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1988.

b. GOES' stated commitment to support and reincorporate RDO 7/31/88
long term trainees.

¢. A plan to include irrigation instruction in ENA's RDO 7/31/88
vocational agricultural program.

d. The results of a detailed management analysis, RDO 10/31/88
educational assessment and financial audit of ENA.

2. Encourage the formation of forward maket linkages between| RDO in process
agrarian reform cooperatives and private sentor
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3. Promote complementarity of research activities between RDO in process
CENTA and DIVAGRO.
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ABSTRACT

H. Evaluation Abstract (Do not excend the space provided)

H. ENIATION AREIRCT

Tre project prawtes diversifial, irrigated farmirg in E]1 Salvedor slragh irstitatian) strergthening,
techrelogy transfer, training ard cradit assistance. Project activities are dividad in two sagments: 1)
syport of public sectar irrigation plaming, extension ard training institutias to provide inprovad spport
tc fam-level water maregerent ard irrigated agriculture, and 2) syport of private secter fimms axpoed In
ar irdirectly carected o intansive irrigatad agricultare and eqoart marketirg research ad develqmmant. The
project is leirg inplaentad jaintly by the puklic ad private sccter institutions.  This evalwtian is the
firet of the plared evelwmtias ader the Projact. Tt was cadactad by & o persen team fran Checci & (b,
 the losis of a review of poject dooumattatian, irrerviens ard meetings.  The pupose was o examire
selectal Gesign elements to determine if they shaild te rerogramed.  Tre evaluation teem wes requested to
adiress five issups, that tooether with the principel] {imdirges caxlusias are as fallaw:

1. Isae No. 1. Is tle rdle of the Natiar]l Sdoal of Igriculture, A, as defined in the Projact Bgper
2111 vlid given advinistrative ard hogetary crarges which Teve acared in the past year?

Qaclaesian. INA s the best locatian for training tecouse of its dysical plar axd its experianxe in
teth, wacatian] and theoretical edaerion. The docisian fo syyort BNA as the aenter for
wniversity-level training in irrigetad agriadture is still waiid.

Isape No. 2. Wet is ar should ke the rale of (ITEX in o inplamntation of the project.

Gaclsian.  The tam arclwad, after a tharogh amlysis of this issoe, thet de to the reduod rale of
(X ard e existare of caperar saff in FUEATY, (THIEX should ret te part of the inplementarion
fooess of the project..,

Isae No. 2. G the ddjactives of tle privave scotar ampums e et with greater efficiency ad less
posarial aonflict of interest u der EATE' prapeead restractarirg of inplamrtatian rales ard
resyrrsililinies?

Gaclaian.  In greral, te ajectives can le tetter not by HENES than ly COPRX. RIAYS hes the
nceivatian, adwinistranive Gpecity an? experiance reccssary fc ooty ous the Project's cperation at less
e,

4. Isap Ne. 4. Is tle Bport Risk Qrrantce Mechonian of e D Ieon Fud recessary?

Caclssion 1t is yer too carly in the projact o state if this medenian should be termirated hi rather
1t dadld arminoe at Jeast antil the mid—tom evalns ian. :

Isar No. B, bt adivianl imesiws, if arty, siculd le givan ro irrigation egipment axply fime to
Incracse their jramtian) activicies?

Caclusiar. Tre idew s nerit, e principe] inoontiwes ney le availakility of dallars for offsrre
procurenant, provision of a tondd wardnee, srariarizasion of irrigatian equpment;, use of furrow
rrigatian, ad a study o taxation ard austan classi ficesion systan.

N
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COSTS
I. Evaluztion Costs
1. Evaluation Team Contract Number OR |Contract Cost OR
Mame Affiliation TDY Person Days TOY Cost (U.S. $)| Source of Funds
Donald R. Flester Checedl & Co. 1QC No. 519-0303
Stephen R. Morgan Checcl & Co, PDC-0085-
1-00-6097-00
L]
2. Mission/Olfice Professional Stalf 3. Borrower/Granteo Professicnal
Parson-Days (Estimate) 12 Staff Person-Days (Estimate) 14
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"A.L.D. EVALUATION SUMMARY - PART Il

