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I. Statement of the ?roblem:

IICA considrg that management is a key elerent for the

success of hural Development Programs. Good results in

Rural Dev nopent Programs are hard to obtain, to a large

extent, we thnk, because of poor management.

(Dr. .os&nFmilio G. Araujo, Director General

Ko IGA, October 23, 10)

Progress in .o. i atin America's agricultural probl em: during

the past decade has been slower than desired. In addition to the fact

that agricultural produc Lion has barely kept pace with population expansion

throvghout most of lh, region, it has become of major ,ouncern to the Agency

tMat simna t'n.nnors havp not ,nJoyed an equitable shurv of whevpr Peonromic

progres:; d:d occur ii th: ruiral sector. To adress tW"u si tiat"Mon, the

fatin Ameri can hb.euua - s presently pursuing comprehensive sectoral analyses,

more systematd;I panniny ol' rural develoment prog rms, and (rt,'T (tn-

ceentration upon asistin 1ma fann operators to part, cipate more fully

'n the ecnommie ifY of their country. The emerging raral develomeant

programs ha, b',n ug o,,.cd by major AID sector loans (,.]" P W I on in

loanc to Co...a, u Pea:ic, and Guatemala since 1970) as well as con-

siderably inereas'v all ocations from domestic resources. These new pro-

grams have necc:jitat"d the organization of numerous prublic and private

institutions in support of large scale rural change activities. All

phases of thesp efforts require systematic planning, Lrogr-Qcnmng, and

management uf e, pro[osuea activities in order to insure coordination

and timely and offin jen implementation.

Present ,vni, from Guatemala and Costa Rica :ind:!eat{es that

public sector institutions have considerable difficulties in adjusting

to the management treses posed by reoriented .. nO exande! u.ral

&Nylolment togam2ms. The follo.ng examples of' .... ,n .... r...ted
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problems identified in Costa Rica can serve as an indication of the

difficulties faced in implementing complex sectoral programs:

7Lack bf rdjit cbrdiaion of c dit~ an~d tesio

services to assure that small farmers make the best
use of credit.

2. Lack of an adequate system of supervision, reporting
and evaluation within the extension system.

3. Lack of a clear andcommon understanding of the objectives
of the Rural Development Program with respect to small
farmers throughout the institutional system responsible
for implementation.

4. Lack of training in communication and working with groups
of farmers--although upper level administration has
endorsed this technique as the preferred approach to
extending agricultural information.

5. Shortfalls in finances and materials needed to complete

ongoing projects.

Further, it is clear that reorganization of the agricultural public

sector, as was undertaken in both Costa Rica and Guatemala, is not

sufficient to assure effective implementation of rural development

efforts. Consequently, there is a need to focus directly on improving

the functioning of the institu onal systems which provide small farm

operators with essential services--technological assistance, credit,

farm inputs, marketing services, and other needed support--in order

to accomplish the objectives of Rural Development Programs. Just as

there are considerable efficiencies to be expected from improved analysis

and planning, improved management can also be expected to yield more

efficient use of scarce developmental resources. It is all too evident

that despite current advances in sector analysis and planning, the

effectiveness of programs designed to aid small farmers can be severely

circumscribed by the managerial limitations of agricultural institutions.
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To strengthnen the manageent capability of the Public and private

sector i-A ttvti-:- r',.ronr!b'!e for implemont"n C rural dcvelornent

efforts in Latin Americ., a source of expertise needed to be identified

or crea o whli'h would hav, the capability to guide national institutions

and their administrators (at various levels) toward improved managerial

practiues. Ideally, this source of expertise would have knowledge of

both the economic and technical realities of rural developnent and the

aspects of inwitxaent which contribute to effective progrm implementation.

NIL !atlin meri-ct.n l,;titutiorn could be identified which hud aIready

duve]cped th, cuf I 'J, nt conptence to have a subotantla]. impact upon

Lrnproving the manaj r.cmfen of rural development program,-:. Further, a 1971

r-ovew o. h:' c'%I I ". of U.S. universiti e im th- ,,ec'rlnia:L Awui ;tance

Bureaul (TA/DA) revealer,' that, while there were j ndIviluals and groups

workinu on asnects o rural program management, there was no groui) within

a inrtic'lar tti- - --ith an established cmbi.atioi of s-.hills.

nethndoIo,'y and '" .d ' exprence with which to attael the problern. Since

it appeared rce'.ssoa to create the competence require6d, the latin American

:ureau t-cuit ,'lortc ui-,on developing a c.nter of expertist within a

atin kerican inst.Ltuion which could be expectedi to bec,,me a respected

and viable rourC of ,ontIniuing technical assistance: in thl, area. TAP,

in tuna, funded - c,%tract with M.S.U. to develop nethodology and supoort

caqabhility, but bas rcr'ntly decided to phase out t-t cor,ract and turn

to lower cost inputs b v ariuus U.S. professionals and institutions in a

more selective and tailored interregional field support role.



