
A.I.D. EVALUATION SUMMARY - PART I 
1. BEFORE- FILLING OUT THIS FORM, READ THE ATTACHED 

INSTI iUCTIONS.22.USE LETTER QUALITY TYPE, NOT "VOT MATRIX" TYPE.IDENTIFICATION DATAA. ReportlnV' A.I.D. Unit: B. Was Evaluation Scheduled In Current FY C. Evaluation TimingUSAID/El Salvador Annual Evaluation Plan?Mission or AID/W Office Yes ff] SlIpped Ell Ad Hoc(ES# 3/88 E] Interim iX] Final EDEvaluation Plan Submission Date: 
D. 

Fy _ Q _ Ex Post M Other EActivity or Activities Evaluated (List the followlng Information for project(s) or pogram(s) evaluated; If not applicable, list title and date of theevaluation reort,) 
Project No. Project /Program Title First PROAG Most Recent Planned LOP Amount Obligated 

or Equivalent PACD Cost (000) to Date (000)
(FY) (Mo/Yr) 

519-0303 Water Management FY 1985 8/90 16,020 16,020
 

ACTIONS 

E. Action D13slns Avyod Bv Mission or AID/W Office Director Name of Officer Re- Date Action
Action(s) Required sponsiblo for Action to be CompletedE. ACTION DECISIONS APPROVED BY MISSION DIRECTOR:
 

I.. Continuipg suppcrt 
 to ENA for the Bachelor of Science
irrigation curriculum will be conditioned on receipta. A plan detailing the steps required to grant a 

of: 
RDO 8/31/88


Licenciatura in Irrigated Agriculture by October 31, 
1988.
 

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

long term trainees. 

c. 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 processagrarian reform cooperatives and private sector 
businessmen.
 

3. Promote complementarity of research activities between RDO in process

CENTA and DIVAGRO.
 

4. Approve FUSADES' restructuring to substitute DIVAGRO for roject
CORPREX as the implementing entity for private sector amendment
 
activities. 
 including 

5. The loan committee under FUSADES' proposed restructuring these twoshould be represented a broad spectrum of agro-industry. e ecisions i<(Attach extra sheetk-irculating
APPROVALS for clearancesF. Date Of Mission Or AID/W Otilce Review Of Evaluation: (Monti) (Day) (Year) 

G. A 3 28 1988rovals of Evaluation Summar And Action Decisions:
 
Project/Program Officer 
 Representative of Evaluation OfficerBorrower/Grantee Mission or AID/W

Of lce Director 
Name (Typed) Henry L. Miles 116ctor Diez de 

Signaturea 

Date 6/ fl71 
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ABSTRACT
 
H. Evaluation Abstract (Do not oxcmO thq 5ac rovIded 

H. EX7RWMA[1cN IK']PYAT
 

Ti- prcj3ct zxnrm-cs diersifioi, irrigatd farmrg in EJ 
 Dlvabr tlrcirh iriEtitati-a] stzErrt~nirM,tcchrolcny tr-isfer, trainir anJ cicdit assistance. Etcjct ctivities are divich] h tw senits: 1)am)ort of IaAlic Ecctor irrigaticn plarning, exticnsic and trainirrg irstitutica-S to prcvide inptucd anrtto farm-leel w.ater xar it and irrigate d-Ericulture, and 2) _rt of private setcr finns eigagedcr indjirectlY cmrrcted to intcri ve irrigatez] agriculture ard exqmr. muirtir research an 
in 

projott is Leirg inplEnted jcinJty biy 
delc nt. Thetie phic an] private sxctcr istituticns. This e~anticn is t-e
first of tie plarxd cWimticrs LrJer the Projoct. It ns crnlictd ly a t . persm tean fnrin C1a &Cb.an the lisis cf a rcvicw cf projct durnitaticri, irtervic and ntneurrp.s Thz i-upcxe vas tw ooaineselectcor cdsign ekanints to cktennire if tJiy -.cud Ye rqprcgrmrmu . 'le evalrticn tcan ws rezstod toallrcs fi w issie, that t ick,.her with t-e pririFal firrdirns OrMl Licrs are as fo]]cw: 

