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INTRODUCTION

APODESA, begun as the "Re0 ona] Development Pc licy Support'
component, is an origina] element of the Certra] Se]va Resource
Management Project (CSRM) . 1hrough i ts a] most s.i years of
existence the component has su'ffered an important institutional
change, faced interinst.itit..icjall disagreements as we] ] as
acceptance, produced results and. quite ]ikely. omitted others.

The following pre-eva]uation report, while not intended to
be a precise measure, or balance sheet, of AF'ODESA performance.
does attempt to show the achievements of this group as well as
the problems that block additional successes.

The report' s format presents its in ornmaLi on in si'
sections. The first, Background: The Orig.ins of Pr'IDESA, is a
brief restating of the institutional historv of the component.
The second section, Achievements and Successes of APODESA.
identifies the several activity areas of the component and
describes their accomplishments. The following section, three,
takes some of these same, and other, activities and recounts the
problems that have in the past or are now blocl::ing adequate
progress.

Section four, taking its cue from the recent changes in
Central Selva field operations, presents some ideas for APODESA
Collaboration in the Relocation Phase. The fifth section,
entitled Conclusions, Lessons Learned, presents these judgements
in four subsections which parallel the substance in the previous
sections. The sixth and last section lists the writer's
recommedations for improving the project. An Executive Summary
follows this Introduction.

The writer's attitude toward this institution is positive
but the report is objective and there are in it occasions of
implied criticism. These are included for one purpose: to enhance
the performance o.f APODESA so that it may continue to function in
order to continue contributinrg.



EXECUTIVE SUMMARY

"Regional Development Fo]icv Support", or APODESA: was one
of the components designated in the AID l:rc,.1ect Paper, issued in
1982, for the Central Selva Resource Marag.ement Prcject. In this
original concept, a mt.1tidisciplinar, group of spec:ia]ists was
supposed to become a ]eader in the know]edce and understanding of
the Selva deriving, throug h these, p licv for'mu ]lations and
planning advice concerning thi. reoior's development by means of
the proper management of the "frag.i le natural resources which
characterize the area.

The Secretariat of Regiorna] Affairs (SAR) of the highly-
placed Presidency of the Council of Ministers became the
institutional vehicle for accomp]ishing this when APODESA was
formed as the advisory qroup to its Office of Special Projects
(of Selva) in May, 1987. Despite AFODESA's small professional
staff, which never e:ceeded four persons. and the multiplicity of
tasks assigned to it -many cf which beli ed the component' s
principal objectives of policy and planning- e:pectations were
high that it was in a position to influence the adoption of
policies that would guide se]va development by means of rational
resource management.

Whatever possibility existed that this might happen, it was
abruptly ended four months later, in September of 1983. when
APODESA, along with the Office of Special Projects, were
transferred to the newly-formed ]NADE, an institution dedicated
to project execution, not policy formulation.

APODESA, in its new- location. was not short of work to
perform, which consisted of the following activities:
information, research, coordination, training, policy, project
formulation, evaluation and technical assistance. Many of these
activities produced postive results. On the other side, the
plethora of tasks was the basis for some serioui probiems in the
group's method of operation.

Among the achievements and successes of APODESA, the
following stand out: 1) the production of a number of reports,
studies and other publications on a variety of themes, but all
related to issues important to selva development; 2) the
establishment of CENDOSA, the ccmponent's documentation center
for the Selva, which maintains a growing librarv and is leading
the effort to organize an information network involving similar
centers in the area and related to sel..study: 0) a record of
active relationship with the Spec al Froiects in the field which
had its most positive response in such activities as
coordination, training and technical assistance; 4) a substantial
achievement in training, in which numerous courses, seminars,
workshops, encounters, etc., were held nn subjects of direct



concern to the operating projects such as forestry and
agroforestry, agricultu-e, l.ivestock and aqroindu.-trv, and native
communities, among others, includinp courses for improving
project operations; 5) the .instal]ation7 of a capacity to
elaborate Geographic I nformpti or, Sv..temn.. a spatial]y-based and
computer-operated methodology applied. bv APODESA, to regional
planning. The GIS for the Palcazu watershed i-= in effect
completed, one for the Alto Mayo is well advanc:ed and that for
the Alto Huallaga was initiated lat year.