SUMMARY

J. Summary of Evaluation Findings, Conclusions and Recommendations (Try not to exceed the three (3) pages provided)
Address the following {tems:

e Purpose of evaluation and methodology used ® i'rinclpal recommendatlons
e Purpose of actlvity(les) evaluated ¢ lLessons learned
e FIndings and conclusions (relate to questions)

Misslon or Office: Date This Summary Prepared: Title And Date Of Full Evaluation Report:

J. IMARY 0" EVALIRATIN FINDINGS' ONILEIQNS 2D REIMVENTATIONS

1. Rapoee cf the Activity Bwalwted

The (cal of the pojact is to cenerate enployment, inaore ard foreign exclange for E1 Salvedor.  The
jopoee ie to provide diversified drrigated famming in E1 Salveder, thragh institutiasl strergthenirg,
© imalagy trarsfer, training, ad credit assistance. The antracted evalueted team wes requested to

ress gecific isars, as disowsead belaw, that reflected WEAID's arnoorn that the project may have
teen over desigred and that certain design assumprias, perticularly those regarding aplanentary
letween projact. anpanents will ro lamger ke walid. ‘These isous were selected tecause both the paklic
am privete scotar anpaents of the project hed been slaw to Gain manentun. The plamed recrceni zatian
of IENTE, as well as the dharges prgposad in the rales of CIVACRO ard QOREREX, also prapted WEAID to
reaxst an arside cvaletian. As a nears of encouraging entrgpearnaarrs o incrense arploment, inprove
the wee of scarce lard, ard gerprate foreign exchange, this is av of the neet inpartant projects in the
Missicn's partfalio. It hes the potential to inprove the coutry's level of tecinical expertise ard
stinulate cogperatian between its private ard public sectars,  The project should lead to the
Intredction of rew lator intereive, high-profit, ron-treditianl eort IS,

2. DNupree of tte Pwiluetion ad Methodalogy

The cverall papeee of the evaluation wes to examine selected designad elenents of the Water Maresgement
Projact te determine if they ehould ke reprogrammad uder presant ard expocted  ciranstances.  ‘The five
Issues tlot tle evalwtion tean reviewad ard aroentrated an had leen listed in Soectian H, above ard will
e disauesd in mare detail kelow.  The methodalagy included field work in E1 Salvador, where pertinant
doounents were revicwed ad 17 meetings were held with aporakinately 27 pacple imalved in the project.
A draft raquart ves sdmittal o WEAID/E] Salvedor ard after camerits nede by WEAID ard the GFS, the
fimal report was providad.

3. HFirdims ad Ranmendatians

———— et e o ——

a)  Isse No. 1.7 Fe rdie of NP, Qantral to the develgmment of non-treditian] agriodtural expart
fran El Salvadar is the trainirg of professiamls at both wcatiaal ard miversity levels; the
availatility of adegate nmters of ampetent techniciare is the sirgle most inmportant factar in
deternd nirg whether ar ot El Salvador will e ahle to anpete soceesfully in expart: markets an a
astained tasis.

Tre decision to syport the Matiasl Sl of Agriailtare (FNB) as the center far uni versi ty-level
trainirg in irrigared agriculture remains walid. VA is the test laetion for training because of
its ptysical plant: ad its experience in both watiae] ard theoreticel edacetian.

k) Isse N, 2, The rale of CRREX. The Project Feper aalled {ar the Gevelqament: of a private
rorprofit drrigation association to prancte diversified irrigated agriculture. Daring the process
of foming the Associatian, USAID ard FUSATES encontered same legl restrictione that would have
prevanted the assaciatian fran qpereting as intended. A decision wes made to recrganize the
Associaticn intG a Garporation (QCORFREX) in arder to allow it o canty ot the proposed furnctias.
It les taen over two years to seaure CRPREX's legal statue ard some more time will be needed to
fulfill other legal requirements. In the interim, FUBAIES, working thragh several aganizatian,
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SUMMARY (Continued)
was clarged with aodocting all aspects of the privete sectar 1rrigatian COprET: ot OISt 1o
cepalility o perfam the tasks in a very satisfectory namrer.  After a tharaph aralysis of thic isae, the
team ancludad thot, de o the redosd rale of ARPREX ad the existaxe of a anpetent staff and
administraticn in FUEAIFS, ayppart to (ORFRX far the arigirnl pposes of this Project should ot te
initiated. Tre factias which were t© be trarsferred to QRFY sould antine uder FUEATE,