Given the two problems identified: (1) the apparent stress that

new rural development programs place upon the managerial capability of

public and, private sector institutions, and (2) the lack of an experienced

source of technical assistance in the area of management of such programs;

AID initiated a grant (June 29, 1971) to the InterAmerican Institute for

Agricultural Sciences (IICA) for the purpose of'building their capacity

to "provide teclm:ical assistance and support to Latin American national,

ublic and private organizations in order that they may incrcaou tho

:.. impact of their agricultural programs through use of effcctive

mnagemnent tools.

II. Description of the Project:

Goal: To increase the effectiveness of efforts to improve
the income and productivity-of small farmers through
strengthening the management of activities in the public
and private sector related to the agricultural development
programs of Latin American countries.

To contribute to this goal IICA will develop roationships with

national public and private institutions through which they will assist

these institutions in analyzing and correcting their management problems.

Due to the prominence of public sector institution involvement in rural

development programs, the primary emphasis for some time into the future

wi ll undoubtedly be upon the public agricultural sector.

IICA is rapidly shifting its emphasis from an earlier commitment

to biological research and graduate education in tropical agriculture

to a new mission--assisting its member countries to plan and carry out

-rural development programs by strengthening the networks of public and

private organizations which provide services to small farmers. To

accomplish this new mission IICA has placed a representative in each!



-5-2-

i.rticipating cotuntry az.d .s building its itsi:.anei prugr~ia upun tjit

incdividu! country nmds as interpreted by Lhcsth it:prusntatLivcLs. Thu

coutitry repritsentatives, in turn, draw upon a technicRl staff ocattd

in one of thre:e _onal offices (Southern Zone, Andean Zone, and Northerm

?.on--Central_ Ameurica) and upon ICA Headquarters in San Jose, Costa

T-iC, for th(: e.hni ] assistance resources. Member country contributors,

according to :,he cam , systm as applied by the OAS, provide for basic

4inancial resourc,s for ]!CA's progras. IICA, supported from Its own

1'uids, has createu a management specialist positton in each of tIhe

zonal offices. The AID grant, in turn, has supported the development

f a core aTrDctu r na-,c-nent team located at the TT('A hleadquarters,

which is the foca] poant for generating the knowledw, and insights

ntecessary to obtain a unique competence in this area. Th1i: core teLn

,: r sonsible for a ,i'. of concentrated resear'ch ,.. iriory nfforts

1:'h ;,hich IKA wil . o its (i) methodoow, J.u-. !', ,.7?(,'1. H

pri ority management problms, (2) approaches to assisting national

institutions to soi.v' th'.se problems, and (3) case study materials .or

.... tr ning ' mai;i rs a.t various admnistratve 1c- els. Dr. Araujo,
rirector-Qenera2 of niCA, fas described the role of the AID grant and

the core group it supports in the following way:

IICA has :%aoet some efforts in the area of management but
felt the neid of a program which could strengthen our
caibil ti . , hence the Management Progrna for Fural
Develomient which started over a year ago with financial
assistance from AID.
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------ We consider that the Management Program's number
one and immediate goal is to prepare IICA's personnel'. ,
This preparation will have an immediate multiplying effect
in the training of national personnel and in the improve-

ment-of -the Rural Development Programs.-

The IICA strategy is to transfer the expertise and experience

developed by this core team to national irs titutions through its network

of zon:e managemeit specialists and country .)pt.ustaitatiw.U. Each of thu

zone specialists will spend three months, work.hnim with the cor'. tcwn

during the initial project in Costa Rica. When the core team's efforts

begin encompassing additional countries (Guatemala, Bclivia, and Paraguay

in CY 1973), the zone management specialists will collaborate in these

projects. National representatives will receive training from the core

team so that they are knowledgeable about the IICA methodologies and

experience, and can incorporate mauagement into their couwtr-specific
to

programs. The IICA management staff will seeY4nltiply their efforts

2rthe r through the involvement of individuals withi n national institu-

tions in formal and informal training in order to introduce them to the

methods IICA has been developing for identifying and correcting manago-

ment problems. As these individuals increase their capacities, the IICA

specialists will be able to assume an advisory role in assisting member

countries to conduct their own management analyses and introduce appropriate

managerial remedies. At the same time IICA will continue to develop

improved diagnostic approaches and managerial techniques which are

adapted to the :specific conditions of Latin American agricultural
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ns itutfl :, uns . t! I t, e'xperience gained in thu next three years, the

