with over 90% held inoutstanding loans; (2)2.6% average loan
 
portfolio turnover in1981; (3)6%delinquency rate (ifloans delinquent more than 6 months, currently about
 
14% of all loans outstanding, are written off); (4)profits of Rp. 693 million ($1.08 million) in1981-a 24%
 
return on the average 196lloan portfolio (7%ifall subsidies are removed); (5)current monthly effective
 
interest rates of between 5.6% and lO.8Z; (6)a 55% compounded annual equity growth rate; and (7)a0.56 debt
 
to equity ratio.
 

3. Most local'BKK staff appear to be well trained and efficient. In1981, they made an average of over 200
 
loans per employee at a cost of about 13% of the value of these loans. 1,200 employees disbursed about
 
270,000 loans totaling Rp. 7.7 billion ($12 million) at an operating cost of about Rp. I billion ($1.6
 
million).
 

4. The only major current discrepancy between the policy and the procedures of the BKK exists inits savings 
program. Although borrowers theoretically have full access to their savings once their loan has been repaid, 
some BKK obstruct withdrawals to maintain higher lending levels. 

5. BKK loans have promoted the expansion of most borrowers' businesses. Petty trading is the primary
 
activity (over 50% of total borrowers) and farming, the secondary. In addition to improving on-going
 
activities, about one-fourth of BKK clients have begun new economic activities. Almost all clients use their
 
loans as working capital to buy raw materials for production, or goods for resale. BKK client success has had
 
more backward linkages and income multipliers, whereas effects of forward linkages and consumer surplus have
 
been minimal.
 

6. The BKK client Profile indicators are very encouraging. (1)60% are women; (2)over 60% of rural clients
 
and about 45% of urban borrowers either have received no schooling or have not completed primary school; (3)
 
most borrowers live inthe same village where their OKK office is located; (4)more than one-third have
 
borrowed from other credit sources; (5)over 40% have savings accounts outside their BKK inaddition to their
 
BKK savings; (6)the average BKK loan is about Rp. 60,000 ($90) for the same and Rp. 34,000 ($50) for the
 
entire program including Class V BKK; and (7)the average borrower has quadrupled his/her loan size within
 
four years and received over 13 loans.
 

7. BKK loans have had apositive, although moderate, effect on employment. Underemployment has been reduced,
 
as over 60% of BKK borrowers now spend more time on their business. Moreover, 17% have hired new full and/or
 
part-time workers. The average sampled OKK client created 0.3 new full-time jobs and 0.4 new part-time jobs.
 

PROJECT DESI6N & POLICY IMPLICATIONS: The OKK program has contributed significantly to village and area
 
development inCentral Java, but it is still a long way from fully servicing the province's demand for rural
 
off-farm credit. Interms of community coverage, the BKK program islarge when compared with similar credit
 
programs. However, there isstill a large unmet demand for credit inrural Central Java, not only inthe
 
province's villages not yet covered by the BKK program but also in those villages where there are active BKK.
 
The BKK's short-term target isto establish one BKK post for every two villages. Under this assumption, the
 
existing 1,300 BKK village posts now cover 2,600 villages. This represents only 30% coverage of the 8500
 
villages inCentral Java. Survey results indicate that each village may require its own BKK post to deliver
 
the effective service and convenience desired by BKK borrowers.
 

OPD supervision of the DKK program, although well executed, has two shortcomings whose Importance will
 
increase as the program grows. The BKK unit at BPD headquarters isthinly staffed for a multi-billion ruplah,
 
widely dispersed credit program leaving the program vulnerable to the performance and availability of a few
 
individuals. Noreover, the 8PD itself ishighly centralized and isreticent to delegate significant authority
 
to its BKK supervision unit which, inturn, isreluctant to delegate authority to its field supervisors.
 
Overcentralization has sometimes impaired the speed and relevance of BPD responses to BKK program needs and
 
contributes to the underutilization of highly qualified personnel.
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The 8IK program has hdd its most significant community impact inareas where the district commissioner views
 
the program as a vehicle for district-wide development, rather than 
 simply as a collection of sub-district
 
credit organizations. Lacl of consistent financial and administrative district support hai damaged several
 
BKY.
 

RECOMMENDATIONS:
 

1. The program should continue to receive external technical assistance through PDP or a subsequent A.I.D.
 
proiect.
 

2. The practice of forced retention of savings should be terminated before any voluntary savings program is
 
attempted.
 

tdditioni probless that qovecnment officials will need to address for further development and
 
institutionali:ation of the 8Y program are: 
(I revival of Class V BYK; (2)diversification and expansion of
 
60 loan porttolio; and i3)attraction, training, and retention of high caliber personnel.
 

o, ccntractedThis evaluatfic wa of .ID. to evelopment Alterratives, INC. (DAI). The field evaluation was 
Oerfurmed by Susan Soldmari and Jdy Rosenqard in November-December 1982. They were assi~tEd inbackground
 
research on credit programs irnIndonesia by Nancy Straughan.
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MID-PROJECT EVALUATION OF THE WESTERN UNIVERSITIES AGRICULTURAL EDUCATION PROJECT - INDONESIA
 

PROBLEM tOVERVIEW: Indonesia, although possessing a variety of mineral and petroleum resources, isprimarily
 
an agrarian society with the majority of the population dependent upon agriculture for their living. With an
 
increasing population, the pressure on arable land to provide the food for the nation's millions grows
 
exponentially although the amount of available arable land decreases. As a result, sore sophisticated
 
technologies and methodologies are required to improve agriculture productivity.
 

U.S. ASSISTANCE: The Western Universities Agricultural Education Project IWUAE - 1497-0297) is a five-year
 
Title XII institution-building project designed to strengthen the faculties of agriculture and related
 
disciplines in11 institutions and to foster the creation of inter-university networks to improve teaching,
 
research, and public service. The @ember institutions include the Association of Western Universities (BKS-8)
 
located inSumatra and West Kalimantan. Project activities began inJuly 1981 and are implemented inpart by
 
the University of Kentucky. Major inputs are: (1)advanced degree training inIndonesia (105 52 and 40 S2
 
degrees) and in the U.S. (53 staff meebers for H.S. and 14 for Ph.D. degrees)l; (2)technical assistance
 
(including long-term professional faculty, International Education Specialists and English language trainers);
 
(3)commodities including books for libraries and equipment for laboratories and fares ($660,000 inUSAID
 
loan funds; $625,000 equivalent from the Government of Indonesia)l and (4)a 11 million fund to promote
 
inter-university collaboration, short courses and networks.
 

PURPOSE OF EVALUATION: The purpose was three-fold: (1)to review project Implementation to determine whether
 
the basic goals and objectives were being metl (2)to recommend changes for the remainder of the project
 
periodl and (3)to sake recoamendations for consideration inplanning a Phase IIproject. The evaluation was
 
collaborative involving three U.S. members and two representatives from the Ministry of Education of Indonesia
 
(DGHE). The entire team worked for three weeks inIndonesia. Major documents reviewed included the Project

Paper, Minutes of the Policy Steering Committee metings, Annual Evaluations and Workplans, Status Reports on
 
TEFL activities and reports of activities of various education specialists. Seven institutions were visited
 
and interviews were held with government officials, faculty, advisory team members and returned participants.
 
Two U.S. team members later visited the University of Kentucky campus and interviewed faculty members, Deans,
 
former advisory team participants and Indonesian participants.
 

FINDINS:
 

I. There are currently 33 M.S. particioants studving inthe U.S. and there are 10 nartlcioants who have
 
completed M.S. degrees and returned to Indonesia. Five sore completed H.S. degrees and started Ph.D.
 
programs. Four students returned to Indonesia without degrees, Currently eight doctoral participants are
 
studying inthe U.S.
 

2. The numbers of in-country iUAE narticipants from the BKS-D institutions In 1992 and 1993 were 109 at the
 
H.S. level and 14 at the Ph.D. level. While in-country H.S. training is on target, Itappears that Ph.D.
 
training will fill short.
 

3. A total of eight short courses had been held as of Decber 1993 and 188 individuals had been trained
 
mainst aDrolect target of 17 courses.
 

4. A total of 168 of the proposed 250 staffmebers have taken Intensive English linouaae training.
 

5.A total of four senior faculty members, four International Education Specialists. and seven English
 
Teaching Aides are serving as technical advisors and staff to the arolect and affiliated institutions. In
 
addition, 15 short-term personnel have provided approvimately one month each of technical assistance In
 
different areas. Five English Teaching Aides completed one-year assignsents and returied to the U.S. One
 
long-term staff position isunder recruitment as Isone English Teaching Aide and to Inernational Education
 
Specialists.
 

6. 1350.000 of USAID loan funds have been snent on library resources. This Includes 600 different titles and
 
10,975 volustn. So far the 801 has not provided support inthese areas.
 

54
 



7. The oroject has not vet addressed directly the issu, of public service and of increasing the number of
 
extension-toe publications. Ithas sponsored short courses inextension methodology for university staff but
 
not for other civil servints. However, the 601 isestablishing public service institutes at each university.
 

PROJECT DESISN I POLICY IMPLICATIONS: It is apparent that the task of adequately preparing students in
 
English language and basic sciences, although anticipated in the project design, is greater than was
 
originally envisaged or planned, and experience has shown that training periods for H.S. and Ph.D. degrees
 
exceeds the time originally allocated. The placement of a large number of students at one University, while
 
providing support and building cohesion among students, also has a detrimental effect on their English
 
language capabilities. A principal weakness found in candidate screening procedures and criteria,
 
particularly ina project with as many institutions involved in selecting candidates as this one, isthe
 
di.ficulty in obtaining complete and accurate information about nominees. Without an effective external
 
review and selection process, there isthe likelihood that some well qualified candidates may never surface
 
and that some less qualified ones will take their place. Finally, the return on the participant trainee
 
investment may well be minimized as a result of inadequate basic support once the training process is
 
completed, particularly in the areas of equipment, library materials, laboratories, and operating budgets.
 
Although called for as part of the 601 contribution, these have not always been available.
 

RECOMMENDATIONS:
 

1. Support should continue to be provided to the participant trainee program at both the M.S. and Ph.D.
 
levels using currently available resources. The remaining commodity funds should be shifted to support
 
additional trainees. Immediate planning for aPhase IIproject should begin.
 

2. Inplanning a Phase It,A.I.D. should actively coordinate its strategies for the DKS-D institutions with
 
those of other major donors. The bulk of A.I.D. resources inany follow-on project should go to staff
 
development through training both in-country and abroad. Increased emphasis should be placed on the basic
 
sciences as a foundation for a strong agriculture curriculum.
 

3. A.I.D. should reconsider its strategy of assisting an entire consortium. While a Phase I1project eight 
support special activities for all It institutions at a modest level, consideration should be given to 
concentrating major resources inorder to maximize impact and to create a critical masS of scholars. 

4. Provision should be mide by the 601 for sufficient financial resources to adequately address equipment,
 
instrumentation and laboratory needs.
 

This evaluation was performed by a team of experts which included Dr. C.Jean Weideman, Teas Leader and Chief
 
of the Institutional and Human Resources Division, Board for International Food and Agriculture Development,
 
A.I.D.I/ashingtonl Dr. Cameron Bonner, WUAE Project Officer, Dr. Timothy Mahoney, Evaluation Officer from
 
USAID/Jakiratai Dr. D.C. Jensen, Utah State University; Dr. Achmad Daihaki, Director of Research, Padjadharan
 
University; and Dr. Noerjanto, Director of Research and Dean of Animal Sciences, Syiah Kuala University. The
 
evaluation was completed inApril 1984.
 



TOWARD THE DEVELOPMENT OF AN EVALUATION DESIGN FOR THE KB-G1i1 FAMILY PLANNINS/NUTRITION PROGRAM ININDONESIA
 

PROBLEM I OVRVIUW: The model program in which the KB-Gl1 program operates Nutrition
is the Family

Improvement Program (UPGK), amulti-sectoral program implemented primarily by the Ministry of Health and the
 
National Family Planning Coordi~ating Board (DKKBN), The goal of the program isto improve nutritional status
 
of preschool-aged children and prognant and lactating women. 
 Currently, nutrition services, as implemented by

BKKBN, are introduced only after a family planning acceptor rate of some specified 
 proportion has been
 
realized ina village,
 

U.S. ASSISTANCE: The Integrated Family Planning-Nutrition Program (KB-Gll TERPADUI isa multi-year project

(1489-0249) for which both USAID and the Government of Indonesia (601) have committed funds. 
 The UPGK prngram

isto reach 34,000 villages in25 provinces during the PELITA III (Third Five-Year Plan). The KB-GIll program

isto reach 22,249 villages by 1994 when PELITA III concludes. To achieve the goal of improving nutritional
 
status of 
 preschool children and pregnant and lactating mothers, a system of nutritional surveillance,
 
referral and community-level follow-up isused. The follow-up involves interventions including the use of
 
oral rehydration solutions, iron and vitamin Asupplements, education innutrition and home gardening. (Note:

The consultants' report does not include information on project start/end dates or funding levels and
 
arrangements.]
 

PURPOSE OF EVALUATION: This document responds to a USAID/Jakarta request for ashort prospectus on developing
 
an evaluation component 
 for the KS-Gill Program. In developing this report, the tem participated in a
 
three-day technical meeting with members of the BKKDN, side field trips to Bali and Surabaya, and set with
 
USAIDIJakarta officials.
 

I. There isconsiderable evidence that good outcome measures, those that directly relate to the Goals of the
 
proaram. have been collected. There isalso evidence that field protocol varies from desa to 
desa and from
 
banjar to banjar. Therefore, by selecting only good' data, a bias isintroduced into the sample.
 

2. For nutritional status of children there exist weight-for-ape data oresentlv collected at the desa or
 
banlar level. To a varying degree, KNS cards record isunzation histories and infectious disease histories
 
as well as weight gain/weight loss graphic records.
 

3. Two aspects of the KB-GIl orooram oust be explicitly recoanized in the formulation of any analysis:

(I)Most of the Important variable relations can be only partially explained by a linear model. 42) The
 
program has been administered inmany variations.
 

PROJECT DESIGN& POLICY INPLICATIONS: Technical assistance must be responsive to the perceived needs and
 
desires of the host country counterparts. For this reason it isstrongly recomsended that the 
effort to
 
evaluate the KB-GIZ program become the primary responsibility of Indonesian research and academic
 
institutions. Inthe design phase, BKKBN should assist in identifying and orienting such institutions. In
 
this phase, and in all subsequent work, the role of the contractor/consultint should be limited to the
 
provision of technical assistance to improve the quality of work. Inmany instances, comprehensive

evaluations nf large-scale projects using complex experimental designs are difficult to carry out, very

expensive and subject to the pitfalls to differing social
and drawbacks common settings. It isvirtually

impossible to eliminate all potential competing explanations for the observed changes in both the treitment
 
and the control groups and implausible to assume that the two groups were identically matched and remained
 
matched throughout the experiment.
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RECOMMENDATIONS:
 

1. The approach recommended by the evaluation teas isto conduct aseries of small scale evaluative research
 

efforts, with each effort addressing salient points. The evaluation report suggests several possible study
 

areas: (i)research to refine design parasetersl (2)small-scale evaluation studies; and (3)methodological
 
studies to improve evaluation technique. Since the indicator weight gain/loss iscentral to the Indonesian
 

monitoring system, itIs suggested that this indicator be studied in addition to nutritional status as
 

measured by weight-for-age.
 

2. The report emphasizes the importance of ensuring that there exists acommon knowledge base for all
 
research facilities which will be participating inthe KB-G11 family planning/nutrition program evaluation.
 
The teas outlines 12 major research tasks the team considers essential to the formulation of inoverall
 
research program. Task 03 calls for the identification and selection of research areas and organizations.
 
Task 14 co!ls for the development of initial research designs and field instruments.
 

This assessment was conducted for USAID/Jakarta by William D.Drake, Ph.D. and President of Community Systems
 

Foundation ICSF); David E.Sahn, Ph.D. and Vice President of CSFI and Robert J.Timmons, Ph.D. also of CSF.
 
Although the writing of this report took place inDecember 1993, itisbased on observations and research
 
conducted inNovember-December 1902 and June 1903.
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FINAL REPORT ON THE EVALUATION OF THE PUSPETA PROJECT - INDONESIA
 

PROBLEM & OVERVIEW: It is the Government of Indonesia's (601) intention to provide a larger role inthe
 
Indonesian economy for cooperatives as a means to achieve Five-Year Plan objectives. The history of the
 
cooperative movement has been political and isrooted inpre-independence times. Following independence, the
 
growth of cooperatives was rapid, but inthe 1960's, many became sources of communist influence and thousands
 
were subsequently disbanded. Inthe 1970's, anew model cooperative, the KUD, was introduced with aprimary
 
focus on rice marketing. In 1973, the 601 linked these organizations to its efforts to increase rice
 
production and used the KUDs to distribute seed, fertilizer and insecticides. During this reriod, thousands
 
of KUDs were organized and financed either at no cost or with low cost loans, most of which were never repaid.
 
InIM78, the cooperative development authority was transferred and upgraded to ministerial level and the 601
 
has placed further emphasis and effort since then into their development as a means of ensuring a higher level
 
of economic well being for the rural people.
 

U.S. ASSISTANCE: On June 30, 1976, A.1.D. entered into a three year, $249,489 Grant Agreement (IASIA-6-1180)
 
with the Cooperative League of the U.S.A. (CLUSA) under which CLUSA was to establish a sound cooperative
 
development program inIndonesia. The original project agreement was subsequently modified, the funding level
 
increased and the Project Activities Completion Date (PACD) extended 15 different times. On July 21, 1981,
 
A.I.D.W issued aTransfer Authority for the transfer of 5,785 tons of P.L. 480 wheat to CLUSA for use in
 
Indonesia. CLUSA sold this commodity to BULOG, the 601's purchasing and distribution agent for agricultural
 
products, for $1,313,899. These funds were deposited in a special account to be used insupport of an expanded
 
project called the 'Integrated Rural Food Systems Development through Village Cooperatives.' PUSPETA, an
 
acronym for PUSAT PELAYANAN PETANI (Farmers' Service Center), is a CLUSA innovation and operates as an
 
autonomous pre-secondary cooperative integrated with the primary cooperatives (KUDs). The objectives of the
 
project are to strengthen, reorganize and revitalize village cooperatives by use of a cooperative federation
 
inKabupaten Klaten (Provincial villages). The PUSPETA concept isthat the secondary cooperative is a
 
catalyst for 'bottom up' development of the KUD. CLUSA, inaddition to providing financial and commodity
 
support, acts as aconsultant and advisor to the project. CLUSA personnel costs are provided under an CPS.
 

PURPOSE OF EVALUATION: The purpose isto assess the development of PUSPETA Klaten, the degree to which the
 
project purposes have been achieved, and the impact of PUSPETA and its activities on farmer beneficiaries.
 
The evaluation was conducted by a four-member team which held discussions with 601 officials inJakarta
 
followed by field trips to study project operations and conduct interviews with PUSPETA staff.
 

I. The oractical difficulties of establishing a dairy industry based on ro'ern feed technology and dairy
 
lanautment inan area where farmers had little or no previous experience indairying was underestimated. Much
 
time and energy of the management staff has been devoted to solving technical and cost problems. However,
 
progress has been substantial particularly in the research and training areas, and these activities are
 
beoinning to show promising results.
 

I. The milk ,arketing activity his _ecome a major activity representing 10% of PUSPETA's total volume of
 
kU!i. Farmers are now receivinq 20% more per liter of milk than they were before the PUSPETA program
 
begai. 

3. ?SPA riting actIity and in 1983 and inNovember[P M. yare September. contracted with a 
4!tqLW Jgpdeliver 12 ton r week 

4. 1.iB Q[TA t farmers _row cloves which bas enabled-prticiating 
!M Ja!JA[LiiPL9'). r, While generally very successful, some of the 
vetysmill clove producers did not participate. 



5. Farmers' groups were organized to Produce certified rice seed according to instructions and under
 
supervision of PUSPETA staff and BPPSB (the seed certification and control organization). The program
 
provided aprofitable incentive to the farmers and produced 643,455 kgs. of high quality seed to help fill the
 
large provincial deficit.
 

6. PUSPETA recently arranged with amanufacturer and exporter to produce embroidered Qarments. Under this
 
arrangement, 30 young women between the ages of 14 and 22 were selected and trained for embroidering. They
 
are paid onpiece-work basis. This activity has become very popular.
 

7. PUSPETA has found opportunities to provide business services to low income laborers and small or landless
 
farmers. One such activity is a program of providing working capital to groups of families making tiles.
 
These are small scale, labor intensive operations requiring working capital for materials and fuel.
 

PROJECT DESIGN & POLICY IMPLICATIONS: The Evaluation Team concluded that PUSPETA Klaten has demonsirated the
 
validity of the concept of an autonomous secondary cooperative at the Kabupaten level. Ithas illustrated the
 
importance of organizing groups with common interests for productive business activities, and the importance
 
of good management and working capitdl to provide the marketing and credit support required for those business
 
ventures to succeed. However, the Team does not believe that PUSPETA Klaten isyet well enough established to
 
serve as a model to be replicated. Ithas not been as successful as planned inorganizing the KUDs to provide
 
broad, democratic participation for a 'bottom up' development. Legal and cultural constraints may set limits
 
on how such can be done and how quickly but the teas believes PUSPETA can do more than itis doing within
 
these limitations. The Project Paper was unrealistic inits expectations that the very ambitious objectives
 
could be achieved within the three-year life of the project. This isan institution building project
 
involving important social and organizational changes which cannot be accomplished quickly, although the
 
project has made substantial progress, particularly inthe last year toward meeting those objectives.
 

RECOfMENDATIONS:
 

1. The Teas recommends that the terminal data for remaining P.L. 480 funds be extended to the end of
 
December 1985, and that the advisory and consultancy assistance from CLUSA should be continued through 1985 to
 
give PUSPETA staff more time to refine its administrative structure and introduce recommended management
 
information systems.
 

2. The Teas feels that PUSPETA must obtain written support for its plan for reorganization from the Director
 
General of Cooperatives.
 

3. PUSPETA should start a training program invarious aspects of cooperative management for the Ketua
 
Kelospok that ithas established.
 

4. PUSPETA should speed up its plan to increase the number of UD representatives inits Board of Directors.
 

5. PUSPETA management should conduct regular surveys at the village level to collect data concerning the
 
programs that each KUD inthe region would like to develop and use this data to plan activities followed by
 
discussion of planned activities with representatives of the KUDs and Kelompoks.
 

This evaluation was conducted by Dr. Amin Aziz, Dr. Russell 0.Olsen, Dr. Lomkman Soetrisno, and Dr. Heroan
 
Taufik. Ittook place between January 19 and February 15, 1994. (Ed. note: The Evaluation Report does not
 
mention the professional affiliations of the'evaluators.]
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EVALUATION REPORT OF THE IMPROVEMENT AND EXPANSION OF SERVICES PROJECT FOR VISUALLY HANDICAPPED CHILDREN AND
 
ADULTE -INDONESIA
 

PROBLEM & OVERVIEW: For many years, the Government of Indonesia (601) has demonstrated a commitment to
 
meeting the educational needs of visually handicapped persons, however, even though residential schools for
 
the blind, rehabilitation centers and training programs for special education teachers were inexistence, less
 
than one percent of the estimated 1.5 million visually handicapped persons were being served. About 801 of
 
the visually handicapped population live inrural areas while facilities for the visually handicapped are in
 
a few major cities only, In1977, the 601 reassessed the status of services to the visually handicapped in
 
view of its policy of universal education for all primary school-aged children, the need for alternatives to
 
costly residential schools, and the psychological benefits to visually hadicapped children living with their
 
families intheir rn communities.
 

U,S. ASSISTANCE: In1978 the 601, through the Ministry of Education and Culture's Office 
 of Educational
 
Cultural Research and Development (BALITBAN6 DIKBUD), signed an agreement with Helen Keller International
 
(HVI, for technics1 assistance to improve and expand services to the visually handicapped. The agreement
 
authorized apilot project consisting of four components: (I)Integrated Education for primary schol-aged
 
children; (2)Orientation and Mobility training; (3)Parent Counseling; (4)Non-formal Education. the
 
project's major goal was to demonstrate that visually handicapped children of average intelligence can
 
function successfully inregular primary schools. The project was partly funded by an A.l.D. Grant. (Ed.
 
note: The evaluation report contains no information regarding the project's number, amount of funding, or the
 
startlend dates.)
 

PURPOSE OF EVALUATION: the evaluation was undertaken at the request of BALITBAN6 DIKIUD, USAID and HKI with
 
the purposes of determining whether the technical assistance of HK! had achieved the goals and objectives
 
stated inthe grant proposals to A.I.D. and the 601; whether Integrated Education and Non-Formal Education for
 
visually handicapped persons should be included inthe established system of general education for replication
 
throughout Indonesi; and what types of improvement are necessary for further development inthe areas of
 
administration, implementation and financint. Two components, Integrated Education and Non-formal Education,
 
were the main focus of this evaluation as Doth the Orientation Mobility and the Parent Counseling componets
 
were evaluated in1981 and 1982 respectively. A team of thirteen participated inthe evaluation exercise.
 
The administration of questionnaires and interviews were the two major sethodologies used.
 

FINDIN6S:
 

i. lao hundred and four visually handijcaooed children have been been Integrated into 83 primary schools in
 
fogr provinces four years after the first proraiswere initiated. Visually handicapped children can function
 
successfully inregular primary schools with the support of a special education teacher,
 

2. The cost of educatinog one visually hndicaooed child in a local primary school in192-83 was Rp. 2 2,60

(U,S.1281 cooared to Pp. 7;0.620 (U.S.$731 in agovernment residential shool.
 

3. Theilltn education effort deonstrates that the community-based approach can be a low-cost
 
alternative to traditionally segregated, residential rehabilitation centers. Forty-two field workers and II
 
supervisors have trained 233 clients inthe first two sites. 
 The cost per client-month has been approoilately
 
Rp. 4000.
 

4. thLerientation andRobilitv M? orogect was officially institutionalized at the Institute for Trainino
 
UJ&"tionl itiftcies. Sanduno in1981. To date 100 persons have received training. O&M isnow part of the
 
established curriculum in35 residential schools and 17 rehabilitation centers in15 provinces and Integrated
 
programs in4 provinces.
 

PROJECT DESIGN I POLICY I[lLiCA_[OflN: The major conc,usion of the WI*1 evaluation was that both the 
community-based Integrated Education and the Non-formal Education projects have proven to be applicable to the 
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existing education system and feasible for replication. 
 The Ministry of Education is drafting a ministerial
 
decree which will establish Integrated Education as part of the National Policy on 
 Community Development.

While policy oakers have 
 agreed that HKI has made a vital contribution to the development of educational
 
services in Indonesia, several administrative issues and responsibilities on the national 
 and regional level
 
need to be resolved for effective expansion.
 

RECOMMENDATIONS:
 

I. The administration of Integrated Education 
would be improved if official guidelines were devised and
 
disseminated to regional and sub-district offices as well as principals of 
schools with integrated education
 
programs.
 

.I iprveaerts should be made to coordinate the activities with the 
Department of Social Affairs and the
 
Directorate for Frimarv Education to 
facilitate referrals of clients for vocational 
 training or primary
 
edu(ation.
 

A.;,steo of apprenticeshlp tr
, local crcftsien should be established and the non-formal training course
 
should be exparded to ii,:lude ,ocatlolal training giver by local skiled craftsmen.
 

4. The cooper tior dnd support of the private sector should be sought especially for capital to start
 
enterpril-Ls by bliiid :L',ntn nd improve current ilome-generating groups as well as encourage the formation 
of additional uris. 

rhi5 e:latior wi. cordutcd between August and October 19B3 by the following: (1;Mrs. Mahar Mardjono, Team
 
Leader; K. froftissor Dr. C. Semiaoar,, Mr. F. Pangemanan aridDrs. Soejad: of the Department 
 of Research and
 
DeCelopIen t; 3) Mtm. S. . Erlfatnta, Drs. . Suryatdana and 
 Mr. We3na of the Sub-Directorate for Special
Educatio;; 41Mrs. ,'.H. Nasution aridMrs, Oyong of the Indonesian National Council for Social Welfare; (J)
 
the issiltr,t 
 ! t . irector of the Department of Community Educdtiori; (6) Mr. Stephen Hadley of 
USAID,Jas rta; aiid / .W. Wiesenield and J. irk Horton of HKI. 
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A FINAL EVALUATION OF THE TRAIL SUSPENSION BRIDGE PROJECT -NEPAL
 

PROBLEM & OVERVIEW. Nepal's hill regions between the Indian plain or Terai and the Tibetan plateau are
 
extremely complicated geophysically, Much of Nepal's population issituated inremote, mountainous areas
 
accessible only by thousands of foot trails. There are countless drainages inthese hilly and mountainous
 
locations that funnel water from the plentiful monsoons into rivulets, creeks, streams and major river
 
systems. The combination of various mountain ranges and river systems makes communication and travel for the
 
majority of the hill population extremely difficult and constrains socio-economic developuent. Building a
 
modern transportationnetwork -of motorable roads is not always practical because of the immense cost and
 
complicated engineering involved and because Nepal's economy may not be able to support such an extensive
 
network. One feasible solution isbuilding improved, all-weather foot trails and bridges. Building bridges
 
that span the major and intermediate-sized rivers in(he hills isof particular importance because the monsoon
 
rains often isolate villagers from markets, healthcare facilities and schools. Improved access can help the
 
rural poor improve their socio-economic situation.
 

U.S. ASSISTANCE. USAID has provided assistance to the Government of Nepal (HM6) since 1958 for the
 
construction of 23 suspension bridges. The current three-year grant agreement (1367-0119) was signed in
 
August, 1979 for $4,799,000 of which $3 million was A.l.D.'s contribution to be used to finance the
 
procurement, fabrication and transport costs of materials to construct 24 to 36 trail bridges throughout
 
Nepal, Inaddition to bridge construction, it financed: (1)the development of a map of all national trails
 
and bridges (12) a study of boatmen displaced by bridge construction, alternative employment opportunities for
 
them, and short and long-term vocational training programs; and (3)the development and incorporation into the
 
Suspension Bridge Division (SBD/Department of Roads) of formal criteria to be used inthe selection of bridge
 
sites. This project was carried out in coordination with the Swiss Association for Technical Assistance
 
(SATAI and the U.S. Peace Corps and relied on both for engineering inputs. The Project Activities Completion
 
Date (PACD) was extended to December 1983 with no additional funds.
 

PURPOSE OF EVALUATION. The main objective was to determine the extent to which the project's goals and
 
purposes have been achieved. Inparticular, to what extent the lives of people living inthe bridge site
 
areas have been affected, whether bridge site selection criteria are actually used to assure Judicious
 
selection of construction sites, whether fiscal procedures developed during the course of the project
 
contribute to its smooth running, whether the ability to plan, budget, construct and maintain bridges has been
 
sufficiently institutionalized within the SBD to assure its efficient functioning without technical assistance
 
from donors, and whether the lack of some of the pJanned inputs has hindered project success. The evaluation
 
report was also to present documentation and recommendations that would be useful to HMG inplanning future
 
bridge construction and inseeking other donor assistance for such construction. USAID involvement inthis
 
activity has been evaluated on two previous occasions by outside consultants, once in1977 and again in1980.
 
This evaluation faced two constraints inits execution: 1)the SBD did not record information properlyl and 2)
 
the evaluation took place during the monsoon period which limited site visits to only three easily accessible
 
bridges. Therefore, much of the analysis and conclusions isbased on qualitative information and impressions
 
obtained through interviews with SOD officials. Itisacknowledged that the bridges actually visited may not
 
be representative of all bridges constructed.
 

I. Forty-one bridges were olanned, designed and under construction with 22 comoleted at the time of this
 
evaluation and another 19 scheduled for coopletlon by the PACO. Maximum positive impact is achieved when
 
bridges are constructed on major and medium rivers located on the major trail networks. Of the three bridges
 
visited inthis evaluation, one spins the Kokaha, a minor river which connects two eastern hill districts,
 
Sunsari and Dhinkutal a second issituated inSyangJa district on the Andhi Khola, a medium river and replaces
 
an existinq bridgel and a third spins the rrisuli, a major river unfordable throughout the year, at Benighat,
 
ind connects the districts of Sorkha and Dading.
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2. An estimated 113.294 people have been influenced by the construction of the three bridges. Only the
 
qualitative economic impact of the utility of these bridges could be assessed because of the short time
 
allowed for the evaluation and because all three bridges had only recently been completed. Displacement of 42
 
households of traditional ferrymen isreported at Benighat. The sub-component of the project to study
 
displaced tradesmen was dropped in1981 after USAID found the contractor unable to complete the study.
 

3. The technical capability of the SBOD has improved with the appointment of additional technical manpower and
 
isnow adequate to complete 40-45 bridges per year. SATA initiated in-country training which has been more
 
effective in upgrading staff capabilities than training provided outside the country, However, project

planning within the SBD isdeficient and administrative, fiscal and store management problems exist which
 
impede its efficient functioning.
 

4. There isno preventive bridge maintenance program. Current bridge maintenance activities are ad hoc and
 
carried out only inemergency situations. Periodic inspection isdesirable and necessary but the problem of
 
supplying technical manpower and funding is complex. The SBD has recently begun an effort to record the
 
conditions of SBO-constructed bridges every three years.
 

5. The current reimbursement system of obtaining project funds is not practical as the SBD lacks access to
 
working capital. SBOD management has improved with the staff and relative
fiscal addition of new accounting 

improvement inthe promptness with which accounts from construction sites are submitted.
 

6. Deletion of the "National Trail Classification Hap and Study' has set back the institutionalization of
 
judicious site selection procedures. Attempts to introduce a system of objective site selection for
 
evaluating bridge requests have not been very successful. The USAID proposed criteria do not incorporate
 
national needs and priorities and their use iay not ensure judicious site selection.
 

7. The termination of USAID support and the gradual withdrawal of SATA participation may create a funding
 
problem for SOD. Although itappears that SBOD
little technical support will be necessary for inthe future,
 
the institutional capability of SOD isnot fully developed. The extent to which HM6 is prepared to meet the
 
demand and financial requirements for new bridge construction isunclear.
 

PROJECT DESIGN t POLICY IMPLICATIONS The project's original design appears to have been comprehensive and to
 
have incorporated astrategy that would have achieved several of the key A.l,D. development objectives
 
particularly those which address the problems of providing benefits to the rural poor and institutionalizing
 
development activities. Clearly the construction of all-weather bridges, such as the one at Benighat, serves
 
the needs of the rural poor by improving access to markets, educational institutions and healthcare
 
facilities, Hohever, the project appears to have fallen short of its objectives with respect to institution
 
building despite some effort on the part of USAID and HM6. Specifically, inthe issue of site selection and
 
ranking criteria, the evaluation team feels that the SBD lacked the necessary will and commitment to meet the
 
A.I.D. pre-condition for the release of funds. SATA was reluctant to introduce the concept of criteria for
 
selection forcefully to the SOD, and the extent to which the SBD was ready to adopt selection criteria was
 
misjudged, an observation that isstrengthened from areview of a project extension memorandum dated April 5,
 
1992. More generally, there is a conceptual drawback associated with the issue in that the implied and
 
ultimate objective was to institutionalize the process for all bridge site selection to be constructed under
 
the SBD, not just to construct the subset of bridges funded by USAID under this project. USAID, too, was
 
overly concerned with building bridges and lax inthe enforcement of site selection criteria.
 

USAID's unilateral decision to abandon the trail classification map project again displays aconflict between
 
institutionali:ation needs and development expediency. USAID had expected to get the map completed by an
 
independent contractor from the U.S. Dept. of Agriculture's Forest Service. However, the cartographic expert,
 
who visited Nepal for two weeks, estimated the project's cost would be far inexcess of the project's budget.
 
Based on his recommendation, USAID officially deleted it inAugust 1980, Funds reserved for the mapping
 
project were allocated to the bridge construction program. The capability of preparing such a map through
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the cooperation of existing government agencies or 
 the possibility of getting itprepared by a
local private

consultant were never explored.
 

Another shortcoming inplanned vs. 
actual inputs which reflects on the success of the project inachieving its
broader goal of enhancing the quality of life isthe study of displaced tradesmen, dropped after expending 25Z
of its budget. The importance of retaining this activity isparticularly underscored since the evaluation
 
documents at least one group negatively affected by the project.
 

Finally, the fact that there iscurrently no preventive bridge maintenance program inthe SOD underscores the
observation that this project appears to be more closely aligned to the 
 traditional 'showcase' style of
development assistance rather than the approach 4.1.0. has adopted under its 
 'New Directions' policy. While

SATA appears to have played an effective role inbuilding the technical capability of the SB and inimproving
the quality of bridge construction, USAID's approach appears to have 
been fundamentally one of keeping its
hands off the project except to ensure that the transfer of funds issmooth and the 
 system of reimbursement

easier. A major lesson learned inthis project isthat inthe absence of strong 
 commitment to implementing

policy through project design, project monitoring consists of a problem-solving approach for the purpose of
 
expediting physical objectives such as construction.
 

RECONENDATIONS.
 

1. An effective preventive maintenance system for all bridges constructed by the S8D should be designed and
 
implemented immediately.
 

2. The SD should be upgraded and
into a Department and given authority for planning, implementation

improvement functions as well as construction activities. 
The SBD should be made responsible for construction

of bridges located on the 'major' (regional 
 access) and 'main' trails only and a precise definition of these
 
should be established.
 

3. A National 
 Trail and Bridge Network mapping should be undertaken. A master plan for the gradual
improvement of the trail and bridge system in the country should be prepared from such a map. 
 A medium term
planning methodology should be introduced in the SD 
so that various activities such as survey, design,

fabrication, transportation and erection can be planned well inadvance.
 

4. The current method of soliciting aprioritized list of bridge requests from the District Assemblies should

be continued. This will involve popular participation indemand generation and lighten the workload of the
S6D screening personnel. A coordination committee drawn from the S8D and 
the Ministry of Panchayat and Local
Development should review bridge requests prior to each 
 fiscal year and select only the two top priorities

from each district for survey (and construction) purposes.
 

5. The total annual budget of the SD should be appropriated to the five Development Regions inline with the
national priority. This would indicate the approximate number of bridges that could be constructed within
each region. HMO should 
either increase its allocation for bridge building substantially or seek alternate
 
sources of foreign assistance.
 

6. A scientific accounting system which gives exact 
 costs incurred in each bridge construction should be
introduced within the SBD. Administrative and fiscal management processes 
should be improved within the SBD.
Infuture assistance projects, a
fixed, 'revolving fund system' isrecommended which has ?lements of both the
 
advance and reimbursement system.
 