c) Isselo. 2. Prgposad restncturing of FUSALES ard (ORFREX.  The rale of FUEAES at the begirning of
the Project was to coordirate project activities ard serve as Grantee for the private sectar
arpanait.  Qnee Irrigation Association (CORPREX) chtained leal status ard beceme fully cperatianl,
it was to take cver FIBAIES' functias. In the interim, FUSATES famed its FTEQO Division with the
falloving firctians: a)  to stregthen the tednical ard firencial cgpelilitios of private farms,

k) o eplat water resaxrces, ¢) to practe pradctian and marketing of labor-intensive,
ran-traditianl agps, d) to assist fimms in design, spply, install ard service irrigation
eyipmat, & e) *o estatlish five irrigated comercial scale pilct projects for expart crgps. As
disouesad alove, Project djectives can be better met by FUSAES than by CORPREX. FUSATES tes the
mctivotian, adninistrative cepetility amd expense necessary to cerry out the project's qperatians at:
less cost.

d) Isae No. 4. Nedd for the Export Market Risk Garantee. Tre project: calls for an Expart Market Risk
Garartee (IMG). The EMG is a quarantee to the borrower.  In case of roven market failure the
borrawer 1s respasibe to repay FUSATES 502 of the atstanding lcan. Uder this mectenism, farmers
agree o pladge as allateral for project loens both equipment prchased will loan furds ard
terwsts. ‘o date, few horrawers heve expressed interest in this mectanism; yet, it Is twoe early in
the Project: tc state whether ar rot it should te termimated.

1) 're Pdloject is o new to tell if the Marketing Risk Guarartee Fud will ke inportant mo ite
sroces.  The EIMG should be antined at least until the mid-term evalwtion.

1)  WAID ard FUHES shaild axdct an indepth study w ascertain if a crop insurance program is
varranzed.  This aould replace the Market Risk Gerantee in the future.

e) Issx No. 5. MNead for additiasl incentives to egyment syply fims.
Lonl equipnint aypliers anprise an integral part of the productian systan.  They should sell good
eaujmmn: 1l hove an adeqate inventory of spare parts. They met also provide mainterance services

o Irsure thot famers' irvestments are ot lost dee to lack of gelity service.

Drimg disarsias with FUSNES/UBAID ard a mejor eqimment syplier, it lecame evident tlet a major
factar in the sale and wse of irrigation eqimet will ke sooess in salee of ron-traditiaml
padcts alreed. De o the fragile reture af the Salvadoren ecaay, lack of anfideno: in the
gort-ran political sitwetion, fesr of lard reform ard the increasirg strergth of trede wniass, nary
prosgective imestars are at present relwctant to irvest, awaiting signs of drange.  Mary will be
relutans antil they telieve that profits are comensurate with risks.

Disassiae with a nmter of key individels in hoth the patlic ad private sectars led to the
aacleian the fallowirg incentives bave merit:s 1)  increase the awilakility cf dallars for
affshore prooramat; 2) cadoct a study of the taxation ad inport classificatian system as it
affects this Project; 3) ewilaklity of a hoded warehoee; 4) stardardizatian of irrigation
eqimat; 5) wee of furrow irrigatian; 6) wee of lad leveling ecuipment:; 7) edvertising ad
pramcsion cenpaign.

4. lessxrs leormed

2) Time Allcted
Srarting a rew ares of agriadtural prodrctian requires mch more time, techical assistance,
training ard firencial sggort than hes teen provided uder this Project. 'This is egpecially true
since the Project attaipts to inplement major derges in both puHic and private arganizatias ad o
Creste a rew private sector agercy, (ORFREX.  'The Project 's tasks are made even nore di fficult by the
@urtry's malitical ard social prodens ad the drerges taking place in the raral sectar. Mot anly
must the Project overaone pradction ard marketing obstacles hut it must alsc serve to cawince
individsls to imvest in an extramely risky hiness dring a periad when anfidence is ot high.
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SUMMARY (Continued)

e)

Iritial Availakility of Techiical Aesistance
Leadership on the part of WAID ad its artractars is extramely inpartant o intrado-ing new
techmlagies arc cultivatian systars.  Wen WEAID docs ot Feve the required tednice]l expertise an
its staff, it is very inpartant to provide fram the arset tectniciars with leth theoretical ard

aplicd eperiaxe in the ammaiitics to te pramwed.