technical assistance efforts will become the responsibility of an ex-

landed mrnut .-r of rna;,teinent specialists located in the zonal offices

(6 to 7 "s opJo'ed t, the present three), while a reduced core teamn

(2 to 3 hs op.posed to the present five members) Will assUme responsi-

bility for (1) coordination of IMCAs hemisheric ,fftrs, (2) analyzing

and monit1)rrQg the -'esults of various !n-cim ry :aremonnt improvemrit

1'.iu~sin ordv-' tc' draw val id FerneraIzat. rl,', %"K 0 ') 'f$.tjiflu

'cu,'h %,o improv . f.iA ' ; i.u'a. 1 _level or cxp uerc! oc in I. ,; ; .1 I ;

area.

Measurmeni of Goal Achievement: The measu"a i.ent of i-oal

ache. iim, w- b e the extent to whJ ch improvea .anagement.

of an .i s in 5hu agricultural sector re:;=t in :imruve]

-rul .u'ies which 0ussist sral fazmers to I nc.rease :hir
pinoducti:vity and( incom:,,

A.thuug n. Ofc'. of improved mawr,,, a,,. anw:hut diffivai]

to islt te f£iKn .. ," wtsTo affecting h, s:,;,),! .r 4u e ,n&eo,,T'

programs (acciarate a::ayeis sound planning, uporuor .t pjiuo '), til,'

approach "ICA Ls ad.e,,. !ravides a degrep of :.c.u:r. t:". th"f W

of their pro2±m_. Tu duv-e the !IUA core team Las f'ocusea upon i-ural

developmnt programs with clerl'y identifiable 0b 1 -res in terms of

.- rvicus o be de.ive:na tujc f'_ r. level. .s a,.: 1el3-rtaft trt of

their Tmanage mn arn.l ysi.s of th:: Costa Rircpe .">u,; I w .:.ciu er. Program.

the core team. has me-surea th, a-livery of servics through the institu-

tional system acccring to the following criteria:



. Effectiveness of the services--did the famer know about

the services, did he accept and utilize them?

2. Availability of the services

a.) Existence and in sufficient quantity

b.) Ease of obtaining the services

c.) Geographic accessibility of services

3. Timeliness of the services

4. Coordination of various services

5. Adequacy -- are services delivered adequate to meet the

farmer's needs.

IICA utilizes this evaluation as one of the base points from which it

assists national institutions to discover managerial deficiencies in

:,:.Ir rural development programs. If the resultant remedies of manage-

llo !nt problems at various administrative levels improve the delivery of

essential services, this indicator of improved managerial effectivenens

car, bc utili:,,ed as on- measure of goal achicvement. IICA plans to

encourage the introduction of an ongoing evaluation of the delivery of

services within the member country's own institutional systems as a

continuous feedback of information on the effectiveness of their manage-

mert of rural development programs.

Important Assumptions Related to the Goal:
1. Management of the agricultural public (and private) sector

is a key variable for national agriciltural development.
2. IICA's efforts in agricultural management will be well

received by member nations.

Both the IICA management project and ATAC's evaluation of the Costa

Rican Agricultural Sector Frogram have indicated that the expanded and

re-oriented rural development program has put considerable pressure on



the managerial capacity of the involved inrstituton:; und that improved

management will con t 'ibute to increased' roSjrum I1'. . t.lvIC 3 s. 8imilax'

managerial defic'-iene have been detectea i!n he i,,p ementfl.d,J on of

Guatmala 's Rural Mevriornent Program. These represent early indications

that ass: icunce i:r - of agricuittural Jn(aoaC',:t :na, :i necd m.- '-

critical contribu t.ion o the ,fetivene:; of rural devoicne?1t prugriu.

71.je efi'.rts uf IICA's core mranicmenit tein 1Co Ric. has on-

Rendered thu utret! and urti[;IuJo ,t of higWYM W-. INV{US ff'i' ] in the

agrIcult:ura public . vcLor. Thenu: offi C!,lt; hatv. o rtLici jv.Ld in r.viewln,

the manage.ent pr'bemu identified by lICA, Lnuiad1n; u one week Ifiul

vis W e:.:u i : Q, o.. ' these _orobluA -2 MC'"' -' '.:W.,i

(,onseo iArropDci-'Jo e acJo ial (CAN\) , chargpd w} MY, 11.,uM'i:ionato of

the ;-.;c Lt Pr. (sri, -tow by an AID ]= c. "S .ii Wu i'UVieW

the r',iedial actionp suggested by IICA s c ,]re Leant at If Eci Febnary

meeting. TCA i;s I V;t, rovidc asst ist;anc tQ the M)CA ni :itutons

in imleentin- nuud,-.d manay.,," Q MW'S. D.JIor" i. . Lart' vrogirws

are planned fur GuLnen.la, olivia, and Par' guay in CY 1973. TICA has

concurrent2y receiive r'rJuet. , I'rcu. -anrnra to assist 2n reorganizing its

public agricui 4'r, .,,tor no facilitate impioc crLnuI-tri(_ {.t o its r-.l.