This evaluation was conducted during August, September and October, 1983 by the 
following associates of East
Consult, Ltd.: D.P. Ojha, Team Leader, D.R. Dahal, P.C. Joshi, 
 N.Khanal, U.Acharya, and 0. Devkota. The
 
final evaluation report was published inDecember, 1983.
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REPORT OF AN ENGINEERING REVIEW OF THE LANDSLIDE AND SOIL STABILIZATION PROJECT OF THE FAR WESTERN HILLS ROAD
 
- NEPAL 

PROBLEM I OVERVIEW: Nepal's hill regions between the Indian 
 plain or Teai and the Tibetan plateau are
 
extremely complicated geophysically. 
Much of Nepal's population issituated inremote, mountainous areas that
 
are accessible only by the thousands of locally made and maintained foot trails. There are countless
 
drainages in these hilly and mountainous locations that funnel water from the plentiful monsoons into
 
rivulets, creeks, streams and major river systems. The combination of various mountain ranges and river
 
systems running incounter directions makes communication and travel for the majority of the-hill population

extremely difficult and constrains socio-econosic development. Building a modern transportation network of
 
motorable roads isimpractical because of the immense 
cost and complicated engineering involved and because
 
Nepal's economy will not be able to support such an extensive network. The solution to this problem isthe
 
development of a skeletal nationwide road system which connects major north-south drainages and ecozones with
 
the East-West highway which runs parallel 
 to the India-Nepal border. Improved transportation networks, such
 
as the Dhangarhi to Dadeldhura highway inthe extreme western part of Nepal, 
 can help the rural poor improve
 
their socio-economic situation.
 

U.S. ASSISTANCE: A.I.D. Project 1367-0138 financed the 
construction of the 135-kilometer road connecting

Dhangarhi, the headquarters of Kailali district, with Dadeldhura, the headquarters of Dadeldhura district.
 
Itisthe first to be constructed, operated and maintained entirely by Nepali engineers and contractors.
 
Although the initial construction was completed in 1979, a follow-on project (1367-0138) was undertaken
 
designed to carry out environmental protection activities. This was 
 designed to correct environmental
 
degradation and to stabilize the soil and prevent landslides in the areas within the road alignment so that
 
the road might be passable all year. This project was completed in July, 1982 at a total cost of Rs.
 
36,580,933 of which USAID's contribution was Rs. 27,746,135.
 

PURPOSE OF EVALUATION: The purpose of this evaluation was to review thE construction done under the Landslide
 
and Soil Stabilization Project (LSS) to determine whether itwas successful. 
 One obstacle to the task was to
 
distinguish damage caused by the very intense storm of mid-September 1983, which clearly exceeded design
 
parameters, from that which had not been totally repaired or removed from earlier, more normal monsoon storms.
 
Thus the present team's judgment say not have been completely correct on occasion. Inevaluating the LSS
 
designs, reference was frequently made to two earlier reports by Eugene Kojan (1978) and Tej Mathur (1979),

although some difficulty in identifying specific sites occurred. Kojan's recommendations were stated in
 
general terms for individual sites and broader areas. Mathur modified 
 these to some extent and translated
 
those generalities into site specific work items tabulated inhis report. 
Additional modifications were eidr
 
later by road engineers and endorsed by USAID. 
Most of those were made necessary by budget constraints.
 

FINDINGS:
 

1. The engineering works prescribed by Kojan and Mathur were oeneraio. 
built As designed and to a high level
 
of workmanship. Mathur signed all of the plan sheets seen by the evaluation team, indicating his acceptance

of the design work done in each case. 
 The works have performed to or beyond the design requirements inall
 
cases.
 

2. There isno 
surviving record of any systematic monitorino of oilot slope stabilization works. However,

the overall success of LSS works suggests that any results would have 
been generally positive. All slope

stabilization works were completed inthe prescribed three working seasons.
 

3. Alternative locations, Proposed by KoJan.were considered and some jurvey work 
wascopleted. However, it
 
was concluded that the cost wis not likely to be justified by the savings over the existing route and none of
 
the relocations was built. To date, this decision appears to have been supported by events,
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4. Outsloping of the road's surface wherever feasible 
 would improve the surface drainage, especially since
 
there are far too few culverts. However, outsloing probably would be detrimental inthe areas of unstable
 
sandy soils and, ifthe 40 km/hr design speed isever to be achieved, superelevation of the curves will force
 
inside drainage inmany places.
 

5. Maintenance. particularly during the monsoon, isdone to some 
extent, although not as regularly and
 
systematically as would be desired as 
 itis the sinqle. most important item toward keeping the road in
 
service. Continued maintenance will be necessary to preserve the investment inthese facilities.
 

6. oian and Mathur were somewhat unrealistic in specifying items such 
 as rock bolts, plastic membranes,

horizontally drilled drains and sophisticated blasting techniques which are not readily available inNepal.
 

7. There isno orderly system for planning equipment purchases or for paying for them other than by line item
 
inthe current budget. Given the lead time required for delivery of a major item, the lack of budget
 
carryover authority beyond the end of the fiscal year isa 
major handicap.
 

8. The list of equipment on inventory includes 106 pieces of various kinds built by at 
 least 30 different
 
makers insix nations. Thirty-two are in working order, fifty are awaiting repair parts, 
twenty-three are
 
beyond repair, and one isidle for lack of work. 
 Most are more than ten years old, cannabilized, and at the
 
end of their economical service life. There isa substantial inventory of parts which appears to 
be well
 
organized and cataloged. However, thirty-three percent of the items are for equipment no longer located at
 
6odavari, the main storage yard.
 

PROJECT DESI6N & POLICY ANALYSIS: 
 Itisevident that both rnjan ?nd Mathur, and also the present evaluator in
 
an earlier visit to Nepal, tended to underestimate the ability of the Department of Roads and Nepali

Contractors' personnel to execute 
quality work and to understend what does work inthe Nepali environment.
 
The amount of plan preparation and review done for LSS isexceptional. At the same time, however, there is a
 
reluctance on the part of the Department of 
 Roads to acquire unfamiliar technology, even that which isnot
 
excessively expensive and which has a very high probable benefit. 
 Although several Nepali engineers visited
 
India to investigate blasting techniques, there 
appears to have been no follow-up technology transfer and
 
Department of Roads engineers seem to feel 
 that India does very little road work inthe hill country and,

thus, has little 
 to offer Nepal in terms of hill country training or experience. More importantly, the
 
present situation with regard to maintenance planning isinadequate. Much improvement isnecessary ifthe road
 
isto be a useful, all weather facility. Some government policies will have to change and an overall
 
maintenance ethic must be 
 created where none now exists. The Department of Roads must develop a series of
 
maintenance objectives based on government policy and on an economic 
 analysis of maintenance cost, user cost,

and the 
capital cost of improvements such as pavement, with some recognition of political considerations.
 

RECONMENDATIONS:
 

I. Itisstrongly recommended that the Department of Roads determine 
the appropriate maintenance objectives
 
and state these as a matter of official policy,
 

2. The paved or lined ditches technique should be 
abandoned primarily because they must be hand cleared.
 
Outsloping should be initiated where appropriate and a steady improvement program aimed at achieving a cross
 
culvert interval of 100 meters should be initiated using maintenance personnel. Nhere inside ditches are
 
mandated, they should be designed for machine maintenance for speed and economy.
 

3. An effectively trained maintenance crew should patrol the 
road regularly and systematically during thi
 
monsoon period to clean culvert inlets and perform other maintenance tasks.
 

4. The Department of Roads should seek to establish some form of revolving fund to provide for efficient
 
repair and replacement of equipments purchase required equipment as rapidly as possible, and 
 procure and
 
maintain a generous inventory of spare parts.
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5. The Department of Roads should consider sending some maintenance specialists to the U.S. to study all
 
aspects of maintenance operations and management inrural county organizations especially in mountainous
 
areas.
 

6. The Department of Roads should commence the budget process two or three years inadvance so that long
 
range planning may be systematically undertaken. Headquarters review of small purchases should be eliminated.
 
The Chief Mechanical Engineer should be given authority to purchase parts up to at least Rs. 50,000. Spending
 
authority for emergency items should be delegated to the Zonal or District Engineer.
 

This report, dated November 1983, was researched and written by Martin Everitt, 6eotechnical and Haterials
 
Engineer. (Ed. note: No professional affiliation of the chief evaluator ismentioned. The date of the
 
evaluation report isnot stated.)
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SOCIO-ECONOMIC IMPACT OF THE OHANSARHI TO DADELDHURA FAR WESTERN HILLS ROAD 
-NEPAL
 

PROBLEM I OVERVIEW: (Please see the Executive Summary 
 entitled 'Report of an Engineering Review of the

Landslide and Soil Stabilization Project of the Far Western Hills Roads.' 
(pg. 65)]
 

U.S. ASSISTANCE: 
 (Please see this section of the Executive Summary referred t-inthe preceding section.]
 

PURPOSE OF EVALUATION: 
 This evaluation assesses the socio-economic impact of the Far Western Hills Road
project. Inparticular, this evaluation addresses the 
question of how and to what extent 
 the quality of the
lives of the people inthe area have been influenced by this 
road and whether the fiscal procedures developed
during the project contribute to the more efficient implementation of 
 its major activities. the three-person
evaluation team collected data from government offices inKathmandu and from the field through interviews with
people living and travelling along the road as well as 
 local merchants, teachers, farmers and political

leaders residing inthe major markets and villages inthe area.
 

FINDINGS:
 

1. Prices of essential commodities imoorted by tne hill population, including salt. kerosene and sugar. have
dropped and the Prices received for exported goods chieflyohee (clarifikdbutter) and pine pitch (used in
the production of turpentine), have increased. Seasonal price differentials on imports have narrowed
 
considerably.
 

2. There has been an impressive increase inthe area devoted 
to the production of major foodarain crops
including paddy (rice), wheat and ootatoes. 
 This is partially attributable to the increased capability of
the Mahakali Integrated Rural Development 
Project to distribute improved varieties of high-yielding seed,
fertilizers and pesticides. Injeneral, however, agricultural productivity has stagnated and 
 even declined
due to the large population increase particularly inthe terij or flatland areas that border India 
 as the

small farmers inthe hills, whose farms are inefficient, have moved south seeking 
larger plots. This has
 
resulted inmore rapid depletion of forest resources inthe tersi areas.
 

3. The rowthof industries, Particularly inthe hilly areas serviced by 
the road. isneligible. There are
currently about 210 agro-based industries mostly inDhangarhi. 
 A turpentine factory isunder construction at
 
Dhangarhi.
 

4. The attern ofoff-season em"loyoent hs changed since the 
road construction begirt. The practice of
seasonal migration from the to the
hills terai and 
to India for employment has decreased. The Asian
Development Bank 
 financed construction of two feeder roads (Dadeldhura-Baitadi and Rhatkanda-Doti) has
permitted the follow-on employment of those whose employment ended with the completion main road.
of the
Others are employed in the maintenance of the main road. 
 The average daily wage isbetween Ro. 15 and 20
which issufficient for subsistence purposes. The old porterage system has 
collapsed with the opening of the

road which has meant the displacement of some traditional laborers.
 

5. Statistics indicate reaterenrolleent ofbothgirls andboys in local schools, although theincrement in
boys isfar ore than forgirls. 
However, the effect of the road itself on the use of education facilities is
limited since the cost of transportation is high. The increased enrollment, as well 
 as the increased number
of dropouts particularly among girls, may be attributable to the 
 general climate of change inexpectations
that the development of the road has caused, 
there have been requests for the building of schools alonq the
 
road's corridor.
 

6. More people are usina the government and Private hospitals andclinics. 
 The prices of medicines are more
rSpetitive and the availability of more kinds of medicines isnotable, The attitudes about family planning
d,not seem to have gained appreciably. There isstill a strong preference for sons and the adoption of
family planning methods has not been substantial, although there are 
 cases of people using contraceptives and
records Indicate more surgical sterilizations are performed, particularly vasectomies.
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7. The new financial procedure, initiated on a trial basis in May 1980 has contributed Positively to the
 
efficient operation of the Landslide and Soil Stabilization Project, Funds now reach the project's field
 
office inabout a week, two at the maximum.
 

PROJECT DESI6N &POLIPY ANALYSIS: It is obvious that the road has become important to the social and economic
 
development of the people inthe area which itserves. People depend on 
 the road. The development of feeder
 
roads which permit access to other remote areas adjacent to tie road will further affect overall development
 
of the region. There has been, however, an excessive time lag between completion of the road and development

of other job opportunities in the Western Hills. Other government agencies, for 
 example the Ministry of
 
Agriculture and the Ministry of Industry, should.have been involhed 
 inthe progrim planning that took place

when the road project was first contemplated. An interdisciplinary, multisectoral approach isessential when
 
planning major interventions 
of this type. The issues of population migration, of increased expectations
 
among the rural poor, of the need for additional employment opportunities, and of the need to ensure that
 
environmental deterioration is monitored and that its prevention is planned for are all too obvious. The
 
central problem isto ensure that effertive institutional and management structures accompany the development
 
processes brought about by thp road. 
Inthis regard, there has been an over-emphasis on technical solutions,

i.e., building and maintaining the road, and a lack of attention to social and institutional factors inthe
 
project design. 
 The lack of an efficient marketing system, for example, has hindered expansion of agriculture

into high value crops especially inthe far western area. Finally, the need to keep the road operational

year-round to protect consumers from shortages, sustain rural income and permit the orderly operation of
 
industrial enterprises isof paramount importance.
 

RECOMMENDATIONS:
 

1. The appropriate government agencies should 
 give priority inprogram planning to areas opened by roads to
 
strengthen service delivery and support systems. The availability of southbound cargoes, for example, would
 
reduce haulage costs and promote the growth of interdependency between the two ecozones (hills and terai).
 

n. The connection of the East-Nest highway to the Western Hills 
Road should be given high priority. This
 
will accelerate and facilitate the expansion of agriculture into high value crops.
 

3. The Western Hills Road must be kept operational year-round and the Department of Roads should be provided
 
with adequate funds and technical resources to accomplish this task.
 

this report, dated November 1983, was researched and written by Tek 8.Thapa, Assistant Economist, Planning
 
Division, Department of Agriculture, His Majesty's Government of Nepali Mr. Martin Everitt and Mr. Paul
 
Winkelaar. Winkelaar isaSoil Scientist attached to the Wasatch National Forest, Salt Lake City, Utah. 
 (Ed.

note: Everitt's professional affiliation isnot mentioned.)
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EVALUATION OF REVESETATION, SLOPE PLANTINGS, AND SOIL STABILIZATION EFFORTS ON THE FAR WESTERN HILLS ROAD "
 
NEPAL
 

PROBLEM & OVERVIEW: [Please see the Executive Summary entitled 'Report of an Engineering Review of the
 

Landslide and Soil Stabilization Project of the Far Western Hills Road.8 (pg. 65)]
 

U.S. ASSISTANCE: (Please see the Executive Summary referred to inthe preceding section.]
 

-
PURPOSE OF EVALUATION: This report represents the observations of one member of the evaluation teaL which
 
considered the whole question of landslide and soil stabilization of the Far Western Hills Road undertaken in
 
USAID Project 1367-0138. It focuses on the soils, geology and landscape features of the road between
 
Godavari and Dadeldhura. The numerous landslides, especially in zone #4,were field-checked, and the soils
 
described and evaluated ineach of the four zones through which the road passes. The soils were evaluated for
 
agronomic purposes according to the latest soil taxonomy, although they have not been correlated. The four
 
:ones encountereO ire landscape units having a reasonable degree of homogeneity for ast practical purposes.
 

FINDINGS:
 

1. Zone Itislocated between kilometers 44 and 60. Sandstone isthe major rock formation. The tentative
 
classification of this sail is SC-clayey sands, sand-clay mixtures. SC soils are slightly acid and plastic
 
with fair cohesive properties but are subject to rutting ifused as subgrade miterial. The major vegetation
 
isSal and Rhododendron. Slopes are inthe 40 to 60 percent range. No serious lands!ide problems exist
 
except at km 33 where interbedded shale may require regular maintenance. The major problem isovergrazing on
 
soil that shows extensive gullying and surface erosion (mudflow).
 

2. Zone 12 consists of deeo colluvial deposits along the ridgeline-- schist, sandstone and auartzite. The
 
tentative soil classification isCL-inorganic clays of low to medium plasticity, gravelly sandy or silty lean
 
clays over SM. The soils are strongly acid and of low to medium plasticity which isstable and cements well
 
to support nearly vertical cutbanks, Slopes range from 25 to 45 percent. The major vegetation isChhir pine
 
and Sal with an understory of grass.
 

3. 1,r 13 isan intermixed area of fine-grained schist and granitic oneiss exhibiting excessive foliation.
 
The soil isclassified as SM-silty sands, sand silt mixtures, and 6P-poorly graded gravels and gravel sand
 
mixes. It is strongly acid and slightly plastic with fair cohesive properties. As subgrade material in
 
roads, it is dusty when dry, becoming slippery when wet. This zone has the second highest incidence of
 
landslides most of which occur in areas where the schist overlies the highly foliated, partly decomposedo
 
unstable granitic gneiss. Most upper slopes exceed 90 percent with lower slopes rapging up to 60 percent. 
The major vegetation isbjnl and £fiLr pine. 

4. Zone 14 consists mostly of decoaposed granite classified as 6P. It isstrongly acid, non-plastic and
 
exhibits very little cohesion. Slopes exceed 90 percent throughout lost of this zone and the most severe
 
landslides occur inthis unit. Landslips are also numerous. The slide% general)y occur in the decomposed
 
granite inclusions within the schist. The iajor vegetation isChhir pine on the south and east slopes with
 
patches cf Daanjh on the more northerly slopes,
 

5. A total of 67.000 plants were reoorted as having been glinted at various sites along the road according to
 
one of the nurserymen interviewed, No count of individual species was available. No planting sites were
 
sapped. No record isavailable as to the amount purchased or prices of various seeds.
 

6. Of the 15 sneees of plants attemated. only four shoed success, of which Uj. and Rijbj boti local plant
 
species, showed the greatest vigor followed by A1acil feaka and killi phul, Species that fled wert from
 
outside their altitude range for the most part. One of these, BsbomL had been transplanted from the forest
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where itgrows indamp places inthick topsoil to dry south facing slopes favored by hhr. pine. Grass 
seedings had not been attempted, 

7. Natural viqorous reveaatation of Chhir pint an slemsbare $looes was evident on many cut and fill slooes. 
Most VU plantinqs on steep slopes had been destroyed by i'ndslides. the most successful a. plantings were 
those on top of the gibion structures along with the Ujjh, plintings. qU trees' roots will severely damage 
the qabion structures as they reach 2aturity. 

PROJECT DESIGN I POLICY IMPLICATIONS: [Please see the Exee~cive Summary entitled 'Report of an Engineering
 
Review of the Landslide and Soil Stabilization Project of the Far Western Hills Road.')
 

RECOMMENDATIONS:
 

I. All qjjj plants growing on top of the gabion structures should be girdled or cut off. No attempt should 
be made to rip thee out as this could damage the structures. Future U. and fRih. plantings should be 
planted on the steep slopes behind the gabions and other structures. 

2. Either rely on natural revegetation of hL pine or transplant them ui, the forest on the south and east
 
slopes of zone 4 along with topsoil to assure the presence of ,ycorrhiza intiov soil.
 

3. Plantings of grass species should be attempted on the advice of local k,pertihe, although clover should
 
not be planted inany grass miK.
 

4. Retaining structures should be built prior to plantings to assure that the soil isstabilized and will not
 
be disturbed. Plants should not be placed along beres where movement of goats can be eapected.
 

5. An appropriately skilled individual should be selected and trained by the Department of Roads to collect
 
local information and coordinate the protection of plantings with Panchayat officials. Accurate records
 
concerning planting should be kept.
 

this report, dated November 1983, was researched and written by Paul Kinkelaar, Soil Scientist attached to the
 
Wasatch National Forest, Salt Lake City, Utah.
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MID-TERM EVALUATION REPORT OF THE AGRICULTURAL RESOURCES INVENTORY PROJECT -NEPAL
 

PROLEN i OVERVIEW: USAID'S remote sensing projects worldwide have been designed 
 to assist developing

countries inthe development and assimilation of a new technology for gathering resource information for
 
development planning and monitoring. This type of technology isseen as being applicable across a wide range

of development sectors, including agriculture, forestry, hydrology, mineral exploration, etc. As such, remote
 
sensing is not a response to a particular development problem, but a powerful new data tool providing

information applicable to a wide range of development sectors on areLurrent and frequent basis which is
 

.... otherwise not available, or obtainable only at high cost.
... 


U.S. ASSISTANCE: The Agricultural Resources Inventory Project (ARIP: Project 1367-0134) isa five-year effort
 
to establish an effective remote sensing center to provide current information on the quantity and quality of
 
water and land resources so as to allow for informed land-use decisions. Inorder to establish a National
 
Remote Sensing Center (NRSC) in Nepal, the ARIP was designed with four primary components: 1) the
 
establishment of a photographic/cartographic laboratory 2) the formation of an image interpretation
 
laboratory; 3)the conducting of an extensive training program; and 
4)the application of remote sensing

technologies to specific functions and localities insupport of HMG/N development projects inNepal. The
 
project began inJanuary 198!, with a total USAID commitment of $2,400,000.
 

PURPOSE OF EVALUATION: This evaluation assesses the progress of the four components, and reviews the linkages

between the NRSC and international remote sensing agencies. Inaddition, the evaluation looks at the role of
 
the NRSC Advisory Committee and its effectiveness inguiding the activities of the NRSC. Inconducting this
 
evaluation, the three-person evaluation team interviewed HMG, USAID and other individuals and reviewed
 
docements including the Project Paper (PP), progress and financial reports and technical papers.
 

FINDINGS:
 

I. Although progress has been made towards the Provision of a permanent facility for the NRSC occupancy of
 
the new building isfar behind schedule. The NRSC will eventually have four times the space envisioned by the
 
original PP.
 

2. The majority of the equinment called for inthe original PP has been Procured. However, the equipment is
 
underutilized and some of ithas not been set up due to lack of space. 
 Inaddition some equipment not called
 
for has been purchased including an Apple Computer and a6eoreceiver.
 

3. Seven of the nine-romoonents of the training ororam have been addressed, and in-country training has been
 
effectivo In reachig HN6 oersonnel and agenies. However, the participant training program is two years

behind schedule. Delays are attributable to postponement of the project's starting date and HN6 personnel
 
requirements.
 

4. Diseintion of remote sensing data has been hampered by the relative newness of remote sensing

technologv to HNG/N usw igenaes and delays inproject startup. This has resulted ina project focused more
 
on establishment than on developing user linkages.
 

5. Lh NRSC has develoged contacts andworlmna lmnplael with remote sensina organizations and reciving
 
Itations inother countries and with internationil agencies. However, there his been difficulty inobtaining

data from the Indian/Nvderabad receiving station.
 

6. The NRSC Advisory Copittee hismet infreouently and the coposition of the comittee has changed with
 
Iliet . As such, no real guidance his been offered by the committee to the NRSC. This has led to
 

minial feedback between the NRSC and user agencies.
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PROJECT DESIGN & POLICY IMPLICATIQNS: The project isnut inneed of modification; however, it requires a
 
change inemphasis from establishment to operations including an emphasis on users, user linkages and user
 
related projects. There isan obvious divergence between the project title and the work plan of the Center.
 
There is a strong perception within HMO that the NRSC is a component of the Forest and Soil Conservation
 
Ministry. However, the adoption of watersheds as units of study does not conform to HM6 needs particularly in
 
that less emphasis is being placed on evaluation of land and agricultural resources. This has limited
 
inter-agency coordination and cooperation. At the same time, projects conducted within the NRSC have been
 
influenced by the Center's host organization and do not reflect the inter-sectoral composition of the Advisory
 
Committee. Agriculture is a priority area and HH6IN has adopted apolicy emphasizing the agricultural sector$
 
conservation of natural resources and development of water resources.
 

An important lesson learned so far isthat aconsistent push by the funding agency may be necessary to keep
 
project momentum going, particularly inmoving from establishment to operations phases. Equally important,
 
but more specific for this project, isthe need to clarify the role of the new institution or technology as it
 
emerges into useful existence. Some form of dialogue between agencies competing for the use of the new
 
resource must take place under the authority of a neutral body so that various constituencies, from one or
 
another of the competitors, are prevented from monopolizing the utility of the technology.
 

RECOMMENOATIONS:
 

I. The NRSC should be located under the National Planning Commission inorder to put itfore intouch with
 
planners and to provide for greater inter-agency access, and the Advisory Comittee should be replaced by a
 
Coordinating Committee composed of either representatives of planning units of relevant ministries or of
 
department heads. This committee would be responsible for determining and evaluating the NRSC's annual work
 
plan.
 

2. USAID should continue its support of the NRSC by providing technical and management assistance to the
 
NRSC, support for pilot project#, particularly inthose related to USAID development projects, and continued
 
funding of up-to-date Landsat data and aerial photography.
 

3. The operational phase of the project should focus on: (1)the continued build-up of an effective user
 
center! (2)an upgr4ded awareness and outreach program; and (3)the initiation of pilot projects.
 

4. Institutional linkages should be established to facilitate the acquisition of remote sensing data from
 
Hyderabad.
 

5. NRSC should consider asurvey of in-country trainees inorder to ascertain the extent of the application
 
of learned skills within the trainee's user agency.
 

6. HMG/N should not now pursue additional procurement of computers or computerized 61S equipment. Itshould
 
first use its current equipment more effectively, evaluate HM6 requireeets and, when this isdone, compare
 
equipment options and costs, and investigate additional supportive infrastructure. Steps oust be taken to
 
ensure that the new facility iscompleted as soon as possible.
 

This evaluation was conducted by Dr. Gary E. Johnson, AlT/Thailand; Dr. Harta Gurung, Independent
 
Consultant/Nepal; and D!. Matthew Willard, Resources Development Associates, lnc,/CA. It took place between
 
March 10 and March 23, 1984.
 

73
 



INTEGRATED CEREALS PROJECT EVALUATION REPORT -NEPAL
 

PROBLEi& YERVIEW: Inspite of nationa efforts to develop the agricultural sector over the past two
 
decades, Nepal's agricultural productivity has remained relatively stagnant, Agriculture accounts for
 
approximately 601 of the GOP and employs sore than 902 of the population of 15 million. NWlle agricultural
 
production has been increasing at approximately 1.6% per annua, population growth rate isabout 2.6%.
 
Although fars size issmall with limited scope for expansion, particularly inthe food-deficit hills where the
 
majority of the population resides, Nepal has been self sufficient infood production to date. Agricultural
 
exports, primarily from local surpluses grown along the.teri or fIat lands paralleling the Indian border,
 
have long been a major source of foreign exchange, although inrecent years exports have declined.
 

Various factors contributing to poor agricultural sector performance have been identified. Among these are
 
adverse weather, difficult communications (especially inthe hills), declining soil fertility, low consumption
 
of inputs such as fertilizer, and organizational and institutional problems which seriously limit overall
 
effectiveness of development program efforts. In addition, shifts in policy, changes in institutional
 
structure, and turnovers inthe top positions inthe Ninistry and Department of Agriculture IDOA) have been
 
frequent. Meanwhile, external assistance levels t.-. expanded dramatically placing increasing demands on
 
limited resources of skilled manpower.
 

U.S. ASSISTANE U.S. support to agriculture development inNepal has a thirty-year history. The Integrated

Cereal Project's (ICP1 immediate predecessor was the Food Grain Technology Project which contributed to
 
strengthening of adaptive research and extension activities, particularly inthe tuJl region, with emphasis
 
on commodity improvement programs for wheat, rice and maize. The initial ICP (1367-0114) Agreeent K- signed

inFY 1975 with the final obligation due in1982 and the final input delivery due inFY 1984, Program funding
 
consisted of 17,970,000 of bilateral grant money, $2,133,000 (equivalent) inP.L.-480 money (Indian Rupees),
 
and a host country contribution of $3,479,000. The project purpose was to strengthen the Government of
 
Nepal's 06NS) capacity: I1)to generate improved production technology for the major food grain crops and
 
related cropping systemsl and 12) to transfer that technology to Nepali farmers insuch a way that itis
 
readily adopted. Specifically, ICP continued support for the major commodity programs and initiated a
 
cropping systems program (CSP). The geographic focus shifted to the hills. The major project components
 
included training, technical assistance, construction and equipment procureent for the three major commodity
 
programs and the CSP.
 

PURPOSE OF EVALUATION: This isthe first comprehensive external evaluation of the project. Inaddition to
 
assessing progress and suggesting measures to improve its effectiveness, the evaluation looked beyond the
 
Project Activities Completion Pat@ (PACD) to examine ways of more fully realizing ICP's potential. The
 
project has been subject to four previous internal reviews including a mid-term evaluation carried out in
 
1979. Particular areas of focus inthis evaluation included: I1)assessing the pilot project production
 
campaigns; (2)assessing how well production Information for extension workers and farmers is packaged and
 
disseinated; (3)assessing the use of production ainikits for the three major crops; (4)identifying factors
 
constraining increased crop productionl (5)reviewing the cropping systems work; (6)assessing whether project
 
construction, training and commodity procurement have contributed effectively toward meeting the objectives of
 
the project; and (7)identifying problem areas. The evaluation team was interdisciplinary inrepresentation.
 
The teas conducted a review of pertinent documents, and members made numerous site visits to district level
 
offices, research farms and fare trial locations where interviews were held and observations recorded over a
 
six-week period,
 

1. ICP hit successfully strenothened the three major commodity prooras and initialed croing systems

research activities inthe CSP of the Aorongoy Division. Ithas also been instrumental instrengthening the
 
capacity of the research system to screen and select improved technologies developed elsewhere for rice, maize
 
and wheat. However, a major increase inNepal's agricultural productivity is possible only ifthere are real
 
improvements ininput delivery systems for seed and fertilizer, credit facilities and extension services.
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2. ICP's contribution to improving agricultural research capacity and research extension linkages has been
 
hindered by the absence of an effective system of research management at the Ministry and DOA levels as well
 
as by freguent changes inleadership and policy. Efforts by stations to produce foundation seed are diverting
 
resour' sfrom research programs.
 

3. Althouah CSP has focused its efforts in the hills, inthe medium term most of the benefits are likely to
 
be centered inthe terai. CSP has identified and tested a number of promising technologies suitable for the
 
hills that may double net income per hectare and increase grain production significantly. However,
 
recommended practices and much of the available technology are applicable to better endowed areas interms of
 
soil conditions, water availability and input delivery systems. Besides, all t4;ree major commodity stations
 
are located inthe terai.
 

4. The Pilot Production Program (PPP) was initiated in1901 and has been successful inseveral locations in
 
mobilizing extension and input delivery services, assisting in overcoming the reluctance of farmers to risk
 
adopting new technologies, and extending these improved practices to faraers using a '*block' apnroach. The
 
minikit program, although not without problems, has a continuing role to play inthe promotion of improved
 
varieties and fertilizer use.
 

5. ICP has completed most of the construction activities satisfactorily, although none of the three seed
 
processing units at the major commodity stations is currently inoperation, The provision of training and
 
acquisition of equipment has enhanced research capacities, but serious problems exist including examples of
 
inappropriate equipment and lack of trained staff to operate and maintain equipment. The seed component
 
continues to be a source of difficulty.
 

6. There are insufficient $ocio-econooists inDOA and the fiw that are at post are not a'nerally doing work
 
that utilizes their trainina. The three major commodity, programs all need socio-econonists as members of
 
multidisciplinary teams for research, planning and evaluation. Sodo-economists are generally not interested
 
inworking for DOA because of unattractive career and training prospects.
 

PROJECT DESIN & POLICY IMPLICATIONS: Itislikely that the generation of improved technology, especially for
 
the hills, and the transfer to farmers will not be fully realized at the conclusion of ICP inmid-1994. ICP
 
has strengthened two links, the three major commodity programs and CSP, ina longer chain that contains many 
weak links. ICP designers may have overestimated the strengths of the other links inthe agricultural 
development chain, i.e,, extension services, input delivery, credit, marketing and transport, but also 
underestimated the difficulties of institutionalizing a program as revolutionary as CSP. CSP Isunlikely to 
survive in its present fore beyond the conclusion of ICP without additional inputs. Inaddition, all 
componerts of the research system, Including the discipline programs and CSP, require further strengthening if 
Nepal Isto have additional ability to generate technology and deal with the range of second generation
 
issues, The utility of ICP has also been hindered by the lack of an effective management system inOOA
 
capable of setting priorities and overseeing programs for research and extension.
 

Overall, the lessons illustrated by this project may be interpreted differently by different key players.
 
Projects designed as 'one-shot' panaceas or to develop the key 'critical mass,' with a goal of effecting a
 
major change throughout a complex set of environments, tend to overstate vital complementary links and to
 
underestimate the complexity of institutionalization. There is often a forced process, a programmatic
 
response to a development need expediently brought forward to achieve 'funded' status and monitored
 
accordingly. At the conclusion of projects such as this, invariably attention isdrawn to those over' and
 
'under' estimations to which the lack of 'project goal fulfillment' is ultimately traced. Risk-taking isnot
 
alien to A.I,D., by any means. However, aproject can only be as sound as the support upon which itdepends.
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RECONMENDATIONS:
 

1. Assuming that H*E intends 
that CSP survive and grow, immediate attention should be given to
 
institutionalizing cropping systems research. Specific measures which should be taken include a policy

statement on CSR by the Hinistry, formation of a Farmir2 Systems Advisory Committee, elevation of the-CSP-to a
status comparable to other major commodity improvement programs, widespread adoption and utilization 
of CSP

results and methodologies, and using remaining resources to mount an 
 internship program with training support
 
and enhanced staffing.
 

2. HMO effcrts to improve input delivery systems, credit facilities, and extension services should be
 
selectively ptrsued and supported. Development projects should make greater use 
of the technologies and
methodologies developed and tested by the commodity programs, including 
 the CSP and PPP. Support for the
 
minikit prosz am shoulo continue. 
The commodity programs should not produce foundation seed but concentrate on
 
increasing supplies of promising varieties,
 

3. lhe commodity programs and discipline divisions should be strengthened to improve the ability of the

research system to generate new technologies and deal with second generation issues. Each major commodity
 
program should be provided with at least one socio-economist and the position and status of socio-economists
 
within the agricultural research establishment and DDA should be generally improved with the services of
 
existing socio-economists more effectively used.
 

This evaluation was conducted in January-February, 1983, and the report 
 was written by Dr. Elon H.Gilbert,

Team Leader and Agricultural Economist, Dr. Russell D.Freed, Agronomist, 
 and Dr. Kailash N.Pyakuryal, Rural
 
Sociologist, all of whom were consultants for the International Science and Technology Institute, Inc. U1STI).

The evaluation was contracted with ISTI under PDC-1406-1-00-2085-00.
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A REVIEW STUDY OF THE NONFORMAL EDUCATION PROGRAM -NEPAL
 

PROBLEN & OVERVIEW: The government of Nepal (HM6) has recognized illiteracy as a key problem and obstacle to
 
achieving desired developmental goals. About 95% of Nepal's 15 million people are illiterate and illiteracy
 
ishigher among women than men. began its first -- Since then, a numberof
Nepal literacy programin 1956, 

approaches have evolved aimed at educating those beyond the purview of the formal educational system. During
 
the National Education System Plan (1971-76), adult education programs were made more functional and relevant
 
to the needs of the rural population by giving them a non-formal orientation. In1977, the Research Centre
 
for Educational Innovation and Development (CERID) experimented with two types of programs. One of these, the
 
multi-sessage approach, was found to be more effective. As aresult, the Ministry of Education and Culture
 
(HOEC) adopted and adapted its approach to adult education accordingly.
 

U.S. ASSISTANCE: In 1978, CERID, with MOEC approval and financial and technical support from World
 
Education/USA launched a three-year pilot project (1498-0251) on Integrated Non-Forsal Education (NFE) insix
 
of Nepal's 75 districts. The total cost of this project was $421,067. USAID's contribution was $339,627.
 
The pilot program derived its funding from aUSAID/Nepal grant to World Education International (WEI) through
 
the mechanism of the Private Voluntary Organization (PVO) Co-financing Operations Program Grant (OP6). Its
 
purpose was to raise the awareness of adult villagers to ways of improving their economic and social
 
conditions. After this pilot program was completed (September 15, 1981), the project was adopted by the HOEC
 
and expanded. Since 1981, the materials anJ methodology of the pilot program have been tested among widely
 
representative rural groups.
 

PURPOSE OF EVALUATION: First and second cycles of classes, each of six months' duration, have been conducted
 
infive and six districts respectively inthe years 1982 and 1903 and an evaluation of what has been achieved
 
during the program's lifespan was deemed appropriate. The major purposes of this study are: (1)to sake a
 
qualitative assessment of the program's literacy methodology; (2)to determine whether materials are
 
appropriate (3) to examine the appropriateness of staff selection and training; (4)to examine the
 
interaction between the Non-Formal Education (NFE) program and the HOEC's Functional Literacy Program; (5)
to
 
assess the extent to which women have participated; and (6)to assess the climate and the possibilities for
 
institutionalizing the project within the HOEC. Two districts were selected as sites for this study, Sindhuli
 
and Baglung. The evaluation consisted of reviewing relevant documentation, interviewing staff and
 
participants at both central and field levels, and observing classroom situations.
 

FINDINGS:
 

I.In general, the methodolony used is aporopriate for accomplishing the program's objectives. A
 
participatory approach, employing key words and thematic pictures, isused. Most classroom work involves
 
demonstration, drill, small group work and games. Those interviewed stressed such positive aspects as the
 
relevance of program content to rural life situation and inraising the consciousness of the participants in
 
such areas as family planning.
 

2. Jhe content of the literacy orimers was found to be consistgnt with the needs and Problems of the
 
garticlants. Participants specifically mentioned the functional content of the course as useful to them.
 
However, there has been a delay inthe publication of the last two volumes of the four-volume literacy
 
package.
 

3. Both on-the-Job trai ona for soecialists and supervisors as well as the training program for the
 
facilitatorswere found iaproariate and effective, More specialized training isdesirable for specialists,
 
however, and the facilitators felt that the one-week duration of their training was insufficient. The ratio
 
of supervisors to specialists (1:20) isconsidered too high.
 

4. Interaction between the NFE orooram and theFunctional Literacy Prora was found to be alost negligible.
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5. Women comprised 48 percent of the total participants inthe 1983 cycles. Women participants interviewed
 
mentioned that the presence of femile facilitators encouraged their participation.
 

6. Ininterviews, central level policy and administrative Personnel expressed serious commitment toward the
 
eventual institutionalization of the NFE system. However a strong cadre of professional staff isrequired who
 
could -further refine training and supervisory mechanisms as -wel as develop a cost-efficient logistical plan
 
for wider Implementation. Current staff have not been provided with permanent status.
 

7. Among the shortcomings or problems noted. the following were most prevalent: (I)delays inreceiving
 
literacy materials at some locations; (2)inadequate lighting arrangements inclassrooms; (3)delays in
 
releasing funds (renumerations to facilitators); and (4)insufficient funds to cover the purchase of fuel for
 
lamps or for transportation of materials. The infrequency of supervision, mentioned above, was also noted by
 
those interviewed.
 

PROJECT DESIGN & POLICY IMPLICATIONS: Inthe final analysis, it is the policy and commitment on the part of
 
the MOEC that will affect the eventual institutionalization of the NFE program. Whereas central level policy
 
makers and administrative personnel have evinced strong verbal support for the NFE program, this support must
 
be followed up with specific action so that institutionalization becomes a reality. The major actions needed
 
include the development of a strong, permanent NFE cadre at the center, the clarification of the role of
 
district level personnel with regard to the operation and management of NFE programs, the establishment of a
 
formative evaluation mechanism so as to farilitate the evolution of a relevant and effective program, and the
 
formal launching of the NFE program as an integral part of the regular adult education program of the MOEC.
 