Unfarturately, at the start of this Project this expertise was rot availalle cn a antinous tesie.
The, famer interest loms eraded drirg the last two years, Now that the adviscrs are arrivirng, it
will le diffiqilt to recover sawe of the momaraum lost to date. Ror the pblic sector, ro assistance
was awailable until se two years after Project gyzowl. Eighteen mothe of the inplemantation
perial lave teen lcst. Future Projacts “Iet attenpr to intradoe new prodocts ad systams shauld be

plared to last a- lesst eight years, Tey should teve top-flight expertise available fram the start.

RAllic ard Privete Gogeratian

Goordination ketween the public ard private scetors wes poor at the begiming of the Project.  In
part this was the result cf a lack of anfidence in the piblic sectar an the part of the private
grape ad individels imalved. Likewise, the puldic sector agencies were egeged in syporting the
land refam progrem of the Goverrment.  Thus, after an initial attenpt at dialogee, both grogs went
their separate ways. Doth public and privete argprnizatias feel, nevertheless, thet their activities
are anplemertary ard that they dhauld work tagether.

Farly in the Projact W2ID attenpxad to trirg patlic and private scctar graps togetter with anly
mcerate socess. Fallewing this initial elicrs, it gyears that the A.1.D. staff began tc werk with
eoxch grap individmlly. Rilic officials nentiaxd thot EAID's interests led seemad to lie with
the private sectcr ard that the Agoncy had ot gproved requests far equipment and tedmical syport:
pramisod to govennent crganizatias ader e pragram,. ARlic officials' interest wared.

In mid-1%€7, there was a drarge in the attitae of the public sectar agercies, especially at CENIA.
This drerge arperantly was 1o mede clear w USAID's rew staff mereging the Project:.. As a result
sae time wes loet befare they could begin mo bring the twe graps cleeer togetter.  This experience
tes down thet poeitias and artitudes ain dorge in inportant vaye over time, hu: tlet Ferseverance
Is recessary an @ amringirg resis m cweraame dstacles to aogperatian ard anllabcration.

Informdng Salvedoran Goverrmen- Official of the Project

Wen the Project agreanant: was signed in 19995, apics were provided to Goverrmert: lesders for
trapemittal o their staffs, In aae auees this wes dae, in others, either agancies did rot reaeive
apies of the areoment (ard thus were aimere of their assigred rales) ar received agies hus
antinad their previoxs agadhs. oo, de to repid tunover in seniar Goverrment staff, directors
often did rot know the full derails of the pragram ard did rot take actiare expected of than.  UEAID
freguntly essmed ther these egancies fully uderstocd the agreapent, their rales ad

regraneitilities.

It is evident therm (EAIL shauld ot assure that new local persarel have een fully triefed ard have
access 1o Froject doamuarratian.  Matiaml Goverrments often do ot teve good systars for triefing
rew staff. A.I.E. must dovel its oan systan ac te praoared to provide apies of the nost:
Inpartant: Project doanentatian. ‘his should te &one curdng the first meeting.

During the twe years thot this Project hes been in qperatian, USAID tes hed several different
enployees tackstqping it. At times different enployees, and even Gifferent divisian, monitared the
private and patlic sector anpoents. This is quite aardative o breskdows in Project: aoocrdiretian.

Qe persan within UBAID stould hald resparikility tc the Mission Directar for sucess of the entire
Project. This persmn shauld te at post far at lesst four yeers dring the inplamntation periad, ard
shoulé heve ampetent larl tecdmiciars assistirg him ar her in its marsgenent,
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ATTACHMENTS

K. Attachments (List attachments submitted with this Evaluation Summary; always attach copy of full evaluation report, aven it one was submitted

earlier; attach studies, surveys, etc,, from “on-golng” gvaluation, If rolevant 1o tha avaluation ropori. )

An lIssues Assessment for the USAID/Government of El Salvador.

COMMENTS

L. Commoents By Mission, AID/W Office and Borrower/Grantee Qn _Full Report

The evaluation report complied with thke major issues that USAID/El Salvador pointed out

in the scope of work.

An amendment to the Project has been prepared by USAID/El Salvador and is presently
cireulating for clearances in the Mission., This amendment, as stated under Block E

covered all the actions approved.
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