aea~p eLI Kfo, si u& fro Woi carabqia to 1 di it n i p r ar>F Us~ insti-

tutional systemv to :-inlis-l r a 7,,J ,. ].: l (e'Se -o[r- t gra7g,r whilch w ]1 be

proposed i o Alt P' loan innctnp" T.Thi_ i ifOun:atiun .,).J (i be consi:dered

as evidence of the receptivity to date of member countries Luward !ICA's

managE-nent progrLLm,



Purpose: The purpose of the project is to build the capacity

of a Latin American Regional Institution -IICA"-- to pro-

vide technical assistance and suppott to latin American
. national, -public, and -private.organizations. in order. that
they may increase the rural impact of their agricultura±
programs through use of effective management tools. This
activity will emphasize the improvement of the quality of
Latin American rural agricultural program management,
especially those programs directed at improving the well-
being of small farmers.

The approach to building IICA's capacity to assist member nations

in improving their managerial effectiveness has been to focus the full-

time energies of a group of professionals r- with experience ;Jn varioul3

phiases; of agricuitral]cl developnent and manargement -- upon thu clcarJy

delineated area of the management of rural develo-ncnt prograrms. To

develop their knowledge and experience, this group is concentiating its

efforts on exanining the actual problems of iimplementing on-going rural

development programs, accepting the overall plan (and analysis upon which

it was based) and program objectives as given. The Costa Rican Rural

Develbpnent Program was chosen as the initial IICA project. Here the

core management team is developing (1) methodologies for determining

the priority constraints and problems limiting the managanent effectiveness

of rural deveopiient programs, (2) approaches to assisting national insti-

tutions to deveLop and implement required managerial reforms, and (3) cas(;

materials which wrill become the basis for future management training

activities. These early developments will be further refined as the

Management Program expands its attention to assisting additional

countries during the remainder of the project. With growing ex-

perience the IICA management team will be able to considerably reduce

the time required to identify important management problems and intro-

duce needed managerial reforms in different situations.
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Certain unique featuyes were incorporated into the early concept-

Tlization of the. pro ject. which have had particular influence upon the

type of managerial expertise being developed by IICA. First, the

expertise will be in terxs of the rianagerial problems peculiar to

ru'al sector whnxru the timing of activities is to a laxge extent imposed

by clinmutoio:ical conditions. Secondiv, the unit of onalysis enco lsses

all instsitu.tions wA:lch c omprise the "systnm" through which the coods and

services e'ntiaIto mrti ra rural dI-voT!. nt cob;jerti v a arc provi dud.

Th.is is in oupeusIt.O n to u single Isl:itu ti or as th' obj, uc of unlysi's,

'.r ,ro ipm oveO 1,(e" r!r'ot,.Lr' wi thout con(coml,, l. " u ', :, w]a..c in Ll

"systrw" Might, ie e on!y a Aimited impact i 1',l'!,'; q', " . ulal v ,,-

noss in oh.ha inin- W, des ired ob jectives. Axt, . nuur umhursis "f the

:anacement -ogrun i to ex:uine the delivery J At.,rided serv:[cues at the

fam level and t-aco i'e ard through the "system" to determine managerial

.ysfunctions in p.rovidi±u thuse services . Finully, no pr-dte..ined

__a, _
r a l techniques (such as FIET and Pro,7cli Budeting ) were to b,

ussociated with i, th 1 jI w '"ct instead the co Qum t A .u deter.inC

applicable practices irom research and analysis of the country's actual

man'arement problem-, and nieeds.

In add= io: to th, prp.ti cal experience to be, driveN 1>-om ho

activits -,f ,or, ,uma ud the ussociated ,ma-gl,,r. sAh P : K fryii

the zonal offices, ITCA will have uccess to consultants who can c p-

tribute toward building their cacacity in this area. The r rvnt itself

incorore,tes funding for consultants, and TA/DA has nrovided short-tenn

assistance from the sources of expertise it has identified.
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Assumptions Related to Project Purpose:
l.That IICA will continue its positive policy to-wrd manage-
ment as an important part of its overall technical advisory

2. That ICA's budget can be expanded or re-oriented and
adjusted to meet the needs of the management activities.

3. That latin American decision-makers will continue to regard
management as a critical constraint and rrequest the services
of the IICA team.