There are many p-oblems of APODEA which have in the past or
currently affect its relations with other institutions, its
objectives and opportunities, its production end efficiency, and
even its future. Some of these are listed here: i relations
between APODESA and the Gerencia de Provectos Especiales (GPE),
always strained, reached a near flashpoint two years ago when
senior APODESA specialists made an attempt to achieve "autonomy"
from the GPE. This did not happen, ard the issue is now moot,
primarily due to the component s new coordinator, but a result of
that situation was the departure, in J997, ol three of the
original four APODESA specialists: 2) relations with the Special,
Projects in the field varied according to the perception, by the
field people, of the service they received from APODESA's
specialists. Evidentally. contacts of direct utility, such as
training, coordination and technical assistance are favored, but
those involving evaluations, for e;xample, are negative. APODESA's
reputation has suffered vis-.a-vis field project technicians due,
also, to its inability to provide consistent aid to the field.
This was not the purpose for which APODESA was conceived and most
of the problem stems from misunderstandings of the component's
objectives: those related to policy and planning; 3) CENDOSA.
important for its position as a Selva information source, is wealk
due to its lack of adequate staff, funding and proper operating
space. It has also not uti]ized the significant documentary
source base to provide propietary studies that would be unique to
the unit and propel it, and APODESA, to a higher plane of
recognition and acceptance; 4) Geographic Information Systems,
clear in concept and logic, can be complicated operationally if
all the parts required for smooth operation are not present or
working together. The GIS unit has current problems in
supervision and in computer operations which can be remedied
through personnel and training solutions. Training and computer-
specific t.a. are problems because they have been denied to the
grnup since the computer equipmert was. purchased; 5) Defining and
operating analytical models for planninng is another challenge
facing a GIS group short of mature and experienced professionals;
6) problems i.n fragmentat.on of the staff, i.e.. working on a
variety of activities that have ]i :t.ir re.atior to each other,
characterized an earlier- fOlDE"". This problem is "solved" in the
sere that A]most all proressiora, staff is found in the G]S unit
or CENDOSA. Following an objec:tive aimed at planning -and policy
through that- will take care cf energy and tine lost by the



4

dispersal of efforts which have no unified purpose.

The change in direction oi CSRM 1 and the initiation of an
effort to relocate its operation offers APODESA the opportunity
to contribute to this acti vity. By its previous em:perience and
actual practice, APODESA is well positioned to help in the
following areas: 1) tra.i.nina. 2) divulgatiorn, 7) re]ocation
studies, and 4) a GIS of the site selected for renewed
operations. A stronger role for AFODESA, for excampl e, as
counterpart to the CSRM 11 fie]d project, wi]] necesitate
substantia] expendi tures, if its prresert e':tension period
Operational Plan is to retain its integritv.

The report's Conclusior,s say0 , ,in synthesis, that APODESA's
successes were derived in those instances where prepared
specialists concentrated their efforts to produce a result, not
allowing diversions to confuse their obiectives or interfere with
their progress. The earlier achievenerts in pubicctions, the
merited reputation in the organi.t.ior, and presentation of
courses and conferernces, aid t.he advances in OTS, are e'amples of
these. Problems arose, in the case of institutional
relationships, in large part because there was no clear idea or
agreement as to the objectives of APODESA. Problems of
fragmentation stem from the earlier "terms of reference" dictated
for the component, but also result from the lack of a unitary
and, therefore, unifying objective that would move technical
efforts toward closer collaboration for a common goal. Regional
planning is the objective suggested for this purpose. Lack of
resources, of course, is also the basis for many of the problems
described; the solution to these kinds of problems is clear.

The Recommendations treat needs that can be met by the
application of resources: human resources to renew the APODESA
technical staff, as well as for CENDOSA and the GIS unit and
financial resources for the e:pansion of APODESA's space.
Training and technical assistance for GIS personnel are restated
as is the need for CENDOSA, in collaboration with the rest of
AFODESA, to use its library as a research tool for the production
of studies in selva development.
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1. BACKGROUND: THE ORIGINS OF APODESA

1.1. The "Reqiona) Develqp.t!. p:j ] ic Sport Component

Despite the fact that it was not located in the high
jungle, the "Regional DJevelopment Policy Support" was
an important component in USAID' s Central Selva
Resource Management Project Faper, dated 19B2. Its
budget, substantial in relation to that of the entire
project, confirms this.