The lesson learned appears to be derived from a 'new technology' project which has had initial success in
 
achieving support from a traditional government ministry. However, genuine strong verbal support isnot
 
always difficult to muster. The final test, barring additional project intervention, will be whether action
 
speaks louder than words.
 

RECOMMENDATIONS:
 

1. Top priority should be given to the timely production and distribution of project materials.
 

2. Literacy materials and training methodology should be refined and improved so as to reflect the different
 
topographical and cultural contexts of Nepal.
 

3. External technical assistance should be continued to complete the development of the NFE program
 
particularly Inthe areas of training, supervision and evaluation.
 

4. Arrangements for long-term training of NFE specialists should be considered inorder to prepare them to
 

assume leadership and management roles in a fully developed program context.
 

5. Budget and logistical requirements for the efficient implementation of the NFE program should be provided. 

6. NFE staff should be accorded permanent status and the NFE program should be officially Inaugurated as a
 
integral part of the MOEC.
 

This evaluation was conducted by the Language Culture Training and Research Centre of Kathsandu, Nepal. The
 
principal investigator was Dhoj P~j Marhatta.
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THE MAGAZINE SHOW: NONFORMAL SEGMENT OF THE RADIO EDUCATION TEACHERS TRAINING BROADCAST - NEPAL
 

PROBLEM & OVERVIEW. His Hajesty's Government IHMG) has made a major commitment to providing free universal
 
primary education. This has created a heavy demand for trained primary school teachers. As of 1981, however,
 
only about 36 percent of primary school teachers had received any formal training. The Institute of Education
 
at Tribhuwan University was providing training to about 900 teachers a year but there was-need for a more
 
cost-effective approach for training greater numbers of teachers, especially inthe rural areas.
 

U.S. ASSISTANCE. The Radio Education Teacher Training Project (RTT I: 1367-0123) was a joint HMG/USAID
 
effort begun in1978 and completed on March 31, 1984. Total funding was $4,522,446 of which USAID's
 
contribution was $3,635,000. The project's purpose was to provide a cost effective means of training primary
 
school teachers who had neither passed their School Leaving Certificate (SLC) exam nor received any other
 
teacher training and, inthe process, to create the capacity to provide in-service rural teacher training
 
tnrough radio broadcasts. the goal of the project was to improve the skills of in-service, primary school
 
teachers thereby improving the quality of education received by children inremote and rural areas. Southern
 
Illinois University provided technical assistance for the first phase. The broadcast year beginning August
 
29, 1983 was the third full year of operation.
 

The Mawazine Show is a 20-minute interlude between the two, 20-minute formal education sections of the RETT
 
broadcast hour and isdesigned to serve as a break for the enrolled teachers. Itconsists of dialogues on
 
various topics of development interest, cultural notes, music, and the Teacher's Corner, a time inwhich
 
questions which have been sent inby enrolled teachers are answered over the air.
 

PURPOSE OF EVALUATION. The purpose of this study was to test USAID/Nepal's hypothesis that the Magazine Show
 
has a far wider listening audience than just those teachers who are enrolled inthe RETT upgrading course. If
 
this could be demonstrated, then the Magazine Show would stand as a potentially powerful, non-formal
 
educational tool for rural development. The objectives of this study were: (1)to determine who listens to
 
the Magazine Show broadcasts and why; (2)what benefits do listeners perceive they obtain by listening; and
 
(3 how the Show can be improved inthe second phase of the project. A secondary objective was to conduct a
 
survey on the availability of radios inrural areas of Nepal where the study took place. The evaluation team
 
first analyzed 48 scripts of The Magazine Show used in the 1982-83 broadcast year and prepared interview
 
schedules. The team then conducted a field survey intwo districts in which 16 enrolled teachers, 72
 
unenrolled teachers and 207 general public listeners were interviewed. Among the teachers, six were women of
 
whom only one was enrolled.
 

FINDINGS
 

1. The Magazine Show islistened to by 42% of roughlv half of the oooulation who are radio listeners. A
 
quarter of those 42% are daily listener%. Fifty-eight percent of the teachers not enrolled inRETT do listen
 
to the show. However, the show his low name recognition aven aeong the teachers who have been enrolled inthe
 
PET? course, The Show isnot even recogni:ed as aseparate entity by the teachers enrolled inthe RETT course
 
nor do many of thee recogni:e the name.
 

2. ?bere are probiems inthe oualitv of broadcast receotion inthe field: aconstant humming or whining
 
noise is heard on the 60-eter band on which the program Istransmitted, There have been freqjent
 
interruptions inthe broadcast due to technical difficulties.
 

3. The scriots for the orogram vary greatlv inquality. Children's Stories and Women's Education are
 
markedly more effective thin Population Education and Resource Conservation. The scripts are much better at
 
introducing the topics and the main points than they are itdaking conclusions or practical recommendations,
 

4, Both the lanauage used and the colcets introduced are too sophisticated for such of the rural audience,
 
or even the teachers, to be able to understand.
 

5. the distribution, coletto jhd rediltrikgtion of groject radios and self.nstruLtionjl nAttrtals eg 

idministrative aroblems that grove diffiult for the District Education Offices to manege.
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PROJECT OESIGN AND POLICY IMPLICATIONS. The Magazine Show gets sore air time--20 minutes x6 days a week at
prime time--than other, better known programs. With no staff of its own, however, the Show's scripts are

writtcn by outsiders which contributes to the inconsistency intheir quality. Thus the 
 Show suffers from an
unclear sense 
of direction and a lack of leadership or purpose as the RETT Project staff's main

responsibilities lie with the 
formal part of the broadcast, Although itisan ideal position to become a
popular, useful educational program, there 
isserious doubt that it (or any other development oriented

educational program on Radio Nepal) isyet effective as an educational tool. 
 The Magazine Show can and should

take the lead ineffective, innovative educational programming, thereby creating the model for other programs
 
to follow.
 

RECOMMENDATIONS.
 

I. The name and the identity of the Magazine Show should be 
cultivated by introducing some innovations and a

livelier format. Taped field interviews with teachers and community people ought to be included inthe
 
program.
 

2. The possibility of transmitting the RETT/Magaziie Show on either 41-meter or 51-meter bands should be

explored. The cause of the interruptions inprogram transmission should be discovered and corrected.
 

3. Show scripts should be routinely field tested. Unnecessary literary words should be eliminated from the

scripts. Academic concepts and generalizations should be avoided. More emphasis should be given to concrete
 
examples to which villagers can relate and can translate into action.
 

4. Radio sets should be sold to enrolled teachers at cost on an installment basis. This would simplify

administrative procedures, reduce costs 
to the project and be an attractive opportunity for teachers to
acquire quality radios of their own. Sell-instructional materials should be given, not loaned, to the
 
teachers.
 

5. All levels and aspects of the Magazine Show should be coordinated and produced by the RETT staff itself.
This will require additional staff. Additional office space should be provided 
 to RETT staff for this
 
purpose.
 

This evaluation was performed by Dhan 
B.6urung and Dwight R.Holmes inNovember, 1983. (Ed. note: The

professional affiliations of the evaluators are not given intheir report.)
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MID-TERM EVALUATION OF THE COMMUNITY-BASED INTEGRATED RURAL DEVELOPMENT PROJECT IMPLEMENTED BY SAVE THE
 
CHILDREN FEDERATION (U.S.) -NEPAL
 

PROBLEM t OVERVIEW: Establishing a successful community-based, integrated rural health and development
 
program throughout Nepal is a fundamental component of His Majesty's Government of Nepal's (HM6) broad
 
development strategy. Various ministries, including Panchayat, Agriculture and Health, have directed
 
nationwide efforts at accomplishing this objective through various sector programs. Private sector
 
initiatives, however, have been few and those that have been undertaken must be legitimized through the Social
 
Services National Coordination Council (SSNCC). The SSNCC is aquasi-governmental agency chaired by Her
 
Majesty the Queen and composed of important HM6 iecretariest representatives from indigenous groups and local
 
chapters of international private voluntary organizations (PVOs) such as Save the Children Federation ISCF).
 
Their programs are intended to provide alternative models of delivering essential health, population control
 
and rural development services to the underserved poptilation. Flexibility of delivery approach and
 
innovativeness of program content are considered the main assets of such programs.
 

U.S, ASSISTANCE: USAID/Nepal and SCF signed a three-year grant agreement (167-0144) effective from August,
 
196! to August, 1984 totaling $518,882 of which $342l882 isprovided by USAID under the PVO co-financing OP
 
project. Under this grant dgreement, SCF, working with the Community Services Co-ordinating subcommittee of
 
the SSNCC and the Pokhara Lions Club, is to establish Village Health Care Programs infour Panchayats.
 
Through this program effort, it isexpected that Nepali staff of SCF, village leaders and community members
 
will develop 'their potential inprogram leadership, project planning, implementation and evaluation within
 
the rural areas' and that 'the concepts of community and village leadership participation and responsibility
 
for self-help insocio-economic improvement will be introduced and developed.' Ways and means of replicating
 
successful elements of the SCF program inother areas of Nepal are also to be determined. Improved 'health
 
and overall well-being of an estimated 30,000 to 45,000 Nepalese' isthe expected output at the end of the
 
five year program effort. A two-year extension of the project inwhich up to seven more panchayats might be
 
brought into the program isone option open to USAID and SCF inthe event that the initial program effort is
 
satisfactory.
 

PURPOSE OF EVALUATION: This evaluation isconcerned with the SCF program effort in one of the project's
 
primary impact areas, Deurali Panchayat. The two issues examined are: (1)whether SCF his been able to
 
develop a community-based institutional framework within which the Deurali community can successfully carry on
 
the project after SCF's departure; and 12) assessing the impact the project has had in actually delivering
 
services. The evaluation methodology included interviewing 78 heads of households selected using a stratified
 
sampling procedure, participant observation, informal discussions with villagers and reviewing official
 
statistics and relevant documents. This project was first evaluated by USAID in1982 under the name of 'Save
 
the Children Federation's Community Based Integrated Rural Health Development Program.'4
 

1. Jhereis evidence that the oroect has laid an institutional foundation inwhich the whole comunity is
 
*nvolveJ. the philosophical and methodological approach used by SCF isknown as Comunity-Based Integrated
 
Rural Development (CBIRD). The main vehicle of community participation isthe Village Development Committee,
 
or VOC, composed of nine members representing all 9 wards ina pialhIt.
 

2. The oroitets iolelented by jF include: improved springs (B)and water taps 122)1 anew health clinicl a
 
community health leader and feile health volunteer outreach programl a community medical shop; family
 
planning motivation; Day Care Centers 1bij teacher training; training inbuilding/installing sooeless chulos
 
(stoves)l school construction; and adult literacy classes.
 

3. Slity otrctnt of survey resoondents said that they had particioated in decidina on the orolelts 
imolemented by SCF intheir community. 

4. EfijdL.eortjj.JjdJ that the proctS hich they had made actually inOlented.
gJlj a demand were 

Forty-five pircent slaid they had made attempts to introduce new projects. However, when the survey responses
 



were broken down by caste, over 70% of the respondents from the 'professional classes' (low caste status) and
 

the qri or tailor caste had made little or no attempt to implement new projects.
 

5. Sixty-four Percent responded affirmatively when asked whether they had Participated inSCF Projects. This
 

participation has consisted primarily of local labor especially for projects which add infrastructure.
 

6. Eighty-two percent of the respondents said they had derived personal benefits from the orojects: medical
 

treatment (32), drinking water (27), day care (23), and school (21).
 

7. Community-based structures need to be established or strengthened for all sectoral projects: drinking
 

water, health facilities, and Day Care Centers. While 82% of the respondents did not think any of the
 

projects had failed, 58% expressed that there was a room for improvement insome of the projects. Although
 

some community-based structures exist now, others should be established. More attention needs to be placed on
 

project maintenance, and some confusion exists is to which party, the Village Development Committee or the
 

local Panchayat, isresponsible for maintenance activities.
 

PROJECT DESIGN t POLICY IMPLICATIONS: According to the survey, a substantial majority of the respondents
 

approve of the SCF projects and express their belief intheir capacity to continue the development process
 

after termination of SCF support. The project has directly and beneficially impacted on the lives of women
 

through its focus on improving water supplies and access to drinking water, through the establishment of Day
 

Care Centers, by placing emphasis on improving health services for women, and providing adult literacy classes
 

which women attend. Enrollment is over 60 percent women. Inother areas of developmental concern, such as
 

altering the caste system, affecting the overall fertility rate, or directly benefitting the poorer
 

population, the project has had less measurable success. However, the co-mingling of children from high and
 

low castes inDay Care Centers isone of the more visible results of a process that should help break down
 

to health care for the poor and the popularity of family
caste consciousness. Likewise, the improved access 


planning services, made possible by the establishment of the health clinic, and the improved access to
 

education through the building of schools are also examples of institution building that impact beneficially
 

on the poor inparticular. The implementation of physical construction projects has resulted inincreased
 

employment opportunities for chronically underemployed or unemployed persons. The SCF practice of using local
 

masons, carpenters and other skilled tradesmen has been beneficial to indigenous tradesmen and has reduced
 

reliance on the introduction of external technology ina situation where an appropriate technological base
 

does not exist to support the long term use of the imported variety. True, these efforts are of a one-time,
 

short-term nature and the development of an industrial basis for economic growth cannot be immediately
 

More profound development efforts inthe areas of agriculture, income-generation
accomplished inthis manner. 

and marketing are obviously required inorder to impact more importantly on the fundamental economic base of
 

started to focus its resources in a more systematic,
the community. Inthis area, the SCF project has just 


concentrated approach.
 

Ina larger programmatic context, the SCF Project philosophical and methodological approaches are inapparent
 

conflict with that of other USAID-funded programs in the area, namely the Resource Conservation and
 

Utilization Project (RCUP) which is vastly more comprehensive, extensive and costly thin SCFs. These
 

differences inapproach and resource inputs demand careful analysis and coordination, particularly inthe
 

newer SCF project areas which lie within the RCUP's geographic area. In a developmental context, the SCF
 

project isa 'Model' approach, i.e., itfocuses the efforts and funds of an outside donor agency on a specific
 

locale. The donor agency's personnel have access to governmental agencies and personnel, communication
 

systems and funding sources not normally available to villagers or village institutions. SCF project staff
 

are committed to the administration of project resources and activities ina locale-specific contest unlike
 

government programs that are more broadly based. The current evaluation discusses only briefly these
 

advantages interms of the relative successes of the SCF project. Infact, the actual measure of the SCF
 

project's effectiveness %jY not be assessed realistically until several years after all project personnel have
 

left the area and entrusted the contituatio of the CIRD philosophy and methodology to locally trained
 

leaders.
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RECOMMENDATIONS:
 

1. The involvement of the villagers in infrastructural project maintenance work should be increased
 
particularly inestablishing an institutional responsibility as well as foundation for this aspect.
 

2. SCF should pay increasing attention to income generating activities and the encouragement of private
 
entrepreneurship.
 

3. SCF should commence additional agricultural development measures, e.g., emphasize multi-cropping inKhet
 
land, introduce high yield maize seeds, develop cash crops, experiment with better methods of composting,
 
provide vocational training to local blacksmiths for implement production, initiate better grain and seed
 
storage practices and facility development, and encourage improved animal husbandry practices.
 

4. SCF should explore various ways and means of improving villagers' access to credit for agricultural
 
purposes such as production loans.
 

5. The SCF Country Director and his counterpart inthe SSNCC should initiate high-level discussions, either
 

directly or through USAID, with regard to coordinating some of the specific projects planned by both agencies
 
inthose areas where both projects are operating. Inaddition, there isa need to establish some form of
 
accommodation or compromise between the apparently differing philosophies of rural development particularly
 
with regard to payments made to workers on development projects.
 

This evaluation was performed inApril and May, 1984 by N-F Development Consultants. The principal
 
investigators were Nanda R.Shrestha, Ph.D., ladri N.Kayastha, Ph.D., Paul F.Kaplan, Ph.D., and Hari Iakta
 
Pradhan, (Ed. note: The professional affiliation of the principal evaluators isnot specified in the
 
evaluation report.)
 

#the present evaluation uses the designation 'STC' to refer to The Save the Children Federation although the
 
designation 'SCF' isnormally used as was the case inthe first evaluation. For consistency, this summary
 
uses the 'SCF4 designation.
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REVIEW OF FARMER-MANA6ED IRRI6ATION INNEPAL
 

PROBLEM I OVERVIEW: Inmost places inthe hills of Nepal, and 
 to a somewhat lesser extent in the Terii,

wherever there isa reasonable potential for developing irrigation, farmers have already aide some effort to
 
irrigate part of these command areas. Recent estimates suggest that farmer-operated irrigation systems provide

90% of the irrigation inthe hills and 74% inthe Terai. Some of 
 these systems date to hundreds of years and
 
were built under the direction of petty Rajas (kinqs); others are more recent and have been developed entirely

by local initiative and resources. Wherever there issome existing irrigation, there isalso an organization
 
to carry out the primary tasks of an irrigation system.
 

PURPOSE OF EVALUATION: This study aims at investigating the nature of tte indigenous organizations which
 
govern the allocation of water, the maintenance and further development of existing systems as well as the
 
socio-political systems which exist to plan water use, organize labor, mobili:e other resources and to resolve
 
conflict over water use rights. It isintended 
that the findings from this study be used to guide the
 
development of both extensive and intensive irrigation development projects.
 

FIND! NGS:
 

1. 6rouns of farmers work together to develop their Niter resources. Often they hire other villagers who art
 
skilled incutting canals and tunnels through hard rock. 
 tntil very rtevntly, all materials used were from
 
the local community. Now cement and steel or 
plastic pipe are commonly imported.
 

6. To basic orncioles of waterallocation beoserved. the most common isto divide the water in

proportion to the area of land irrigated by each farmer inthe command area. 
 Another isby selling shares in
 
the system to members. Inthis scheme, no relationship between land ownership and water ownership is aide.
 

3.Three methods of distributino the water euitably for monsoon rice cultivation have been observed. 
 One
 
method isthrough the use of isachos or horizontal wsirs aide from a lo, with two or more notches of equal

depth but varying widths cut into the top. Another coomon method Isby 
timed rotation. A third method isby
 
contract where the members of the organization pay one or more persons to deliver the water to all the fields.
 

injzj|ions
4. bosL j hold a eetano to addressmaintlance needs before te criticaloerlod which isJust
 
orior to and during the monsoon season. Maintenance Is generally done by members thteselives, Some
 
organizations contract this work. During the monsoon period, members patrol 
 the system for early detection of
 
problems. Inemergencies, most organizations require all members to work irrespective of the number of shares
 
owned or the size of the land-holding irrigated.
 

5. ConflIct is resolved usually by fiing thememberor no".member who is found to have stolen water JI 
1bsentfromworidurin his turn. Sometimes the guilty party isphysically punished. Generally one will be

denied water at his next turn, One organization exacted a public co.nleson from the guilty party.
 

b. ft 1LjJoIrytltsAk-bIen,. oraisint12 J rsources from a1ono the IbrS. M y has been raised to
 
cive contracts to persons skilled at cutting canals and digging tunels. 
 Over one half of the observed 
systes received some assiistace from the governmet. 

Il reources.7. T Ize ebers are usually reiutred to otrlbott labor and gsh accotdialat theftlain 
Ari.at.h I Jserved. Another bails for resource mobilization is in proportion to the productivity of theirrigated land. hot organiations keep written records of itbers' attendance it work and levy fines agailit
 
those who shirk.
 

1. hLrUllturl -Irofu.ttltv islhe bestltiSure by Ifilc toevaluate theeffetivenessof this sytstes. In
mOst of the slstems observed, triple-cropping ispracticed with cropping inltenities of nearly 300. Average

ylilds fro$ sample crop cuts infour Sid*hill systems have ringed froi I to 3.5 metric 
 tons per htctacro for
 
paddy and 2 to 2.5 for wheat.
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PROJECT DEOLICY IMPLICATIONS: Several important points emerge fro the study of farmersmanaged
irrigation systems and fra the review of Nepal's experience inirrigation development:
 

I. There is existing local 
 experience with water management and irrigated agriculture because in most 
wocations
where there is irrigation potential farmers have already developed the water and land resources to 

agricultural production. 


some extent. This existing organization and infrastructure should provide the starting point for ausers 
group, 

2.Farmer-managed irrigation systems are effective in managing the water resources to achieve improved
The organizations capable
aire of timely delivery of water, allocation and
distribution of water, labor mobilization for 
 maintenance, resource mobilization including cash to pay for


materials, supervision for carrying out construction and Identification of most serious problems in the

physical structure, and the setting of priorities as to what should be done first.
 

3. Farmers use an incremental approach inirrigation development which 
allows accumulated knowledge and
 
experience of each undertaking to be used inthe next Improvement or expansion. In this way, there 
isa
 
minimal disturbance of the existing irrigation system and work can be fitted to slack periods.
 

4. Water allocation by purchased shires provides financial incentives for efficient water management and for 
expanding the land area served. Allocation in proportion to area irrigated contains no incentive for 
efficient management nor a mechanism for expanding the area irrigated as the supply is Increased. 

5. hen farmers gown' the farmer-managed system, they take full responsibility for its operation. The 
farmers inthese systems have both the incentives and means to enforce compliance with rules formulated for 
efficient and equitable operation of the system. 

This study was conducted by 
Edward P. Martin and Robert Yoder. (Ed. note: The report does not contain 
information about their qualifications, affiliations and the funding source for the study.) The study waspresented at the Water Management Issues Seminar held InKathendu, Nepal between July 31 and August 2,191. 
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STRENGTHENING AGRICULTURAL RESEARCH INPAKISTAN
 

PROBLEM & OVERVIEW: Agriculture isthe largest single sector of the Pakistan economy, accounting for 32% of
 
the GDP and employing 551 of the nation's labor 
 force, Itearns 90% of the country's foreign exchange and
 
provides sustenance to over 70% of the population of 90 million which isincreasing at the rate of 3%per

innui, Inits Fifth Five Year Plan (1976-79 to 1982-83), a major objective of Pakistan 
was to achieve a 6%
 
per annum growth rate inagriculture, which would permit increases inper capita consumption and increased
 
earnings of foreign exchange while keeping pace with population growth. Allocations of funds for agricultural

research were increased and major changes were made in the organization and management of research at the
 
federal level. However, growth averaged about 41 per year over the 
 five year period. This was due more to
 
increases incultivated acreage than inyields per acre, which remained far below their productive potential.
 

the inadequacy of the Pakistan agricultural research system to support 
 ahigh rate of growth inagriculture

has long been recogniZed. At the time of India's independence 11947), the very substantial agricultural

research system of India was left largely inIndia. Not one of 
 the national institutes was located in
 
territories which constituted Pakistan.
 

jS, ASSISTA E: Beginning in 1969, A.I.D. entered into a series of 
 Project Agreements (t391-0296, Loan
 
1391-T-156, Grant 1391-17-110-296) with the Government of Pakistan 
 (GOPI for strengthening GOP's agricultural

research system. The target 
 of the initial funding was the Punjab Agricultural University itFaisalabad
 
followed, in1974, by support to the Pakistan Agricultural Research Council (PARC). Although the official
 
starting date was 1969, no significant activities were undertaken until the 1974 grant, The purpose of this
 
grant was, and remains, 'to establish afunctioning centrally coordinated program of agricultural research for
 
major agricultural commodities which effectively translates policy guidelines 
into specific research projects

with achievable results.' Several problems arose early inimplementation. Project reviews in1976 and 1977
 
led to aredesign of the project in1970, giving higher priority to building an institutional base which could
 
eventually support a comprehensive research program. 
 In1979, the project was suspended due to disruptions in

Palistan-Amercin relations. Itwas again amended inApril, 1992 
 and extended for another three years with
 
funds added to complete construction of the National Agricultural Research Center (NARC). The 1992 agreement

increased the Pupee component by Rs. 29,700,000. Total USAID funds available since 
 1969 amount to $6.2
 
million indevelopment loan funds, 14,792,900 indollar grants and Rs. 155,200,00 in Mondale rupee grants.

the other major donor 
 isthe Government of Australia 1800,000). Pakistan counterpart funds total Ps. 129
 
million.
 

!PMP0SE OF VALUATION: Ihe purpose iSto astis 
the impact of the project on strengthening the research
 
capibility of the Pakistan agricultural research syste. The Scope of Work describes sit general areas and
 
eight social sciince areas of inquiry, A six-mtber, multidisciplinary team was engaged. This team examined
 
relevant documents, conducted field visits, and held interviews with 6OP and USAID personnel 
 and staff from
 
several alrictltril research institutes and universities.
 

I. At MM, raitnlnlad colfe2nrenctentler isestntiillyc.omlet in..!#,oeriftion athough itilopeirs
-iufiifulturet ote, the Far@ Service Center hisr 
 been remodeled and improved. Facilities
have been developed fr the plant 
 genetic resources unit and for coordinating units of several national


research proqrams. Progress has bee" made on land shaping and development of the irrigation system for that 
portion of the 1I1 acre site scheduled to have pereonit irrigation, Overall, 113 Acres have been precision
leveled, 3.1 miles of irrigation channels, 4.2 miles of drainage channels and I miles of road have been

buail.
 

7. aigonalCordniasd pooral, ,CPI hate itti.Igitluted in ile area l, Coordinated programs farthest
 
ivance ire: Ml wheat barley and trititalel 42) maize, sorghum and milletl (3!rictl and (41 oilseeds.
 
iteresls of the Weat NOP have ien 
imprelsive and production has now risen to sore thin twelve million
 
tons slce te7 whe total production fell below eight million tons due to a serious rust epidemic.
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3. No farming systems studies have yet been initiated by NARC although one seminar on Farming Systems
 
Research was held this past year. A number of PARC's current efforts inrelation to farming systems work can
 
be traced to this workshop, NARC isinadequately staffed in agricultural economics and other social sciences
 
needed to support an adequate farming system research program. There is a continuing, serious shortage of
 
economists n the PARC system, and recruItsent of sociologists and anthropologists is lagging. A PARC Fareing 
Systems Coordinator has not yet been appointed, and PARC iswithout a council member for SC;i]l Sciences.
 

4. The project has made some progress indeveloping stronger links with extension. Field trials are being
 
carried out by most research institutions on farmers' lands. PARC isinvolved in production maximization
 
campaigns for major crops and his initiated travelling seminars under the national coordinated programs.
 

5. Manpower development has taken place primarily through training abroad for advanced degrees. One hundred
 
and five participants have been sent abroad for advanced degrees or for short-term, non-degree training. Of
 
these, 78 have .eturned to Pakistan and, with few exceptions, are employed intheir sponsoring institutions in
 
areas for which they were trained. Response to opportunities for advanced degree training in Pakistan his
 
been slow reflecting a general concern that local degrees have little value.
 

6. Post graduate training inPakistan needs strengthening. Nhile the agricultural universities have some
 
competent staff, several disciplines are not well staffed, lack facilities, equipment and research funds,
 
particularlv at the M.Sc. and Ph.D. levels. The staffing of NARC is especially weak inthe areas of
 
horticulture, agricultural economics and other social sciences, entomology/integrated pest management, dryland
 
soil management and weed control.
 

7. Pesearch planning within PARC is still at the evolutionary stage. In 1990-91, PARC introduced the
 
Coordinated Agricultural Research Planning Systems of Pakistan KCAREPLANS) and a Planning Unit, including a
 
Director of Planning and a small support staff, was established. This unit needs sore resources and
 
strengthening of its analytical capabilities.
 

B. Delays and uncertainties in the release of funds by the Ministry of Finance to PARC adversely affect
 
operations of NARC and PARC-funded proects. Fair salary scales and good opportunities for advancement and
 
responsibility as well as adequate facilities and support services are policy issues that must be addressed in
 
order to create an environment of incentives in which well-trained Pakistani scientists can conduct
 
professionally satisfying research.
 

PROJECT DESION I POLICY IMPLICATIONS: the initial Project Agreement focused on PARC as the responsible
 
counterpart agency and detailed a specific but ambitious program for strengthening the national system for
 
which PARC was inadequately organized and staffed to complete. thus, although the project began officially in
 
1969, itwas not until the 1976 and 1977 reviews that the major problems contributing to the disappointing
 
progress were acknowledged, the 1978 project redesign initiated changes which helped the project survive
 
subsequent disruptions in 1979 aid 2980. The 1982 amendment appears to have assured its successful conclusion
 
through the provision of more funding. An excellent facility for national, centralized research and training
 
isbeing constructed. An improved system of national coordination for organizing and managing research,
 
fundamental to the effective mobilization of scientific resources for solving agricultural production
 
problems, isnow emerging at the center. It will need further support to maintain the iommntum and to
 
strengthen its administration and management. However, the history of the project illustrates the importance
 
of undertaking institution-building projects of this kind with patience and flexibility, Itshould be iept
 
inmind that NARC is a national institution and primarily a support and service organizatlon for the
 
provincial research entities. The station cannot fulfill its primary service function if it iscompeting with
 
or duplicating work that can be done inthe provinces. NARC should be accomplishing, and be recognized for
 
doing, research of a more sophisticated and basic nature thin isnormally accomplished in the provinces,
 
Perhaps the most important lesion learned has been that inthe development of institutions, time, patience,
 
perseverance and flexibility a', vital elements, The decision to stay with it,but to modify and redesign to
 
adjust to a very dynamic situation has beer., and will continue to be, the key to success of this project. A
 
decade isnot a long tipe insuch a develope',t process and A.I.D. should be prepared to allow least that
 
such time for satsifatorv progress to emerge.
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RECOMMENDATIONS:
 

1. Inorder for NARC to fulfill its role as a national center of excellence, the administrative structure
 
should be strengthened inthe following ways: d
 

.an-organizational chart should be adopted In'which lines of responsibility will determine the kindsof
 
competence needed inthe major posts of the organization;
 

-the current 'acting' status of the individual in the position of Director 6eneral should be made
 
permanent;
 

-staffing of the horticulture, agricultural economics and other social sciences, entomologylintegrated
 
pest management, dryland soil management and weed control sections should be upgraded as soon as
 
possiblel
 

-subsequent USAID assistance should concentrate on development activities;
 
-PARC should review the lines of communication from PARC through project coordinators and directors to
 

projects it institutes and universities, especially incommunicating budgetary changes and should
 
insist that each level develop plans for areas to be changed or modified inthe event of budqetary
 
increases or decreases contingent on the annual budgeting process outcome;
 

-PARC should seek fire assurances by the Ministry of Finance for the regular release of government funds
 
on a 
quarterly basis and should consider adopting the financial management improvements recommended by
 
the World Bank;
 

-PARC should explore possibilities of increased use of staff of research institutes and universities
 
where PARC-funded projects are located thereby reducing the need for releasing project employees in
 
times of budget restrictions and providing more opportunities for university staff members to obtain
 
research experience.
 

2. PARC should assign high priority to the selection and appointment of a Farming Systems Coordinator and a
 
Member from the Social Sciences discipline inorder to provide the support and direction needed for an
 
improved outreach program and to assist inestablishing the farming systems research program.
 

This evaluation was conducted and prepared inOctober, 1903 by six-person team which included: Keith M.
 
Byorgo, Alronomist/Agricultural Development Administration; Ralph 0. Cummings, Sr., Agricultural Research
 
Administrator; Victor S. Doherty, Anthropologist; William H. Hansen, Social Anthropologist$ Thomas K.
 
Martindale, Financial Analyst; and Russel 0. Olson, Agricultural EconoeistlAricultural Development
 
Administration.
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EVALUATION OF THE FEASIBILITY OF USING VOLUNTEER COLLABORATORS FOR MALARIA CASE DETECTION AND TREATMENT INTHE
 

MALARIA CONTROL PROGRAM - PAKISTAN
 

PROBLEM & OVERVIEW: Previous edternal reviews of the Pakistan Malaria Control Program (MCP) have identified
 
the need for strengthening and broadening surveillance activities. Until recently, such efforts have relied
 
almost totally on Active Case .etection (ACD) inwhich the malaria worker obtains bloodssears from persons
 
with symptoms suggestive of malaria. Recommendations have also included the establishment of an effective
 
Passive Case Detection IPCD) system inwhich a surveillance post isset up ina specific area and persons with
 
...syptossuggestiveof
malaria are encouraged-to visit the post for a diagnostic bloodsmear.
 

U.S. ASSISTANCE: The U.S. assisted the Govarnment of Pakistan (GOP) from 1975 to 1981 in a multilateral
 
effort to reduce the incidence of malaria to an annual parasite incidence (API) equal to no more than 500
 
positive cases per one million population. Currently, U.S. assistance is being provided to the GOP for
 
malaria control under a grant agreement entitled Malaria Control 1I(3391-0472) signed on May 19, 1982. The
 
grant consists of $41 million of bilateral funds and the equivalent of $39,699,904 inhost country counterpart
 
funds. Other participants are WHO and the Japanese government. The scheduled Project Activity Completion
 
Date (PACD) isSeptember 30, 1987.
 

The Committee on Malaria Surveillance of the Directorate of Malaria Control (DOMC), GOP, recently began a new
 
program methodology For malaria surveillance infour districts of Pakistan using the concept of a network of
 
Volunteer Collaborators developed inLatin America. These volunteers are trained by malaria workers to take
 
thick bloodsmears and administer a presumptive treatment for malaria to febrile patients.
 

PURPOSE OF EVALUATION: This evaluation's purpose was to determine the feasibility of using Volunteer
 
Collaborators (VC) for malaria case detection and treatment. Three of the four DOMC project districts were
 
visited -Lahore/Punjab, Bannu/Northwest Frontier Provinces (NWFP), Larkana/Sind. Individuals including health
 
officials, staff, supervisors, and some VC already trained and functioning were interviewed. Previous
 
external evaluations were conducted inMay 1983 (Part I)and September 1983 (Part II).
 

FINDINGS:
 

i. The selection of VC has been limited to school teachers and unqualified dispensers of health care such as
 
hakiss. quacks. etc. Several female school teachers have been selected and trained in Larkana District
 
although the great majority are sale.
 

2. The training new VC have received isnot of very high quality, although none was lacking inenthusiasm or
 
willingness to learn and improve. The majority of those VC interviewed does not have a thorough understanding
 
of their duties, isunaware of the correct presumptive dosage of chloroquine, and isnot proficient inmaking
 
bloodsmears. Many lacked materials needed to carry out their duties.
 

3. Certain cultural obstacles and personnel management problems must be more effectively addressed inthe
 
Proiect Design ifthe VC Network inPakistan is to be successful. The purdah system makes itdifficult to
 
identify women to serve as VC or to convince them to make use of the*VC. Low morale among malaria control
 
program personnel is a common problem, as is lack of discipline and a sense of responsibility. Lack of
 
adequate transportation isa chronic problem particularly for supervisors.
 

PROJECT DESIGN & POLICY IMPLICATIONS: It is clear that a network of VC for Passive Case Detection can be
 
established and made to function effectively inPakistan. Aside from certain obstacles related to technical
 
aspects and the structure of such a program, policy initiatives which address existing preconceived, negative
 
attitudes on the part of some MCP officials and staff about volunteer workers and the concept of PCD are
 
critical to future program success. The feeling exists among many medical officers and technicians ingeneral
 
health services that malaria isnot their responsibility. Thus they may be reluctant to participate fully in
 
a nationwide PCD network. The lessons learned from the Latin American experience should be applied to the
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Pakistan project. Specifically, itshould be recognized that to achieve an effective PED system requires
 
considerable time and until the Passive Care Detection Systen becomes more efficient, the Malaria Control
 
Program should not be discontinued. Furthermore, the introduction of a new system, the PCD, isunlikely to be
 
effective unless the existing ealaria control cadres are re-oriented and made aware of their expected
 
relationships and responsibilities with the new cadres. Finally, the introduction of a new system requires
 
flexibility inadapting programmatic needs to the environment and innovative leadership to solve unexpected
 
problems. The proiect design should permit and encourage both.
 

RECOMMENDATIONS:
 

I. The number of YC in2ach existing project area should be increased to 40 or 50 to allow a fair evaluation
 
of the pilot YC network and yet not be so man that adequate supervision will be a problem.
 

2. Both the ACD and PCD programs Thould be combined so that Malaria Supervisors are responsible for both and
 
the two activities complement each other.
 

3. Standardized guidelines should be established for the selection, trainino and supervision of VC during the
 
Pilot ProJect.
 

4.[iassroom 3nd on-thv-job training should be provided to all MEP workers assigned to the Pilot Project in 
the methods to be used in the selection, training and supervision of VC. 

5. ircenti*es othir than cash should be provided to YC to encourage their long-term, enthusiastic 

partiClpdtlun. Edmpies o;oht include such ideas as diploias, identification cards, prefprential treatment at 
Qovernment heaIth fcilit Ie, etc. 

6, Incenti, es shulo be provided to MCI workers assigned to the Pilot Prnect and work codes for MCP workers 
should he more str i,-I enforced. 

Ihis vauat ion was conducteo and written by Dr. Trenton K. Ruebush 11between April 29 and May 19, 1984. 
[Editor' note: the professional affiliation of Dr. Ruebush isnot mentioned inhis report.l 
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EVALUATION OF THE NATIONAL ORAL REHYDRATION PROGRAM - PAKISTAN
 

PROBLEM & OVERVIEW: Diarrheal disease continues to be one of the major health problems for Pakistan's
 
estimated 94 million people and especially for the 17 million Pakistani children less than 5 years of age.
 
Diarrhea and respiratory diseases are probably the two leading causes of death inchildren less than five
 
years old and prevalence surveys indicate that children inthis age group have 4 to 6 episodes of diarrhea per
 
year. The mortality rate for children less than five years of age is29 per 1000 live births. By assuming
 
that 40. of these deaths are caused by diarrhea, a total of 200,000 children die each year inPakistan from
 
this cause. The impact of diarrheal disease isalso indirectly reflected by the incidence of malnutrition.
 
The rates for malnutrition are 2 to 3 times higher inrural areas as compared to urban.
 

U.S. ASSISTANCE: No direct U.S. assistance iscurrently received. The Ministry of Health and Social Welfare
 
(MOHSW) instituted a Diarrheal Disease Control Program in1982 emphasizing the use of oral rehydration salts
 
(ORS) as part of a three-phase Accelerated Health Program (AHP). The use of ORS actually began inPakistan in
 
1971 and UNICEF supplies began arriving in1975. Under the AHP, the oral rehydration activities (production
 
and distribution) have been assigned to the National Institute of Health (NIH) and the Health Education Cell
 
of the Basic Health Services Unit (education and promotion).
 

PURPOSE OF EVALUATION: At the request of the Government of Pakistan (GOP), A.I.D. sponsored a consultant
 

team from the PRITECH Project to review the current Pakistani Oral Rehydration Therapy (ORT) Program and to
 
recommend ways of rapidly expanding the use of ORT inPakistan, The team members were asked to review six
 
areas of the ORT Program: (1)constraints preventing ORS use; (2)actions required to achieve widespread use;
 
(3)private sector potential; (4)distribution and marketing; (5)assessment of production and distribution
 
capacity; and (6)the surveillance system.
 