In the context of IICA's new orientation toward assisting member

nations to strengthen their agricultural institutions by providing

technical support to rural action programs, it is reasonable to assume

that the positive stance of the Institutets leadership toward the Manage-

ment program will continue. IICA has already taken steps to introduce

the experience of the Agricultural Management Program to the personnel

of its zone and country offices. Further, IICA will begin assuming a

portion of financial support of the core team in the fourth and fifth

year of the project as had been proposed by AID and agreed to by the

Institute. The assumption of a part of the costs during the course of

the project is an indication of IICA's interest to continuation of major

efforts in the agricultural management area.

There appears to be a growing awareness among Latin American decision-

makers of the need to improve management in the agriculture sector. Since

several countries -- Guatemala, El Salvador, Nicaragua, Costa Rica,

Colombia, and Panama -- have requested IICA assistance in various aspects

of agricultural management; in the past, it is reasonable that they will

want to take advantage of the services provided by the developing agri-

cultural management program. Indeed, if the receptivity expressed thus

far is an indication, IICA will need to program its act±7fities very

carefully in order to meet future requests.
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Output: The outputs of the pro je ...... c r ....lows:__

1. Methodologies for identifying priority management
problems.

2. Approaches to solving management, problems in collabora-
tion with national institutions.

training,
3. Methods of formal and informal/of agricultural adminis-

trators in the area of management.

4. Development of an experienced group of IICA management
specialists.

5.' Development of a group of individuals within national
institutions trained in identifying and correctIng
managerial problms in th rurul sBuctor.

6. Case studies generated fru unuT iWysJi of IIU nUgUritU
problems in at least four eot'I'l. c" which willI Se(.tv
as materials for training agricultural managers.

Output Indicators: The output indicators of the project are
as follows:

1. Methodologies for identifying problems --

a) Written documentation of methodologies
b) Written documentation of significant problems

identified

2. Approaches to solving problems --

a) USAID and national verification that remedies to
management problems had been applied.

b) Data provided by IICA or individual on improvement
of delivery of agricultural services.

c) LTist of countries rrquc.;ting TICA management <

assistance.

3. Methods of formal and informal training:

a) Written outlines and case studies for
management training courses.

* Xcuentation of actual management improvements expected from Costa Rica

in 1973, Guatemala 1974.
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b) Three national and two multi-national courses
conducted.

c) Dcumentation of national participation and
informal tru.ining from IICA bi-monthly reports.

4. Experienced !ICA managcment specialists:

a) Seven to eight TICA professionals who had
participated in at least two major managemenh
evaluation and assistance activities.

b) Evaluation by professionals outside of IICA
(see attached letter from Essman)

5 Eatoa1ls2 trained:

a) lICA and USAID identif u Mn Mut individuals
wn thin various insti thti,:. who hav,! eulluborated
with IICA in problem identification and/or
correction. (Expected minimum of 30 per country)

b) IICA identification of participants in management
training courses from bi-monthly reports. (Expected
miulmuin of 15 partic.i nts pe' cmrse.)

6. Case Studies:

a) Publication of four case studies
b) Review and comments by professionals outside of IICA.

The TICA co re ma.i"INumen team has cono:h .id.:; it ffosttv in Lhe:

first part of the project on developing research methodologies for detecting

major management problems and exploring approaches for involving Costa

Rican agriculturn! admini strators in both the probl.m identification and

problem solution processes. Elements of the rusearch methodology, as it

is presently emerging, will be tested and refined as the Manageent Program

provides assistance to additional countries in the next three years. Like-

wise, !ICA's experience in additional countries will serve to further

develop and modify their approach to securing the interest and participa-

tion of national personnel.
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The research methodology employed in Costa Rica approaches the

problems of management from two complementary and mutually supporting

directions, (1) from the national level and (2) from the farm level

upward toward the national level. The national level investigation

has involved three steps:

(1) Determination of what should be achiuved in meanagement
of the Rural Development Program in order to reach the
objectives stated (termed thu managemunt "norms" by the
the IICA team).

(2) Identification and analysis of the actual process of
translating the Rural Development Program into action,
including the formulation of specific activities and
their e:xecution by the institutions charged with specific
responsibilities within the Tlrogun.