The Project Paper says, "The (CSRM) Project will ...
support a national] ]evel objective: that of fostering
within the GOP a resource management approach to high
jungle development." This was to be done through
assistance to the Secretari.at of Regional Affairs,
which would become the reposi tory of GOP experience in
planning, designing, and implementirng land use
capability studies in all high jungle areas. "A small
specialized staff (the npw AF'ODESAY wi I ] insure
coordination of high jungle activities at the national
level and the establishment and implementation of a
development strategy for the h.ich jungle."'-

Hopes, evidently, were very high for the APODESA
component and for the ability of a reinforced
Secretariat of Regional Affairs (SAR) to accomplish
this ambitious task order.

The SAR was an element of the important Fresidency of
the Council of Ministers and, though its position was
not of high order, it did have a direct connection-
that of advisor- to the also important Coordinating
Council of Special Projects, which was to oversee and
guide the progress of the syLv special projects (see
Fig. No. 1). This Coordinating Council was presided by
the Minister of Agriculture and included as members the
vice-ministers of agriculture. education, health,
housing, and transportation & communications and the
technical director of the National Planning Institute
(INP).

The SAR itself, and especial]l its Office of Special
Projects (of Selva), was small and the "Regional
Development Policy Support" activity (APODESA in the
Spanish acronym) would strengthen and train Special
Projects personnel in their evaluation duties (see Fig.
No. 2).

IUSAID, Central Selva Resource Manaqement Project Paper.,
1982.
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1.2. APODESA in the SAP

AFODESA initiated its activities in May, 1983 as an
adjunct and advisor to the Special Projects office in
the SAR. Initial plans called for arn AFODESA with eight
technical specia]ist. It would both advise, and in
certain areas train. Special. Projects teahnicians.
APODESA staff members were also to be beneficiaries of
training and scholarships, so they could learn more
about natural resource management in the tropics, to
bekter irterpret and di.'vulge comparable findings in the
Peruvian Selva. Th.s program for an upscale APODESA
would also help the. Coordinating Council of Special
Projects in its respons.ibility of guidance for all
selva projects and its potential for making policy,
redounding favorably on the APODESA component and
enhancing its high-level advisory status.

Whatever possibil.ity may have existed for this positive
scenario with the SAR-Coordinating Council, it was
terminated very quickly in September of that same year
after INADE, the National Development Institute, was
founded and both APODESA and the Office of Special
Projects were transferred to it.

1.3. APODESA in INADE

The long trajectory of APODESA in INADE -which
relationship still excist.s- began at that moment in
1983. APODESA did try to cover a large part of the wide
range of responsibilities programmed for it. From the
start this came to be a losing battle, partly due to
the extremely large number of activities to be covered
and, all along, due to budget restrictions. Tied, in
the first year, to the budget of PEPP, bureaucratic
steps and distance from the disbursement source, which
was in the Central Selva, led to diminished and delayed
disbursements. In this period, an unsympathetic
director of the "Pro iect APODESA", made it difficult to
receive adequate furding fr trips to foreign sites of
programs of interest or for training of APODESA staff,
both of these described in the Project Paper as
important activities for the component. The technical
staff of APODESA, listed in the PF to contain eight
persons, never e;xceeded four (see Fig. No. 3).

These restrictions, and others, not always imposed by
the outside, led to I 5P reputat.ion that AF'ODESA was not
able to spend i to Q.onve-.i..-Ppr:roved budget; it got
worse, as the M.nistr-y of Economy and F.inances tMEF)
restricted serious incr eases in A=FlDESA's budget from
one year to the next, pointing out that the component



NATIONAL INSTITUTE OF DEVELOPMENT (INADE)
OF THE MINISTRY OF THE PRESIDENCY

TABLE OF ORGANIZATION

OFFICEO

INTERNAL CONTROL] DIRECTOR1

SGENERAL

MANAGE MENT

I
CENTRAL

MANAGEMENT

OFFICE OF
PLANNING

AND BUDGET_

OIOFFICE OFO LEGAL

IADMI NISTRATION SECRETARIAT

I IOFFICE OF P FFICE OF OFFICE OF

APODESA SPECIAL WATER SIERRA
PROJECTS PROJECTS PROJECTS

* SPECIAL PROJECTS OF THE SELVA

FIGURE N? 3



1 C)

was asking much more for the upcoming year than it was
able to spend the year before.