Information on the ORT Program was obtained through visits to urban and rural health facilities in 3
 
provinces. Interviews were conducted with pharmaceutical, media and marketing professionals, as well as wii
 
government and private health care providers and consumers.
 

FINDINGS:
 

1. The major constraints preventing ORS use at present appear to be: (a)lack of full-time management of the
 
ORS campaign; (b)limited iromotional and public education activities i and (c)inadequate surveillance. The
 
primary target population is unaware of the benefits of ORS. Existing health care facilities serve only a
 
small percentage (17Z by some estimates) of the population. The lack of information is the single most
 
significant constraint preventing ORS use.
 

2. At the present time, the health education system ispoorly equipped to carry out a mass promotion campaign
 
for ORS. No educational program isnow inplace to instruct mothers on how much ORS to give, how to
 
administer ORS during vomiting, or how to determine when a child requires medical attention. The orientation
 
and training of medical officers has at this point not been sufficient to ensure their support for a mass
 
campaign for ORS. There remain difficult problems inrecruiting female paramedics who have been given the
 
task of educating mothers inORT at Rural and Basic Healthcare Units and intraining Community Health Workers
 
within the villages. Among the current cadre of health educators, which numbers 25, only six have a
 
professional degree or diploma inhealth education.
 

3. There are betwpen 20 to 25 millio one litre packets available in the private sector and 5 million
 
one-half litre packets inthe public sector. NIH production during the first four months of 1984 was 700,000
 
one-half liter packets. Plans have been made to introduce double shift production at NIH. Estimated costs
 

are Rs. .546 per 1/2 litre packet and Rs. .853 per one litre packet.
 

4.Currently, five companies are producinqORS with an estimated output of 25 to 30 million one liter packets
 

in1984. One other copany plans to start production in mid-1984. Four companies are using the
 
%1(-recomiended ORS formula and one isusing a different formula. Eight companies have been licensed to
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produce ORS. One 
other application is under consideration. 
 One company has applied to import ORS. Four
other companies have expressed interest inmanufacturing ORS but have not made application for license.
 

5. ORS is widely available inPakistan, particularly in drug stores in cities and villaQes. 
 ORS isalso
distributed from provincial depots 
 inguetta, Peshawar, Karachi 
 and L3hore. Distribution isnation-wide
rather than regional. The general pattern of distribution of drugs inthe private sector is through
independent wholesalers. One international company had contracts with 
 24 wholesalers throughout the country,
A major local company listed 17 cities inwhich wholesalers had been appointed.

.. The epideioloic surveillance system outlined inthe Pakistan National Control of Diarrheal Disease (CDD)
Program document isnot functioning at 
 this tim. The surveillance system inplace cannot 
now provide the
timely data required for effective management of 
 the program. The major deficiencies include a lack
uniform definition of diarrhea, incomplete data collection and 
of a
 

recording, inaccurate recording and tabulation
of data, significant under-reporting of deaths, 
 lack of a mechanism to identify epidemics, and lack of
 
feedback for data collectors.
 

PROJECT DESIGN & POLICY 
 IMPLICATIONS: Specific policy actions which should 
 be taken to ensure the uniform
implementation of both public and private sector 
 aspects of the ORT program include: (1)giving priority to
the establishment of a Federal Drug Inspectorate; (2)licensing only firms which 
use the WHO-recommended ORS
composition; (3)reviewing existing 
 licenses with special reference 
to labeling and dosage instruction; (4)
authorizing only packaging which includes illustrations on the preparation and use of ORS; (5)standardization
of the quality of active ingredients of the 
ORS formula; and (6) instituting a program of product sampling
from different parts of the country at various periods after manufacture.
 

RECOMMENDATIONS:
 

I. Itisrecommended that Pakistan adopt a 
two-phase strategy as 
 isoutlined inthe GOP's National Diarrheal
Disease Control Programme, i.e., develop a comprehensive health communication program to 
 promote widespread
use of existing ORT packets and implement a market research program to 
 determine how a home-made sugar and

salt solution could be added to t 
o program inPhase 11.
 

2. Itisrecommended that the health education program adopt 
 an aggressive marketing strategy by contracting
local advertising and marketing firms to assist NIH implement communication activities.
 

3. Itisrecommended that traditional healers be incorporated into 
 the ORT program perhaps initially through

a number of short-term training or orientation seminars.
 

4. Itis recommended that an ORS curriculum guide be developed 
 and made mandatory in medical colleges and
that financial support to ORT training at 
the Mayo Hospital Program in Lahore and the School of Public Health
Nursing inPeshawar be continued, Activities similar to those at 
the Mayo Hospital should be established at
Peshawar and Karachi. 
 Training should 
 focus more on practical, hands-on experience and on 
 using
competencf-based instruction with verifiable outcomes. 
A systematic evaluation of the training program should
be instituted which specifically measures the skills of the trainees.
 

5. Itisrecommended that 
 research projects be considered in four areas: 
 (1)operational research inmass
media techniques; (2)operational research in surveillance and reporting techniques; (3) a 
comparative study
of efficaco of anti-diarrheal 
agents and placebos to treat diarrhea, and (4) a 
study of the infectious agents

which cause diarrhea inurban and rural 
Pakistan.
 

This evaluation was conducted for 
 PRITECH by the following consultants: William Hewitt, Maurice Imhoof,
William Smith and John Snyder during the period April 29 to Nay 20, 
 1984. Note that this Summary was prepared

from a DRAFT REPORT not yet reviewed by PRITECH or A.I.D.
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REPORT OF THE IMPACT EVALUATION OF THE AGRICULTURAL RESEARCH DEVELOPMENT PROJECT 1I- PHILIPPINES
 

PROBLEM & OVERVIEW: Increasing food production to meet the needs of a growing population iscritical for the
 
economic development of the Philippines. Land-use intensification is necessary inview of the very limited
 
area of new land that can be brought under cultivation. Small farmers, both owners and tenants, form the base
 
of Philippines agriculture. They can only contribute to the development of a national economy which isstill
 
overwhelmingly agricultural ifthey can increase productivity. Research inagriculture iscentral to
 
agricultural growth and inthe past hat made a substantial contribution to growth. However, its impact has
 
been limited- by administrative fragmentation and its over-centralization in the Manila and Los Banos
 
geographic areas.
 

U.S. ASSISTANCE: A five-year project loan agreement (1492-0286/492-T-055), signed on July 16, 1979, provided

U.S. $10 
 million for the period FY 1979 through FY 1984. The Government of the Philippines' (SOP)

contribution was the equivalent inPesos to U.S.$32.1 million. The 
 project was designed to strengthen

research capability at eight research centers particularly on key commodities produced by smal] farmers. Four
 
of the centers involved work on regionally important commodities but also have national mandates to do basic
 
development work for commodities which are of national importance. One center isa single-commodity station,

and the other three are regional centers. Inaddition, the project was designed to strengthen the Philippines
 
Council for Agriculture and Resources Research and Development (PCARRD) capacity to plan and manane research.
 
The goal of the project has been Philippine national self-sufficiency inkey agricultural commodities suitable
 
for production. A sub-goal has been to increase productivity and income of small farmers. The project
 
purpose has been to increase national and regional agricultural research activities carried out on key

commodities produced by small farmers. This 
 project isUSAID's second agricultural research loan to the
 
Philippines.
 

PURPOSE OF EVALUATION: The evaluation investigates the impact on production, yields and income, especially of
 
small farmers, of the PCARRD loan. Italso investigates the- effects on consumers. Since it was judged too
 
earl), to see much impact of research after five years, with the agreement of A.I.D., the time horizon was
 
extended to include the first loan or a Itwis felt that even
total period of nine years. nine years was a
 
short time to determine the effective impact of the type of capital investment inresearch represented by this
 
project. 
 The methodology used involved interviews with scientists of PCARRD institutions, data collection and
 
questionnaires administered to farmers 
 in the impact areas. The lack of data for an economic impact

evaluation was an important constraint in this evaluation. To a lesser extent, the lack of social data was
 
also aconstraint.
 

FINDINGS:
 

1. The project has already had positive impact on small farmers. The major impact has been incorn, rice,
 
tobacco, and rubber production. The introduction of downy mildew-resistant varieties of corn, and the
 
discovery of a chemical method of seed treatment has resulted inthe virtual elimination of.the disease and is
 
partly responsible for an 8%increase inyields. Research on corn borer pests has reduced the health hazard
 
associated with traditional methods of control (by reducing the number of applications of pesticides), and has
 
reduced the negative ecological impact of corn borer control programs. Other data indicate that tobacco
 
farmers inMarcos, abaseline study area, were able to increase their yield per hectare about 80 due to
 
increased inputs and a complete shift from older varieties to the best yielding, high 
quality, Virginia

variety. 
 Inthe next five years there will be also be asignificant impact on sweet potato productivity.
 

2. Closer links have been forged with farmers and scientists are learning from growers. A corn producer in
 
Mindanao developed the practice of detasseling corn to control the corn borer and 
 made this known to
 
scientists at a PCARRD-Southern Hindanao Agricultural Research Center (SMARC) sponsored symposium. PCARRD
 
provided agrant to ascientist to verify this method and the 
result isatechnique validated and operational
 
inthe Maisagana corn production improvement campaign.
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3. PCARRD "as a key institution incoordinatinq the application and wider dissemination of the KABSAKA
 
PACKAGE a program of hybrid rice seed and pre-emergence herbicides aimed at making two rice crops per year
 
the norm inrainfed areas where agro-climatic conditions are suitable but where a single rainfed rice crop has
 
been the rule so far.
 

4. What isprobably the stronqest and most sophisticated farmers' organization, the Federation of Outstanding
 
Tobacco Farmers of the Philippines, was developed by The Philippines Tobacco Research and Training Center
 
(PTRTC). PTRTC was established in1977 incollaboration with PCARRD and the Philippine Virginia Tobacco
 
Authority (PVTA), This organization isa direct outcome of a PTRTC training program for extension staff and
 
for farmers. With assistance from PTRTC, the organization has become an important representative of farmers
 
inmaking decisions such as the floor prices of tobacco and which varieties can be grown.
 

5. PCARRD/Philippine Institute of Development Studies studies concerning the discriminatory nature of
 
government policies in the agricultural sector have had considerable impact on emerging government policy.

This was confirmed ininterviews with Philippine economists and policy makers and with economists inthe IMF,
 
USAIO and other donors. The government has announced that itis breaking up the sugarcane and coconut
 
monopolies. There has been a reduction of tariff protection. Interest rates are more flexible. The peso has
 
recently been devaluated. Such policy changes add directly to the income of poor farmers through higher
 
prices paid for their commodities and to-the income of laborers through greater employment in the export
 
sector.
 

6. No institution has been collecting and analyzing data to indicate the impact of new technology as was
 
supposed to occur according to the Project Paper. Even where accomplishments to date have been the qreatest,
 
as with tobacco, data are not available.
 

PROJECT DESIGN & POLICY IMPLICATIONS: PCARRD has emerged as the leading institution with the scientific
 
capacity to recognize potentially important technology and with the national stature to coordinate research,
 
extension, and training to capitalize on this technology to solve pressing national problems. Inthis sense,
 
the project purpose has been fulfilled. Concentrating support to specific institutions while allowing PCARRD
 
and the institutions to decide on the use of the funds as they saw fit was a critical element inthe project's
 
success. The other element crucial to the success of this project was decentralization without which there
 
would be less 
 technology for Piall farmers and less interaction between scientists and small farmers. In
 
terms of lessons learned, itisevident that when decentralization isplanned and actually implemented, itcan
 
work effectively and help achieve intended goals. Research and pilot programs have focused on high value,
 
labor intensive crops and on producer organizations for crops, such as mushrooms and vegetables, which are
 
contributing to increased income and improved living standards of small farmers and laborers. Changes in
 
Philippine government policies on agricultural policy, especially sugar and coconuts and exchange rates, are
 
due, inpart, to economics research financed by PCARRD and the Philippine Institute for Development Studies.
 
Inthis sense, the sub-goal of the project (increased productivity and income of small farmers) has been
 
fulfilled, and both purpose and sub-goal work together towards achievement of the overall goal.
 

On the other hand, the failure to implement the original evaluation scheme, including the impact assessment
 
component, has frustrated efforts to assess the success of the project and has detracted from disseminating
 
success stories inorder to mobilize political and financial support.
 

RECOMMENDATIONS:
 

1. A.I.D should consider further loans which provide general support to PCARRD and to its regional
 
institutions. Areas of specific need are those of problem-oriented basic resedrch, more attention to
 
description of the situations of different groups so as to help improve ongoing efforts to tailor research
 
programs to their needs, and research on regional priorities.
 

2. PCARRD and moot regional institutions need to devote more resources to mobilizing political support.
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3. The role of social scientists should be strengthened to include the capacity to point out the direction in
 
which rural societv ismoving and to help set basic and applied research priorities. Social scientists should
 
be associated on research teals with physical and biolouical scientists from the beginning of the technology
 
development process, not just from the staQe of field application.
 

4. PCARRD needE to considzr the lonq-term effects on itself and on its member institutions of its allocation
 
of research resources. rhere icsa fundamental choice of strategies to be made. This is essentially a choice
 
between applied or basic research or a mx of both, with the latter beinQ a more favorable approach. At
 
present PCAPD's funds from the GOP dre beinq reduced. The A.I.D. grant is endlino. New foreign resources
 
which will be iyailable re earmarked for adianced applied research. These include the Rainfed Resources
 
Pro)ect of i.I. arndthe oricultur3l Support Services Project of the World Bank. Doth the availability of
 
money anG the cirient economic crisis facino the Philippines are tiltinq a program already characterized by
 
hPev emphasis on joplied research programs more toward the applied side. The evaluation team feels this isa
 
potentially danqerouq trend as basic research, ihen it isworking on practical problems, can have very high
pd'oifF!. 

C f.A. shoulU consider ontinued support to PCIRWD in the area of basic research at least until the
 

Philippines isthroiioh its current economic cri-is. 

This evaluaticn was conducted during Februarv and March 1984 by V.S. Doherty, Anthropologist and Research
 
Affiliate, 'iale Universiti, And Carl E. Pray, Agricultural Economist, University of Minnesota.
 



REPORT OF THE EXTERNAL EVALUATION OF THE AGRICULTURAL RESEARCH DEVELOPMENT PROJECT 1I
- PHILIPPINES
 

PROBLEM & OVERVIEW: Increasing food production to meet the needs of 
 a growing population iscritical for the
economic development of 
the Philippines. Land-use intensification is necessary inview of 
 the very limited
 area of 
new land that available for cultivation. Small farmers, both owners and tenants, form the base of The
Philippines' agriculture. They can only contribute to the development of a national economy which isstill
overwhelmingly agricultural 
 ifthey can increase productivity. Research 
in agriculture iscentral to
agricultural growth and, inthe past, has made a 
substantial contribution to growth. However, its impact has
been limited by administrative 
 fragmentation and its over-centralization 
in the Manila and Los Banos
 
geographic areas,
 

U.S. ASSISTANCE: 
 A five-year project loan agreement (1492-0286/492-T-055), signed 
 on July 16, 1979, provided

U.S. $10 million for the period FY 1979 through FY 1984. The 
 Government of the Philippines' (GOP)
contribution was the equivalent inPesos to U.S.132.1 
 million. The project was 
 designed to strengthen
research capability at eight research centers particularly on key commodities produced by small farmers. 
 Four
of the centers involved work on regionally important commodities but also have national 
 mandates to do basic
development work for commodities which are of national importance. 
 One center isa single-commodity station,

and the other three are regicnal centers. 
 Inaddition, the project was designed to strengthen the Philippines
Council for Agriculture and Resources Research and Development (PCARRD) capacity 
 to plan and manage research.

This project isUSAID's second agricultural research loan to the Philippines.
 

PURPOSE OF EVALUATION: The 
 main purpose of this evaluation was 
to assess the project and PCARRD as an
instrument for national development interms of: (I)effectiveness of Project 1Iimplementation; (2)overall
performance in research 
capability development (including infrastructure, manpower, 
 and equipment); (3)
program orientation and output; and (4) organizational and operational set-up for 
 generation and utilization

of research results. The evaluation was conducted by a team of 11 
 experts from the U.S. and the Philippines.
In21 working days, this team conducted visits to representative research stations, 
 spoke with researchers,
administrators, policy makers and research clientele, and conducted a review 
 of documents and available data.

An impact evaluation was conducted by a separate evaluation teas.
 

FINDINGS:
 

1. Agricultural research Development 
Projects I and 11 provided the equivalent of 120million innew

infrastructure. 
 As of December 
 31, 1983, with six months remaining in the project, 50X of total
infrastructure inProject 
IIwas completed, 30% ongoing, 
and only 121 inthe pipeline to be implemented.
PCARRD monitors infrastructure development status closely and isaware of problem cases.
 

2. S4,400,000 millionworth of 
 equipment and librarymaterials has accrued 
 to agricultural researchcenters
and to the PCARRD Secretariat, Eight-four percent of equipment has been procured as of December 31, 
1983.
 

3. Fifty-six percent of the 820 participint-grant recipients for 
 training n Project II havegaduated.
Twenty percent are continuing. Two-thirds of degrees awarded occurred outside the Manila/Los Banas area. 
 One
hundred ninety-five international training grants were awarded including nine Ph.,s and 73 travel grants.
 

4. PCARRD-funded research 
outside of the Manila/Los Banos realncreased 9% between 1981 
and 1987 and 18%

between 1982 and198,.It iscurrently 50%. Funds dispersed rose from II percent in1981 
to 40 percent in
 
1983, dropping a point from 1982.
 

5. Total6.0P budqetary support to awriculture ndresoures 
 hfrom Pls~oseght-three
tLion in1973 tonearly Pesos two hundred eighty.ontelJlion in198 , 

here. js c o a - d-efj tJhe o, fP L p6. ._ t l ujs u v por t n d p cp lCp ty i n .q.LLeohr cht o 

Lon LrU t fl..Qitnal YLOPmetgoals,o 
 An important component of this support isachieving control of
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research funding allocation decisions. At the present time, the Office of Budget and Management/fOP responds
 
to PCARRD recommendations, although insome 
 institutions, PCARRD has little influence over or even knowledge

of research allocations or activities. The establishment of the Regional Integrated Agricultural Research
 
System (RIARS) presents an opportunity for greater research coordination at the regional level, While some
 
usefully functioning examples of consortia exist, there are many which have not yet become effective.
 

7. Most researchers requested re-evaluation of PCARRD national, regional, and cooperating station commodity
 
assignments. This consensus re-emphasizes the first recommendation of the August 1983 Performance Evaluation
 
of PCARRD Research Centers/Consortia. PCARRD isaware of this situation and, although desirous of moving

toward a new system, cannot suddenly cease funding for one particular commodity. Recommended allocations in
 
the CORPLAN 1984-8B more closely approximate those appropriate to the new system.
 

8. There exists acritical need to assess, plan and re-evaluate manpower requirements throughout the PCARRD
 
network. Skills which need further development among the PCARRD research network include planning research,
 
organizing action-cum-research projects, preparing budgets for projects and centers, monitoring, evaluating
 
performance, and developing management information systems.
 

9. Field-verified research results are disseminated through several 
 mediums. These include the Philippines

Recommends series, the Technoguide series, Radio Farm News broadcasts, the Technology series, the PCARRD
 
MONITOR and the Scientific Literature Service. There issubstantial research activity in farmers' fields
 
where interaction and feedback processes are used for training purposes.
 

PROJECT DESIGN &POLICY IMPLICATIONS: Almost all researchers interviewed expressed the viewpoint that the
 
present system isthe result of a significant, positive change brought about by this project, and that itis
 
responding to national development objectives as well as providing financial and professional incentives for
 
excellence. There isa spillover strengthening effect on peripheral academic institutions as well. However,
 
tfe political and social environment of the national research system isintransition and financial crisis.
 
The productivity of The Philippines' agriculture iscritical to efforts to manage the present crisis inthe
 
long term. Itfollows that the role of research, including socio-economic research, isequally, ifnot more,
 
critical to increasing agricultural and natural resources sector productivity. There isaneed to cultivate a
 
supportive clientele, primarily among the users of research findings, who will actively assist inobtaining
 
funding for PCARRD programs. IfPCARRD isto have effective influence to direct research to priority needs, a
 
larger portion of SOP financial support for research must be provided to PCARRD for allocation. For PCARRD
 
the major lesson learned isthat itmust define both its basic and its applied research goals insuch a way as
 
to strike abalance of programs and allocations that reflects both long-term research needs and objectives and
 
the more immediate pressures for measures that give relatively quick results to problems which stem from the
 
current economic crisis. The current success of PCARRD is based partly on its predecessors' inabilities to
 
conduct and disseminate cogent research on a timely basis to the appropriate audiences. Thus for PCARRD to
 
consolidate its successes and marshall the support itneeds for the future, it must take the lead in
 
organizing comprehensive national commodity research and development programs.
 

FECOMMENDATIONS:
 

1. USAID should be requested to extend the Project Activities Completion Date to December 31, 1984 and
 
immediate action should be taken to complete construction and procurement of equipment for all research
 
facilities.
 

2. PCARRD should take steps to increase its total budget allocation from the GOP as isenvisioned inthe NEDA
 
Five fear Development Pian.
 

3. PCARRD should assist the regional consortia to initiate and make reviews of commodity assignments at all
 
levels with the intent of better matching current needs and goals with research and development capabilities.

At the same time, efforts should be made to improve the centers' capacities to maintain and promote regional
 
institutional cooperation among themselves.
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4. PCARRD should review and clarify its system of setting research priorities and programs with the objective
 
of developing a simpler, more obvious allocation system which corresponds to national development objectives
 
and takes into consideration regional needs and potentials.
 

5. PCARRD should give greater priority to manpower development through an aggressive action-oriented program
 
which includes the use of innovative schemes and institutional assistance to members of the research network.
 
Improving research leadership and management capabilities are important priorities inthis respect.
 

This evaluation was conducted inJanuary 1904 by-a team composed of Fernando A.Bernardo, President of Visayas
 
State College of Agriculture, Baybay, Leyte; Gelia Castillo, Professor of Rural Sociology, University of the
 
Philippines at Los Banos; Ralph Cummings, Jr., Team Leader and Agricultural Economist, Directorate of Food and
 
Agriculture, S&T/A.I.D.; Charles Larson, Professor Emeritus, State University of New York; Satiago Obien,
 
Director, Philippines Tobacco Research and Training Center; Rafael Rodriquiz, Associate, and Emanuel Soriano,
 
Managing Director, Emanuel V.Soriano and Associates; and Larry luidema, Associate Director, International
 
Agricultural Programs, Cornell University.
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SMALL FARMER SYSTEMS II- PHILIPPINES
 

PROBLEM & OVERVIEW: The KAISA (kalipunan ng sga ISA) isthe umbrella organization of the Federation of
 
Integrated Services Associations (ISA) at the provincial level inthe Philippines. The Farm Systems
 
Development Corporation (FSDC) isattempting to develop sixty-five ISAs found throughout the country into
 
self-managed and self-reliant rural organizations primarily through focusing resources and administrative
 
powers through the KAISA. The federation of the community-based ISAs into provincial-level KAISAs isthe
 
%econd of three stages envisioned by FSDC to develop small farmers into adesired self-reliant status. The
 
first stage was the organization of small farmers into ISAs. The third stage isthe organization of the
 
different KAISAs into a national confederation of KAISAs.
 

U.S. ASSISTANCE: USAID is assisting the Government of the Philippines (GOP) through a Project Agreement
 
(1492-0334) that provides capital for two kinds of loans to the FSDC for administration: (I)the institutional
 
development loan, or IOL, which isused to partially finance the training of KAISA officers, general managers
 
and staff and to defray expenses for the operation of the organization; and (2)the enterprise development
 
loan, or EDL, which isused to provide initial capital for income-generating protects. The goal of the KAISA
 
iito enhance the institutional and financial viability of the ISAs. The purpose of the KAISA isto serve as
 
a vehicle through which the various ISAs can be developed into self-managed and self-reliant rural
 
organizations. The organization of KAISA started in late 1980. However, neither the actual project start
 
date nor the Project Activities Completion Date (PACO) are mentioned inthis report. Of the twenty-eight
 
KAISA already engaged in enterprises, six received some financial support from USAI inintegrated rice
 
processing endeavors. The amount of USAID's contribution isnot stated inthe evaluation report.
 

PURPOSE OF EVALUATION: The general purpose of this evaluation isto assess the status of institutional and
 
enterprise development of the KAISA focusing specifically on the KAISA's capacity to assume greater levels of
 
self-management and self-reliance and to provide needed services to member ISAs. The evaluation also analyzed
 
the development and management of KAISA enterprises including their operational and financial performance and
 
the projection of the KAISA's future from the viewpoints of the KAISA personnel and members, FSDC officials
 
and local leaders. Seven KAISAs, 24 ISAs and 4 FSDC Area Officers covering these KAISAs were included inthis
 
study.
 

FINDINGS:
 

1.The capacity of the KAISAs to assume greater levels of self-management and self-reliance, and to mobilize
 
resources independently of FSDC isonly a long-term potential. Important interrelated factors presently
 
contributing to their slow maturation include: (1)extremely low levels of KAISA equity generated directly
 
from ISA members; (2)inadequate involvement of KAISA Board of Directors inpolicy and planningi (3)the
 
'soft-sell' approach adopted by FSDC towards 
the IDL, (4)the KAISAs ineffectiveness in providing
 
institutional and extension services that smber ISAs perceive are better than those provided by existing
 
private or qovernment sources; 15) the generally poor operational and financial performance of KAISA
 
enterprises due to lack of ISA support.
 

2. !he low level and slow build-up of KAISA eouity suggests that the benefits from KAISA institu.UonaI and

e~teZjoniervjces and enterpriyesha nt eten trceived b thnL 

tcseLrI!jL..!LiJa e I here. FSDC and the kAISA have apparently not attached much importance to equity
 
build-up as data are not readily available and equity build-up proQrams are absent inall KAISAs.
 

3. lit asplcts of KA]SA capi andAISAorunitlional gpicity t achieve ecpmiles of scale
Li v no2J en.qr#r._ S r D ietir.,Board of Director involvement inplanning and 

policy-makinq has been limited. this ispartly due to low levels of iAISA equity and, hence, manaqerial
 
control and partly to lack of appropriete management training. Within the sample of VAISAt studied, two
 
enterprise models have been identified, each associated with differe,.t levels of board of Directors
 
participation.
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4. Institutional Development Loans are granted on excessively liberal 
terms which serve as a disincentive to
equity build-up. Such favorable IDL terms may 
 adversely affect KAISA management's attitude toward repaying
EDLs as well since, on paper, EDL loan terms are much stiffer.
 

5. Three of the seven 
 KAISAs studied have assisted their 
 ISA members in securing production credit from
institutional credit services. 
A major obstacle 
to securing more credit isthe reluctance of rural banks to
lend to seall farmers because of massive loan repayment problems suffered inthe past,
 

6. ISA members are generally satisfied 
 with the training 
 services provided by the Institutional Officers
however, several training programs have not achieved their goals. 
The most important factor contributing to
the non-adoption of technological packages appears to be the lack 
 of training and experience on the part of
the Institutional Officers to match ISA needs with the most bernficial technology.
 

7. All KAISA enterprises suffer from serious operational and financial problems 
and have experienced
generally Door financial performance, 
These problems are the result of several interrelated factors including
FSDC staff inexperience, unrealistic 
marketing feasibility studies and 
 analyses of pricing strategies of
 
competitors, and poor management.
 

PROJECT DESIGN & POLICY IMPLICATIONi The challenge 
to the KAISA management is to develop and implement
policies that support the expansion of ISA linkage projects by securing better prices 
 than are obtainable by
ISAs alone, and by 
improving access to institutional 
 credit through economies of scale, superior bargaining
skills and quality management, If these KAISA services to member ISAs are 
 to prosper, equity must be
generated and retained as working capital, segregated from all FSDC loan amortization payments, 
So far and in
ageneral sense, KAISA equity build-up policies are not as well developed for KAISA growth as they are for ISA
growth. 
 The FSDC and the KAISA management have to adopt better policy attitudes, re-examine their priorities,
improve their organizational and management capabilities, and 
 achieve significant progress in solving
identified probleo areas 
 before the KAISAs can achieve the major 
goal of enhancing the institutional and
financial viability of the'ISAs. 
 There isevidence which suggests that the intermediate goals may be better
realized at the ISA level than at the KAISA level inwhich case the purpose of Stage 11, wherein KAISA assumes
the role of FSDC, should be reconsidered. Itisalso evident that those KAISA which 
are building KAISA-ISA
partnerships inidentifying and undertaking enterprises 
 are more likely to achieve the overall goal than are
those KAISA which focus resources narrowly on the 
 capital intensive, integrated enterprises that heretofore
have received more emphasis from the 
 FSDC. A major lesson emerging from this project isthat project
designers and monitors need to build inand 
 to maintain a critical flexibility with regard to the timing and
 
introduction of planned new stages.
 

RECOMMENDAT IONS:
 

I. FSDC and KAISA management should promote 
KAISA equity growth by enforcing more explicit loan terms and
adopting a more forthright approach to loan management 
 including establishing policies regarding the
accumulation and deposition of stock and patronage dividends, basing enterprise projects on member ISA's needs
and priorities, and initiating specific strategies 
that increase and stabilize farmers' productivity and
 
incomes.
 

2. Services to 
 member ISAs should be improved through providing specialized training to Institutional
Officers, sore effective experimentation, demonstration and coordination practices with 
 relevant companies,
government agencies and universities, and through better communication and dissemination measures particularly

for technical information.
 

3. FSDC and KAISA should establish a monitoring and evaluation system to assess the 
 effectiveness of KAISA
services and KAISA should provide marketing assistance services as well as production support services.
 

4. Initiatives inimproving farmers' access to 
institutional credit should be intensified and production

credit-marteting tie-up arrangements should be pursued.
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S. To promote the active involvement of Poards of Directors, training should 
 be provided on KAISA
 
organization and enterprise planninQ 
 and management, particularlv bottom-up planning in which issues 
 and
 
problems rel3ted to organization; and orterprises are discussed at the ISA member level.
 

6. Funding for new enterprises should be contingent 
 on improving the organizational and managerial

capabilities of 
the FSDC central 5rd ared offices. The focus of 
 the Management Development Plan should be on
 
improving the 
 aanageent information system and on developing competencies and skills in agricultural
 
economics and aqribusines5 project development and management.
 

This evaluation was conducted 
durinq the period October 24 through December 7, 1983 bv Gerald C. Wheelock,
 
Alabama A &M ni prsity, Team Leader; Lydia Martinez, USPID/ORAD; and Cesar Mercado and Severin Yergaia of
 
the Uniersity of the Philippines. The final report 
is dated April, 1984.
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EVALUATING THE HEALTH AND ECONOMIC IMPACTS OF THE PHILIPPINES PROVINCIAL WATER PROJECT
 

PROBLEh &OVERVIEW: For many residents of urban areas inThe Philippines, acommon problem affecting their
 
well-being and productiveness isaccess to safe drinking water. In order to develop and make available
 
potable water, the government must develop the institutional basis and ensure that staff have the technical
 
capabilities to extend such service to the urban populations. Attaining these goals involves replacing old,
 
unreliable water systems with new wells, treatment plants, storage reservoirs, pumping and distribution
 
systems, and administrative and support facilities.
 

U.S. ASSISTANCE: The Provincial Water Project (A.I.D.DLC /P-2020) was designed to expand and improve existing
 
water systems in five provincial cities and to foster the development of the Local Water Utilities
 
Administration. The project loan agreement between the GOP and USAID was signed on May 23, 1974. The urban
 
localities selected included Bacolod (Negros Occidental), Cagayan de Oro (Nindinao), Davao City (Mindinao),
 
San Pablo (Luzon), and Tacloban City (Leyte). The immediate beneficiaries of the project were to be residents
 
of those communities. USAID estimated that the percent of the population with access to potable water would
 
increase from about 30% to 50% of the households using existing water systems by the end of the first phase
 
11982). Health and economic benefits were expected to result from the project.
 

PURPOSE OF EVALUATION: This is the Follow-up Survey, the final of three survey rounds in evaluation of The
 
Philippines Provincial Water Project. This study was designed to measure the short-term project effects such
 
as changes inwater quality, water availability and water use and the longer-term impact on health and
 
economic well-being. Inkeeping with the evaluation design, this study takes place inthe same cities wherein
 
the baseline study was performed, i.e., Bacolod and Cagayan de Oro. The key indicators of health used were
 
incidence of diarrhea and nutritional status (normal or malnourished) of young children. For malnutrition,
 
fDur-category and two-category distributions were also used. The key economic impact indicators involved
 
economic activities of households. Numerous 'intermediate' variables such as water use, hygienic practices,
 
and access to sanitary facilities were also measured. In both cities, the surveys were conducted inareas
 
served by the water systems (experimental areas) as well as inareas which would not be served (control
 
areas).
 

FINDINGS:
 

I. There are no clear indications of significant positive health impact resulting from the project inthe two
 
cities. After controlling for income and migration inboth cities, there are at best marginal indications of
 
positive health impacts. Provision of improved water service to higher economic status households which have
 
access to good sanitary facilities can result inhealth improvement. Provision of 'safe' water to the lower
 
status households isnot sufficient, of itself, to bring about health improvements.
 

2. On the basis of the ex~erisental-contro] group comparison, there are indications of positive project
 
effects on health. However, these effects are not statistically significant and cannot, except for the
 
improved system water quality, be directly attributed to the project. Assumptions supported by the study data
 
include that water improvements effect health status through aseries of events involving increased use of
 
sanitary facilities, safer water handling practices, and better hygienic practices which reduce the level of
 

local environmental pollution.
 

3. At the end of the evaluation period, very little change in the percent of children suffering from some
 
degree of malnutrition isevident. The Follow-up Survey found that 61 percent of children inCagayan de Oro
 
and 65 percent in Bacolod were malnourished under the 90 percent weight-for-age definition of malnutrition
 
using The Philippines standard, and 60 and 62 percent respectively using the U.S. standard.
 

4. There appears to have been aproject related increase inhousehold gardening for in-home consumption in
 
both cities. Inone city, the amount of water fetched by the household was cut in half inthe project area,
 
while the amount fetched inthose areas beyond the project's boundaries nearly doubled. The time saved in
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fetching water for household use may or may not result ineconomic benefits. No other economic impact is
 
evident.
 

5. This.studi has shown that an examination of intermediate variables could have been misleading because they
 
can change in the desired directions while impact indicators do not improve to the same extent. Certain
 
vYriables, such as the occurrence of diarrhea, have been found to have 
an 'indirect' association with
 
nutrition as well as a 'direct' association.
 

PROJECT DESIGN & POLICY INPLICATIONS: Five years may not be sufficient time for health impacts to mature if
 
only because behavioral changes may not appear that quickly. This may be true even when all elements of the
'population are exposed to the experimental variable for 
 the entire study period. Inthe case of this study,

many people were using city water only for a short time, i.e., 
not exposed to the intervention for the full
 
five years. Ifa study isdesigned to measure long-term health impacts, there may be no quick or inexpensive
 
alternative to along-term study of this type.
 

Inan impact study lasting over five years, the quasi-experimental design iscertain to deteriorate over the
 
life of the experiment due to migration and other external factors. The use of a 'control' group 
in an
 
experiment of this type isnot practical.
 

Inmeasuring changes innutritional status, it isimportant to use a variety of standards, since health
 

impacts may come inthe form of shifts from one level of malnourishment to another.
 

RECONENDATION'S:
 

1. Future stedies should measure dietary intake, and other related variables which could have a significant
 
impact on health ingreater detail,
 

2. Safe water inthe city water system 
pipe may not remain safe after itis handled and stored by untrained
 
household members. Therefore, education inproper water handling, storage and sanitation along with improved

sanitary facilities area also necessary before health impacts can be realized.
 

3. A further analysis could concentrate on measuring the total effect of both 
 direct and indirect variables
 
on health.
 

4. A f-irther analysis could concentrate 
on the extent to which certain levels of sanitary facilities and
 
various other intermediate variables need to change inorder to bring about desired nutritional changes.
 

S. The interim monitoring survey results could be combined with the before and after surveys and further
 
analyzed by examining actual cohorts of children incorporated into the before-after analysis.
 

This evaluation was conducted by the Research and Evaluation Division, Local Water Utilities Administration of
 
the Philippines and the U.S. Bureau of the Census, International Statistical Programs Center. the report is
 
dated October, 1983. the names and professional affiliations of the evaluators are not noted inthe report,
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I0TRODUCING IRRIGATED PRODUCTION TO SMALL FARMERS: A COMPARATIVE EVALUATION OF THREE SMALL FARMER IRRIATION
 
PROJECTS INTHE BICOL REGION OF THE PHILIPPINES
 

PROBLEM & OVERVIEW: A primary development strategy of the Government of the Republic of the Philippines (GOP)
 
isincreasing agricultural production and improving the income of the rural poor through a variety of programs
 
such as rural electrification, provincial development assistance and rural roads. Since 1974, a major element
 
inthose programs has been support for the GOP's Integrated Area Development (lAD) program inthe Ricol River
 
Basin of Southern Luzon. This area ischaracterized by extensive rural poverty, high population growth, and
 
vulnerability to natural disasters, but it isalso endowed with natural resources 
that provide the potential
 
for economic growth and development.
 

U.S. ASSISTANCE: Within the Bicol River Basin Development Program (BRBDP), one of the principal investments
 
made by the GOP and USAID has been inirrigation systems serving small farmers. Three IAD projects based on
 
irrigation have been identified, designed and developed through the Program Office of the BRBP, which has
 
received technical assistance, training and other support as part of the USAID assistance program. The three
 
irrigation projects, which were initiated between 1975 
 and 1980, are at various stages of implementation:
 
(1)Libmanan-Cabusao Project (1492-0275) funded at Pesos 87.67 million; (2)Bula-Minalabac Land Consolidation
 
Project (1492-0310) funded at Pesos b9.02 million; and (3) Rinconada/Buhi-Lalo Project (1492-0289) funded at
 
Pesos 90.61 million. The USAID contributions are Pesos 27.91 million, 22.5 million, and 40.2 million
 
respectively. Initially, about 9000 hectares are to be brought under irrigation when all three are completed.
 
[Editor's note: Dollar figures are not given, although a standard exchange rate conversion isused to adjust
 
for devaluation between 1975 and 1993. Inthe 1981 Executive Summary of the RinconadA/Buhi-Lalo Project, an
 
A.I.O. loan of $5million ismentioned.]
 

PURPOSE OF EVALUATION: The focus of this comparative evaluation ison how these and similar investments can
 
yield sustainable benefits, drawing lessons and making recommendations useful for decision-making. Two
 
objectives are stated: I1)to do a comparative analysis of the three projects which highlights issues and
 
alternatives for internal prujopct decision-making and for future policy, program and project formulation; (2)
 
to assess the progress of each project and to sake recommendations, specific and general, en what actions are
 
needed to increase the likelihood that the benefits generated by these investments will continue after
 
external assistance is withdrawn. Field observations, discussions with project and BRBDOPO staff, and 
comparative analyses based on experience drawn from other countries' projects were used to prepare this 
report. 