I. Isqu1\b. 1. Is th? role of tlu NbtiaPJ fcdrfl of PgricultLre, NA, as defirrd in the Project tperstill ]id 9iw drinistratiw' ' ard hxi.ary chn- v.Jidi INt cecrnW in tt pst ar?CtrcdLi n. IN is t1-e hest Iccaticni for tridnjr xEc of its 1irysical plant a-] its eoeriex-e inlxth, wxticrni and t reticl cdkm2ticn. %iedccsia to asTr-t EA as th- crnter fcr
LIurSlity--lcew training in irrigat d aPcuoature is still woiid.

2. laae 1\b. 2. VJ3nt is sl-culd tieor ki? le of CITY in t0-e inplcnmtatir of tie proj.ct.(b@trJcria. R tcam ctrzlLdWd, after a -traurr anrilyss of rids isw-, that (I- to the redamd role ofM11ItX arn] Tr-exist.are oJ cuprtent E1iff in RLEME, (.UI-Nx sisud rrt Le tyort cf tie inplnr.taticn 
prnxss of tiJe flmjCCt.2. ImusR,-. 2. (a] tie C1jCC1:tiWs of tie. priwite scc-cr cn-urm le ret with grcuter efficiaxcy a]r lesscx~xntia] of intwruct LIcer HF111'crunf1jct 1uTxa rcW of inplarrrtatiaj roles and 

rirknicn. In cyr-eral, t]in, cidjcf'tiw( cni letotter te" ly 1,[/ThS than ly CUTITX. FUEAES his tiencr:]vticyn, aCkistratiw CT-mI ty an] cxx ricxrv, rx-ufzay tc cpriy cut Prcj.cc's tyeraticn att..k 
 less
 

4. la-v Nbb.4. Is te FBoj)Dr Risk Gran.tce arsin, of .i,1'D) Ioin Rlrd recx.ssary?QxcIlicn. [ft is Wtt tco GDrly in tJe projrt r) si:ae: this nLDninislif suinld Le termrate] bat rathl1T lr32-cu-jidui at Ifst Ltiil th1mid-toexn ew.lanttiai.
5, Isrzt'.. 5. .Etanfhiticxni ixrrtiwf, if ary, siculd le cyiwi to irriclatici eqiFmrnt -qply firniiry-iTO r tkci r jaricticrnl z,.ivi' to"',.cs?"
 

GurjiLeuia. TiC idn)his nerit, ti r ixz]
ir,- tid n-y le a-dilalility of dzilars for off-4-repr:urcnrit, yriausicn cf a to-rid varca-, s--a ri za:icr of ijrijatirn eclhipreit, Ls of furrcwilrigatiQ), all a stazy cn t axatici anr] ortan c]assificntio) sysan. 

COSTS 
I. EvaluetlonCoss 

1. Evaluation Team Contract Number OR Contract Cost OR 
Name 


Affiliation TDY Person Days TDY Cost (U.S. $J Source of FundsDonald R. Flester Checci & Co. IQC No. 519-0303
Stephen R. Morgan Checci & Co. 
 PDC-0085

1-00-6097-00
 

2. Mission/Office Professional Staff 3. Borrower/Grantee Professional
Person-Days (Estimate) 12 Staff Person-Days (Estimate) 14 

AID 1330-5 (10-87) Page 2 



A.I.D. EVALUATION SUMMARY - PART II 

SUMMARY 

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

" Purpose of evaluation and methodology used 	 * ilrinclpal recommendations 
* Purpose of actlvlty(les) evaluated * Lessons learned 
" Findings and conclusions (relate to questions) 

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

J. SIT 	 M CF rCN C1I k ?NS 9GUI KINMN' RU MMMIx 

1. Dzpeecf the civity E~aluatef 

T-e seal of 0-c lrcjoct is to 9nerate ep]puwit, irme and foreign ewnnge for El Salvador. Tie 
I x--Tisto rovide divrsified irrigated famirg in El S3dwrbr, tivo.#i irstituticral strengt-Jrng,.rofcy trrisfer, training, ard credit asistwoe. Te crntrcted evahlted tem vas r(eg dtto 