APODESA, despite these limitations, tried to cover as
much as possible of the wide gamut of responsibi] ities
given it in its role as "rector" of information and
experience. Its principal achievements are the subject
of the following section.

2. ACHIEVEMENTS AND SUCCESSES OF APODESA

Despite the institutional and personnel changes faced by
APODESA in its early years., the component made a serious
effort to achieve its goals and objectives during the more
than five years of its e.istence. This section attemps to
summarize the more salient achievements of APO1)ESA to date.

2.1. Studies, Reports and other Publications

Since its beginnings, the professional leaders of
APODESA showed a Ftrong interest in publishing the
results of the varied activities they were carrying
out. The principal body of publications came from
studies which Were commissioned to specialist
consultants to obtain the latest information in fields
considered of importance to selva management and
development. Some of the subjects treated include the
following: agricul tuLra] systems, production and
mark'eting; colonists and colonization, including
social, agricu] tura] and other economic aspects;
agroforestry; tropical forest silviculture and
potential; native communities; micrcoregions and Special
Projects; and Geographic Information Systems, among
others (see Annex I).

Another body of published materials resulted from the
many courses, seminars and conferences organized and
directed by APODESA (see section 2.A., below).

2.2. CENDOSA

The Centro de Documentaci6n de Selva Alta, CENDOSA, was
one of the first objectives of APODESA and one of the
earliest activities installed in the component. Over
the years, this activity has become institutionalized
within APODESA with the following results: 1) the
establishment of a librmry ,containing sever'al thousand
documents concerning tlhe e].va and Se]lva Alta. This
library's staff carries out the continuing function of
searching, purchasing, receiving, cataloguing and
instal ling books, magazines, reports and other



documents of selva areas.

The libraryv is used with some frequency by students and
researchers from other institutions, a serij.OUs limiting
factor being the lack of adequate space to operate
properly (see 3.2.. below). CENDOSA also regularly
publishes a bu.Ietir, ] Jstinq new acquisitions and
summarizing their subject matter. 2) CENDOSA has taken
the lead in organizing an information network that
intends to link all the institutions in Peru dealing
wi.th selva mattel- into a coordinated network for
information exchange. A workshop on this subject,
sponsored by CENDOSA, was held in early J.'88 in Lima
and subsequently visits were made to institutions based
in the Selva to advance this work. A functioning
network is still a good distance from reality, but the
efforts in this regard are clearly underway.

2.3. Relations with the Special Projects

The Project Paper s program for the "Regional
Development Policy Support" component laid out several
activity areas to be pursued by it. Most of those
implied the need to relate to the Special Projects in
the field (e.g., information, research, coordination.,
training, evaluation) . Anne.: 11 presents numerous
examples of AF'ODESA activities in service to, or
otherwise related with. the Special Projects of the
Selva A]ta. In thi.s Anne-:, besides the evident
collaboration., one notes the leadership role taken by
APODESA in real i Zi rig activities such a. those
contemplated in the Project Paper. In addition, APODESA
was often called upon to give technical assistance to
the field projects or, in fact, to other official
entities in the reg i on. The latter, it should be
pointed out, was not contemplated in the work program
proposed by the Project Paper.

2.4. Courses, Conferences and Seminars

This is an area for which AFPODESA has received a
considerable amount of recognition, since it has shown
the ability to plan' organize, and ex:ecute courses.,
conferences, workshcips, etc. The sector most amply
covered by Such meetirngs is that of forestry. Numerous
reunions have beern held on this general subject,
including several of an international nature. Among
specific themes were agroforestry: si..] vicu] ture and
tropical forest manageimert, aciricUlture and li vestock,
cigroindustry, native communi ties, and proj ect
formulation, evaluati on arId fol low-up (Annex II
indicates thatt seventeen meetings were presented by
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AF'ODESA in which Special Projects' techn.ical personnel
took part). ]n addition, ther-e were several evaluation
reviews and responses to same by the Special Projects
concerned.