FINDINGS:
 

I. The Libanan-Cabusao Project has officially been completed; however, further work remains before the
 
irrigation system isfully operational as designed and such remains to be done to establish a viable
 
farmer-operated organizational structure. Delays incompletion were due mainly to the extra work required
 
because of extensive typhoon damage and the lack of a coherent institutional development strategy at the
 
outset. The lead agency for implementing the project isthe National Irrigation Authority (NIA).
 

2. The Buia-Minalabac Project issignificantly behind inits physical construction schedule due to delays in
 
fundngreleases and some difficulties wilh contractor performance. Results inthe institutional development
 
component have fulfilled earlier projections with significant involvement and investments by the farmers in
 
the area, The lead agency for implementing this project isthe Ministry of Aqrarian Reform (MAR).
 

3. The Rinconada/Buhi-Lalo Project isslightly ahead of schedule for-the physicaldeelopnetcomponents, In
 
its earlier stages, this priority delayed concentration by the Project Management Office (PNO) on the
 
institutional development aspects. The two are now receiving equal attention and emphasis. The lead agency
 
for implementlnq the irrigation component isthe NIA, The lead agency for implementing the agro-forestry and
 
watershed development component around Lake Buhi isthe Bureau of Forestry Development WDFD).
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4. None of the projects has data readily available indicating whether irrigation fees charged to farmers
 
cover the operations and maintenance costs of the irrigation systems at their current stage of development.
 
Of the three, the Bula-Minalabac Project shows the highest potential for covering costs with both a high fee
 
structure and an impressive payment rate, voluntary labor for system maintenance, and income from other
 
sources to help fund the farmer organizations.
 

5. Interms of the water eanaqement practices recommended as part of the technology package, none of the
 
systems has established the type of operations plan needed to ensure timely and equitable delivery of water to
 
all Parce's. Inthe absence of such a plan, on-farm water management practices appear to vary widely within
 
each systet. Some farmers use water infairly' close conformity with recommendations; others either apply
 
excessive amounts or fail to obtain enough.
 

5. AlthouQh a major focus of all three projects has been the organization and development of the capacities
 
of the Irrigators Associations (lAs), institutional development and integration with the physical installation
 
of the irrigation system appears to be the weakest aspect of the three projects. Participation isnotably
 
hiqi, inBula-Minalabac. Rinconada appears to have potential for higher participation but this isrestricted
 
by the by-laws of the lAs. Serious problems occurred in the Libmanan-Cabusao Project inpart because
 
institutional development activities were ignored inthe early stages.
 

7. The placement of management responsibility in each project with a lead agency appears to work
 
satisfactorily ifbolstered by integration and coordination mechanisms such 
as the Composite Management Group
 
of the Bicol River Basin Development Coordination Committee, and if mo,.itoring isdone by the BRDP Program
 
Office. The projects reflect an increased capacity for management and coordination, as well as increased
 
private sector involvement inlocal development.
 

PROJECT DESIGN & POLICY IMPLICATIONS: The equitable distribution of water isthe major unsolved problem on
 
all three projects. The evaluation team believes that this isbecause operational plans are not complete or
 
fully implemented. The 
 designs called for plans staged so that delivery would be employed within rotation
 
areas and that continuous delivery would be maintained to the area. Rotation plans have not yet been
 
developed although progress is being made. 
 The relative strength of the IA isan important factor in
 
obtaining compliance with water scheduling and rotation plans when they are put inoperation. Different
 
strategies were employed in planning and design of the three projects with varying results. A key factor
 
appears to be the level of farmer involvement indecision-making at all stages of project development. Inthe
 
Bula-Minalabac Project, farmers were involved from the start and this has resulted inhigh payment rates of
 
irrigation fees, excellent maintenance, and the initiation of other social and commercial investments. Inthe
 
other projects, a 'consultation model' was employed in the early stages: farmers were informed of planned
 
activities and had a chance to voice their opinions, but this took place after critical design decisions had
 
already been made. The consultation was intended to gain farmers' acceptance of the new irrigation project

rather than to involve them directly in the planning process. Inaccordance with the criteria identified in
 
the evaluation for generating sustainable benefits, the B,,la-Minalabac Project and, to a lesser extent, the
 
Rinconada Project appear to have the greatest chances for success. 
 Technically and institutionally, there are
 
serious problems inthe Libmanan-Cabusao Project which, ifnot addressed immediately, may result inthe loss
 
of the investment. 
 Inoverall terms, while a technology package exists, there are serious institutional and
 
organiationail constraints that must be removed before the package 
can be used effectively by farmers
 
throughout each of the systems. The process of establishing a mature water supply system requires time--a
 
minimum of fie years and perhaps more after the completion of the physical system. A period of testing and
 
development should be built into each project. Further planning and additional resources will be needed to
 
bring these projects to maturity. It is instructive that although both the Libmanan-Cabusao and
 
Bula-Minalabac projects started with 
 pilot schemes, neither pilot scheme had much influence on the project
 
desiqn due to the pressures of the government and the donor for rapidly initiating a larger-scale investment.
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RECOMMEtIDATIONS:
 

I. h tecnncal management of all three systems requires specialized skills that farmers caiinot be expected
 

to acquire, it is proposed that the lead agencies establish technical management units for each system with
 

lonqer ternexpertise and training requirements identified.
 

2. Better information or water availability, water supply, and drainage flows is needed for technical
 
operations. This is especially important for the two pump projects where effective management can reduce
 
water losses ana can increase efficiency. Inthe Rinconada Project, in particular, there are questions about
 

long-term water aiailabilt which indicate the need for a aonitoring system.
 

. 'ctivities Nhich conce~r, and directly benefit farmers should be carried out through a consolidated 
or ari:atien. At the policy leel, there is a need to adopt a policy and approach for integrating farmer 

organiations. In tie case of Is, such a polic* would increase cooperation and may lead to other ventures 

that i ncrease refcnsc tot the IAs. 

is rieed fiye-year
4. TheNe c tor each project to provide and twenty-year budget estimates for review by 

BRBDPO and other agencies. This will allow a reasonable determination of the costs of operations and 
maintenance js "ell ispartial mortization. With these budgets, the financial reporting systems should be 

f
modified or monitorinq and correction purposes. Such a framowork would facilitate negotiations with the lAs 
regroding fees. 

5. ma6jr bottleree to improuing the productivity of the systems is the availability of credit due to 
farmer failures to repay loans receied prior to the initiation of the projects. An arrangement should be 
made to restructure these loans. 

0. inr the Jberce of a svstem for dndlyinq the data collected under the three projects that can be used to 
evaluate effect and ismpact, there is a need to revise the reporting requirements of the three projects ina 
way so as to provide better information for analysis and decision-making. 

This docuaent was prepdred by . joint GOP-A.I.D. team which conducted an evaluation from August to September
 

lIe8. [Ed. note: The names, qualifications and affiliations of the evaluators were not stated in the
 

evaluation report. I
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REPORT OF A PROCESS EVALUATION OF THE BICOL INTEGRATED HEALTH, NUTRITION AND POPULATION PROJECT - PHILIPPINES 

PROBLEM & OVERVIEW: The problem isto demonstrate an effective approach to the delivery of health and related
 
services through an integrated, comprehensive, and multi-sectoral effort to depressed barangays inselected
 
areas of The Philippines. Between 1951 and 1981, the U.S. Government, through A.I.D., has obligated
 
approximately $132.7 million towards helping the Government of the Philippines (GOP) increase agricultural
 
production, the incomes of rural poor, and better the so~io-economic and health conditions of the rural
 
population through a wide variety of programs.
 

U.S. ASSISTANCE: Since 1974, a major emphasis among those programs has been support for a OP integrated area
 
development (lAD) program inthe Bicol River Basin inSouthern Luzon, an area characterized by extensive rural
 
poverty despite abundant resources. To date, USAID has obligated $28.4 million for five separate loan
 
projects and two technical assistance grants inthe Bicol River Basin. The Bicol Integrated Health,
 
Nutrition, and Population Project's (BIHNPP) total estimated cost is$7.8 million, with $2.5 million being
 
financed under an A.I.D. loan (1492-0319). The project's four objectives are: (i)an economical and
 
sustainable delivery system for providing rural barangays with effective health, nutrition and population
 
services; (2)improved sanitary environment and household water supplies for rural barangays; (3)increased
 
local government financial support of health, nutrition, and population programs; and (4) increased
 
participation of barangay workers and residents inhealth, nutrition and population programs.
 

PURPOSE OF EVALUATION: The purposes of this first process evaluation were: (I)to measure project outputs
 
against planned targets; (2) to identify major constraints and problems affecting planned project
 
implementation; and (3) to recommend solutions. The scope of the evaluation was limited to: 41) Barangay
 
Health Aide (BHA) Functions; (2)Environmental Sanitation Infrastructure (ESI) Component; (3)Local Government
 
Support; (4)Community Participation; (5)Other Line Agency Coordination; (6)Project Management Office (PRO);
 
and (7)Financial Management. The approach used was longitudinal extending from the barangay level to the
 
central offices inManila. The methodology included personal interviews based on questionnaires, site visits
 
and reviews of records. Fourteen barangays (al0 sample) were chosen at random for close examination.
 

FINDINGS:
 

I. The overall performance of the BHAs meets the objectives for which they were trained. The BHA appears to
 
be accepted by the community and isan effective agent for the improvement of local health conditions.
 
However, there is a perceptual difference among project document and respondents as to the major role of the
 
BHA --whether the BHA approach isthat of a health service provider or a health facilitator/educator.
 

2. The overall training of the BHAs was satisfartory. All 400 of the planned BHAs were recruited and
 
trained. There is a need to strengthen feedback systems to ensure that retraining programs are properly
 
focused. Training inthe areas of community organization, communications skills and communicable disease
 

control need strengthening.
 

3. The supervision of the BHAs ranges from Qood to adequate. A key factor inthe successful supervisory
 
efforts appears to be the weekly meetings held at most Rural Health Units with the BHAs on Saturday mornings.
 

4. There appears to be good local support for the BHAs at all levels of local government. However, there is
 
little evidence that other line agencies are participating inthis 'integrated' project. Regional Directors
 
of some of the agencies are only vaguely familiar with the project. Provincial level officers are even less
 
knowledgeable. The only existing coordinating mechanism (the PMCC) isat the regional level and has not met
 

regularly.
 

5. The majority of local government officials claim thpy will have difficulty inabsorbing their share of the
 
cost-of BHA stipends. Despite the fact that all local government units signed memoranda of agreement to pay
 
their share of the stipend upon project support phase out, most have not made adequate budgetary provisions to
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date, Some even profess unawareness of this obligation. Nevertheless, they indicated a willingness to try.

To complicate matters, the Project Management Office (PMO) 
 unilaterally reduced its support for BHA monthly

stipends to 50% 
 percent. The project documents are contradictory interms of when this action 
 should have
 
taken place.
 

6. The environmental sanitation component (ESI) is seriously behind schedule. 
 As a result, project

expenditures are behind schedule. The 
two major reasons for this delay are lack of personnel at the PNO to
 
direct the ES! program and the slow release 
of funds from the Office of Budget Management. The PMO does not
 
have sufficient staff to properly implement the project and has no overil] 
 plan of action. All key technical
 
and administrative staff are regular Ministry 
of Health employees who have been designated to fill PMO
 
positions inaddition to their normal 
work requirements.
 

7. The PHO does not 
 appear to be complying with the A.I.D. loan Provisions that funding for baranqay water
 
systems shall be carried out under a lendinq arranqement. Barangay cooperative associations were to be formed
 
to own, operate, and 
 maintain the water facilities and a revolving fund was to be established to repay the

loan for materials, Ihis isnot being done. Instead, the PRO appears to be supplying materials strictly on a
 
grant basis.
 

PROJECT DESIGN & POLICY IMPLICATIONS: The project as designed appears to 
 have been effective inplacing

change agents inthe targeted locales. 
Although barangay residents are viewed as 'very happy' to have the
 
BHAs intheir communities, there isan important confusion in their role that limits 
their effectiveness in
 
terms of 
the overall concept of the intervention sponsored by the project. Specifically, ifthe intention is
 
that the BHA help barangay residents determine health-related problems and solutions in a bottom up fashion,

then the RHAs are not adequately trained. Presently 
the BHA is filling more the role of a provider of

services who solicits the assistance of the residents in implementation rather than guiding the people to
 
identify and solve their own health-related problems. The BHAs themselves have noted that their skills in

engendering community participation and incommunication are generally inadequate. 
 The overall content of the
 
training curriculum supports this 
finding as well. A major lesson learned isthat overall, project

implementation should conform to the concepts and provisions of the Project Paper, Loan Agreement, and Project

Implementation Plan. Ifconditions change, or ifthere are 
apparent contradictions inthese documents, these

issues should be resolved by referring them to the Project Management Coordinating Committee (PMCC) and/or

USAID for early clarification. Other factors impeding optimum implementation of the project include
 
insufficient staff at the PHO, and 
 a general lack of interagency coordination and integration among the

sixteen involved government agencies. 
 The structure set up to facilitate this integration, the PMCC, has not
 
fulfilled its planned function inthis regard. Another lesson 
 learned isthat for a project in which the
 
successful implementation depends on effective cooperation among 
different government agencies, a sustained
 
effort must be made at appropriate policy and decision-making levels to ensure that the 
 amount and degree of
 
cooperation anticipated are achieved over the life of the project. 
 Insum, there isconclusive evidence which
 
confirms the viability of the BHA intervention, and there is strong support for the BHA at the local
 
government level. However, the long-term success of the project 
 isendangered by inadequacies at the
 
management (program and financial), administrative and coordination levels both regionally and nationally.
 

RECOMMENDATIONS:
 

I. A project manager and an assistant project manager for ESI should be either 
hired or detailed to the
 
project on a full-time basis.
 

2. The project should continue to pay the full BHA stipends for three years after 
 deployment and 50 percent
 
thereafter until the Project Assistance Completion Date IPACD).
 

3. The originally planned interagency task force at the regional 
 level and the other coordinating comsittees
 
called for 
inthe original project documents at the provincial, municipal and barangay levels, including the
 
PHCC, should be activated or re-activated,
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4. lhe proJect budget should be revised to adjust tu the current project evpenditure sitoation and the impact
 

of irf]ation. formal amendment of the Loan 40reament Nith respect to financing oi community "ater systems 

should be made, LISAID, PMO, and OPM should seet as soon as possible and regularly thereafter to anal ze and 

discuss financial and administrati e eanapement issues. Further A. .D.funds should not be disbursed until 

his has been done. 

t,the role of the 141Ashould be clarified, the effect of prior residencv on BHA effctiveness should be 

reyjewed, and ppropriate ddlusts should be made. 

ipear
8. The PACD -hot!ld te extended b cne only.if the above conditions are set.
 

This evaluatior ms co-chaed b Lorenzo b. Pallecer, Program Director of the Picol River Basin Development 

Frooram and P .titto C. Daquinsi, M.D., Director, Ministry of Health, Peqion V and Project Director. The 

14-sember team was idjised be qantiaOo Casis, M.D., ProJect Implementation Consultant, BIIfNPP. Me evaluation 

report is dated la- !"P.. 
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PROCESS EVALUATION REPORT OF THE FARMING SYSTEMS DEVELOPMENT PROJECT -EASTERN VISAYAS, PHILIPPINES
 

PROBLEM &OVERVIEW: ror many years, the focus of agricultural development efforts has been rice farmers
 
cultivating irrigated ricefields. 
 Although this focus has brought the country to self-sufficiency, there isa
 
growing recognition that such development potential lies with the small rainfed and 
upland farmers who
 
comprise the majority of the Philippines' farming population.
 

U.S. ASSISTANCE: The Farming Systems Developient Project of the Eastern 
Visayas (FSDP-EV) is being

implemented on 
 the islands of Leyte and Samar by the Ministry of Agriculture of the Government of the
 
Philippines (MOA-GOP) and the Visayas State College of Agriculture 
 (ViSCA). USAID is assisting this effort
 
with a 11.4 million grant and a $1.6 million loan (1492-0356). The GOP contribution is 12.813 million. The
 
project's goal isto improve the livelihood of small farmers inselected rainfed areas. 
 the purposes are:
 
(I)to establish aproven mechanism for adapting rainfed agricultural technologies to the resource conditions;

and (2)to disseminate such 
 technologies as are found appropriate. The project has a planned five-year life
 
spin and began in mid-1982. Technical assistance is provided by Cornell University inthe form of 96
 
person-months of long- and short-term consultants and participant training.
 

PURPOSE OF EVALUATION: the evaluation sought to assess the processes by which the project was being

implemented including project participants' understanding of the concepts of varming systems research. Data

collection was by means of sesi-structured 
interviews and discussions combined with direct observation. the
 
evaluation team visited all six offices of the site research teams and 14 villages where research was ongoing.

The evaluation was not viewed as an A.].D. evaluation. The USAID Project Officer was only a member of the
 
teas. USAID played a role indrafting the scope of work and a concept paper which identified several of the
 
major issues of the evaluation.
 

FINDINGS:
 

I. The project has substantial accomplishments inthe past two yearsconsidering the difficulties normally

encountered during the initial phase of impleentation of in activity with ultiiaency involvement. The
 
project's research activities are behind the planned implementation schedule, The delay is largely due to a
 
recent drought affecting the research sites, The planning and completion of the back-up research isalso
 
delayed. This delay isattributed to a change inthe role of the ViSCA Technical Team.
 

2. The modifications to existing technologies being tried are relevant 
 to the needs of the intended
 
beneficiaries. However, the introduction of more than one or 
two major modifications at the same time to the 
existing farming systems may not be advisable since itistantamount to a total change inthe farming system 
inthe area. 

3. Many of the critical decisions have been madewithout reference to fartert' needs. dtspite agenulne
 
be]ief and sincerityon the part of Project Personnel that farers were garticipatingin the oroJect. Members
of the project staff seem not to fully comprehend the dynamics of the existing farming systems. Site teams,

inseveral instances, sees to have an inadequate understanding of the reasons for the conduct of field trials
 
and to lack 
a grasp of the concept of farming systems research. There are indications that internal):ation of
 
farming systems research concepts and practices among staff needs to be strengthened by more triining.
 

4. Manypfthe of Ija-Johanges in theestina farminosystes ben oroposed by projectnersonnel are basedon 
,ihelfethunogy'that did not aerforn nearly soiwll Infarlerl' fields as it was exoected to or evena* 

nIL As Irait l pjJoritik . Inmany cases, these new technologies did not produce an economic return 
equivalent to traditional practices, although they greatly increased the risk exposure of the farmers, 

5. Lt tiA th.k.gJnL[ pUof4LJet1Ikthe crgooin oatterns klina tes suggest I.
isconcet ion that the ourooseof theorEct istointroduce anewlivestock system Arsulace, rather than 
!jL.j/j._Lifnt. the farmer-cooperstors have the impression that research 5it0s are for 
demonstration, rather thin experimental, purpose . 
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6. The Present relationships between tho FSDP-EV and other agencies/arganizations in the area are informal,

There isno linkage between the project implementation activities and the HOA extension delivery system or 
the
 
regional agricultural development and planning activities. The present relationship between the ROA and ViSCA
 
isbuilt on former ad-hoc linkages, although itmay be adequate for this project.
 

7. Cornell University has generally met the requirements of the project inits role of provider of technical
 
assistance and administrator of the degree and non-degree training programs. However, research site staff
 
report that they have never been consulted inthe assignment of short-term project consultants.
 

B. InL9U. actual project funds released reached 95 percent of those available; in1902, only 71 per.ent,o
 
available funds were r.L d. Delayed release of funds inthe project's first year constituted an obstacle
 
to implementation,
 

9. The Present orantational structure has been effective for the administrative and logistical needs of the
 
pRrlect. However, some problems were observed with fegard to responsibility for technical research decisions,
implementation of research after decisions had been made, and supervi~ion at the site level research.
 

PROJECT DESIGN & POlCY JPL!CATQONS: While recognizing that 
 the overall project design and structure is
 
adequate to accomplish the project's goals and purposes, there are several flaws at both the conceptual and
 
functional levels which may endanger the achievement of the desired outputs. As these have been detailed in
 
the 'Findings' section itisunnecessary to repeat them here. Most importantly, little consideration has been
 
given to the integration of project functions into existing MOA programs when the project terminates. Current
 
efforts to relate FSDP-EV with existing MOA research and extension activities are very inadequate. To a
 
certain extent, this reflects the bias of a project of this nature: itisbased primarily inthe academic
 
strata and is research oriented. These biases seem to conceal the intended nature of the project: the
 
concept that the various crop and livestock trials represent evperiments to tc:t and to compare different
 
approaches under farm conditions rather than to demonstrate 'shelf technology' or that which lids already been
 
proven and needs only to be adopted.
 

PECOMMENDATIONS:
 

I. Pesearchers t the site level should give much sore attention to the existing system and ensure that
 
individual farmers play a key role indecisions concerning research intheir fields, limit the number of
 
proposed changes in the farming system, and minimize use of purchased inputs intheir recommended changes

until their use isproven profitable and feasible.
 

I. Project management should design and implement a comprehensive training program to communicate a revised
 
approach to all project participants including cooperating farmers.
 

d. Project manaqement should work with Cornell University to expand and better define Cornell's role and
 
recosunicate this role to all project personnel.
 

4. Project management should work with the regional bA authorities to establish an agricultural policy unit
 
and to strengthen the linkages between research and extension.
 

The evaluation was conducted during the months of November and December 1983 by Agapito 
Tauro, Assistant
 
Regional Director of Crops inthe Region VIII Ministry of Agriculture Office; Emiliana Fernardo, the Director
 
of Research and Extension at ViSCA, Rebecca larbusa, a representative of the Regional Farmers' Federation;

James Ioetb the USAID Project Officer; and Jose Mazo, Chief of the Coordination Division for the Region VIII
 
Office of the National Economic and Development Authority.
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EVALUATION REPORT OF THE SATELLITE COMMUNICATION PROGRAM OF THE UNIVERSITY OF THE SOUTH PACIFIC
 

PROBLEM & OVERVIEW: The South Pacific regional program area comprises 10 island nations 
 scattered over 5.6
 
million squire miles of ocean. These nations are characterized by diverse geographic, demographic and
 
economic factors and together contain a population of over 1.5 million, Yet 2iny familiar development

problems are common to each of the 
 ten recipient countries covered by the South Pacific Regional Development
 
Office ISPRDO) of A.I.D. which islocated inSuva, Fiji. To meet development objectives, A.I.D. has sought
 
ways to implement key sectoral strategies, strengthen key Institutions and improve key services which will
 
affect positively aid recipients inthe region.
 

US ASSISTANCE: The University of the South Pacific (USP), a regional institution, his been using NASA's
 
experimental AtS-l satellite since the 
early 1970's to reach students and other clients inthe member
 
countries. Intwo grants, provided in1978 and 1982, USAID contributed $905,000 to a $2.5 million project

(1879-0254) aimed at upgrading the system. The first grant 11492-1510) oas for 1805,000; the second,

(1879-2010) for $100,000. The chief project inputs included earth 
stations, conferencing equipment,

computers, video and radio studies, and experimental slow-scan and facsimile equipment. Renovations 
to
 
buildings, staff training and technical assistance were also provided. The purpose of the grants was to
 
assist the USP intesting communication technologies inorder to determine which ones would most appropriately
 
meet its long-term communication requirements.
 

PURPOSE OF EVALUATION: The evaluation was to USAID's two grants on
assess the impact of the extension and
 
outreach activities of USP. The evaluation was conducted by a three-person team and the report isbased on
 
visits to and discussions with USP and government officials inthe Solomon, Vanuatu, Western Samoan, Tonga and
 
Fiji Islands.
 

FINDINGS:
 

I. The USP has been allocated aDroximately 4hours daily on the ATS-1. In1983, 367 hours were used of
 
which about 50 percent was for tutorial programs. Other major uses included 23 hours for Extension services;
 
20 hours for continuing education; 20 hours for FAC Root Crop information; 42 hours for staff meetings; and 50
 
hours for point-to-point messages. Lesser uses included 6 hours for Agricultural Liaison Officers 8 hours
 
for IR/ARPU; 6 hours for the Bible Society; 3 hours for the ASPESA conference; and three hours for nutrition
 
education.
 

2. The use of NASA's aTS-6 satellite. which was capbie of TV transmilssis, did notmaterialize. The
 
satellite had to be taken out of operation. This left USP with TV studios whose purpose and function had to
 
be redefined.
 

3. Although. thf tutorials covrd29 subject areas, student attendancewas erratic and varied Widely frpA

center to center. There are two possible explanations for this. One isthat the study materials have to be
 
designed for self-instruction. 
 Ihe other isthat many students live too far fro the extension centers to
 
participate ineither satellite or local tutorials.
 

4. The o ult svitem his beenooeratifto since Seteeber 1913 with very few tchnical orgbleis. At the Suva
 
and Alafua Campuses, itis being used for word processing and record keeping. Itisnot being used itthe
 
Extension Centers because the 
staff does not have the skills. No programmatic use of the facsimile or
 
slow-scan equipment has bee reported.
 

5, No sinfiificint trlinoactivities have been undertefn, either for the iSPCnter directors, fIr tutorial 
iLgj or for others who could hat olanned ing lulemented outreach oriarj. One satellite operator

workshop was held in 1983. One radio workshop was held for USP Center Directors.
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6. Shortly after the A.,D. grant was-received. USP Extension Services underwent a series of changes and
 
takeieu dpsr.
iie in-staff allocated to the project. Only in 983 has the satellite project had vigorous
 

PRJfLECTDESI6N PL CY IMPLICATIONS: The prcject has enabled USP to Increase substantially the number of
 
students who can be served by extension courses, supported inresearch activities and provided with continuing

education. However, such more can be derived from the inputs than has been 
 the case so far. To be effective
 
inoutreach and inproviding broad support to development programs and institutions inthe South Pacific, the
 
project will need significant involvement a:edsupport from the appropriate Institutes of USP. There isa
 
critical need for overall leadership a',d coordination. The project will need additional resources,

particularly inthe areas of technical assistance and additional staff, some of which must be located at the
 
Centers. The specific tasks for 
 such aditional support will include planning, promotion and implementation
 
of educational, outreach and agricultural support activities.
 

RECOMMENDATIONS:
 

I. USAID/Suva should discuss with USP about 
 providing funding for training as well as materials to ensure
 
that the return from the initial grant investment ismaximized.
 

2. USAID/Suva, A.I.D./W, and the S.& T.Rural Satellite Program should fund acommunications policy study for
 
the South Pacific. A.I.D. should initiate discussions with other donors to coordinate all donor resources and
 
ensure tit public service isintegrated into donor-provided services.
 

This evaluation was conducted by Robert Schenkkan, A.l.D./Nashington; Anna Stahmer, the Academy for
 
Educational Development, Washington, D.C.; and Nostyn Habu, 
 Interim Director, College for Higher Education,
 
Solomon Islands.
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ANNUAL EVALUATION REPORT OF THE FIJI YMCA RURAL AND VOCATIONAL TRAINING WORK PROGRAM
 

PROJECT PURPOSE & SUMMARY: An A.I.D. Operational Program Grant (OP6: 679-0251-6-00-1006-00) provides $44,986
 
to the National Board of the YMCA, Chicago, over a three-year period commencing August 17, 1981 to cover costs
 
of a rural work and vocational training project directed by the Fiji YMCA. The activities supported by this
 
A,ID. grant are part of a larger program begun in 1971 with total program costs estimated at $597,569 of
 
which $200,000 represents in-kind contributions from YMCA clubs. Other participants inthe program have been
 
Canada (Vancouver YMCA and CIDA), CORSO (Council for Relief Services Overseas) of New Zealand; ICCO of the
 
Netherlands; the Fiji Government; the New Zealand YMCA and the Fiji YMCA. This grant supports the work of
 
rural workers inKoro Island, Wainibuka and Laselevu, and vocational training insewing machine and chain-saw
 
repair.
 

PROJECT STATUS:
 

1. At the time of this evaluation, about $26,000 had been expended. Although the project was originally
 
scheduled to be completed by August 16, 1984, at the current rate of expenditure, itcould be extended, at no
 
cost, for one ,2ar or more.
 

2. Club membership and club incomes have been negatively affected by external forces in recent months.
 
Hurricane Oscar destroyed farms and homes. Ittakes three years of cultivation to realize a product from some
 
ot the cash crops, and ittakes a large proportion of afarmer's income to rebuild his house.
 

3. There is a drive underway to increase the number of clubs which has risen to 73 from a low of 67. There
 
are now 15 paid rural workers and 4volunteers. There were 19 paid at the peak before Hurricane Oscar.
 

BASIS & PURPOSE OF EVALUATION: This isthe third Annual Evaluation of the project and ismandated by the
 

Terms and Conditions of A.l.D.'s grant to National Board ot the YMCA.
 

FINDINGS:
 

1. The prooram isthrivina with 71 villages being served, 4 Volunteer Leaders active 15 rural workers on the
 
payroll and 4vocational schools inoperation, in198Q2 28 courses provided 57 weeks of training; in1983, 29
 
courses provided 55 weeks of training.
 

2. An absence of internal communication L, or simply isunderstanding concerning the uses 
Lq which the YMCA/A.I.D, grant could bejt are chtj responsible for the lack of more outstanding results.
 
Fiji YMCA leadership is thin. Its Board of Directors does not play a strong, supportive and/or
 
interventionist role. Management controls are weak. Fiscal and financial reporting isinadequate.
 

3. Some consultation between the important donors isneeded, particularly insorting out what the present
 
donors will do in the future. Despite the shrinking Canadian contribution, the dominant role seems to be
 
Canadian.
 

PROJECT OES1GN IP2LIY IMPLICATIONS: The project is a good one and can be even better. However, there are 
macro-design constraints that need attention. The project's multi-donor funding structure isproblematical in 
two says. Expectations of other resources have not materialized. Private donors are not responsive. 
Commitments on the part of the Fiji Government have not materialized. The CIDA contribution and the Vancouver 
VMCA contributions ire declining, this shrinking resource base is worrisome to the Fiji YMCA and say cause 
A.I.D. to have second thoughts particularly if it isasked to assume more of the funding requirements. At the
 
same time, available resources hive not been fully used. Some of the grant funds, for example, could have
 
been directed toward improving the management capabilities of the Fiji YMCA, such as purchasing a typewriter,
 
file cabinets and other office supplies needed for effective management, or for eitending supervisory
 
activities through more frequent travel to the project sites. Much of the reason for these deficiencies
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appears tn be ignorance on the part of Fiji YMCA leadership about authorized use of available funds. Lack of
 
understandinq, clear statement and direction on the part of the important donors about the use to which funds
 
can be put is also partly responsiole for the current state of affairs, There was considerable feeling that
 
the Fiji rMCA should seek registration as an indigenous voluntary agency with A.I.D.'s South Pacific Regional 
Developient Office SPRDO). However, the Fiji YMCA does not appear to have the administrative capacity to 
aaraqe a qrant And, until that qap is filed, a supportive inter ednary is inorder. 

RECOMMENDATIONS:
 

The Fiji fMCA should start qiving thought to its requirement for an additional grant.
 

2. The currcn- irant should be extended until all remaining funds are expended.
 

Some form of forial consultation among the project's important donors should take place, particularly with
 
regard to the future of funding -upport to both the Fiji YMCA and the project.
 

4. Fiji fMCA :eadernip should feet with the A.I.D. SPRDO officials to learn about and discuss grant 

administration. 

This evaluation xas conducted by John A. Ulinski, Jr. during February and March, 1964. Neither the
 
professional affiliation or qualifications of the evaluator are mentioned in this report.
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EVALUATION REPORT OF THE ACCELERATED IMPACT PROGRAM OF THE SOUTH PACIFIC REGIONAL DEVELOPMENT OFFICE/USAID
 
"SUVA, FIJI
 

PROBLEM & OVERVIEW: 
 The South Pacific regional program area comprises 10 island nations scattered over about

5.6 million square miles of ucean, These nations are characterized by diverse geographic, demographic and
economic factors. Together they have apopulation of about 1.5 million. 
 Itisnot cost effective for A.I.D.
 
to maintain separate country offices in each of the 
ten recipient countries and AI.D, staff alone cannot
 oversee the many diverse projects which A.I.D. supports. Itisalso not always desirable to Provide grant and

loan assistance to 
 these nations solely on a bilateral basis. Thus a need for 
a more flexible funding

mechanism was identified.
 

U.S. ASSISTANCE: The Accelerated Impact Program (AlP) (t879-0256) was started in FY 1979 and has funded mc 
e

than 300 self-help community development projects totaling more than $1.26 million and 
 reaching over 200,000
beneficiaries. AIP-funded activities 
 differ from the usual A.I.D.-funded programs inthat they consist of
 many small-scale, self-help community development projects iitiated at the community level 
 and often
 
administered through the Peace Corps or U.S. private and voluntary 
organizations (PVOs). The overall purpose
of the AIP isto encourage and support self-help efforts at 
 the local community level without regard to the
comprehensive or sectoral strategies of bilateral 
 assistance. The maximum funding level per project is
$25,000 although most grants 
 range from $4,000 to $8,000. Projects must be completed within six months of
authorization of funds. 
 The South Pacific Regional Development Office (SPRDO) administers the AIP.
 

PURPOSE OF EVALUATION: The main purpose was 
to assess the suitability and effectiveness of the AIP with
particular focus 
 on Fiji, Tonga and Western Samoa. The evaluation team's assessment involved visiting

approximately 10 percent of all AlP projects, 29 sites inall.
 

FINDINGS:
 

1. Of the twenty-nine projects visited, most 
 were judged as outstanding examples of self-help efforts for
villagers. Many of them were sponsored by PCVs. 
 The benefits from these added directly to the quality of

life, social organization, and 
transportation capability of the beneficiaries. A few projects, such 
as
 
community centers and poultry raising activities, are marginal examples.
 

2. The majority of proects have gone to Fiji. 
 A major reason for this isthat the SPRDO islocated inFiji.

Fiji also has more PCV's compared to other countries under SPRDO. 
 During FY 1984, SPRDO directed that more
 
effort be made to encourage more AIP proposals from other countries.
 

3. Documentation requirements and procedures, 
 includinq those pertaining to fiscal record-keeping and
accounting practices, are well detailed, clear and 
 easily understood, and the paperwork is simple. None of

the host officials with whom the evaluation team spoke mentioned problems inthis area. The speed which

funds are made available after receipt/approval of project proposals isa major attribute of the AIP.
 

4. The focus of theAIP has changed slightly over the years. A renewed emphasis on small business
development and income generating schemes inrural areas isevident, 
 The major characteristic of an AlP grant

isstill that itrequires a substantial input from the recipients themselves.
 

5. Since AlP's incetion inthe 
 South Pacific, it has proved to be asignificant example of A.I.O.-Peace
 
Corps cooperation. there isa
delicate balance between the Peace Corps becoming a funding source and the
Peace Corps' traditional role. Peace Corps Directors carefully review 
 all AIP proposals submitted by PCVs
 
before forwarding them to SPRDO.
 

5. AIP has madea significant impact in the fishingindustries of the recipientcountries through the

transfer of fish aggregation devices technology 
 to the regqon, increased fuelefficiency and safetyof small
fjshin boats, Infrastructure has also improved through the construction of bridges, sea and river waills,

schools and community centers.
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PPOJECT DESIGN & POLICY IMPLICATIONS: The AlP was designed primarily to extend limited assistance directly to
 
local communities. Inessence itisamechanism for bypassing the cumbersome bilateral assistance agreement.
 
Although the design has undergone some changes, the basic concept remains intact, After six years of
 
operation, the project design has demonstrated its utility and effectiveness. The gains attributable to the
 
AlP funds may appear small when viewed inthe national development context, but they are extremely important
 
to the community and responsive to what the people asked for. The large number of people they have benefited
 
has engendered considerable friendship and goodwill for the U.S. There have been some minor problems, such as
 
fiscal record keeping at the rural level. Fiscal mismanagement, rather thin fraud, appears to be at the root
 
of this problem. Fortunately, there is a double check mechanism to help prevent this from occurring, SPRDO's
 
priority on income generating projects appears to be the right thrust for this program, Income derived from
 
the sale of increased fish and food production may best be supported through assistance which provides the
 
required tools of the trade. Improvement of the transportation infrastructure can have a direct bearing on
 
income generating projects inthat itfacilitates the movement of goods to appropriate markets. Overall, the
 
cooperation provided by the host governments has been excellent.
 

RECOMMENDATIONS:
 

1. The present focus of the AlP should be continued, particularly support to projects that reflect the desire
 
of the requesting community.
 

2. The six-months time frime for project completion should start when the community receives its funds, not
 
when the agreement issigned.
 

3. Any proposal for acommunity hall should be carefully screened to insure that itisnot desired simply for
 
prestige value. Projects requesting support for poultry activities should not be approved until the potential
 
and suitability of this type of project can be evaluated by an expert inpoultry management.
 

(Ed. note: 'he evaluation report did not contain the names of the individuals who conducted the exercise nor
 
the dates over which the evaluation took place.)
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MID-TERM EVALUATION REPORT OF THE SOUTH PACIFIC REGION AGRICULTURAL DEVELOPHEN[ PROJECT
 

PROBLEM & OVERVIEW: The South Pacific regional program area comprises 10 island nations scattered over about
 
5,6 million square miles. These nations are characterized by diverse geographic, demographic and economic
 
factors and together have a population of about 1.5 million. Yet many familiar development problems are
 
common to each of the ten recipient countries covered by the South Pacific Regional Development Office (SPRDO)

located inSuva, 
 Fiji. To meet development objectives, A.I.D, has sought ways to implement key sectoral
 
strategies, strengthen key institutions and improve key services which will impact positively on all A.1. ,
 
recipients intheregion.
 

U.S. ASSISTANCE: The South Pacific Region Agricultural Oevelopment Project (SPRAD: 1498-067; Stant 6492-1710)
 
isa five-year effort which started in1980. Its authorized funding is $5,64 million. Its overall goal isto
 
promote agricultural productivity and further socio-econooic development for the rural people of the South
 
Pacific Region. Its specific purpose isto strengthen the capacity and resources of the University of the
 
South Pacific, School of Agriculture, Institute for Research, Extension and Training in Agriculture

(USP/SOA-IRETA) inaqricultural research, education, and extension. The grant was made to the USP with the
 
University of Hawaii at Manoa (UHM) and Cornell University (CU! serving as Contractor 
 and Sub-contractor
 
respectively. Major project activities included construction of faculty housing for SPRAD technical
 
assistants; provision of short-term consultants and participant training 
opportunities, workshops, and
 
conferences; procurement of equipment and supplies; and establishment of aregional network of Agricultural
 
Liaison Officers (ALOs).
 