.rcss Tczific isa-s, as disand bMacw, that reflected IFAMI's crrmrn that the paroject imy hae 
it,cer c--ign1 ad t-nt certain design asau .irs, particularly trse rcgrdirn ccqplenntary

IL[.ztcoi projcct craipaxrts will ro ]crger be %alid. Tx-ce is-acs were selected bmuse lth the paulic
prite tor caqxmnts of tIe prcrjct t-ad hEm slcw to gain ncrmntun. 'he p]arrd rercni zaticn

(1 1,1MAI E, as J1 as the chargere in tie roles of DBIWO and 011X, also prcrpted IEAID tos pdtxm 
rcctrst an o:side cvl inticri. As a rans of Encuragirng Entrqxrurs to incrc-se eapIcIA-Ent, iqpcw
the LkE of scnrce lard, arr geterate 	freign emdnneri, tis is cne of t]e flert ifnpcrtant rojects in the 
Mlissici's [xrtfclio. It Ias trirotential to inprow tIe oantry's level of tcdnrical eqertise arr]
stinulate coqxrat-, bUt~w~kc its pri\gte ard piblic sctors. '-vhproject slxuld lead to tie 
intrcrjzticn cf r, labor intcrsive, higb-jrfit, nxnr-traditicm] (Nxxt crqps. 

2. _LUU-xs catile it1Lticn a5d iR-ab91_ 

'iecxt'rall paiXEv of thc cAlulticn vs to Exardre selected desig-d elarints of tie Mter Mx rit 
Projcct t.odetennin? if thcy sOhuid he rqzograurd order premt arO sqxcted droxszrres. Tie five
issrs tnzt tie e ]Lticn term revieud adraxmxtrated en hqd Icim listed in Sccticn H, abowe ard will 
l:e dicus-ad in rore detail belcw. The net]rbloy inlW&3TJ field w-rk in E] cblvasbr, W-ere pertinent
Coi-ulcts ere reviced ard 17 ncetirms were held with qlAprxinandy -7 jxcp]e inrcAwd in the project.
Adraft r( t zs si-mittcr] to LMIBD/E] Salvadcr art] after cuirneits jIxe ly IEAID and the (XIS, tie 
firna rqxirt wis pviidod. 

3. 	 1*Tdirrp z Artcurr3atics
 
Isse.. N-b. 
 1. The role of tNA. antral to the of rncm-trditianl acrieltura] oxprt
frcir EJ %hvod:-r is tie training of professicmls at icd wcaticrn] ard Lniersity levels; the 
awdlahlity of a eqmte ruters of cretent teclnciars is the single mcrt inportci-t factcr in 
detenirdnrg Q-ctJrr or rnt El Fa]cwbr will le ale to umpete axreasfully in sqcrt- irarkets en a 

airod lasis. 

'Re&rcisicnto ap4ort ti-e YeticreJ Sdiol of lgrictltur? (F\A) as the cEnter for iniversity-level 
trairirg in irrigated a-griculture remins aelid. 11A is t- lst ]_c.ticn for ta-aJnirg hause of 
its fic plant ar its eNerieLe in lx.h wmticri] tha)rEticel EY]ac 	 arri rticn. 

L) Isae N. 2, 'fhe role of CCRLX. 'le Project FI-ep called for tie devale Pn of a priote.
mn-lmoit irrigaticn assiaticn to prcn te diersified irrigated a-griculture. D.Xr the prxes
cf frcinrim tie Assoatiaicn, EAID ard FIRBJIS mnintere sam- legal restricticns t-Tt wDld I-eve 
prcvmted tie assriaticn frcm qeratirg as intended. A&ci sicn w? maied to reoranize tie 
AssxDaticn into a Ctrcratien (CJiU) in order to alw it to carry at the prcpcd fIrnticrE. 
It Ias taz-n cuer twD years to secure (1UX's legal status an-d -aencre tine will be rreckd to 
fulfill tlier legal reclArernts. In tie interim, REAMS, wrkirg thzrci sera] rganizations, 
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S U M M A R Y (Continued) 
as dmOrg] Vith icx-ir'Jx all asjcts of the priate soctor irr gtln c1c xrciit ard CUcratw-lts 