2.5. Geographic Information Svstems and Reqo2ia 1 F' ann ing

Central to the acti ities proposed by the Project Paper
for the APO)ESA compcmnent was the idea of installing in
this group the capac:ity to do regional planning for
Special Projects in the Selva Alta. While there were
examples of regioral plann ing in the earlier work of
AFODESA it wa the instal lation and later
institutionsl ization of the Geographic Information
System (GIS) activity in APODESA that put in place a
work force whone objective was dedicated to the
regional planning of the Special Frojects areas and,
ultimately, all of the Selva Alta.

2.5.1. GIS Concepts

Since planning of any nature requires
information and since integrated development
planning requires large amounts of information
on a variety of sectors or parameters, it
becomes evident that the search for, selection,
organization, and management of this information
becomes directly related to the results of the
p]anning process.

A recently-developed methodology precisely
applicable to the information requirements
indicated above is the Geographic Information
System. Information systems, including
Geographic information Systems, involve two
basic steps. The first concerns the input of
information into the system, starting with
sources and following with the selection and
coding of the information. The data resultant
from this operation are organized into a data
bank; this comprises the input aspect of the
system. .The second part of such a system
involves the processing of the organized data,
in our case that in the data bank : through
programs of analysis that produce results
necessary and useful to the various steps of the
regional :"] arnirng process..

Figure No.4 ;s S schematic view of an
in'formation svstpm. The Geographi r: Information
System follows this general description, but
invar'iably inc ludes geographic .identifiers for
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all its dat; that is, a]] data can be
identified and located in the geographic space,
for e'amp1e, an maps.

A data ban:: establ ished for a Geographic
Information System takes the form of a matrix in
which the rows are geographic units, that is,
units located in geographic space, and the
columns are -,ariables describing the different
attributes or parameters of the area in question
(see Fig. No.5). The "boes" that comprise the
data bank matrix contain quantitative
information, i.e. , numerical data. Since the
matr.ix deals w.ith numerical values, Geographic
Information Systems are idea ly suited for
electronic computer processing. The Geographic
Information Systems developed by APODESA are
oriented entirely to computer operations.

2.5.2. GI8 Activities in APODESA

Geographic Information Systems activity began in
AF'ODESA with the arrival of the incumbent
technical assistance advisor -the writer of this
report- before the end of 1985. That the GI
activity .has had an important impact on APODESA
is undeniable. In late 1985, the advisor was
assigned a counterpart in GIS. In January, 1986
the national GI staff of APODESA consisted of
this same person. The situation today, three
years later, is quite different. Of the 26
persons currently employed by APODESA, 12 are
members of the GI group and three others, in
the APODESA Computer Center, Are principally
dedicated to GI6 work. The Computer Center, in
fact, owes its existence to the component's GI
activity (see Table 1).

A more detailed view of the evolution of the GI
in AF'ODESA car be obtained from Table 2. For
example., in January, i987 the GI group
contained six persons. One year later, in
January, 1988 the group consisted of seven
national technicians. F'resentl y, as indicated
above, .1.5 APODESA staff members are engaged
entirely, or almost entirely, in S.T work:.

During the period of actiye G.IS effort this
group has worlked on three Geographic Information
Systems. The first is. the SIB for the F'a]cazt
Watershed (see Map No.11. This GIS is the most
advanced and can be considered finished if, in
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TABLE 1: APODESA PERSOriNEL JRNURRY. 1989

Name University Title ProfQssion Position Division or Unit
Fernando Ry Tordoya Engineer- Agronomist Director- Director
Romelly Paredes Canari Enjineor- Agronomist Chief, Administr-ative Administr-ation

and Financial Assistance
Oscar Perez Contreras Engineer Forestry Chief Policy and DQvQlopment
Fernando Carrera Gambetta Bachelor Forestry Project Specialist Policy and DOvolopment
Eduardo Caparo Soto Bachelor Librarian Document Specialist CENDOSA

Mary Manzaneda Pizarr-o Library Tech. Document Technician CEMDOSA
Jorge Tollo Cohollo Eng. Statistician. Economist Supervisor GIS