PURPOSE OF EVALUATION: The general purpose of the mid-term evaluation was to determine the degree to which
 
the SPRAD project was achieving its purpose, whether itshould be extended after the of its
completion 

present five-year term, and ifso, what recommendations could be made for its improvement. A three-person
 
teas conducted the evaluation. The team reviewed documents, made site visits to Western Samoa, Fiji, Tonga,

and the Solomon Islands, interviewed government and school officials, teachers and students, and debriefed
 
USAID, USP, UHf and CU officials prior to submitting a draft report.
 

I.A total of seven SPRAD Technical Assistants TA) have been assigned to the oroject of whom four have
 
cosolated their toursof duty. Support by the UHN and CU SPRAD Project Officers and 
by the Principal

Investigators has been eccellent. Frequent contact has Pade possible
among these individuals -it to give
 
attention to problems when they arise.
 

2. Amajor problem has been the differt,,ce of oinion between what USP exoected the TAs to do and that called
 
for in the the SPRAD Project Pier. USP officials expected the Project Teas to help meet all of the Aliafua
 
Campus teaching needs first and carry out research and extension objectives time permitting. this was
 
contrary to the terms of the Project Paper. Insum, the amount of time SPRAD TA% have 
 devoted to teaching
 
on-campus courses has far exceeded the combined total of time spent on research and extension.
 

3. Taking the total oroductlitv of. the SPRAD Team fero the inceotion of the romect, its achievements in
 
ducatilon are comendablel inextension. fairl and inresearch, notgo d regard to
With extension,

productivity should have been higher; however, the project ison the right 
track and productivity Inthe next
 
few years should be greater. With regard to research, there are numerous constraints that continue to hinder
 
effective research efforts. To begin with, aclear concept of what constitutes 'regionalo research must be
 
stated since this isan avowed ai of IRETA.
 

4. A network of Airiculture LaisoF OffictErs Ifls) has been established inthe Cook islapds. FIJILNig

$lolop Islands. TongqndpVnuyua . An ALO isto be hired soon for Western Samoa. The concept of an ALO
 
network was well received among clients visited,
 



5. SPRAD TAs have fostered sound relationships with many other appropriate agencies, units and persons
 
throughout the region. Among these are the UN FAO Root Crops Project, the Ministries of Agriculture and
 
Education inthe South Pacific, the EEC, the Nest German (STGI program .,icrop protection, the Australian
 
Universities International Development Program, and the Wageningen (Nether;ands) Agricultural University. One
 
of the important connections not yet satisfactorily developed isthat with UH.
 

6. Itwill be difficult for USP to continue to increase siQnificantly its financial commitment to its Alafua
 
Campus. USP spent about US $I1! million in 1983 includinq pro-rated overhead costs for USP/SOA-IRETA, This
 
year, its budget has been severely restricted,
 

PROJECT DESIGN & POLICY IMPLICATIONS: The SPRAD Project iscontributing to the USAID sector goal of promoting
 
agricultural productivity and furthering socio-economic development. The work of USP/Alafua iscontributing
 
to this achievement. However, no specific methodology for measuring the project's progress toward this goal
 
was observed. The statements of SPRAD purpose, End-of-Project Status, and Project Outputs are more
 
appropriate for a fifteen-year project. Still, the project has made reasonable progress in achieving its
 
institutoon building goals particularly since they are not the kind amenable to quick or instant attainment.
 
The evaluation team concluded that there isno better vehicle available today for continuing to contribute to
 
the South Pacific's needs inthe area of agricultural research, education and extension than through continued
 
institutional development of the USP/SOA-IRETA.
 

RECOMENDAT IONS:
 

1. The SPRAD Project should be extended another live years.
 

2. USAID/SPRDO should explorelset-up means of monitoring the rate at which funds under the Grant and under
 
the Contract are being expended and the degree to which USP ismeeting its comaitments to the project.
 

.. USP and SPRAD should analyze the Alafua Program, both SOA and IRETA, and decide how to allocate scarce
 
resources to discharging Alafua's function of research, education and extension as expressed interms of both
 
full-time equivalents of manpower and of finance.
 

4, USP and UHM/CU should develop a clear understanding of how the cost of needed research isto be borne and 
ho the work assignments of the TAs can aeadministered to considerably increase the amount of time allocated 
to research and extension. 

This evaluation was conducted during a six-week period inApril and May 1964 by Dr. Frederick K.T. Too, Ph.D.,
 
Emeritus Dean, College of Agriculture, University of Hawaii at Hilo, who acted as the Team Leader, and the
 
following: lomasi Simiki, Director of Agriculture, Fisheries, and Forests of Tongal and James L.Walker,
 
Ph.D., Research Networks Specialist/4gronomist and Soil Scientist, Office of Agriculture Nanagement Staff,
 
Pureau for Science and Technology, A.I.D.
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FINAL EVALUATION OF THE SMALL PROJECTS DISASTER ASSISTANCE PROGRAM INTHE FIJI ISLANDS
 

PROBLEM & OVERVIEW: On March 1 and 2,1983, cyclone 'Oscar' struck Fiji. 
 Most damage was done inthe Western
 
Division off Viti Levu. 6overnient estimates were that 4,733 housing units were destroyed and 4,526 damaged.

Of these, a6% were inthe Western Division,
 

U.S. ASSISTANCE: USAID's South Pacific Regional Development Office (SPRDO) requested The 
Foundation for the

Peoples of the South Pacific (FSP) to prepare adisaster assistance program. This program was approved on
 
June 23, 1903 under Project FSP/FIJI Grant I 879-0251-6 S-3016-000. Itwas to be completed inone year. An

initial grant of $72,000 was authorized for small project assistance. Another 50,0000 was authorized inmay

19B4. 
 The aim of the program was to provide financial and technical assistance quickly to villages and groups

to enable them to proceed intheir reconstruction and rehabilitation efforts. Projects required the approval

of the Commissioner of the Western Division of the Government of Fiji, FSP/New York and SPRDO.
 

PURPOSE OF EVALUATION: The A.I.D. grant agreement with FSP stipulated that FSP should evaluate the

effectiveness of the program in terms of its major purpose 
which was to provide quick, effective assistance
 
for the reconstruction and rehabilitation of cyclone damaged-infrastructure to eligible groups, registered

organizations and rural villages. 
 One person from FSP conducted the evaluation and made site visits to most
 
of the approved project sites. On many of these visits, he was accompanied by local government officials.
 

FINDINGS:
 

I. Thirty projects were funded under the two grants and 453 kitchens, 94 toilets, 56 showers and 6 community
 
centers were reconstructed or rebuilt in31 villaaes. 
Only one project was rejected.
 

2. An estimated 9,725 oeople benefited from the entire program list 
 and 2nd grant allocations) at an average
 
per capita cost of $12 each. A total of 6,625 people benefited at inaverage per capita cost of U.S. $10.85
 
under the first grant.
 

3. The program was carried out in a professional manner. Itwas very successful inorganizing the villagers.

Itmaintained and strengthened its partnership with the Government and other organizations. There was no case
 
of material loss through misappropriation or theft.
 

4. There was 
a lonq delay before the second arant fundino arrived. This meant that materials were still
 
being delivered as late as August 1984, well after the official end of the project.
 

PROJECT DESIGN I POLICY IMPLICATIONS: Two major reasons for 
 the success of the program are the excellent
 
relations between USAID and 
 the Fiji Government and between FSP and the Fiji Government, and the quick
 
response that the A.I.D.-International Private Voluntary Organization funding mechanism permits. Several key

individuals were also responsible for this success. The government official most actively involved inthe FSP
 
program was the District Officer of Sigatoka who proved to be 
 atireless and dedicated worker as well as an
 
excellent administrator. FSP was able to field an experienced Country Director quickly to prepare the project

proposal. Itwas able to hire quickly a
qualified Project Director who had previous Peace Corps experience in
 
the Solomon Islands building village water supplies. Additional technical assistance was made available by

the Peace Corps through the services of an in-place Volunteer. A few months after project approval, FSP
 
appointed an experienced Country Director and was able to shift the technically qualified original Director to
 
the field where his skills could further project objectives inother ways. FSP also negotiated a UNDP Grant
 
to promote women's programs inFiji and was able to tie this to the 
Oscar program. These factors also played
 
an important part in the success of the project. The major lesson learned 
 isthat of the flexibility and
responsiveness of the PVO mechanism to handle, in an efficient 
 manner, activities which otherwise would
 
without doubt take much longer to implement and, thus, not meet the needs 
 of the Intended beneficiaries
 
appropriately.
 

ECfOMMENDAlaON: (Note: No recommendations were sade.)
 

this evaluation was conducted inSeptember 1984 by Robert P.Hosie, Chief 
 Evaluator of The Foundation for the
 
Peoples of the South Pacific, Inc.
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REVIEW OF THE SOUTH PACIFIC COMMISSION'S TUNA AND BILLFISH ASSESSMENT PROGRAM
 

OVERVIEW: In1977, afour-year, multidonor-backed Skipjack Survey and Assessment Program was established
 
which has been considered one of the most comprehensive and successful fish tagging programs conducted to date
 
and has enabled marine biologists and fisheries experts to estimate that the standing stock of skipjack tuna
 
at 3 million metric tons. Before termination of this program, in September 1981, a follow-up program, the
 
Tuna and Billfish Assessment Program (TBAP), was conceived and recommended by the South Pacific Fisheries
 
meeting to the South Pacific Commission (SPC) for. funding support. The focus of this new program was on the
 
assessment of tuna species, other than skipjack, and the several species of billfish.
 

U.S. ASSISTANCE: The original Skipjack Survey and Assessment Program was supported by A.I.D. as well as the
 
governments of Australia, New Zealand, France, U.K. and Japan. The current TBAP effort also receives A.I.D.
 
support under Project 1 879-0002. Other donors are Australia, New Zealand and France. It commenced on
 
October 1,1981, and adecision was made in1983 to extend it for two more years. The key objective of the
 
IBAP isto develop a tuna statistical base which will be incorporated into the SPC's computer system. [Ed.
 
note: no funding level isstated nor isthe original PACD mentioned.]
 

PURPOSE OF EVALUATION: A technical review of the SPC TBAP was requested by A.I.D.'s South Pacific Regional
 
Development Office (SPRDO).
 

FINDINGS:
 

1. Of the two original purposes for which the statistical information was to be used, one has been achieved;
 
the other not. However, an outstanding job has been done indeveloping a regional statistical program.
 
Substantial efforts have been made toward: (1)development of a statistical system; (2)theoretical and
 
planning aspects of a major tagging program to address the interaction problem; (3)completion of several
 
skipjack tuna reports; and (4)conducting limited field work.
 

2. The first original purpose. which has been completed, called for the incorporation and use by member
 
countries of statistical information obtained through access agreements with distant-water fishing nations.
 

3. The second original purpose. which his not been completed, was to conduct stock assessment studies of the
 
various tuna and billfish species. An inability to obtain detailed catch and effort statistics from
 
distant-water fishing nations has hampered progress on this aspect. Achievement of the second purpose will
 
require full cooperation of the distant-water fishing nations. This isbecause the results are totally
 
dependent upon tags being returned with adequate data. Presently there is no assurance that these
 
requirements will be ade available to SPC.
 

PROJECT DES16N POLICY IMPLICATIONS: Some personality conflict developed between the Secretary-General of
 
SPC and the Program Administrator. This has resulted in the resignation of the latter at a crucial time,
 
i.e., the beginning of the two-year extension. There are other key staff vacancies that also need to be
 
filled. Part of the problem is the temporary nature of the program and low salary base for the Senior
 
Scientists. Part isdue to the uncertainty nf program funding beyond the two year extension. Another aspect
 
of the problem isthe role currently played inprogram administration and management by the Secretary General,
 
SPC. Much of the success of the earlier Skipjaci tagging program isattributable to the strong leadership and
 
administration of the former Program Coordinator. Inhis absence and unless these problems can be solved,
 
there isconsiderable reason to predict detrimental effects to the program. One lesson learned inthis
 
project isnot to allow any one individual to dominate the project's leadership and ianagement. It is also
 
important to carefully delineate the duties of the individual(s) responsible for administr.tion and management
 
from those charged with broader policy and project oversight responsibilities anO to provide some insulation
 
for the management personnel from inappropriate interference inmanagement and ,danistration by the latter.
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RECOMMENDATIONS: 

I. The prcoQr. shouiO continue to maintain the statistical sstes een if it is restricted to providing 
services to metter -ouritr es "tin have access agreements with distant-water fishing natlons. 

A treat tructure idu be ,equired to provide the aechanise for collection and access to the detailed 

catch and effort datj reedpd 'or stocL .ssesser! anal yes. 

The proqram std i tIoUIJ coIIete thi tteoreticat and pIanninq worI of the taqqnq project to determine 

the interaction aonc ficherier rd .esource.. 

This review was cCnducted at the pregraa headquarters of £PC in Noumea, New Caledonia by Richard S. Shomsura 

during 1u"ust 1984. 



EVALUATION OF THE FIJI NONFORMAL EDUCATION FOR DEVELOPMENT PROGRAM
 

PROBLEM & OVERVIEW: The Fiji Non-formal Education for Development Project, inthe Province of Kadavu, was
 
prompted by Hurricane Meli which caused extensive damage to dwellings, businesses and other infrasteucture on
 
the island in1979.
 

US. ASSISTANCE: the Asia Foundation tTAF), in collaboration with the Methodist Church inFiji and with
 
funding under A.I.D, Grant 1879-0251-G-00-1003-00, carried out a two and one-half year program to train
 
students inspecific skills and to improve very 5pecific aspects of village life inareas identified by the
 
villagers themselves as needing improvements. TAF involvement in the project began in October 1981 and was
 
completed inJune 1984. About U.S. $120,000 ingrant funds were expended.
 

PURPOSE OF EVALUATION: InMay and June 1984, an evaluation of this project was undertaken by the Project
 
Manager. During this period visits to project sites were made, often in conjunction with representatives of
 
USAID's South Pacific Regional Development Office (SPRDO), the Methodist Church inFiji, and the Kadavu
 
Provincial Council.
 

FINDINGS:
 

I. The program involved 20 self-help projects 12 primary school projects. and 13 secondary school projects.
 
Of the self-help projects, six were unfinished at the time of evaluation and four were still waiting for
 
materials to arrive. Two others were considered failures.
 

2. Non-formal Education programs were established at 10 Kadavu schools. School committees were involved as
 
well as principals and an effort was made to concentrate on imparting vocational training inonly one skill,
 
especially at primary schools. Vocational training programs include.hose economics, woodworking, animal
 
husbandry and motor mechanics.
 

3. Self-help projects were initiated among local co-op organizations in27 villaes. These were directed at
 
improving the physical, social and economic qualify of life. Examples include witer supply systems, meeting
 
haills, fishing boats, chainsaw-type sawmills, and co-operative stores.
 

4. The major problem has been logistics of procurement and shipping. Kadavu has a road network reaching only
 
10 of its 82 villages. In72 villages, cargo can only be received by sea which, around Kadavu, ismide
 
difficult by many reefs and habitual bad weather. Of the six projects unfinished at the time of this
 
evaluation, four were still waiting for materials to be shipped four to eight months after ordering.
 

5. Another hurricane in 1983 has reduced considerably the iccomplishments and impact of the project. Some
 
villages lost as much as 80% of their houses and fares.
 

PPOJECT DESIGN & POLICY IMPLICATIONS: The lost successful programs seem to be those involving a teacher, 
parent, or local government field officer who is willing to give time as atrainer. the best programs also 
bring inincome which not only permits physical maintenance of the facilities and equipment but sustains
 

student interest, especially among parents. The problem of receiving supplies on a more timely basis could be
 
partly alleviated by stationing a liaison person inSuva to check on the status/availability of boats, notify
 
the supplier of loading and maintain visual contact with purchased items. More emphasis and resources devoted
 
to training would have made some of the project's activities more effective, such as by teaching long-line
 
fishing outside the reef or iewing of fashionable clothing. Finally more emphasis could have been put on
 
findinq outside iarkets for p oducts of income generating activities as ameans of achieving self-sufficiency
 
for non-formal education prrjrass.
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At the macro-level, the major sponsors and 
 donors of the project - the Fiji Sovernment, The Asia Foundation,

The Vadavu Provincial Council and the Methodist Church 
 inFiji - although perhaps an unlikely oversight

group, became deeply and yet cooperatively involved inone way or another during the period of the grant, 
 The

involvement and intentions of TAF and, 
 indirectly, the U.S. government, became known and appreciated down to

the grassroots level. Understanding and coordination among them was developed 
 and, as adirect result, funds
and resources allocated to and required by the project were directed to it.Duplication, competition and
 
wastage were largely avoided. The overall exercise has given the parties a type of practical training program

which will be of great value to the 
 rural development effort of the Fiji government, the Methodist Church in
 
Fiji and future intermediary activities that TAF pr others seek to carry out.
 

However, the overall scale of development assistance inKadavu 
 isinsufficient to counteract difficulties,

notably a hurricane, adecline inshipping services and government 
 public work projects, and the general

economic condition of the country. The amount spent for self-help projects inthis prrject was greater than

the total available from all other 
 sources for this type of small-scale development. The financial aid to

non-formal education and training programs was virtually the only aid of 
its type inKadavu with the exception

of government funds for non-formal education teachers' saiaries.
 

RECOMNENDATIONS:
 

I. Priority should be given to improving access to shipping, especially shipping to/from Suva. This may be

done through a system of smaller boats 
or a ship owned and operated by the Kedavu Co-op Association or
 
Provincial government,
 

2. Fishing industries should be encouraged.
 

3. A follow-up survey of secondary students involved inthe Non-formal Education courses should be conducted.
 

This evaluation took place inMay 
 1984. (Ed. note: The evaluation report does not contain the name of the
 
principal evaluator.]
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EVALUATION OF THE TONGA COOPERATIVE FEDERATION PROJECT
 

PROBLEM & OVERVIEW: The Tonga Cooperative Federation (TCF) was organized inNovember 1977 to serve 60 or sore
 
primary cooperative societies selling consumer goods to members and non-sembers. It was intended to operate
 
as a
wholesale supplier of consumer goods for the societies, giving them some economic advantages due to scale
 
of purchase. By the end of September, 1990, TCF had trade debts of 1$89,000, T027,000 cash in the bank and
 
1t23,000 inover-valued stock. AcCounts receivable were considered uncollectable. Infact, TCF was bankrupt

and ready to be closed by the Cooperative Registrar's office. Because of incompetent management, TCF had
 
failed to generate a sufficient mark-up on qpods and sufficient volume of business to be a viable
 
organization. The primary societies were also having some problems because of the failure of TCF, though they
 
continued to operated. Itwas felt that TCF's problems could be corrected.
 

US, ASSISTANCE: The effort to rescue the Tonga Cooperative Federation started inJune 1990 with a request
 
from the Cooperative Registrar for the Kingdom of Tonga to Agricultural Cooperative Development International
 
(ACDI). After more than a year of discussion, examination of records and problems, and negotiations, ACOI and
 
USAID signed a two-year project agreement dated September 30, 1981. Phase I started inJanuary 1982. The
 
purpose of this project was to build TCF into asound and viable cooperative organi:ation capable of serving

its members. 
 A Phase 11 proposal has been side and iswaiting USAID approval at the time of this evaluation.
 
(Ed. note: The evaluation report does not mention the A.I.D. project number, the type of grant to ACDI, or
 
the funding arrangement and commitment level.)
 

PURPOSE OF EVALUATION: The present evaluation covers accomplishments during Phase I. The ACDI-USAID
 
agreement stipulates that project evaluation is a primary responsibility of the grantee (ACDI). The
 
evaluation method and schedule used are based on the 'logical framework' system, A mid-term evaluation was
 
done inFebruary 1983.
 

I, Financial goals either have been set or exceeded exceot for gross margins, and this has significantly
 
iA!Loved since the project began, Gross sales at the end of the oroiect were nearly five times sore than
 

ted, As a commercial entefrJgrse TCF isa financial sucess.
 

2. 6n~ic~ountina and ujInxrejtLonvstea has been installed and oersonnel trained in its usel however
 
Laxon c;khiefacountanLnda head bookeeper are still to be recruited. Ithas not been possible to hire a

Torqan suitable for training for the chief accountant position. The Board of Director's reluctance to offer

inadequate salary for this position has been an obstacle. The present chief accountant isan expatriate,
 

, Post project exoectljOns. esoeciallv the one calling for TCF to be eaniaed by aTongan at the end of two
 
years, have not bten met. Good progress hat been made on other goals, however, such as Osound financial
 
position,' 'member support,' 'public confidence,' 'self-supporting,' and 'competitive supplier.# A Tongan
 
with potential to be trained as a general manaqer was hired inOctober 190). Another 12 to 18 months of
 
technical assistance will be required to train him to the necessary level and provide the relevant experience
 
reeded to manage the consumer wholesale operations.
 

4. a critical oroble, at this time is how to Isorove the ratio of sember to 
 non-oter busitness About 20
 
percent of the merchandise sold by the wholesale store is purchased b member societies, but more than half
 
the merchandise intheir shops itpurchased by non-members,
 

5, The fish oirietino ooerat1on is losinomoney. This is because of the low volse of fish being offered to
 
the Federation for sale, about one ton a month. Estimates indicate that 2 to 2 ,nd 1/ tons are needed to
 
breil even,
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b. Vanilla earketed by the TCF his been highly successful. Ouility his been improved and good prices hive
 
been obtained for member producers. Although not a money-maker for TCF, no losses have resulted and ouch good
 
will has been created.
 

7. Handicraft irletino isproarussing. 6ross sales rose from 9$12,410 in1982 to T658,092 in1983.
 

PROJECT DESI6N POLICY IMPLICATIONS: Certain events significantly changed the project's character over the 
first two years and have affected the original post-project expectations. For example, when the planning 
goals were exceeded, original expectations may no longer be valid indicators of achieveients. For instance, 
anticipated gross sales upon completion of Phase I were 15450,000. This figure waS exceeded 14 the first year 
by 1591,000 and by T91,770,000 the next. Nanagement requirements for a $500,000 business are not the soae as 
for a 12,250,000 business. The goal of being totally self-supporting at the end of two years may no longer be 
valid. 

the implication at the outset of this project was that itwould be extended beyond the original two years.
 
Although such an expectation was not certain to be fulfilled, the anticipation of ithas affected priorities.
 
As aresult, it is likely that sounder decisions have been made and better results achieved.
 

Inthe original project planning, vanilla and fish marketing were given scant attention and handicrafts
 
marketing was not even mentioned. These are now important TCF services. Since they were not originally
 
considered, no base line data or goals were established. This Otkis it difficult to evaluate goal
 
accomplishment and impact. Italso affects the validity of original post-proJect expectations.
 

RECOMNENDATIONS:
 

I. Efforts to increase gross profit to 9 percent or higher should be continued.
 

2. The search to locate a Tongin candidate for the chief accountant's position should be intensified.
 

3. The training of the Tonqan candidate for general manager should continue and consideration should be given
 
to sending him to the U.S. for a short-term course inmanagement.
 

4. Certain suggested actions to improve the member to non-member ratio should be tried including improving
 
delivery services to mber societies, improving and intensifying salesmanship and public relations efforts,
 
and developing management contracts sith selected society stores.
 

5. The services of a fish marketing epert should be obtained to assist inpreparing a long-range development
 

plan.
 

This evaluation wai conducted inJanuary,, 194 by Joe K. Savage, a consultant to Agricultural Cooperative
 
Oevelopment International.
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EVALUATION OF THE INTERNATIONAL HUMAN ASSISTANCE PROGRAMS' COOK ISLANDS INTEGRATED RURAL DEVELOPMENT PROJECT
 

PROBLEM tOVERVIEW: The fifteen Cook Islands - thirteen of which are inhabited by about 18,000 people 
constitute atotal land area of 240 square kilometers scattered over 2.2 million square kilometers of sea.
 
The largest island 165 square kilometers), Rarotonga, isalso the center of government and contains about half
 
the total population of the country. The economy of the Cooks islargely agricultural, including fishing, and
 
subsistence. Tourism has become an increasingly important industry and source of foreign exchange. Some
 
mother-of-pearl isalso collected, mostly for export. A major source of revenue isthe remittance of overseas
 
Cook Islanders, mainlv inNew Zealand. The negative side of this is the decline inpopulation, due to
 
emigration which causes a serious loss of skilled workers who are among the most economically productive
 
elements of the population. This impedes economic development as well as provides cause for social problems.
 

U.S. ASSISTANCE: In September 1980, A.I.D. approved agrant (1492-1704) inthe amount of 0363,498 to the
 
International Human Assistance Programs (IHAP) for a three-year project. The terms of the grant called for an
 
IHAP contribution of 119,00 and a Cook Islands Government ICIG) contribution, either incash or inkind, of
 
approximately $101,600. The project was formulated inresponse to a CIG request for assistance inthe areas
 
of training, health care delivery, copra production and stimulation of small-scale, income-generating
 
projects. The goal was to reduce unemployment, increase family incomes and improve the basic health of the
 
citizens.
 

Sometime after the protzt was authorized, the CIS began preparation of its First Development Plan which was
 
approved inDecember 1982, although not published until 1984. Because the IHAP project did not have the
 
benefit of the guidance of the First Development Pan, the project was viewed by concerned officials as having
 
an experimental character. However, the project as awhole was consistent with the philosophy and approach of 
the Development Plan and supportive of the principal development objectives. It supported development goals 
by undertaking five 4later reduced to four) specific target activities inits implementation strategy: (1) 
training; 12f public health; 13) agriculture; and (4)miscellaneous rural development. Each sub-project 
request. once developed to the point that itmeets the IHAP Project Manager's approval, is submitted to 
A.I.O.'s South Pacific Regional Office (SPRDO) for approval. Originally, IHAP's New York office also had to 
review and provide approval. This was dropped later. 

PURPOSE OF EVALUATION: This evaluation attempts to match actual interventions under each of the four headings
 
against two assessments: (1iprior to each intervention, was there sufficient justification that the area of
 
intervention might possibly lead to the solution of problems on a wider scale than that of the intervention
 
itself! tnd 12 following the termination of each intervention, were the results analyzed insufficient depth
 
to contirp the original justification'
 

the evaluation was coneucted inmid-1984. Information was obtained through a review of project documents, 
interviews with high loternment officials and with the IHAP Project Manager and staff. Visits were made to 
twentv of the of thirty actiity sites on the islands of Mauke, Mitiaro and Atiu as well as Rarotonga. 

. 5hortly after the grant was authori:ed, the £19 abolished bogh the Tvmu torero school and thl; vocational 
trloing Virat fTr Juvenile 1e1inu.t he provision of technical assistance to this institu-ton was one 
of the origii;; project objectives. Accordingly, the related components of the project were deactivated. 

,.J!1Je1 s forou'tifi Interventions etmined that mostti. ffthe were
the .0oliot-type shows 

atuif6tg... However, the ftrst evaluation test can be applied to the 20 separate interventions only with
 
!thunderstanding that the rationale for each intervention applies to a narrow objective, not to larger, more
 
sophisticited developmental objectives. Two exceptions were noted.
 

44~l ItujzL WAluaign ff t tog 2-2 scoaratt i1trventions,. ItAoarl that )-~OJtga.oi 
igfralrt r ilctditreto in the fututt. Using the second test is 

it1ifficult isapplir the first owing inpart to the r.arrowlv focusel rationale inwhich each intervention 
Legan its life, 

http:OJtga.oi


4. IHAP, at 
 the request of the Ministry of Aqriculture, furnished 
the islanders of Rakahanqa with lantern
.e!s Or thedeveloent of spat (oyster eoas), an essential step inthe cultivation of pearls and Pearl
shelLs. This contribution helped demonstrate the excellert potential for oyster pearl and shell cultivation

inthe islands of Rakahanga and Manihiki and provided strong support for mounting 
 a program for the

development of coastal fisheries with pearl and shell cultivation as a 
major component.
 

5. IHAP-assisted a Peace Corns oroject which demonstrated the use of solar energy 
panels and asimple
effective, locally produced fish dryinQ oven. 
 This device had immediate utility and considerable value to a
 
coastal fisheries development program,
 

PROJECT DESIGN & POLICY IMPLICATIONS: 
 While the actual activities implemented under the four headings appear

to be consistent with CIS long-term development goal of encouraging income generating enterprises and

increasing employment opportunities so as to make continued residence 
inthe islands more attractive and
arrest the trend to emigrate, this connection isnot 
central to the project. Itisthe experimental and pilot

nature of these activities which iscentral. 
 The selection of a particular intervention isbased on requests
to the IHAP Project Manager by Island Councils or by Ministry officials stationed inparticular islands. The
Project Manager then develops a rationale for the request. In one sense, 
these rationales represent an

analysis; however, due to the 
 wide range of requests, their small monetary value, and the limited funds

available tc hire experts, these rationales are necessarily narrowly formulated, addressing a small aspect of
what might be, or not be, a larger developmental problem. 
 In formulating these requests and rationales, IHAP
 
keeps the CIG's Department of Planning informed, but central government approval isnot required for approval.
The opting out of the Department of Planning in the review process 
may also be said to contribute to the
 
narrowness of these rationales since, theoretically at least, the Department could be viewing each request in
terms of the larger development program. The slippage from broad, in-depth 
 analyses to narrowly focused

rationales suggests that the operational 
goal of the project -to undertake pilot and experimental

interventions with a view to ascertaining the 
 wisdom of larger interventions inthe future- was probably too
ambitious. 
 A more realistic goal, reflecting the necessarily narrow focus of sub-project requests, would have

been to achieve quick, one-time small interventions with the modest view of 
 showing a presence in the Cook
 
Islands.
 

RECOMMENDATIONS:
 

I. Itis recommended not to extend the 
Integrated Rural Development Project unless there isa clear

understanding that the objective of 
 such an extension would be 
modest and similar to, for example, A.I.D.'s
 
Accelerated Impact Program.
 

2. It isrecommended that IHAP, in keeping with the nature 
of the IRD project, pursue possibilities in

coastal fishing, including shellfish, and that indeveloping an 
extension to its Agricultural Diversification
 
Project, itinclude a fisheries component.
 

J. Itis recommended that for future projects, IHAP 
 shoulo be cautious about taking on projects inwhich
 
insufficiont resources are made available to 
accomplish the stated goal. Similarly, based on its experience
with solar lighting on Mitiario and water 
 systems on Aitutaki and Rarotonga, no pilot intervention should be
 
undertaken without first making provision for meeting recurrent costs.
 

4. Based 
 on INAP's experience with the construction 
 of the Atiu market and the Avarua fish market, no

community-type intervention should be undertaken without first soliciting and 
 receiving active community

participation inits formulation.
 

This evaluation was conducted by Leonard Maynard, a 
Consultant to IHAP.
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127.1 

EVALUATION OF THE INTERNATIONAL HUMAN ASSISTANCE PROGRAMS' COOK ISLANDS AGRICULTURAL DIVERSIFICATION PROJECT
 

PROBLEM &OVERVIEW: 
 [Please see this section inthe preceeding Executive Summary, entitled 'EVALUATION OF THE
 
INTERNATIONAL HUMAN ASSISTANCE PROGRAMS' COOK ISLANDS INTEGRATED RURAL DEVELOPMENT PROJECT' found on page
 

U.S. ASSiSTANCE: InMay 1981, A.I.D..approved Grant 1879-0251-6-00-1001 entitled 'Cook Islands Agricultural

Diversification Project' (ADP) inthe amount of $165,800 to the International Human Assistance Programs (IHAP)

for a three-year project. The terms of the grant.called for an IHAP contribution'of $8,171 and a Cook Islands
 
.Government (CIG) contribution (Ministry of Agriculture), either incash or inkind, of approximately $404,337.

The original Grant Agreement 
was amended on July 30, 1983 and the A.I.D. grant was increased to $355,156. The
 
original project life was also extended to over four years, May 1981 to September 30, 1985.
 

[he goals of this project include the promotion of economic development and the arresting and reversal of
 
emigration of Cook Islanders to 
 New Zealand. The project's purpose isto assist in the diversification and
 
expansion of agricultural production for purposes of improving subsistence, developing 
 import substitution,
 
increasing cash sales, expanding exports, and generating cash incomes. These purposes are consistent with the
 
development goals and strategy of the Cook Islands First Development Plan 1982-1985.
 

PURPOSE OF EVALUATION: The evaluation's purposes were: (1)to determine the extent to which project targets

had been achieved; (2)to gauge the effectiveness of the project in contributing to the achievement of
 
economic and social development of the Islands; (3) to identify unplanned results and assess their
 
implications; (4)to ascertain reasons for successes or failures of given activities; (5)to determine ifthe
 
project design is appropriate for continuation; and (6)to recommend future actions. The evaluation was
 
conducted in mid-1984 and information was developed through a review of documents, interviews with CIS
 
officials and IHAP staff, and by direct observation through project site visits.
 

FINDINGS:
 

1. All major components of the project are being effectively implemented and are on schedule. Of the seven
 
project components, almost all had been completed from a technical standpoint at the time of this evaluation.
 

2. Insome components, there are sufficient funds remaining that could be reprogrammed to accommodate
 
supporting elements for several activities that had not been identified inthe original project plan. These
 
extra funds are mostly derived from the kimination of the greenhouse construction, radio program and land
 
preparation for coffee planting.
 

PROJECT DESIGN & POLICY IMPLICATIONS: It is such too early to qive a statistical assessment of the impact

that the project has had on economic development and decelerating emigration. However, itshould set the
 
stage for increased production and, hence, overall economic growth. To a large extent, a favorable outcome in
 
regard to development will depend on the ability 
of CIG to give priority to the further development of the
 
institutional basis 
of the program. Special emphasis on the training of farmers and MOA personnel is
 
essential. A favorable outcome will also depend on the ability of CIG to cover recurrent costs. 
 Although CIS
 
isaware of the 
 need for such a shift ii.the carrying of recurrent cost burdens, the actual implementation

will not come easily. Attention should be given now to the process of developing the means to assist C16 in
 
this difficult task. Among 
 the current conditions which eight favor this goal are the present constructive
 
attitude of the government, the small fare population, and the impact.that the project has had across awide
 
spectrum of island agriculture,
 

The prospects for apositive impact on the emigration issue are less optimistic. Deceleration of emigration

isa long-term goal and given the economic growth of New Zealand, over 
 which the Cook Islands has no control,
 
itshould not inany event be looked upon as a goal which donor interventions are likely to help achieve. The
 
project, therefore, should be redesigned to reflect a more modLst and realistic goal.
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RECOMMENDATIONS:
 

I. Plinning should be initiated as soon as possible to address the issues of institutionali:ation, recurrent
 
costs, and critical areas (processing, storage, marketing, transport) not covered by the present project.
 

2. Unspent funds in certain components should be reprogrammed to support newly identified sub-activities.
 
For example, remaining money in the coffee production component should be used to train farmers in
 
newly-planted coffee acreage and on older acreage on Atiu, Miangaia, Mauke and Mitiaro Islands. Funds
 
allocated to greenhouse construction should be used to procure additional 
 nursery equipment. Unobliqated

consultancy funds, and the money earmarked for the agricultural radio program, should be used to engage
 
short-term experts infood preservation, livestock processing and poultry feed production.
 

3. A modest interest rate should be charged by the revolving fund for copra drying facilities.
 

4.IHAP should as soon as possible fulfill its funding obligation (18,171) to the project and should initiate
 
negotiations with the Cook Islands government and A.I.D. regarding implementing recommendations I1and 3.
 

This evaluation was conducted inmid-1984 by Leonard Maynard, aConsultant appointed by IHAP.
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ON-FARM WATER MANAGEMENT PROJECT ASSISTANCE CONPLETION REPORT - SRI LANKA
 

PROBLEM I OVERVIEW: This project addresses the need to develop methodologies regarding land preparation, farm
 
and field layout, field channel design and water delivery procedures which result inincreased production per
 
unit of water and which may be used innew irrigation projects and rehabilitation of older ones.
 

US. ASSISTANCE: The On-fars Water Management Project (1383-0048) Srant Agreement was signed on August 31,
 
1977. AI technical assistance was completcd inSeptember 1982, but the Project Activities Completion Date
 
(PACO) was extended to March 1983 to allow for completion of two procurement actions. The USAID contribution
 
amounted to $800,000 and the GL contribution, $273,000, Its specific objectives included development of land
 
preparation and firs irrigation techniques, of techniques for scheduling and controlling water within the
 
field channel system, of design criteria and operational procedures to permit rice to be grown with upland
 
crops and an understanding of the extension, institutional and administrative requirements to extend
 
technologies to farmers inirrigated areas of Sri Lanka. The original Project Agreement was amended inearly
 
1980 and included the following list of activities: (I)metiods of land preparation, land leveling, and
 
irrigation; 12) crop, soil and water management; (3)demonstration and training activities and special
 
studiesl and (4)a water balance study of the distribution network serving the test area. Specifically, the
 
project consists of an experimental farm of about 50 acres and an adjacent demonstration area occupied by
 
small farmers inthe Kalawewa area.
 

PURPOSE OF EVALUATION: This isthe Project Assistance Completion Report. Two evaluations were held at the
 
approach of the PACO. A final evaluation was conducted in July 1982. Prior to this, a mid-term evaluation
 
was conducted inOctober-November 1981.
 

FINDINGS:
 

1. Completion of scheduled activities ranges from 90% inthe case of land preparation and leveling, to 701 in
 
cro s and water management, to 501 inmethods of irrigation and water balance study. to 20% in
 
demonstration and training, to 10% inthe case of structures and water measurement. Fifteen special projects
 
were initiated of which 8 reports have been rkceived.
 

2. 1634,000 was actually spent against the grant total of $800,000. Governsent (6SL) inputs exceeded the 
planned budget by 225%. 

. Overl, the researh roreus was hampered by lack of Personnel. ie., st ho were not assigned as 
called for inthe Project Agreemen,. Less thin one half of the planned 6SL personnel were assigned. Data 
collertion and delay inthe submission of seasonal reports isanother factor accounting for the slow progress 
made by this project. 

4. Progress on the mater balance ;tudy has teen slow. The primary objective of this study isto determine
 
problems of high water tables, drainage and salinity that may develop with prolonged irrigation of upland
 
soils. The results of this study ire integral to achieving the higher level of the project's purpose: the
 
adoption of research results.
 

5. There ha been no evidence that farmers ve adooted the major regossendations of the DroJect concernl.
 
rdidterraestrrow with rriastion, Little emphasis was placed on field channel design and water delivery 

procedures, despite the recommendation of the mid-term evaluation. The Project's Steering Committee dropped 
this recommendation infavor of an evaluation of the performance of evtisting structures throughout Sri Lanka. 

P4OJLT~f JGN 4LPOLICY IMPLICATION : A major lesson learned with respect to the impact of a research project 
isthat the potential benefits of research are unlikely to be shared among the intended beneficiaries unless 
outreach programs are carried out. this project pointed out the difficulties of maniging the cultivation of 
upland crops and flooded rice inalternate seasons inlevel basins. The initial research beqgn i0this 
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project needs to be followed by sore extensive work on land levelzng, cropping systems, water balance and
 
drainage studies. The Sri Lankin farmer's preference for growing flooded rice for at least one season iswelt
 
established. To expect farmers to give up their traditional rice 
cultivation system isunreasonable unless a
 
viable alternative which provides adequate security and incentives can be demonstrated, Without this effort,
 
the project isunlikely to have measurable impact.
 