cqahility tW perfcrm th tasks in a very satisfactczy nnrrer. After a tltromig analysis of this issae, tineb-am crltldodj tint, dxr ,o the reriiryu role of OT M and th? existece of a oc[etent -taff and 
-dninistraticn in I[EAEIF, anxt to CCF1 for th? crigimi pi-npx cf this Project should rot le
 
initiated. '11-e f~rcticrs Qhich were to e transferred to CRT-X should contira 
 LrxVer FULMTS. 

c) 	 Lssue b. 3. Pxqxxced restixcturirg of REN-1-S and CIN-FE. The role of FLEi]S at the ]Tirrnng of
thn Prject vas to cmrdinmte project activities ar] serve as Grantee for the pri\ate sector
coqxmxi"t. Cne Irrigation Assciaticn (GIE<) citairnJ legal status ar] hKr fully qeraticrnl,
it vas to tal-e cker IhFAT-?' fa-cticrs. In the interim, FLE1EF fomrd its ITIM Divisicn with the
follcdrr furxticns: a) to)strengthen the tednical an] finanial cEpaLilitim of Frvate farm,
b) t3 cyploit wiater resmirces, c) to pmarcte pn3xtien and n-rketirg of labor-intasive,
rnn-tra-iticrml crqs, d) to assist finis in design, a4jly, irtall and service irrigaticn 

, nripmt, zztd e) tDo cstahlish five irrigatEd comrdal scale pilct projects for export crcq.
disar,-rr3 abLe, Project cLja-tives can be better met y FTSS thin ly 011R. FaIM his the 

As 

ncthontia, -dninistratiwe carahiity ard EDa-e necessry to carry cut the irject's cparaticrs at 
less cost. 

d) 	 Issue b. 4. tbod for the fLcrt Mtrkt Risk G-Brantee. The project calls fcr an Excrt ? a1et RiskG5n-anTce (EHN3). The 13M13 is a guarantee to the hxitw.r. In cnase of I mar)vt failure the
borrcwer is resjxrdihle to rqpy RJSM-50% of the otsta ir ]Jin. Ul-er this ned-anisn, faruers 
agrce to pchDe as collateral for project lcans cth equiipnet pu cre] will loan ftrrs ard
1nrwsts. 'lo dte, few borrowers Ye equirsd interest in this nmchaEnrsn; yet, it is t'cc early in 
Ie Project nt state -L.eth-r or rot it hlul] le tenrirated. 

J) 'f cject is tco rmw to tell if tie lrketirx Risk GOnrante Ftrrl will be iq-crtant to its sxc -. al4G skald be ctnd-ir at least iutil the nrid-term e-velticn. 
ii) LAID ar] R'TOM shuld aarlrt an in-depth study to ascertain if a crcp inurance prcgran is 

-rrante. 'Ihis cuud rplace the ar!vt Risk GBrantee in the future. 

e) 	 Issa, . 5. tWi for a iliticr] inxntdws to eq..pnt s-ply firm . 
[ocal ecqUjnmt qpliers oarprise an integral part of t)e production systen. Txy should sell god-cxnijnrn> iJ)] ,? an dequate inrvb:oy of Tare parts. 'They mnt also pruvice nminte-arc services 
to ir--re tint famr'-rs' irmstn ents are rot lost c.Le to l 	ck of cuaity servce. 

Anirg3 cJ sa ia-s with R&LTs/7/EAID ar] a najor ecjpmt srplier, it Lrame eidcent tint a najor
f-ctir in ti- sale ard use of irrigation euiipAitM will be arxxss in salek"of rct-traditicral
prmlct-s alrcad. IEu 1:o the fracgile nature of tie Salvadra o ,xry,lack of cmnficdexr in tie 
cri -rr}a [liticnl sittBtkcn, fear of lard reform ard fin ir reasi-q. strergth of tra- rnicrs, naryprcal-ctivp iruhors are at present relictant to invest, a,aiting sigrE of cinrGe. Mtb% will ie
re]Lr-zirJt LrHi thty 1eliew tint rofit- are aaxmrate with risks. 