(3) Comparison of the management "norms" with actual execution
L detciminu the managerial ausus ul' ;uboptimal implCmecnta-
t on o' the Program.

Again, the national ] evel uvaluation encompiuts c the Institutiunal "system"

related to thu miplumentation of the Progx-un, rather than studying the

administrative fUnctiuning of an individual institution. IICA is also

examining the usefulness of "Institution Building" variables and theory

as a means of evaluating the execution of rural development programs.

To date, the "Institution Building" concepts have received little appli-

cation in practice and have then only been applied to individual institu-

tions as ouosed to instiz~utiona2 "systems." I!CA exploration of this

approach has been assisted by an "Institution Developrernt" specialist

provided by TAB.

The more innovational approach from the field level upward has

involved an a-tmpt to study rural management beginning from the level
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of the ultimate beneficiaries of the Program, the small farm operator,

in order to detect those deficiencies within the institutional "system"

which limit the program's impact. The following phases were involved

in this approach:

Phase I: Study was conducted of the quantity and quality of
services which reach the farmer. In Costa Rica the services
examir:ed were: information, credit, provision of inputs,
training and technical assistance, mechanization, marketing,
and farmer organization. A sample survy of the delivery of
these services was conducted in several project areas. Thds
data is I'ntended to become the first entry of L Lime series
through which the Costa Rican government can continuously
updair its evaluation of managerial effectIvuness. The survey
identified the services actually arriving at Whti fani level
and evaluated them according to specific criteria:

a) Effectiveness of the services - was the farmer knowledge-
able about the services, did he accept and utilize these
services4

b) Availability of the services - existence in sufficient

quantity, easily obtained, accessible sources

c) Timeliness of the services

d) Coordination of the services

e) Adeq'uateness of the services - did they meet the farmers
specific needs?

The emeruinl data were analyzed in order to determine the
most important constraints to meeting Progrnaobjectives.

Phase II: With the deficiencies in delivering services to
the farm level as a basis, an analysis of the management
mechanism involved in providing these services was initiated
in order to identify key managerial problums. Much of this
effort centered about regional and local organizations to
detect cau:alitie; of manageria] nefi.,2ctiv,-mss at these levels.

!!CA proToses ",o test tlese analyticai ai ' roa , n 'id 1 LJI on l

countries to determine their degree of appropriateness for a broad range
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of rural duvc,,ioument activilies and institutional iramueworko. To a

great extent the generalizations about priority managerial problems

drawn fron th- Costa Rica Qy!-erience shoul1 a'qry in other ,'ontries,

thus allowint- !TCA managemewnt specialists to focus attention on key

management issues and suggest remedies within a reduced time frame.

IICA plans to examine their analytical techniques in conjunction with

assistance to countries divided into three categories according to their

activities in the rural sector; (1) those with specific rural development

progrems (i.e. Costa Rica, Guatemala, I-raguay), (') thorne without npec'I.'ic

rural develotrient programs (Bolivia), and (3) thot;e in the pr('paratJ on

stage of rural developnent programs (Nicaragua).

Likewise, ITICA will be refining and modifying its approach to

involving personnel from national institutions in the process of identi-

fication and solution of managerial problems. In Costa Rica the IICA

team has developed institutional relationships with the Consejo Agropa-

courio Nacional (CA2':) with which it has coordinated its efforts. Once

the management problems Dave been identified and documented with back-

ground data, IICA (through CAN) transmitted their findings to public

sector officials in the form of seminars. These sume officials, along

with a representative from A.I.D., spent a week with IICA teami members

at the site of one( of the Rural Development frugrwi's regional projects

in order to confiirn and evaluate the probl ms identified. 1iecommendtions

for managerial reforms are now being developed by TICA for presentation

at the February CAN meeting. The core management team will continue its
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involvement in Costa Rica by assisting local administrators to

mlement needed managerial i-.prcvem!ents. WI'th the confidencc dvelopod

by I!CA in its analvtical m thodo_gv; and aproachI to invu'vUIr national

institutions fro. tut i' Co<-;ta Rican exPerienc,2, the core aCll agOmlent

tez, will seek orsewhere to involve local officals oarlier and more

completely in the analytical and recommendation phases of its efforts.

This national articipation will contribute toward the develoiment of

an indlgenous capacity for continuing managerial improvement, which will

be supplemented and reinforced by forthcoming training courses. The

training courses themselves, to a large extent, w11l be based upon case

studies generated from a faithful recording and analysis of the experiences

in the countries assisted.

Ass=mtions Related to Outputs:
1. That methodologies developed and experience gained in one

country will have some degree of universal applicability
To other countries in the heiiiisphere.