More serious in terms of policy isthe conclusion that the OSL has mide in inadequate commitment to the
 
project Specifically, the GSL has not met its commitment to train,
, equip and organize methods of irrigation
 
other than the traditional basin system. Recommendations from the, first evaluation point to what appeared

then to be a lack of staff and lack of commitment from the GSL. The second evaluation, which focused on the
 
continuation of research work at Kalankuttiya, eontained eight recommendations on which little has been done
 
since termination of 
 A.I.O. support. The lack of progress since termination substantiates the conclusion
 
about the lack of 6SL commitment. The important lesson learned here is that itiscritical to the achievement
 
of the project goal to maintain a on-going dialogue between USAID Project Officers and the host country

representatives regarding periodic analysis of end-of-project 
 status indicators and levels of host country
 
commitment. An on-going dialogue may allow pressure to be applied at sore 
 critical junctures than after
 
annual or other periodically scheduled reviews and to ascertain whether recommendations have been validated
 
and/or implemented. Similarly, as problems due to staffing inadequacies become pronounced, and as itbecomes
 
increasingly apparent that adequate staff Pill not be committed is previously agreed, consideration should be
 
given tj narrowing the scope and sharpening the objectives of the project. Another lesson learned isthat it
 
may well be desirable to attach conditions to the initial grant/loan agreement which must be carried out after
 
the PACO and which are monitored by USAID staff for compliance.
 

RECOMMENOATIONS:
 

I. AJ.D. should continue to monitor the 
progress of the project to ensure that recently, as well as
 
previously purchased commodities, are used to meet the objectives of the project.
 

2. An independent special research project isneeded to solve problems relating to the witer distribution for
 
upland crops under schemes that also supply water for flooded rice cultivation. Research needs to be
 
undertaken to discover what institutional and legal changes are needed and what allotment sizes are required
 
to sake cultivation of upland crops attractive for the farmers.
 

3. With respect to the lessons learned from this project, care should be taken to see that future research is
 
handled by the appropriate operating agency and that the research isnot duplicative of what some other agency
 
may be already doing. Itsay be more logical to provide additional financial and manpower help to the
 
agency already involved rather than setting up an independent project competing for scarce available manpower.
 

4. The research area at 
Kalankuttiya should be expanded from a field channel to adistributity-siied ;nit to
 
generate and provide additional information for wider replication inMahaweli and other areas of the country.
 

this report was compiled and prepared from the 'On-Fare Nter Management Research Project at Valankuttiyal

authored by A.? Corey and V.Lyvers, and the 'On-fare Water Management Project - Sri Lankas, Final Evaluation
 
Peport' by A.P. Robinson and H.P.M. Gunasena. USAID/Colombo staff were also involved in the preparation of
 
this report wfhlch isdated January 75, 1994.
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PROJECT EVALUATION SUfMMARY OF THE AGRICULTURAL EDUCATION DEVELOPHENT PROJECT - SRI LANKA
 

PROBLEM i OVERVIEW: A 1977 study predicted that Sri Lanka's demand 
 for ,igh level agriculturally trained
 
manpower would far exceed the capacity of the University system to produce this manpower. At the time of
 
project design, the Faculty of Agriculture at Peradeniya was the only agricultural degree-granting institution
 
inSri Lanka, and the Post Graduate Institute of Agriculture was the only institution offering postgraduate
 
training inagriculture. The combined annual output of Agricultural B.Sc. qraduates from the three currently

existing facultie, of agriculture isexpected to exceed 180 by 1985-86, and to reach 200 about 
two years
 
later.
 

U.S. ASSISTANCE: The Agricultural Education Development Project (#383-0049) isdesigned to meet the increased
 
demand for high level agriculturally trained manpower. The Project Grant Agreement was signed on August 31,

1978. Itprovided for a grant of $bmillion which was amended, in March 1992, 
 to $7.5 million. The
 
Government of Sri Lanka's (GSL) contribution was to be $5.4 million. The Project Activity Completion Date
 
(PACD) isSeptember 30, 1985. The project's purpose is to double the annual number 
 of indigenously trained
 
9.Sc, graduates and triple the annual number of indigenously trained post-graduates by 1987. The project's

goal is to assist agricultural development by increasing domestic food production, expanding employment

opportunities, and improving the small 
 farmers' standard of living. The U.S. contribution consists of
 
commodity procurement and technical assistance,
 

PURPOSE OF EVALUATION: This evaluation was to assess the accomplishments to date, and to identify any

mid-course corrections inproject design .rimplementation that might improve project effectiveness and
 
efficiency. The methodology included a review of all 
 major project documents, administration of
 
questionnaires, and inspection visits to on- and off-campus facilities.
 

WIPINGS:
 

1. Three Ph.D, and one M.S. candidates have copaeted training and 33 Ph.D. and one N.S, candidates are in
 
tritning against a target of 30 Ph .L%. Training completion schedules have been delayed due to problems in
 
participant selection, policy and timing of start-up activities. Total academic staff may be 4 to 5 percent

fewer than projected inthe original Project Paper due to GSL budgetary constraints.
 

.1
4. Ninety percent of the tauipsent and 30 percent of the library books and periodicals tareted have been
 
Lrocure. Outreach program equipment has been procured and the organization of outreach programs isin
 
preliminary stages.
 

3. Construction is #lout 403 coplettd. The number of buildings completed, under construction, or currently

planned equals or exceeds the Grant Agreement projections inall categories. However, the completion schedule
 
for construction as described inthe Grant Agreement proved unrealistic and completion 
isnot expected until
 
1996.
 

4. Technical Assistance isbilically on schedule although minor adijustments in the ratio of long- to
 
short-term asigneents were side. The technical assistance has been appropriate to the assignments and has
 
provided in-country Ph.D. research supervision and associated curriculum, research and outreach assistance.
 

5. T1hPost Graduate Institute of Agriculture has had to limit enrollment to aout 25 students per year 
011uist wtanr1ff are traliningjatroad, As the staff members return, itisexpected to increase and reach the 
75 students per year target by 1985. 

PJ[T POLICY N L _ : TSH1the 6SL has Chanqed its policies regarding underqraduate training since
 
the time of project desion and to additional agricultural faculties have been established, one at Ruhunu
 
University and another at Batticaloa University. One sore isplanned for Jaffna, the investment
large

required to build, equip 
and stiff the new facilities has increased appreciably the cost to the GSL of
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training agricultural graduates. The diversion of funds for the development of these new faculties has
 

reduced the level of resources available to the Post Graduate Institute of Agriculture (PGIA) for proceeding
 

with its own development. However, itisanticipated that the three faculties will admit between 250-275
 
students by 1985, well above planned targets. By 1987-88, the annual B.Sc. graduates will reach the
 

200-student target.
 

Interms of Lessons Learned, the report notes that itisimportant to design into a project verifiable outputs
 

since without them assessing aproject's progress is difficult. The report also notes that in cases where
 

training programs diminish staff ina given department, i.e., staff go abroad for training, expectations must
 

be lowered interms of the output expected from the department during staff absences and actions must be taken
 

to compensate for temporary staff shortage.
 

RECOMMENDATIONS:
 

I. The PACD for training should be extended through December 1986 to allow all Ph.D. candidates to complete
 
their programs.
 

2. One additional junior staff member should be admitted for M.S. level training provided such training can
 

be completed by the 1986 PACD and that sufficient funds are available inthe present budget.
 

3. The project should be implemented according to the modified plan except that in-country technical
 
assistance activities should be adjusted to coincide with the return of trainees. Recruitment of technical
 

assistance personnel should be limited to staff of U.S. institutions.
 

4. A comprehensive study should be made of Sri Lanka's future needs for development of higher education in
 

agriculture including a reassessment of present and future demand for agricultural graduates and
 

post-graduates.
 

5. More attention should be paid to the identification, involvement and recognition of local Sri Lankan
 
advisors of Ph.D. research.
 

6. An evaluator with international experience inagriculture education projects but with no prior experience
 

with the Agricultural Education Development Project should be included infuture evaluation teams.
 

This evaluation was conducted in November 1983 by J.P.f. Gunasena, Dean of the Faculty of Agriculture! M..
 

Thenabadu, Acting Director, PGIA; S. Pinnaduwage, Head of the Department of Agricu!tu Al Economics and
 

Extension; J.W. Bonner, Assistant Agricultural Development Officer, USAIDISri Lanka; and ht.E. Ray, Chief of
 

Party, Agriculture Education Development Incorporated. this report isdated December 7,1983.
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PROJECT EVALUATION SUMMARY OF THE PADDY STORAGE AND PROCESSING PROJECT - SRI LANKA
 

PROBLEM OVERVIEW: A rice rationing system, dating from World War I, has been the major mechanism by which
 
successive Sri Lankan governments have provided the total population with a minimum supply of rice. Rice was
 
distributed through a large network of cooperative societies and was provided free-of-charge or at a
 
subsidized price. The responsibility for administering this program lay with the Food Commissioner of the
 
Ministry of Food and Cooperatives, In order to supply rice to the system, the government purchased
 
domestically produced rice directly from growers. Over the years, this has developed into a major commercial
activity, although the private 
sector has not been actively encouraged inthe area of rice marketing. In
 
1971, the Paddy Marketing Board (PM) was created for the purpose of purchasing paddy, ensuring its proper
 
storage, handing its conversion to polished rice, and d6liverinq the rice to the Food Commission for inclusion
 
inthe rice rationing system. This system has been criticized as inefficient and time consuming.
 

U.S. ASSISTANCE: The Paddy Stor;ge and Processing Project (1383-1-0041) was conceived in1976. The Project
 
Agreement, signed on February 2,1978, provided a loan of $5.4 million, subsequently revised to $4.775
 
million. The Project Activity Completion Date (PACD) isJune 30, 1984. The project isdesigned to increase
 
the efficiency of paddy procurement, storage and processing, and to increase the capacity for paddy storage
 
and processing. Project inputs include 3,000 moisture meters, construction of seven milling and storage
 
complexes, provision of ten milling machines for the development of the private sector, technical assistance,
 
an! training of 60 persons on short-term and three for long-term (H.S.) programs.
 

PURPOSE OF EVALUATION: A series of rapid adjustments inpolicy since 1977 has had major impact on the
 
original project purpose. This evaluation intended to provide recommendations and an action plan for the
 
expeditious conclusion of ongoing activities and disposition of commodities not yet used. Itwas also to
 
conduct a review of the status of project implementation and provide recosmendations for further Government of
 
Sri Lanka (651L) The evaluation was conducted
institutional and private sector development ingrain markilting. 

by two groups consisting of: (I)in-country personnel headed by an Additional Secretary to the Ministry of
 
Agricultural Development and Research; and (2)two expatriate consultants who critiqued the in-country team's
 
report and provided recommendations for the development of post-harvest activities inthe grain sector. The
 
methodology included areview of all iajor project documents and reports, interviews and site visits.
 

FINDIN6S:
 

I. About 1,000 moisture meters have been sold; 2,000 remain inthe godowns. With the emergence of the
 
participation of the private sector inpaddy procurement, the demand for moisture meters has declined. The
 
private sector does not usp moisture meters inprocurement.
 

2. Construction work insix (of seven planned) complexes has been completed, Two complexes have been
 
commissioned and two others are to be commissioned inlate 1984.
 

3. Of the ten one-ton-per-hour rice mills provided, seven have Peen sold to the privatl sector. This
 
translates to an increase inprivate sector milling capacity of 33,600 tons per year. Three others were
 
reallocated for use by the PRO, two of which have been commissioned.
 

4. PMO storage capacity has been increased by 30O00 metric tons against a target of 35.000 silling
 
capacity by 72.000 tons per year against atarget of 67.200; and parboiling capacity by 57,600 tons per year
 
against a target of 67,200.
 

5. Technical assistance, provided throqgh contrnt with Louisiana State Universit ..Lgplotjd -in
 
DeberJ_98. Subsequently, the services of an Indian consultant were procured for training operators of
 
the neow
PHD milling complexes.
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6. The training plan was completed with 57 participants receiving short-term training and two receiving
 
long-term traing.
 

7. As of April, 1984, $4.7 million had been expended under the project. All project inputs were not
 
achieved as scheduled due to changing economic conditions within the country which have stimulated the

establishment of private mills and private trade. 
 This trend has resulted in inadequate budget support from
 
the 6SL and slow turnover of moisture meters.
 

PROJECT DESIGN AND POLICY IMPLICATIONS: 
 Two major policy actions by the incoming administration in1977 have
 
affected this project. The first was the- liberalization of the economy by reducing the restriction on

internal and external trade. This encouraged, the 
 private sector to increase its participation in the

purchasing and processing of paddy as well 
as the marketing of rice. ihe second factor was the replacement of
 
the subsidized rice ration system by a food stamp system in 1979. 
 Due to this action, consumers began

purchasing rice on the 
 open market and deliveries by the Food Commission to cooperative societies declined

substantially, drastically reducing the Food Commission 
 requirements from the Paddy Marketing Board. This

increased demand forced up the price of rice 
which resulted inan increase of the open market farmgate price

of paddy. The impact of these conditions has been to cause the PH9 to react slowly to marketing trends

(support/purchase prices) and delay construction of the facilities 
required for the seven two-ton mills.

Since 1980, the open market farmgate price of paddy has remained above the government purchase price, although

the latter has been increased from Rs. 40 per bushel in1960 to the current level of Rs. 62.50 per bushel.

Whereas the PM9 had purchased about 30% of 
 paddy production inthe past, the percentage has declined to 9.9,

5.7, 2.9, and 12.3 percent respectively from 1980, 1981, 1992 and 1983.
 

PECOMMENDATIONS:
 

I. A report will tq prepared identifying PMO requirements of moisture meters and the number available for
 
disposal.
 

2. A plan isto be developed which identifies and transfers equipment of the seventh rice milling complex to
 
the Mahaweli Authority.
 

3. A report isto be mide containing detailed recommendations to rectify the operational defects inthe
 
project-funded rice milling complexes.
 

4. A report isto be prepared containing detailed technical assistance and training requirements for PRO.
 

5. Areport isto be prepared on the performance of the Rice Processing Research t Development Board
 
concerning its institutional alignment.
 

6. A report isto be prepared which assesses the 
 technical assistance needed to set up a Food Technology
 
Research Unit.
 

7. A set of concept papers for production, price stabilization and buffer stock management isto be prepared

and submitted to the National Planning Division 
of the Ministry of Finance and Planning for inclusion inthe
 
National Agricultural Strategy exercise.
 

This Summary isbased on the PES signed by Frank 0.Correl dated Aug. The
30, 1994. Evaluation Report was

written by two expatriates, Dr. Roe Borsdorf and Donald Anderson, 
 was not available at the time of this
 
exercise. Members of the in-country team were Secretary, Ministry
Mr. N.V..[. Weroqodai, of Agricultural

Development and Research; Mr. Dixon Nilaweera, Addl, Secretary, Minustrv 
of Agrcultural Development and

Research; Mr, DM.P. Harapone, Chairman, Paddy 
Marketing Board; Mr. Mike Korin, Chief, ARDIUSAIDI and Mr.
 
Tissa do Soysa, Project Officer, USAID.
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SCHOOL FEEDIN6: EFFECTS ON ENROLLMENT, ATTENDANCE, AND DROP-OUT INSRI LANKA
 

PROBLEM tOVERVIEW: In Sri Lanka there is a large school-aqed population suWfering from various degrees of
 
undernutrition. In1973, a survey of school aged-children, undertaken by CARE and the Ministry of Education
 
(MOE), found 40% of the children surveyed to be malnourished, In1979, another similar survey by the same
 
agencies found 501 of the children suffering from chronic undernutrition. The Government of Sri Lanka (8SL)
 
has been involved insome form of school feeding since 1931.
 

U,S. ASSISTANCE: The largest donor nutrition program isthat supported by the U.S., the P.L. 490 Title 11
 
Program, This effort began in1956 with the School Feeding Program administered by CARE. Itthen evolved
 
into the School Biscuit Program. In 1973, CARE expanded its involvement under P.L. 490 Title IIto include
 
the distribution of aweaning food. The cost of U.S. commodity contributions in1981 was $1,684,254 for the
 
School Feeding Program alone.
 

PURPOSE OF EVALUATION: This evaluation attempis to test the proposition that school feeding is a positive
 
incentive for school attendance. Regarding the relationship between school feeding, attendance and
 
enrollment, the primary hypothesis is that the provision of a snack or a meal during the school day
 
contributes to both errollment and attendance. However, itis widely recognized that many other factors
 
influence enrollment and attendance including historical, cultural and familial incentives to enroll and stay
 
inschool unique to Sri Lanka among South Asian nations. The evaluation team designed a special survey in
 
which 112 schools' records were sampled throughout 1990. Fifty-nine of these had participated infeeding
 
programs. The schools were drawn from twenty-one regions in19 of the 24 administrative districts of Sri
 
Lanka. Simultaneously, the evaluation team worked with CARE/Sri Lanka staff to design a second, independent
 
survey covering 25 schools intwo districts of Sri Lanka over athree-year period. Twenty-one of these had
 
participated inthe school feeding program.
 

FINDINGS:
 

I. Overall, the data suoest that enrollment and attendapce inthe lower grades isenhanced by school feeding 
but that the shortrun decision to attend school on aparticular day or ina aiven month isnot related to 
ut-q0j figL 
2. Attendance innon-feedinq sch oswas hih, than infeedn.p s_for ever, nth inI!!, moreover, 

inthe data collected by CARE, there isno relationship between attendance and the presence or absence of
 
feeding inthe schools.
 

orsuLrAtes-Lhroughouh, he emenytarlschool grades itjfedin schools arspA_ wh tlower than th 
rates _n n- eed90 Ussn data, a positive relationship between andjgschooi. the CARE school feeding 

enrollment inthe elementary grades isalso indicated.
 

4. and sy.ht adartd highr inthefeeing schools than inthe 
non-fqdang, hoog. Inthe CARE data, losses inenrollment between the fifth and sixth grades are lower in 
the feeding schools than inthe non-feeding schools, 

URJOCL DSIGN t POLICY IMPLICATLONS: School feeding, while important, should be viewed as a relatively minor
 
determinant of school attendance and/or enrollment. This study was quantitative by design but inmany cases
 
there Is plausible evidence of the esastence of alternative explanations for the results other than the
 
central one. Certainly, the cultural emphasis on education inSri Lanka mitigates against school feeding
 
being a large determinant of attendance and enrollment, Seasonal variation within a year, clmiatic variation
 
between years, and variation amonq geographic region are especially important factors for Inclusion inany
 
research design. Migration patterns which vary bo region and by age of child present yet another set of
 
factors, Fluctuations inattendance may be another useful measure of the effects of feeding which should be
 
calibrated in4uturt studies,
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Thi i.lIjtin te3a recossends that a series of seall-sca]e. narrowly defined studies be undertaken with the
 
)tc ti ve of IeteLt n an, posibilit, that school 4eedinQ contributes to the nutrition and/or education of 
: chon ,thl Idr n. 

!hi; ealuation wds conducted by ;'ovI. Miller, h.D, and Oillial D. Drake, Ph.D, of Comounitv S stems 

Foundation. A prellsinarv draft was prepared inSeoteaber, IqK, This report was submitted on October 31, 
Io'3. 



MID-PROJECT EVALUATION OF THE NATIONAL INSTITUTE FOR HEALTH SCIENCES PROJECT - SRI LANKA
 

PROOLEM & OVERVIEW: The Government of Sri Lanka ISSLI isattempting to improve the health status of its
 
larqelv rural population through the implementation of a Primary Health Care (PHC) plan. Execution of the
 
plan requires the development and application of a national health manpower utilization plan and the training
 
of a sufficient number of qualified personnel. The National Institute of Health Sciences (NIHS) at Kalutara
 
ischarged with training personnel to implement the plan, coordinating all PHC training, performing relevant
 
health ;ervices research, and idvising the Ministry of Health IRON) on health manpower policy issues.
 

US, ASSISTANCE: USAID isparticipating with three other donors and the 65L in a four-year program whose
 
purpose isto increase the capacity of the NINS to train health care workers who are needed to improve health
 
delivery services and environmental sanitation efforts according to the 6SL's health manpower development
 
scheme. The program goal isto combine preventive public health staff with the curative staff on three levels
 
to achieve a national public (community) health service that ispreventive-oriented. The USAID Grant
 
agreement, 382-0062, signed on August 29, 1980, provided $2.2 million over four years, this money was to
 
used for the preparation of a saster plan for the NIHS expansion, for architectural and engineering desiqns
 
for tht buildings to be constructed (173.000), for construction of several buildings including inauditorium,
 
a librar). lecture and seminar haills, an audio-visual laboratory, demonstration and lab rooms and a cafeteria
 
(1630,0(I, and for paying the cost of utilities and related equipment ($405,000). Other donor funding
 
consist, of $770,000 from UNICEF, i500,000 from UNDP, $310,000 from WHO and the equivalent of $1,220,000 from
 
the GSL. The Project Activity Completion Date (PACO) isAugust 31, 1984.
 

.1POSE OF EVALUATION: The Project Agreement between the 6SL and USAID stipulates that amid-term evaluation
 
tame place to provide A.I.D. with an assessment of the progress of the construction program conducted at the
 
NIHS. USAID/Colombo also requested an assessment of the administration and program of WINS in order to
 
ascertain both the advisability of a project extension and the possibilities for other assistance. The
 
evaluation team consisted of one A.I.D.IW stiff person, RON officials, NINS staff and students, and health
 
workers inthe field.
 

FIWDIN6S:
 

1. Construction of A.dit.ia l s has not let stirtd 11thqu h thelpsler-elin, architectural
a and
 
entnrintrng dions have been completed and aoroved. The tender for construction his been advertised (as of
 
January 31, 1984). Overall, only four residences have been constructed with UNICEF funds and hostels are
 
ttill under construction.
 

, Althou N d a 01rora as f train n during th prhod ydu r revie, the 
OuttUmsJnisr onofjriJ!no rojL. U d e .Ir.jLaff.cte by a number of cotraints.t WJ .JH These include
 
an overburdened and poorly regulated training calendar; irregular faculty communicationt the absence of clear
 
direction or support for coordinating mechanism%, training priorities, and research from the ROHI and lack of
 
$pace.
 

CrILuumsrejsoshaxvty. bn cop lted fpr h! f r aic tr nn our$sl teachon aqJ h In 
UL!tli hive e Ln. rt. However, impleyitation of curriculum changes has been impeded 

by problems of recruitment, confusion about job descriptions, and lick of educational technology. Library 
materials are largely inEnqlish. There are no course specific teichinq and learning packages, and no texts or 
references for students personal libriries, 

4. Uicuj t dv ognfft welwt 0 JJrhoortilrW Ie .D wrthit otofttfslyfeivl 
w1eQIL lL!not llec.x [mgm, However, stiff need further training in tetchinq technioues and 
research methods. 

S. AlS~o leteiptr Iut ion ses%tobe shrnking is~U~aa in rel40PLJpJ!L 
smncejfl.JThe team was unable to Clarify the status of the GSL contribution althoulh MO officials roted 
that there have been budgetary cutbacks, The major donors have roteithat Some of their funds, earmarked for 
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other purposes, had been diverted to support the short-term training activities which 
 the GSL had orioinally
 
agreed to fund.
 

PROJEC D EN & POLICQ IMPLICATIONS: Although NIHS provides probably the best training in public health,
 
largely because of the well developed practice zone, the role of NIHS inshapinq health manpower policy and in
 
coordinating training programs for PHC inother institutions isminimal at best. The major way open to NIHS
 
to influence the MOH's efforts to shift policy emphasis from curative to 
preventive is through training

Medical Officers of Health, Public Health Nurses and Public Health Inspectors, since there are sevore
shortages of these personnel, NIHS is the primary supplier of three categories of workers (Medical Officers
 
of Health, Public Health Nurses and Public Health Inspectors) inthe MOH primary health care system and isone
 
of several suppliers of too other categories (Family Health Workers, Assistant Medical Practitioners). While
 
the ROH/6SL seems to be committed to continuing both Family Health Worker and Auxiliary Medical Practitioner
 
training, a practice which effectively uses INHS's orientation to public health, NIHS isat a disadvantage
 
because of 
 shortages of qualified faculty, books and other materials, laboratory facilities, clinical
 
facilities and living quarters--all inputs which this project, inits larger concept, isscheduled to provide.
 
The MON should further clarify the PHC delivery, reporting, referral, team member roles and supervisory duties
 
of all classes of personnel, but particularly the Family Health Workers. Ina programmatic context, a better
 
sense of priority among the objectives of the PHC program isneeded inorder to further attainment of the
 
overall goal. Inthis regard, itmay draw from the lessons 
 learned in other countries where efforts are
 
underway to introduce a preventive concept into a traditionally curative health care system, for example
 
India, Ina sore critical conteit, a reassessment of funding capabilities and commitments, particularly of
 
the GSL, should be a common priority among the donors. The lesson to be learned here may be that it isbetter
 
to act quickly to deal with the symptoms of what may become a major problem before the problem develops to a
 
critical state.
 

RECOMENATjNS:
 

I. The implementation of revised curricula for all categories of PHC personnel should be emphasized. 
Teacher
 
and student manuals based on career and course objectives should be developed for each course.
 

2. A practical and feasible annual training calendar should be established with the ON and other health
 
training institutions. Refresher courses for all categories of personnel should be offered 
regularly. Few
 
deviations from this approved calendar should be permitted without additional allocation of resources.
 

3. Promotional prospects and opportunities for personnel froe within ranks should be emphasized rather than
 
recruiting new personnel as supervisors.
 

4. The field practice area should be developed as a teaching and research laboratory and should be expanded
 
to include other districts as well.
 

5. Donors should foster policy discussions designed to assist the GSL develop an effective health manpower
 
policy Since there isa national need for such a police that goes beyond the MON. Reactivating the National
 
Coeittee on Health Manpower isan appropriate suqqestaon to put to the GSL inthis regard.
 

Thui evaluation was conducted between October 24 and Notember 19, 1993 bv Dr. Raymond 1. isely, Team Leader
 
and Associate Director, Water t Sanitation for Health Projtct; Dr. htbulon C. Tainitor, Psearch Profesior of
 
Psychiatry, New York tlversityl and Ks. Sharon Pines, Program Analvst, 
 ASIAIIP . Evaluation Division,
 
A.I.,. Th, final report isdated Nay, 1,94.
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EVALUATION OF DEVELOPMENT SERVICES AND TRAININ6 PROJECT - SRI LANKA
 

PROPLEM tOVERVIMW: The Development Services and Training Project IDST) had its origins in1976 discussions
 
about an Agricultural Development Services and Training project. The justification for the project was the
 
need to improve the number, quality and diversity of degreeo-holding agricultural speciiiists inSri Lanka in
 
order that agricultural development could be accelerated. The focus of this original project concept was
 
participant training and a fe consultancies. As the conversations with the 6overnment of Sri Lanka (6S)
 
continued, the scope of the project was broadened first to extend beyond agriculture and then to include other
 
activities.
 

U.S. ASSISTANCE: The Development Services and Training Project (1383-0044) isa seven-year project with a
 
current Project Assistance Completion Date (PACD) of August 31, 1985. Originally authorized at 12.6 million,
 
ithas been amended twice to expand coverage, increase its size, and extend its life. Its total estimated
 
cost isnow 16.5 million. As of June 30, 1984 commitments had reached 15.4 million. Its purposes are: (1)
 
to provide a sound basis for long-term rural developmentl and (2)to strengthen 6SL institutional capabilities
 

to carry out a development program.
 

PURPOSEOF EVALUATION: The DST issit years old and this isthe first structured evaluation of the project.
 
The statement of work and the approach of the evaluation team recognize that the project has two disparate
 
elements: participant training and aIroup of 32 'sub-project' activities. The objective of this evaluation
 
isto provide an analysis of the current project's strengths and weaknesses to assist the Mission indesigning
 
and managing afollow-on project. The evaluation methodology included a review of the files, interviews with
 
officials and representatives inthe USAID Mission, the GSL and the private sector, and site visits.
 

1. Participant troining programs have substantially exceeded orogrammed levels interms of numbers and cost,
 
This has been completely unplanned. For the period 1979-1961, commitments exceeded planned targets by 3061 in
 
terms of the number of participants (1O vs. 36) and 3351 interms of funding (1784,000 vs. 1234,000). For
 
the period 1982-1985, commitments again exceeded planned targets by 147% (as of June 1,1904) interms ot the
 
ftmber of participants (146 vs. 991 and 1351 interms of funding 161,053,000 vs. $780,000).
 

2. inIers of benefits to the oersos trained, the results are very positive, For example, three of the
 
returnees have been promoted as a direct result of the training. Thirteen others who have been promoted
 
stated that their training was a factor in their promotions. However, no follow up of returnees has taken
 
place. Only five percent of the 49 returned participants interviewed had had any type of contact with USAID
 
since their return.
 

3. bLhN 11.se0arae Activitiles which constitute the nn-participant comoonent of the project are extremely
 
oftnrog . They include intermediate technology projects, large and small special studies, a wide range
 
of consultancies, three institution building sub-projects, workshops, conferences, and in-country training.
 
The only tosmonalitv isthat they were supported with DST funds.
 

4. Otjft jjsa14examined the evalution team, all but onewas inkeening withone
f b or 
h Only five were directly related to the current A.l.D. program io 

Sri Lanka. Fie were not well planned. Two were failures. Three were partial successes. Eight were 
successful. 

b.po.t gj~jp
5. TZ!lJe1 bn fsthose four jub-rj= ts found pg1jstfi . These included
 

a direct relationship to the current A.I.D. program, host government involvement and interest, good advance
 
plennmnq, defined outputs and a schedule of implementation, and follow-up by the Mission,
 

6. W .g J.js- cretljI w ror2bl the 1i1ton d111-the fact thotave .jfinitt gkload f(o in50
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PROJECT DESIGN l POLICV IMPLEMENTATION: Overall, the project has been successful although the orioinal
 
projprt purposes are too broad to be useful for management evaiuation, or overall project planning. Planning
 
of the subordinate elements has beer inadequate although this has improved recently, There are no activity
 
criteria that can be used to decide whether a proposed activity should be approved. Similarly, there are only
 
a few outputs identified inthe original Project Paper and, except for participant training, they were not
 
achieved, With no clear criteria, and no projected outputs, there was obviously no implementation plan. Even
 
the participant training program lacked an overall plan or deliberate focus. However, the participant
 
training has certainly produced results that exceed its costs. Similarly, a majority of the sub-projects have
 
achieved their objectives and seem worth the financial cost. Obviously, a major project managed under these
 
criteria and conditions demands a great deal of attention to detail, more so than staff resources at the
 
Mission are designed to handle. An, successor project should be planned taking into account the major
 
lessons concerning project purpose and goal setting, planning, expected outputs, implementation schedules,
 
monitoring requirements, and evaluation criteria. Still, the major lessor, here may be that even poorly 
planned projects can be generally iuccessful although the impact of this success cannot be necessarily 
assigned to any one sector of the overall A.I.D. progras. 

RECOMMENDATIONS:
 

1, The Mission should consider a much sore carefully plaiaed successor project that would include both
 
participant training and sub-project activities.
 

I. Such a follow-on project should concentrate almost all of its sub-prodject activities on areas directly
 
related to the existing A.I.D. program and its objective,. Specific criteria for sub-projects should bt
 

established.
 

, The Mission should institute a careful program of follow-up for returned participants and consider
 
increasing the training office staff to accomplish this.
 

This evaluation was conducted by a three-person team which included two representatives of the International
 
Science and Technology Institute, Inc. The personnel were William P. Thomas, 3rd, Team Leader, Richard J.
 
Stanley, Energy and Enwironment Specialist, and M.Aloyse Doyla, a participant training specialist, Itwas
 
carried out under the general supervision of Christina H. Schoux, USAID Project Officer. It took place
 
between June 2 and July 3, l94 inSri Lanka,
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PROJECT COMPLETION REPORT OF THE SEED DEVELOPMENT I PROJECT - THAILAND
 

PROBLEM & OVERVIEW: The development of a national, public sector seed program represents an essential
 
long-term investment inagriculture, particularly in a developing country such as Thailand. Prior to 1976,
 
Thailand had no formally coordinated program to research, produce, market and provide a sustained, high
 
quality source of seed to the nation's farming population. At the time the Project Proposal for Seed
 
Development I was prepared, there was no interest inthe private sector ininvesting in seed production and
 
processing.
 

U.S. ASSISTANCE: The Thailand Seed Development Project (1493-0270) was a jointly financed project between the
 
Royal Thai Government (RTG), represented by the Ministry of Agriculture and Cooperatives (MOAC), and USAID.
 
The project had a six and one-half year lifespan, from January 1976 to September 1982. Total USAID financial
 
commitment consisted of a Loan (1493-T-017) of $3,663,691 and a Grant (1493-106-T) of $3,898,781.
 
RTG-provided resources include an 'in-kind' cost estimate of $3,981.300. Three implementing agencies of the
 
MOAC were assigned to carry out project activities: the Department of Agricultural Extension (DOAE); the
 
Department of Agriculture fDA); and the Marketing Organization for Farmers IHOF). Project operations involved
 
five major activities: (l)foundation seed production; (21 seed multiplication; (3)seed processing; (4)seed
 
distribution; and ii)inoculum production. Under the project, foundation seed developed by the DA was sold on
 
credit to the DOAE for multiplication purposes. Multiplication activities were conducted by contract growers
 
under DOAE supervision. Multiplied seed meeting established standards was purchased from the grower at a
 
guaranteed price and processed at project financed centers by the DOAE. The HOF was to have the
 
responsibility for distribution and sales of the processed seed. Inoculant was produced by the DA. Sales of
 
inoculant and seed were on either a credit or a cash basis.
 

PURPOSE OF EVALUATION: This isa Project Completion Report. The project was evaluated on several occasions
 
during its duration. A 1978 Evaluation Team noted a lack of adequate management on the part of USAID and RTe
 
as one of the key factors which resulted inthe delay inproject implementation. In1980, a Redesign Team was
 
employed to cope with the more difficult design fraws. A final evaluation was performed in1983. This report
 
noted the followino major problems: (1)the lack of a disposal program to handle waste materials and cull
 
seeds: (21 ineffective marketing and distribution of processed seed; (3)underpricing of seed; and (4)rapid
 
expansion of the seed progras.
 

FINDINGS:
 

1. Inthe DOAE program. 5,896 metric tons of seed of six crops were produced inFY 1982 as compared to 173
 
metric tons produced at the start inFY 1976. Seed production targets were revised downward during the life
 
of the project fro 8b650 to 4,550 metric tons.
 

2. Farmer demand for most varieties of improved seed has improved. For example, inFY 1980, all 1300 metric
 
tons of the Seed Division's corn seed were distributed two months before planting. The fact that direct
 
counter sales itthe Seed Centers are increasinj indicates growing farmer confidence inproject produced seed.
 

SAbout ,601 contract farm famllies, organized in seea roducing grop, re receivin echnical 
jupervison. 1dvicst oJiaranteed mAriet prices/iproved income as compared to only 200 at the start of the 

4. A Seed Division with a competent technical staff of 750 has been created within the DDAE. four modern Seed 
Proessing Centers wrestablished at..hainat jqrat Phitsanutok. and LIV~A.iq 

5. I. toried si psn - at thek aster'LdjeS e_ iein Seed Technou. Eight other persons 
attended a three-month intensive seed technology short course inthe U.S. (MSU). 
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6. About sixty Percent;f_projct Produced 
 ed Isused as intended for desai n d special RT6 proilcts,in
 
eiergency situations; about 40% issol oright to smaI.firmeri,
 

7. Phibitm inoculant roduction his xceeded 20 tons per year (1902 figure) 
 as comapired tO3 tons er year

aLt_.ject initiation., With amajor educational effort, demand could exceed the estimated 200-ton capacity of
 
the plant,
 

8. Interest among other-donors to support 
 the Thai seed industry has been generate to the extent that when
 
all current projects are completed, the Seed hove22
Division will centers throughout the country. The
Japanese International Cooperation Agency (JICA) has 
 financed the establishment of a fifth seed center. The

EEC and the Organization for Economic Coopergtio 
Fund have agreed to establish 15 new processing facilities,
 

q. As aresult of this project, 
 two private seed companies have been established .,,, !,ves tent s insie
facilites have been made and contracj production with farmersestablished. Two other companies are
 
constructinq seed facilities.
 

PROJECT PESlGN t POLICYIMPLIC OK: The Seed Development Proj'ct isconsidered to have achieved its purpose

which is'to cause the use of improved seed by Thai farmers with the expected result being an 
increase inthe
productivity and income of Its
Thai farmers.' accomplishments have 
been noticed by other international
 
orqanizations and experts, notably FAD Thailand as
which is looking at a base for regional training and
workshops. The establishment of the Seed Division and Seed Centers has greatly improved the capability of the
Ministrv of Agriculture and Cooperatives to recommend crop production shifts resulting from changes

climatic and economic conditions. However, 

in
 
some design flaws were detected and some changes were made


throughout the course of the project. Most significant among the flaws was the lack of a realistic planning
horizon given that at the time the Loan Agreement was signed, there was not even 
officially a Seed Division.
 
Most significant among the changes was the actual role played by the MOF 
 versus what the original project

design envisioned for it, The major role anticipated for the hOF did not occur. Instead, the 
MOF
participated as one of 
 the primary agencies involved inthe seed production isvtem while the DOAE retained

responsibility for major components multiplication of
such as foundation teed, management of the Wor~inq

Capital Account, processing marketingl and distribution of multiplied seed, In addition, therc is a

potential problem with effective distribution of seed currently being produced at Seed Centers. 
 This isto be
 
addressed inthe follow on 'Seed Development IIProject.'
 

RECOMMENDATIONS: Most specific recommendations are mentioned 
 as concrete applicaticns inthe follow-on
 
project. For example:
 

I. A Seed Promotion/Narleting Section isto be created for each Seed Center. 
 Each Section is to work with
 
field extension staff 
to plan seed needs one year inadvance.
 

7, The DOAE Seed Division headquarters isto implement asimilar section to deal continuously 
with other
 
agencies such as HOF, Office of Accelerated Rural Developme- Social Welfare Department, 
Crop Promotion

Division, and the Cooperative Federation to establish and proj,.t their seed retquirements incoordination with
 
the Seed DIvision's production.
 

This report was prepared by staff of the USAIOlIhailand Mission.
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KID-TERM EVALUATION OF THE POPULATION PLANNING PROJECT II- THAILAND
 

PROBLEM & OVERVICN: The Royal Thai Government's (RTG) National Family Planning Program (NFPP) was established
 
14 years ago inrecognition of the adverse effect of rapid population growth on social and economic
 
development objectives. 
 The NFPP isunder the direction of the Permanent Secretary for Health and the members
 
of the NFPP Committee are ippointed by the Minister of Health. The Ministry of Public Health (MOPH) plays the
 
most central role ir.the NFPP by providing family planning services through its nationwide delivery system of
 
hospitals and health centers. The faily planning activities within the MOPH are under the direction of the

Family Health Division (FHD) of the Department of Health. In1984, the network of NOPH-operated rural health
 
facilities included 73 Provincial Health Offices, 89 Provincial Hospitals and 8 MCH sub-centers; 470 District
 
Community Hospitals, 611 District Heilth Offices; and 7,169 TaLoL Health Centers. A number of private

organizations are also involved inthe national program. 
These include Planned Parenthood of Thailand (PPAT),

Population and Community Development As!;ociation, (PA), Thai Association for Voluntary Sterilization (TAYS),

and the Association for Strengthening Information inSupport of the NFPP (ASIN).
 