Discissi wiEt a rnuier of Ivy irdividals in IhYt the p-klic art private sectors led to ti0
crmlion the fcdlcwirn incentives ane nerit: 1) inrease th ailahlit-y cf cbllars forffdre zcrure r nt; 2) crdrt a stuy of t taxaticn and ihpxrt clasificaticn systm as it
affects this Project; 3) availaility of a inried waredx.e; 4) stuardrdizaticn of irrigaticn
ecdiit; 5) Ee of furrcw irrigatin; 6) use of lard leelirng ecJpi -nt; -) aEvartisirg ard 
rxarr, Ji cnnpicyi. 

4. Lessons leaned 

a) Iine Allotd
 
Starting a rrw area of agricultural proirticn re4ires mxih move 
time, trenical assistarce,
training an] finncial apxrt twi his bee Fmvided urder this Project. Dis is eqxcially true
siroe tin Projrt attipt-s to inplemant na-j)r durj in both pilhic ani private organizaticr8 ar tocreate a rw private secr agerny, aIslX. T-e P ject's task are mcai ewn are difficult by tie
Oar.try's political art srcial pdlaw at] the dhrre taking place in tie rural sector. Nx cnly 
mnt tie Project coercne prorlticn ard marketing ]taces hit it niat alsocerve to cx irre 
irdividkls to invest in an extremly risky bxiress clring a period W-n cnfikamoe is rot. high. 
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S U M M A R Y (Continued) 

b) 	Initial A,,ailahli of Tcdinical Assistarxu 
I sderHp cn the rart of tEAID a-d its coractos is omtrcnely inpcrtant tno intrrrix3 new 
tcrnlcqiEs arr cmltiva'cn systurs. VIn IFAD dclxs rot I-ve the rcquired t~ci-nice] epertise cn 
its saff, it is veiy i q-irta.n o provLk frau tL ots-t tecinicians with lnth theoretical ard 
z-plicd exl~rie-rxr in the cimuccities to in prucotcd. 

ULfortaxtely, at the stxart of this frojct this c_--ertise vs rot availahle cn a ctntinxxi hasis. 
Th, faner interest ITs ercled daxring tI last tlo ?cars. N-w tat the advisors are arriving, it 
will 	ie difficult to roxamr sieI of t]hE mmnrytu lcst o date. For 	tie ptblic sector, ro assistane 
was a~eilahle unti 1 s3ie tko ears aftei Projcct qrxoa]. Eightee maiths of the inpleieataticn 
pericd Iave been ]czt. Future Projccts 'Tot atturtl to intraire nw jrdxlxs a-d system shcld be 
plarnne to las at least ei-it yirs. Try sliald IBe tcp-flight expertise availahle finn the start. 

c) 	 Rklic ani Pri~ete C-qceati n 
Qridirticn letwxim t1e pid ic and private vt-ctrsos Inpoor at,the b-girning of the Project. 
part this ;s lack cf amficknae in the public sctor cn 11-e part of the privutethe rcs-ilt cf a 
galoe arJ indiviclls in'lo~vd. Lilrwiw , the p-Alic actor agencies were eng31 in s4flrting the 
lard reformrmrcomn cf the Cc-xxnmnt. T] ,after an initial attur-t at diaogae, lnth gro-s -.t 
tJeir sepqrate wrys. Dcth p1ic ani private orcprizatiais feel, nrerdhiess, tint their activities 
are cuplertary ar ti t tkcy s1ri]Ci wrk tcnthr. 