2. rliat both formal and informal training will result in
rocitive attitudes and action toward improved management
of rural sector activities.

3. Thai; case studies will prove to be useful tools in
training rural managers and stimulating interest in
needed manage_ rial changes in the agricultural sector.

The above assumptions relate to the advisability of cpursu:ing the

project outputs. In order to build a regional capacity in aricultural

management, the methodologies developed for one country and the experience

gained must be assumed to be in some degree transferrable across national

borders. At the same time the training experiences, both formal and

info_.al, musti bE; as:IurIe,.t to contribute to .hc ,"f:a ili t, ;- both !!CA

and national personnel to remedy real managerial problems or the training
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objective remains incomplete. Finally, the value of publishing case

studies rests with its usefulness as a tool for training agricultural

managers who can have a positive impact upon the effectiveness of

rural management.

Inputs:

1. Actual Budget FY 1971 - FY 1972 and Estimated Program

Budget for FY 1973 - FY 1975. (CORE MANAGEMENT TEAM)

Item FY 1971 FY 1972 FY 1973 F 174 FY 175

Peraonnel 67,175 714,440 6,615 125,000 130,000

Consultants 14,000 7,090 114, 000 15,000 10,000

Training 6,500 4,845 8,000 lO, OCY) 10,000

Conodities 6,625 6,600 7,500 7,500 7,500

Travel and

Tran. ,portation 12,200 10,575 16,000 15,000 15,000

Other Costs 3,500 4,560 6,220 7,500 7,500

TOTAL BUDGET $ 110,000 108, _no 168, 335 180,000 180,0OO

A.I.D. GRANT 110,000 69,620 150,335 165,000 125,000

(7/1/71-6/30/72)(7/1/72-3/31/73)(4/1/73-3/31/74)

Actual Expenditure $ 67,595 94,025/ -- --

TOTAL AI.D. II,7UT TO 3/31/73 = $161,620

LIFE OF PROJ1 ,-CT TO 3/31/76 = 620,000

a/ Includes all costs associated with personnel -- salaries, fringe

benefits, allowances, etc.
Estimated

c IICA proposed FY 1973 budget.

Actual Y 1971 and 72 and

2. TECHNICAL 1,NPOWER INPUTS - Estimated for TY 1973 '- 74.

FY 1971 FY 1972 FY 1973 FY 1974 FY 1975
Man/Months

Core Team 28 54 70 72 72

Zone Specialists -- 24 36 36 36

TOTAL 28 78 106 108 108

SUPPORTED BY
A.I.D. c-A.7 28 54 70 6o 48



AKN X II IICA PIA ND ACTIVITES - FY 1973 FIDGBII. (Adapted fr,;,c IICA Workplan)

Cowu:trv A r a' JAn Jul Aug Sep Oct _oi Dec { j ar- FC1 .r'

Costa Rica - - - - - - - - -T -1 -D-- - --

- F;.ea-ch ar' Analysis -

Guatemala - Prmparatio t of Remf hial
Action - -I-plehtentation of Rezvedies-----------

-Research and Analysi -
Bolivia -- reparation and Implemrmui-

tation of Remediel Action -

- Research and Analysis
Paraguay ofc~r~

__ _ __ _ __ _ __ _ _ __ _ __ _ __ _ emedr i .'. A J';. ; t

ina::a - - Short-te2. technical Assistance -

Nicaragua - - - Short-te,.T t mcn cal Assi+tarice -

Interc o 'ntry Costa Rica
c om!rari sons & Guatemala
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, 16 January 1973

Mr. Jach KoteenOffice of Development Administration

Bureau for Technica.l/ Assistance
Agency for International

Deve opment:
Washi.flgtof, DC 20523

lor-. is a brief statement of my observatins on

JICA's curycnt efforts to deve.op , app-rochos, to

the mana:;cnicnt of rural developmncrit activite:. in

Latin America. I was excited by wait Y" sw in I1CA

he .dquarters and I am convinced that the project ought

to be :-upj,orted at least until the staff has had a

chance to improve and test the methodologics they aro,

now dcv :1oping.

Sincerely yours,

Milton J. ,sman

'Sz



SUMMARY OBSERVATIONS ON CONSULTING VISIT TO INTERAIERICAN

INSTITUTE FOR AGRICULTUPJ\L SCI]ENCES (IICA)
9

San Jose, Costa Rica

January 2-11, 1973

1. The ITCA Ls an unusual international organization.

In comparison of most IOs its resources are modcst and thus

the sca]. of its operations is limited, but it. staff i:

highly qualified professionally and shares a common set. of

purposes. Thus, internal commnication is relatively simple

and efficient and the organization can be effectively guided

by its l.cj(,'rship. This leadership is i.n the process of

reori.cnt-n , the institution from its well-established comiit-

.ont to biological research and graduate education in tropical

agriijcui.ture to a nevw mission--assisting its member countries

to plan :,l(d carry out rural development programs by strength-

enino the networks of public and private organizations which

provide services to small farmers. This far-reaching

reorictAition in doctrine, program priorities, -nd organiza-

tiona! structure is wel underway and is being pursued vigorously.