U.S, ASSISTANCE: The Population Planning Project (PPP) I (1493-0325) represents 
USAID's bilateral support

for the fifth Economic and Social Development Plan (1982-86) PPP 11 and has both grant and loan Lomponents.
 
The grant component is$8.7 million with $5.4 earmarked through FY 1984. The loan component is$19.2 million
 
with $13.5 earmarked through FY 1984. The RTG contribution isequivalent to $46 million. Other donors
 
include Japan, Canada, Germany, and the UNFPA as well as eight A.l.D.-funded population intermediaries.
 
During PPP 1(1979-81), USAID's bilateral contributions included approximately 17 million which financed parts

of five NFPP components: (1)the expanded sterilization program; (2; contraceptive services 
 (3)training and
 
supervision; (4)information, education and communication; and (5)research and evaluation. PPP IIsupport

essentially continues financing of these components for another five years. Itshould be noted that due to
 
some delay ininitiating PPP IIand inexpending funds in1982, FY 1983 isconsidered to be the first project
 
year, thereby extending the five-year project through FY 1987.
 

PURPOSE OF EVALUATION: The scope of work calls for the the review and assessment of performance 
 to date of
 
all PPP IIfinanced activities including: (1)manpower development and training (2)information, education
 
and communication (IEC); (3)Voluntary Surgical Contraception (VSC) and IUD services (4)contraceptive and
 
related medical supplies; and (5)program operations and biomedical research. The Evaluation Team was
 
specifically directed to assess the demographic impact of the NFPP, to ascertain reasons for low contraceptive

continuation rate, and to assess the current and potential future contribution of other external doncrs to the
 
NFPP including A.I.D. intermediary organizations. The project was last evaluated by an outside team In1981.
 

FINDINGS:
 

1. Manpower development and supervision:
 

(a)The planninQ and evaluation sections of provincial health offices are tonrstaffed and often filled with
 
undervualified staff. Current staffing patterns are inadequate to 
perform .1,dlor coordinate and supervise
 
program planing, including the planning of training activities that could improve the rationalization and
 
development of resources and services throughout a province. There isa concomitant need, at both district
 
and tabol levels, to upgrade and standardize procedures for planning resource use and service delivery.
 

(b)Auxiliary midwives (AM) need training in the delivery of injectable contraceptives. Follow-up training

to A~s inIUD insertion needs strengthening. training As, who are mostly youthful women, to perform
 
vasectomies appears to be inappropriate.
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2. Information, Education and Communication,
 

1a) Comprehensive analysis of the motivational strategies and IEC iaterials used 
 in USAID-supoorted

activities was not possible during this evaluation. Many IEC mass media materials that promote various
 
campaigns for different service delivery, e.g., vasectomy, are still inprototype form.
 

(bi Vasectomy mass media materials appear to be effective. Two radio spots, developed under this project,
 
were inthe top ten radio commercials of 1983 according to an advertising industry contest.
 

(ci The demand for services has been accelerated by the multisectoral IEC capamagn mounted in response to the
 
Ministry o4 Interior's commitment of support 
 to family olannino through the cooperation of the governors and

dLj -2fh . A mobile van which offers vasectomy and laparocator sterilization services at the village

level 'featuring satisfied clients) while providing IEC about all family planning methods has proven very
 
effective inPattalung Province.
 

3. VSC and IUD Services: 

(a Fetale sterilization represents the hLghest percentage of users (age 15-49) inevery region. Vasectomy
acceptors inthe first four months of 1984 are nearly double the level for the same period of 1983. VSC is
 
being accepted at a younger age than inprevious surveys.
 

(b) IUD performance is hampered by the uneven iAoeentation of HOPH policy pereitting trained AM% and Nurse 
Midwives (NM) to insert devices and Oy the scarcity of IUD insertion kits.
 

4. Contraceptives and related supplies:
 

(a) LAone and one-half year supply of contriceptives isbeing maintained in the system. 
 When the new system
 
isfully operational, stock-on-hand at all levels may be reducible to one year or less.
 

1b) A new copebeitinangl is-btino installedwith the
sylte ient assistance of CC. Itis first being

implemented, on a pilot basis, in four districts and 
 appears to be well designed. Itisscheduled to be
 
implemented throughout the country by 
 the end of 1984. A micro-computer and related equipment and software
 
were acquired as part of the new commodity management system.
 

5. Low contraceptive continuation rates.
 

(a) Firs copclusions on reasons. ffecting low continuation rates cannot be adebecause of insufficient 

(Ib) Pill cntinuation rates sem.to be lower than those of theorevious NFPP surveys 11977 and 1901). 

(c) The 12month 75% ontinuatipn.rteforIUDs isIdentical to the 1971 NFPP survey. 

1d) Thre .LLuch diversity in theontinuation rte for iniectable. Lack of supply, mode of service
 
delivery and client education are factors which were observed Inthe 1991 survey and are 
 still evident. the 
Research and Evaluation unit is studying factors affecting injectable continuation use. 

6. Program, operations and bio edical research:
 

(a) There isa high priorityneed for information to improve the planning, ccrdinaton. eanaoeent Ind 
tylluitian of.FHD activities. Itis unclear whether a training management focal pont that guides and plans
the overall FHD manpower development and supervision components exists. 
A review of the existing training and

supervision system isneeded as isa systematic, comprehensive evaluation system.
 

Ibi Jberl 11 a br .sonifiCant 
 need forMIS tosoRort FP roaris olannino, lanaaiejntani evAjuao
 
iLill levelsoftheserlce.i delvtery
jw,.
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(0 The evaluation tea did not examine the biomedical research Projects being undertaken on behalf of the
 
NFPP. USAID does not directly support biomedical research infamily planning.
 

(d) the study of the Norolant subdermal contracentive, beina conducted in four locations, isnot yet
 
;010o05d. Very preliminary results indicate promising 
 results with a high (79% at one year) continuation
 
rate.
 

7. Review mix of contraceptives offered and identify weaknesses incurrent delivery practices:
 

(a) Taraot setting: 
 actual performance compared to targets varies widely, Further rationalization and use
 
of oerformance targets isneeded.
 

1b) Prevalence rates: prevalence rates appear to be much higher inareas served by health centers having
 
ore thin one female health worker.
 

(c) LD insertion: erittinA ANs and Ns to insert IUDs and extending JUD services to rural 
 and remote
 
areas increases the numbers of JUD accetors. However, extending such services to the sub-district level has
 
not yet been achieved to the extent expected due to current MOPH reluctance to implement approved policy.
 

(d) [xoanded media coverage: district hospital mobile education/motivation camoaians and the supoort
 
ro.Lded by the MOI throuah the Provincial Governors have contributed to increased demand as has the
 
flvOM ent of private sector N60s.
 

8. Determine ifthe NFPP ismeeting its targets 
as proposed inthe 5th Plan ( 1982-e6) and inthe Project Log
 
Frame:
 

(a) Sector Goal: the current estioated growth rate is 1,6% which is down by .2%from the eltipated 1901 
level, If Presentmomentu ils sustained, itwill be reduced to at least 1.5% by 196. 

bi Qketively verifiable indicators: from 1912 to April 1994. the number of new acceotors of all methods
 
was 2,594.899 against a target for this period of 2,320,000. The total number of reported active users is
 
estimated as 7.4 million against a target of 4.2 million. Revised estimates for 1994-86 are 12.3 million.
 
The CDR has declined from approximately 27/1,000 in1991 to 21/1,000. Prevalence now exceeds 60% of married
 
women of reproductive ages (MPRA) compared with an estimated 59.2% in1991.
 

(i) Project Puraose (analyzed in the content of End-of-Project conditionyl: all indicator lvels, e.,.
 
servlce dflivery outlets for all methods, couplet of reoroductlve aepracticing contraceotion, voluntary

stJerij:ation acceptor. training/use of noa-phvsicians. are on target or have already been achieved. There
 
are problems inthe areas of management information, program research and evaluation.
 

9. Identify the needs and nature of any special emphasis proqrams required to reach potential acceptors in
 
different qeographic regions, of different age groups or among different ethnic groups:
 

(a)(FJ care for the Hill Trati;
WyWlth 


(b) kjUj Iet of initiatives for the Northeatt. 

10. Astest the current and potential future contribution of other external donors to the NFPP interms of
 
resources needed to meet demographic targets proposed for the 6th Five fear Plan:
 

tj.!.j.. role- 9f 
;MU. !O, hs ,il rel aO~rttLrce inqratses kr -tht ctooblllJ L L* i os 

(a)k. Jj 1.2%1will reouire aprevalence rate e~c eding 701 at tJ.L.__f w 

WfbiUgJj~j S njiC y 
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V9,JjCT DESIGN &PLCY IHPLLYCATINS: Overall, the NFPP is a mature, innovative, and successful program

which, assuming its present momentum ismaintained, iscertain to exceed its Fifth Development Plan target of
 
a 1.5% population qrowth rate. 
 As the scope and extent of the NFPP continues to expand and decentralization
 
progresses, there will be a need for increasing 
clarity inpolicy guidelines, more timely and accurate
 
feedback from the field on the impact of implementation, and increased attention to policy adjustment and
 
refinement, The evaluation team noted certain weaknesses in policy linkage between the central level and
 
provincial levels, and wide 
 variations among provinces in both the interpretaticn and application of Family

Planning policy guidelines issued by both HOPH and HOl. Rejection of central policy by some administrators,
 
(e.g., failure to use trained Ais to provide 
IUD services) suggests a need for more rigorous monitoring,

education and enforcement of policy guidelines. This may require shifting emphasis the concept of
to 

'standards setting' for certain areas lagging inimplementation. While some officials expressed satisfaction
 
with the amount of time and attention devoted to policy formulation, others felt that itwas too#d hoc and!or
 
infrequent, that too little initiative and time were being devoted to it; 
 that the service delivery system was
 
too often runninq ahead of policy formulation; that there was some 'catching up' to do; and that policy

guidelines needed to be more complete and supported by improved dissemination and education.
 

RECOHMENDATIONS:
 

1. HOPH policy permitting trained ANs and NMs to insert IUDs and administer 
DMPA injections should be
 
implemented. 
Formal machinery should be established to insure appropriate inputs and substantive dialogue

from technical staffs of both the HOPH and 1O and coordination of policy implementation at technical levels
 
both centrally and provincially.
 

2. Additional resources and should be expanding the
technical support directed towards 
 availability and
 
access to IUD, DKPA, and VSC services particularly inthe Northeastern Provinces and among the Hilltribes,
 
slum dwellers and factory workers' populations.
 

3. Consideration should be given to providing family planning training to Nurse Aides assigned to Health
 
Centers inprovinces that have demonstrated capability for IUD training.
 

4. The development of a comprehensive and systematic training, evaluation and monitoring system keyed to
 
provincial-level manpower needs assessments and training plans should be undertaken.
 

5. Consideration should be given to the addition of a Sub-Committee on Population Policy to 
assist the
 
National Family Planning Committee inreview, analysis and updating of Ministries' policies and strategies in
 
support of the achievement of the target growth rate.
 

6. Continued USAID participation in afollow-on PP III should be 
weighed against provision of population

assistance through EPD IIsupplemented by centrally-funded projects. Ifitappears that the EPD 11 priorities

of the RTG will not permit a sufficient level of bilateral support for population/family planning, anew
 
project should be considered.
 

This evaluation was conducted during the period of July 18 to July 
20, 1964 by a joint Thai/U.S. Team
 
consisting of: Dr. D.Huangman, Department of Public Health and Family Planning of Mahidol University who
 
.cted isTeam Leaderl Hr. K.Chobchuenchom, Health Planner, NESDBI Mr. 
 R.Griffin, HBA, a private consultantl
 
Mr, V.Vanchanasuk, Health Planner, NESDBI Ms. L. Knauff, a private consultant nominated by A.I.D. Dr. D,

Minkler who acted as Co-Team Leader; Mr. 
 E. Petrich, affiliation and credentials not stated; Dr. Y,

Porapakkham, Department of Diostatistics and Family Planning at Mahidol Universityl Dr. P. Prasartkul,
 
Demographer, IPSR, Mahidol University; Mr. P. Soontornpipit DTECI and Mrs. S.Thanyaphon, also associated
 
with DIEC.
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HID-TERM EVALUATION OF THE DECENTRALIZED DEVELOPMENT MANAGEMENT PROJECT - THAILAND
 

PROBLEM LOVERVIEW: The Royal Thai 
 Government (RTGI)has made anumber of development grants available to
 
local government units (tambols) under its rural development programs. The administration and use of these
 
funds has been characterized by inefficiency and under utilization.
 

U.S. ASSISTANCE: The Decentralized Development Management Project (DDMP) (1493-0315) isdesigned to test new
 
approaches to identifying and funding rural development projects. It isa five-year project which began in
 
August 31, 1981. Its cost isestimated at $24.6 million, $10.6 million of which is provided by USAID inthe
 
form of loan ($7.5 million) and grant ($3.1 million) funds. The implementing agency isthe Rural Employment

Generation Project (RESP). The specific project objective isto strengthen and accelerate 
the RTG system of
 
decentralized development by (1)strengthening local capacities to 
 identify, design, implement, and manage

development activities and (2)providing capital 
 to expand local development grants to the Tambon (village)

Councils inthe project area. 
 The project sites include 97 tambols located inten amphoes (districts) infive
 
Northeastern changwats (provinces). The project isasisted by a 17-person, joint Thai-American contract
 
technical assistance team (TAT) that works at all levels of the project.
 

PURPOSE OF EVALUATION: The purpose 
 of this evaluation isto provide an independent assessment of the
 
project's learning system methodology and the extent to which itisfunctioning to strengthen the role of the
 
tambon in locial development. It is also to assess the status of 
 long-term decei,tralization and
 
institution-building objectives, recommend future actions to fulfill these 
objectives, and document important

lessons learned. The evaluation teas reviewed contracts and agreements relevant to the project, as well as
 
documentation, field reports and Working 
 Group minutes. The team also interviewed officials of the RTG and
 
USAID, contract personnel, and taimbon 
 council members. Two previous in-house evaluations were conducted in
 
November, 1982 and October, 1983.
 

FINDINGS:
 

I. The contract technical assistance team (TAT) effectiveness was impaired resulting inits attaining the
 
expected level of efficiency only inthe months just preceedino this evaluation. Early inthe life of the
 
contract, there were serious problems inorienting key members. These problems led to the early departure of
the Thai teas leader, inApril 1983, and the organizational advisor inSeptember 1983. Contracts were written
 
at a
level of generality which left individual obligations unclear. There appears to be a lack of contract
 
supervision.
 

2. Although theorogram isinnovative inits structuring of a feedback system, basic problems which plaque it
 
are linked to differences in perceptions of project intent. 
 These differences are symbolized by inconsistency
 
between Thai and English versions of the project's name.
 

3. Flow measures designed to reflect degrees of goal and objectiveattainment are deficient. 
 Agreement on
 
qoals is lacking. Indicators of project performance are at a global, non-measurable level, not at the
 
operationally concrete, verifiable level.
 

4. A system of greater interdependency between tambolsand central government 
 seems to be develoing, There
 
isevidence that tjs are increasing their capacity to plan and implement sore projects, 
this isoffset by

increased demands upon the central government for technical and financial support. Amajor local level
 
constraint on undertaking relatively large construction projects has been removed by the placement of ARD
 
technicians at the district level,
 

5. The.Lf.t.tivnesL of the National WorIna Group 
!NW6) his been limited because o misnderitadinq

remrd"Q. n O 0e1i Us. Time constraints and bureaucratic focus are compounding factors.
. 

faperwork isbottlenecied as com4unications flow from the TAT to the NWG through the inadequately staffed
 
RE6P.
 

h. s owi 

Fecause of inherent A.I5D. and PIS disbursement practices, funds are mostly distinguishable at the tambon
 
level.
 

. t red .gji.. of UAI and aJEsloyent GenerationP ogram 6FPfun not oeTurIng, 
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7. Plans to institutionalize the -learning laboratory" approach through the use of local resource
 
institutions have not materialized. The system has begun to function according to the 
learning laboratory
 
approach only since the first quarter of 1984. 
 Chief among the obstacles to making the concept operational is
 
the considerable difference of interpretation as to the project's purpose and the role of the TAT.
 

8. es..e olicy initiatives to serge the RE6P and 
Rural Poverty Program in two years little substantive
 
.pogresshas been made in terms of specifying how this isto be accomplished inpractice. A major problem is
 
how to reconcile two programs that are fundamentally at odds inmany respects. DDMP has been so clearly

linked to the RE6P that any decision about its future must be taken within the 
 broader perspective of policy
 
developments relating to the RESP.
 

PROJECT DESIGN t POLICY IMPLICATIONS: The evaluation 
team feels that there are serious conceptual,
 
organizational and contractual problems confronting this project which, ifnot resolved, will prevent the
 
project from attaining its intended purpose. 
 Whereas the intent of the project in USAID's mind isreflected
 
inthe English title, the Thai title reflects the aims of the RTG: 'To develop efficiency of the Tambol and
 
Asphoe inPlanning.' 
 There has also been a subtle change inthe stated project purpose tProject Paper vs. LOP
 
Workplan) which isalso indicative of existing conceptual differences. Nevertheless, the one common element
 
bridging the two perceptions isa perceived need to strengthen the capacity of the tambon to plan and
 
implement rural infrastructure projects, The organizational problem isillustrated by the relationship

between the TAT and overall 
 project framework. One chart places the TAT under the REGP secretariat. A
 
subsequent chart, found inthe evaluation team's briefing book, places the TAT ina completely different
 
relationship. There appear to be varying views 
of the degree to which the TAT functions as an advisory body
 
or performs an operational staff function. The contractual arrangements do not provide guidelines for
 
measuring achievements, effective mechanisms for coordination, or a means for 
 resolving conflicts. The major

lesson learned with respect to these problems isthat an institutionalized two-way communication mechanism
 
between host agency and donor representatives isa must. Otherwise, the entire project process, from its
 
initial concept, to agreement on project goals, through the identification and resolution of design flaws and
 
the establishment or revalidation of nerformance indicators, and throughout the 'grayer areas' of
 
interpretation of implementation strategy, cannot be 
 efficiently or easily accomplished, Inthis case,
 
despite design fliws, evidence was found that the project was 
 beginning to produce some quantifiable results.
 
Given the positive elements, the teas believes the project has merit provided certain actions are 
 taken to
 
rectify the flaws. However, itiscautioned that DDKP end-of-project findings are unlikely to be utilized if
 
they require substantial cross-ministry cooperation and coordination or additional RT6 funding.
 

RECOMMENDATIONS:
 

1. The differences inconceptual understanding should be frankly and fully discussed and both the purpose and
 
the objectives of the project clarified. This evaluation report should be used to initiate such a process. 
 A
 
consensus among key personnel as to the true purpose and objectives iscritical.
 

2. A revised LOP Workplan that iscongruent with the agreed project purpose and objectives and that includes
 
verifiable indicators for measuring the progress toward achieving these objectives should be developed.
 

.
 Quarterly reporting by the TAT using the verifiable indicators as measurements of progress toward
 
achieving project objectives should be implemented.
 

4. AI.D, should take steps to ensure that USAID funds are not distinguishable from RTG funds, ifthe intent
 
of the Project is to commingle funds.
 

5. ODMP should be relieved from strict adherence to REGP project guidelines.
 

This evaluation was conducted between May 24 and July 12, 
 1964 by Gerald Sentell, Team Leader, of lennessee
 
Associates, Inc.$ James Dawson, USAID/Philippinesl Suchitra Punyiratabhandhu, National Institute of
 
Oevelopment AdministrationThailandl Chinda Suetrong, National Institute 
 of Development Adainistrationi and
 
Gary Suoannarat, Integrated Development SVstems Co., Ltd.
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AN EVALUATION OF THE EMERGING PROBLEMS OF DEVELOPMENT PROJECT - THAILAND
 

PROBLEM & OVERVIEW: A mechanism has been needed for some time to respond rapidly and ina sore efficient and
 
systematic sinner to newly recognized priority development areas for which clear Royal Thai 6overnment (RT6)
 
policies and programs do not exist. This need is especially critical at the pre-project analytical stages,
 
whether inthe form of technical assistance or training.
 

U.S. ASSISTANCE: The Emerging Problems of Development Project (EPD) is a $5.2 million incremental grant
 
covering-the period August.26, 1980 through June.30, 1985. Itis a follow-on to the Transfer of Technology
 
and Management Skills Project (TTMS) and isdesigned to support and improve RTG policy development, program
 
planning, and pre-project analysis inareas most urgent to the solution of national problems, EPD has two
 
mutually supportive components: technical assistance and training, The grant is administered by the
 
Department of Technical and Economic Cooperation (DTEC), Office of the Prime Minister.
 

PURPOSE OF EVALUATION: This mid-term evaluation isfocused on DTEC's administration of the EPD inthe areas
 

of manpower and efficiency concerns, and the identification of potential additions to the present staff to
 
accommodate inincreased level of spending under a contemplated EPD II. Special attention was given to
 
examination of problem identification, project implementation, and project impact on national development
 
policy. This was accomplished by interviews with all project personnel and with personnel of selected
 
sub-project implementing agencies, and by studying DIEC files pertaining to EPD.
 

I. EPD sub-projot impact ous t be analyzed by varying deorees. Some have been completed, others are in
 
progress, still others have finished one or two phases and are entering a third, and anumber are inplanning,
 
rather thin implementation, stages,
 

2. Several important EPD recommendations have resulted intheir adotion as Oolicies and/or action. these
 
include: (I)a comprehensive reassessment of Dan~kok's transport and development objectives; (2)establishment
 
of noise and air pollution emission standards and criteria and monitoring stations; (3)a crop forecasting
 
system for agricultural planning; (4)acourse inproject proposal preparation for Ministry of Agriculture
 
staff; 15) formation of a working group and advisory committee fot promotion of five-year development plansi
 
(6)the establishment of an Information Center to disseminate ideas to students, government officials and
 
donor agencies.
 

, Several activities are currently in oroares. These include the following: (I)improving the
 
effectiveness of the community development training system; (2)setting up a coordinating center for the
 
development of the eastern seaboard; 13) studying and proposing steps for the establishment of aqricultural
 
marteting centers; (4)conducting an LPG utilization study to be used as a guideline for setting energy

pricesi (5)formulating an exploration plan for marine phosphatesl (6)studying the present tax administration
 
system and identifying areas amenable to cooputeri:ation to strengthen the system or alleviate weaknesses ard
 
problems,
 

4. That there isno fixed system for gathering data or measuring the imoact of the various sub-projects after
 
receiot of their final reports isperhaps the weakest oint inthe oroject at this tie, Although some
 
evaluations and suggestions for follow-up have been produced, none were specifically designed to measure the
 
impact of EDP sub-projects, that isto ascertain what happens to ideas generated under EPD once final reports
 
have been submitted.
 

5. Lt terms of anopower and staffing. 21 persons in 3 divisions are speding the eauivalent of 8.64 nerson
 
years on the project per Year, excluding the time spent by the Director-General and his Deputy or the
 
Procurement and Tax Clearance Division. At USAID, currently 15-20 percent of a Project Officer's time is
 
beino spent inaddition to 90 percent for inAdministrative Assistant. A training follow-up system had been
 
planned but not yet implemented due to a current manpower shortage.
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6. Aorooosal for the total restructuring of DIEC isunder consideration by the Civil Service Commission.
 
DTEC ispromoting anational network which has proved to 
 be effective and culturally appropriate. No major

delays inthe tasks performed by DTEC have occurred that are attributabe to the system established by OTEC.
 

7. There are several 
 areas of difference between USAID and OTEC which are potential impediments to Project

administration. These include: II)USAID's requirement for a detailed budget which isunrealistic given the
 
flexibility required by the project; (2)USAID audits which are fiscal rather than 
comprehensive; (3)USAID
 
procurement requirements which are frequently too strict; (4)unfamiliarity on the part of many Thaiand

American representatives ith the details of bilateral agreeentst
 

PROJECT DESIGN &POLICY IHPLICATIONS: A sample investigation of a few projects demonstrates EPO's success in
 
fulfilling its objectives of identifying emerging problems and affecting the development of revised national
 
policy, EPV has demonstrated that USAID's trust inthe capability of the 
 central government agencies is

warranted and can pave the way for dynamic cooperation inthe future. One of the best lessons learned from
 
the EPD experience isthat it is imperative 
 for donors to give credit to RIG officials for carrying out
 
complex administrative procedures with very limited physical 
 and financial resources. Al.D.'s hypothesis,

beginning inthe TINS project and becoming more clearly defined with the 
 EPD project, that the RIG iscapable

of implementing and administering projects born of its own initiative isbeing substantiated. The underlying

attitude of confidence toward DTEC and RIG administration of EPD may well prove to be amilestone inU.S.-Thai
 
relations and ininternational development.
 

PECOMMENDATIONS:
 

I. NESDB should play agreater role in the problem identification phase of EPD, particularly in the
 
clarification of its guidelines for the national five-year plans.
 

2. A sore timely, efficient means of identifying consultants and training institutions should be considered
 
such as the heidquartering of one or two officials at the Thai Embassy inWashington, D.C.
 

3. USAID should modify its EPO financial requirement from an annual budget to a monthly or quarterly rolling
 
system.
 

4. DIEC should prepare a set of guidelines to assist inthe writing of proposals and scopes of work prepared

by line agencies and contractors. Itshould also prepare an orientation handbook that clearly identifies
 
which forms and documentation are required.
 

5. DTEC should design a quarterly report format listing minimum criteria for quality, type 
of relevant
 
information, and scope of quarterly progress reports produced by consultants.
 

6. USAID and DIEC thould coordinate their MIS service to obtain timely and systematic retrieval of required
 
information.
 

'. Participant training conditions should emphasie training for Civil Service personnel at levels 3 and 4
 
who are required to return to their former positions,
 

8. USAID should consider adopting a comprehensive or performance-based auditing sylte to assist inproject

monitoring and evaluation.
 

9. DIEC anticipates that a follow-on project would include large sub-projects but also need to maintain
 
essential flexibility with Smaller sub-projects. Itisrecommended that preparations for enhanced inalytical

and administrative capacity begin immediately.
 

this evaluation was performed by Dr. James R.Chimberlin. Or, Chamberlain'% report isdated December, 1993,
 
The author's professional affiliation isnot mentioned inhis report.
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AGPICULTURAL PLANNING PROJECT EVALUATION - THAILAND
 

PROOLEM IOVERVWEM: The Royal Thai Governsent IRIS) has a substantial investment inthe development of the
 
agricultural sector. This effort has been assisted by bi- and and multilateral donors. The lead agency of the
 
RTG inthis effort has been the Ministry of Agriculture and Cooperatives (MOACI. As part of the overall
 
effort to improve agriculture productivity, strengthening the MOAC agencies responsible for planning and
 
policy formulation iscritical.
 

U.S. AIJ1AMC: The Agricultural Planning Project (APP 1491-O03l71 isfinanced under a grant agreement

between the RTG's Department of Technical and Economic Cooperation (DTEC) and USAID/Bangkok dated December 12,

1980. A.I.D,'s contribution is13.2 million. RTG's counterpart funding isitailion. The final input

delivery isscheduled for October 31, 1995. There are no other major donors. The isto
purpose of APP 

strengthen the capabilities of the Office of Agricultural Economics IOAE), the principal 
 agency inthe NOAC,
 
to carry out policy planning, Problem identification, data management and integrated project preparation are
 
ilso key functions of OAE. Key indicators/conditions of project success include: ill evidence that the
 
capacity for effective planning and policy analysis management has been institutionalized within the OAE; (2)
 
a system of cooperation between OAfE and ROAC line departments has been established: 3)a significant level
 
of effort isevident within OAE interms of analysis, planning, 
reporting, and project evaluation relating to
 
policies/projects to benefit low-income farm households; and (4)
the OAE system for collecting and processing

production, consumption, price, and marketing estimates and socio-economic data relative to the rural sector
 
has been improved. Since July 1992, an advisory team consisting of three long-term and Itshort-term advisors
 
from Iowa State University has provided technical assistance.
 

PUPPOSE OF EVALUATION: This mid-term evaluation gauged the effectiveness of the project in generating

information needed for policy formulation and the role of the advisory team infurthering this process. The
 
evaluation team's Terms of Reference posed nine specific questions. 
 The first five dealt with an assessment
 
of the APP's achievements to date. The last four addressed the implications for the future. 
 The advisory

team had been working with the AE for two years at the time of the evaluation. The evaluation team spent two
 
person-months reviewing files, reports and other documents, and conducting 
 interviews with long-term staff of
 
the advisory team, and with RT6 and USAID officials. No previous evaluation or review has been conducted,
 

FINDINGS:
 

I. The Project's direct impact on the institutional capbillities of theGAE for planning and policy

formulation apoear to bemoremodestthan envisioned inthe Project Pner. 
The project has had a favorable
 
impact on the Center for Agricultural Statistics inthe CAE. However, there islittle evidence that important

changes directly attributable to the APP occurred in the OAE organization or allocation 
of budget and
 
personnel resources.
 

2. The lick f imoact of the advisory team nd the team leaderon policy formulationwas martly due to t
 
setction of teo mstoirs. Little capability was provided for eiamining the appropriate role and purpose of
 
the OAE inpolicy formulation and the responsibility of that agency to provide economic ressirch data support

for policy analysis. Regarding the Terms of Reference for each of the individual consultants on the advisory
 
teas, the evidence isthat only 50 percent of what was asked for has been accomplished to date.
 

$n640I is 
been identified and stratified to permit substantial ip-rovements insampling, A 700-area sample Ison 
schedule, ditional staff have been assigned. The long-term effect that an ASF data gathering system will 
have on overall analysis and planning within the MOAC is potentially significant. This part of the project
his received the full support of OAf. It isalso the only anticipated project output liklt to be fully 
ichieved by the FACD. 

J. thl ITea frame 'ASF)cp~onent Drooressini very satsfactorily. 2,60 sampling areas have 
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4.A major oroble is the Iibillty g,the staff to lit 9atA Procesed and saki it avalAble for analvj..

Although the advisory teA took initiative intrying to solve this 
 problem by loosing two computer teroinals,
 
these leases ay be tora: ated without notice.
 

5. PDth the RIS ine USAID have rovide arogrilte .resource supoort for th APP. OTEC hay set its
 
contractual cositments intires 
of providing local currency to the project as stipulated inthe grant

agreement. OAE has provided facilities, staff, cooperation and budget support to the APP.
 

PROJICT DE1SGN & POLIC¥ lP.tlCA lONS: the evaluation team feels that the lack of influence of the APP on
 
rtiource allocation and operations of the OAE was partly a function of the project design and specifiations

of consultants. the lesson learned here is to avoid overselling projects intheir design stages. The
 
ultimate goal and soe of the project purposes 
seem to be such too ambitious for the general scope of the APP,

' secnd lesson learned isto match Consultants with the primary objectives to be pursued. Although a primary
 
focus was to provide information for policy decision making, very few 
 ifany of the consultants had much of 
that type of eperitenc. Unduly restrictive or asbitious Terms of References for individual team members
 
should also be avoided. The contractor should be made responsible and accountable for individual and overall
 
Project pefforaincer. Otherwise, overly close 
control by A.I.D. on the approval of individuals serving under 
the contract and n tir sper'-ii estignments makes A,.,0,, as well as the contractor, responsible for arav 
shortcomongs in ferformance. Finally, a better reporting mechanism for the contractor to A.1.0. isessential.
 
Monitoring of a project oust 
be done in such a way that reports are generated which are both substantive and 
indicative of project perf(Vmance. Inthis project, a rtport at an early stage on what policy Instruments OA[
 
can influence and hoo they sight have an impact on low-income rural households might have been useful. It
 
could have provided useful information and perhaps encouraged the advisory teas 
to shift its eophasis, USAID 
would hive onefited by discovering itan early stage in the project whether sost of the project's purposes
 
*ert obtainable.
 

PrCOMNkAr IONI:
 

I. ticvidtraton should be given for the duration of the project to evalinIng the role of the DAC inpolicy
formulati.w, and its relations to other agencies, both inand out of gOAC, that have a responsibility for 
setting the policy agenda and for analyzing those policies which affect Thai food and agriculture production. 

.n agenda should be established for data collection, research, 
and analysis that isgeared to the seeds 
for Information on 1hith to base high priority policy decisions. 

this evaluation was conoducteod duri i fay and June, 1?14 by Sopin Tongpan, Ph.i,faculty of [coeics and 
hsAness Administration, fasetiart Vnivtrlityl fay, PM.D.,and James Vice-president of Pobert P. Wathan 
Associates, Inc. 
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REPORT OF TIE REVIEW TEAM FOR THE COLOMBO PLAN STAFF COLLEGE FOR TECHNICIAN EDUCATION - SINGAPORE
 

OVERIEW: U.S. support for the Colombo Plan Staff College (CPSC) dates to 1969 when a delegate to the Third
 
Colloquium on Intra-Regional Technician Training helped to gain support for the concept of a regional

technician teacher training Center. 
 That support has continued to the present through full participation in
 
ofrmula-based funding as well as through additional contributions of various kinds throughout the history of
 

CPSC. U.S. contributions are through A... Currently, U.S. foreign, assistance policy does not give priority
 
to technician education, although A.I.D. isreviewing itsposture in this area. the A.I.D. contribution to
 
CPSC issmall and, therefore, receives little atitntion, CPSC contributions tend not to fit inwith normal
 
A.I.D. prograss, making it difficult to lobby effectively for additional support among U.S. officials, (Ed.
 
note: The Report dots not provide any information on previous or current A.D. funding or technical support
 
either for CPSC or for the Review Teas.)
 

PURPOSE OF EVALUAIOQN: the evaiuation assignment called for an analysis of the need for continuation of the
 
Colombo Plan Staff College (CPSC), and for the future direction regarding its role, functions, objectives and
 
purposes, resources, and internal structure. the review team solicited information through a questionnaire to
 
which 130 key professionals responded to 145 variables, Inaddition, senior government officials both in
 
regional and non-regional member countries, and past participants were interviewed.
 

A.I.O.'s interest inthis review iskeen and his been supportive. A.I.D. anticipates that the report may be a
 
major input to its thinling about future support to CPSC. A.I.D. isinterested inknowing ifCPSC's rationale
 
for existence isin harsony with the needs of the region, and whether CPSC's institutional makeup is
 
appropriate to the tasks itundertakes.
 

1. Heal Ill kevorofesslonals and senior government officjials affired that the CPSC has an imoortant role
 
t..2Lao.l.p v nit five to ten Yarl inassisting their countries an the deyelomelnt of technician
 

. TIt!ro 2#CPS As a 'broker of e'nertise' tis strongly sulgorted bya large aioritv of senior officials 

3. ..rfgjJjLttou eaic s for CPSC to fulfill grouosed i,near unaniity by r eU201nathL4 g4.Ln
W L9IMU!.J 1!&rfjjq & : (I)staff development; (2)curriculum developmeent (3)teaching-learning
systeel (41 developing tehnlician educatlon; 15) information services; W6) advising and consulting; and (7) 
reselrch and dO~elopi00n. 

ltiJ 

IN-LJAI: (1)to increase the efficiency and effectiveness of technician educatioi (2)to improve the
 
planning and decision-ailing processes that shape technician education; and (3)to support change and
 
detolopmt ul technician education within the region,
 

4. jfArMn.JIjl j within 6oth reIOal andl1on-roinil liumer countries that future objjcje for
 

5. W J 0 f. i myafrd te ytern lr- oa dand CPSC Director ais generally thought to bt a in 

t, gLnin Totrthey felt it important 
to determine more clearly and precisely the relationship among the Co,,sultative Committee, the Colosbo PLan
 
i'reeu, .and thie CFSC,
 

7.kka em i fIen aroessioals emDhaslzed the stabllshinga ef cjtivjeifuctinal
gtv iloortmncgof 
WtA.L Itue..,i lJoju WO.r JnhizL}rlu)±g llL However, considtrable amount of turnover ulits 

within the hard of 6 rrovrs and mmbr governelt representatives which likes continuity difficult. 
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a h t e, e1ntam was unable to obtain many precise responses from respondents on the Question of how future
fvdn S h ud,e arraned.
 

PQLICY IMPLICATIONI: Most countries participating 
 inthe review did not differ siqnificantly from the group

as a whole with respect to their judgments on 
the need for and value of the programs detailed for fulfilling
 
part of the role and functions of CPSC. A high degree of agreement characterizes the functional linkage of
 
the CPSC with regional countries inrelation to support for future programs, Five countries can be identified
 
as expressing a significantly stronger or significantly weaker support for the programs of CPSC. The
 
Philippines and Thailand tended to display a greater strength of support for the work of CPSC while Singapore,

Korea and Indonesia indicated a lesser degree of support than the region as a whole, Considering the
 
heterogeneity of the region, itissurprising was recorded for
that such a degree of unanimity the future
 
potential of rosC. Itisprobable that the divergence, while small, results from the particular stage of
 
development of technician education within the country. 
With respect to the function of CPSC conducting both
 
in-college and in-country courses, most countries 
stated that the present course offerings were all valuable
 
and effective. Those that expressed reservations did so on the grounds that courses tended to be repetitive

and that they needed to be changed and adapted to the changing needs of the region. However, an analysis of
 
these courses did not substantiate such claims. Infact there appears to be significant changes 
 inthe
 
courses as new needs are expressed by regional countries and by the senior officials at conferences.
 

PECOMMENDATIONS:
 

I. Program and fiscal policy for CPSC can be strengthened by improving links between the Gcverning Board and
 
aember countries representatives by supplying more detailed information about CPSC programs, giving prior

notice when input to the Board isdesired, and by using technician education experts on matters pertaining to
 
CPSC governance.
 

2. A larger and more focused CPSC program planning and development capacity and capability can be achieved by

focusing the Director's activities 
 on building professional leadership through active participation in
 
teaching, research, and consultancy and by holding annual weetings of the Panel of Advisors to review CPSC
 
programs.
 

3. CPSC should broaden 
and strengthen its leadership capacity through building functional links with other
 
orqani:ations and agencies.
 

4. CPSC should continue its programs of staff development, curriculum development, and the development of
 
teaching-learning systems at the current level, but expand its applied research, advisory and consultancy, and
 
information services.
 

5. CPSC should continue to be a small institution with some increased 
 capacity and with an increased
 
dependence upon resources that accrue from cost-sharing partnerships 
 with member countries, international
 
agencies, and other organizations. CPSC's faculty capacity should be gradually increased from twenty to
 
thirty.
 

(Ed. note: the preceeding materials wcre summarized from Chapters V and VI of the Review Team's report. No
 
indication was given inthose Chapters as to 
 the composition of the Review Team or the qualifications of its
 
meabers.]
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