Early in the Prcoc-t EIYPD attal-:vcd w trir pi'ican- primt-e s.tor grcqz toether with cnly 
mrcrerate sarxtss. F]lc'inj this iritial ifc'rt, it p-oj-rs tit tie A.I.D. staff loyan tc vcrk with 
cixth grc-p irxiv(idlly. IUlic officials n ntioo3 ti-nt tEND's interests loI seencd to lie with 
t]he private sector arrd tnt -teApcxy hi rot -pt'ir reqxsts fcr ecliprent ard tedrdca sjpcrt
pranicd to gouwnuimt Cr91nnzaticrs Lrder ti prcrjran. R.4ic officials' interest vzned. 

In nid-]7, th-I(re vis a ci-Eg i ti --,di-- of tie pflic Scor agces, cqxtcially at &N'IA. 
This dDrrp alTternmty ves rrt. 3rd?clcnr t3LENhD's rrw staff nu-gi t2 Project. As a result 
sime tine ws lcrt tufca-e dy coald linj-t t -rinj t?-tc gro4s clcoer togcthur. 1his cxerienae 
I-s s-Cvn thnt prxiticS ax] attitu3cs cnn dnrc e in inortant ivjy- ower tire, hat that perseararre
is rx-c z cn a cxntiruirg MEsJs to crcxmW dt:cls toc cocqeraticn ard collabxraticn. 

d) 	 Infrnd Salvabr n Ccerrn -nCffidal of thn lRojct
 
1Il'thn Project agrceluit va sigrtd in Ic5, crpics wre przoided to Ccwerrm t-,
leEders fcr 
trat-sitt to their staffs. In mru c (xEthis v.es daun, in others, either agyries did rot rEceive 
crpies of thie orcumit (ard tlin were LrEwire of th1_Jr a.sigred roles) or reoeiwrj cqies but 
c-ntinni3 tdi-ir prcvioio ri-bs.A cr, (exto rapid tcunLmr in sunict Co uermnt -tff, directors 
often did rot kn thE- full details of tIe projra ard did rct t--aW aticr. EYx-ctEi of thin. LFAID. 
frcquntly asrmd tht trs aqxciEs fally ncrierstDrd t-Ie a/rent, their roles and
reqxrsi li ties. 

It is cvidert tlnt LFAIF suild rot mfim tnt rrw Iccal persairel hae xn fully briefed ard have 
Eess w PrrjEct damxrr.r-atioi. ticrnl (3wiruntu often do rct love gcod systurs far Iriefirp 
new staff. A.I.D. m-st dcwcp its cvn yste,.En ard Ue prqerEd to provide rcpies of the nest 
inprtanr, Project bcAmu t.atio. This sruld be dancrei tire 	first Twetirj. 

e) 	 Ozt~iri .tof tEA3 Aninistaticn 

Eurirg the tvic yeers tit ths Frtcjcct ins tcxi in cqeraticn, IEAID ia hsd averal different 
eaploees tkstxqpin it. At tines different Eup]c e, arr] ewn different divisicn, nrnitcc& 0ie 
private ard public sctor cmrmnnts. This is quite onxcbi~e to hrembkcw in Project comzdraticn. 

ax? percn iJthin LEAID slild hid rc-Faiility tc t-e MYisicn Diraztcr fcr qxxr-- of the entire 
Pr.cjot. Th-is person srxild -e at Fcst for at least fo-ir ers d.rinm3 the inp]ermtatic. perici, anJ 
shufld bAy calpetnt lore] taitniciars assist-irg -di cr ber in its nnmanamat. 
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ATTACHMENT S 
K. Attachments (List attachments submitted with thiA Evaluation Sunmmary ways aitach copy of fWllevalualion repotl, even if one was sub indttnd 
earlier; attach studies, surveys, etc. from "on-ooIn" valuaton If rolevan to thn.eval.Mtion rLoiri. I 

An Issues Assessment for the USAID/(overnment of El Salvador. 

COMMENTS 

L. C ommoQt$ BV Mission. AID/W Offlc and Borrowor/Grantee On Full Report 

The evaluation report complied with tLe 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
circulating for clearances in the Mission. This amendment, as stated under Block E 
covered all the actions approved. 

AiD 1330-5 (10-87) Page 6 