2. This reorientation to rural dcvelopment addresses

one of t!.2 most compelli.n'ig yet intractzble ,rblems of modern-

i Z:tAo - - 11..Prout'Ci"- cy, v::lfare, qualiAty of life and politi al

effcctivess of small scale, marginal farmers and farm laborers,

'2)"



,,I or who II .. I, peor or'e , IvI;ii n cyn thv Inind for tho i nI ni j it (

'ut u, . ill thc :ih,'"nce of ait (.'i;' t Vc economic opportul itics. In

facing th is chall . ge , the I e ade r's of ]I CA are aware that they

are entering o field which is poorl)' structured intellectual.ly,

nearly void of tested operat ional niethodol ogics , and which may

i.nvolve such poaiticniy controversial stiructura] changes as

land reforr, and farmer organization. Yet, because of the

iportance they attach to this set of problems, they are prcparod

to risk thc fuvurc of IICA on thcir abilit)' to influence the

policies and progrms of member governments in these directions.

BccaMr;- 1s af 71mur Hing consensus in Latin America about thc

i.iport.ance of facing up to the problems of rural poverty, even

more cons ervativc governmcflnts appear to be willing to allow

IT.CA to dVe.1op exCprtise in this area and to provide appro-

priate assistance to their expanding networls of institutions.

As i result, these governments have concurred in the shift in

ITT.'lxs rionities; TiCA now has permanent representatives in

all the icss developed member countries.

3. In preparing for this new role, the leadership of IICA

have choosen to concentrate initially on increasing the insti-

'".. , :: ii\ ,,,',,c cou rI'es I o d " ivor servicos to

M y ',c arrt I ei'pt i ng to Ot- i l aind test liitm thods

of idcntir'ying the precise needs of marginal cultivators, assessirg

(



the current perefoinance of pub lic nu d pr.ivate inst itul.ions, Ind

adapting these notworks to respond in a coordinated way to

these needs. Among other approaches, they are attempting to

apply cLmd tcsL istitution buildi g concepts and m;oethods--which

arc well known in All)--to rural development and to operationalize

these approaches in their technical assistance. I am aware of

no efforts in similar detail by serious and qualified practi-

tioners to develop and test me.hodologies for managing integrated

rural jevclopmen' act ivities. An AID grant is faciltating this

acti vity , but I am convinced that JJCA is sufficient)y committed

to tbhis approach that thMy woul. carry on even without assistance

from AI).

4. It is much too early to e7,timate IICA's success in

proiiiot .ng rural developm:nI. through emphasis on the institutional

capabilitie; of its member government or of its specific efferts

to experiment and test alternative strategies of intervention.

Yet the import 8nce of t.hj problem, the exceolent qualifications

of it.! st'a ff meinbers, the unquestional b. commitment of its

Seadrz.hi p, nd the acceptability of !ICA to Latin American

!'vo-ic lnts provide a favcrable comb ination of circumstance

for cons ruct ive experimentation which is unusual in international

t ,,W,,i , C,(; ' :, ,ionce . T'Iough thlore have been ,oui:

dic* ,':* *I) qt l .j ' 1. c . ", , in 1t .i; II C1l ' . ) L t proj ct I 11 V.i Cp t ,' : d



withl the dccicaticn and coupe.telce' of the personnel wor]ling on

this project and the interest TICA's, top management has denion-

strated. Important work is now undcrwzoy applying and testing

new procedures in connection witlh Cost a Rica's national program

for smQ 3" farmers under an All) sector loan. These tests will

be C ,f;j~d.d in the near future in Panama, Gutiemala, and other

countrJ..es AI])'s current project which helps IICA develop 'nd

o-,.,rationalize new) systematic approaches to the management

o r'ra] development programs is a low-cost, low-ris] investment.

hich could pro c, far--reaching Ibcnj.-ts AID support provides

those "ho rc. w:o;"ing on the progra;, both with positivc encourage

ment and with access to assistance from 1U.S. sources which would

othc.,.vi.sc be wfooVC: difficult for !ICA to tap. I beliove this is

a pro- i ig activity that. desecrves continuing support.

K(
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