Economist
W.slter Alarcon Diaz Engineer Forestry Forestry Specialist GIs
Jose Luis Rozales Vidal Bachelor Geography Hydromoteorology. Spec. GIs
Cirilo Olivares Suarez Bachelor Geography Socioeconomic Specialist GIS
Gustavo Huamani C.stro Geography C.rtography Speializt GIs
Irene Castro rMedina Bachelor Geography L.and Trnur- Specialist GI S
Jose Antonio Redanez Haedo Bachelor Geography Hydromteorology Spec. GIS
Veronica Orihuela do la Callo Bachelor Geography Socioeconomic Spocialist GIs

Javi r- Pam I r or-r Bachelor Geography Land Tenure Spcialist G1

Josoe Quispe Vilche= Geography Cartography Specialist GI
Cesar Lazo Munoz la.srtographer C.rtographer GIS
Enrique Mendoza Baez Draftsman Orafting Technician GIs
Javier Villafranca Pr-mas Engineer Electronic Eng. Chie f Computer Center
Cesar Palacios Mendizabal Bachelor Eleoctrical Eng. Programmer-Rnalyst Computer Center
Jimmy Guia Casas Programmer Operator-Programmer Computer Center
Rosa Delgado Baffigo Administrative Asst. Rdministration
Mavia Lucero Robles Secretary Project Secretary Administration
Luis Libon Alva 

Concierge Asst. Administration

Nally Samame Leon Secrotary Office Secretary Administration

Jhonny Sarmianto Collado Concierge Asst. Adminimtration



TABLE 2: APODESA GIS AND COMPUTER CENTER PERSONNEL

Name Postion SISs Wor-ked On Oat :tartod

Gustavo Huamani Castro Cartography Specialist Palcazu, Alto Mayo April 1986

Cir-ilo Olivar-os Suaroz Socioeconomic Specialist Palcazu. Alto Mayo June 1986

Cosar- Lazo Munoz Car-togr-aphor Palcazu. Alto Mayo, Juno 1986

Alto Huallaga

Jois Luiz Pomales Hydromoteorology Specialist Palcazu. Alto Mlayo, July 1986

Alto Huallaga

Walter Alarcon Diaz For-ostry Specialist Palcazu, Alto Mayo September- 1987 (1)

Javier- VillaFranca Ar-mas Chief, Computer Center Palcazu, Alto Mayo December 1987

Cesar Palacios Mondizabal Pr-ogrammer-nalyst Palcazu. Alto Mayo. January 1988

Alto Huallaga

Irene Caztro Medina Land Tenure Specialist Alto rlayo April 19:38

Jose Quispe Vilchez Cartography Specialist Alto Huall.ga July 1983

Jose A. Pedanoz Haedo Hydrome--orology Specialist Alto Hjal l.ga July '988

Veronica Orihuela do la Call. Socioeconomic Specialist Alto Huallaga Soptember- 1988

*T.,ier r Pamir-ez More Land Tenure Specialist Alto Huallaga September 1988

Jorge Tello Cohello Supervisor-, GIS Gr-oup talcazu. Alto Mayo, October- 1988 (2)
Alto Huallaga

Enrique Mendoza Baez Drafting Technician Alto Mayo. Alto Huallaga October 1988 (3)

Jimmy Guia Casas Operator-Programmer Alto Mayo. Alto Huallaga Doecember 1988

---------------------------------------------------------------------------------------------------------------
(1) Another- forestry specialist occupied this position from April 1986 to June 198?(2) Another GIS supervisor occupied this position From October 1985 to December 1987
(3) Voter-an APODESA employee integrated into the GIS group in October 198
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fact., a p ann; inig .i nstrumen t can ever be
considered to be finished. A report describing
the AF:O[)ESA Palicazo GIS has recently been
completed (see Anney 1). This report and, even
more so, the Falcazot GIs which can be
transferred to a ser.ies of diskettes for use at
the field headquarters, are instruments of
significant potential value to this Special
Project.

A GI1 for the Alto Mayo Specia] Project area,
initiated in 1987, has made important advances
with respect to cartographic input and social
and economic data. Unfortunately, last year's
economic and institutional di fficulties in
AFODESA: added to internal equipment and
software installation problems, precluded the
realization of programmed computer operations
for this GIS. It must be noted, however, that
the Alto Mayo area is of high regional potential
as well as national significance, and the work
on a GIS for this area will continue until a
useful planning too] is produced (see Map No.2).

Of more recent origin is the GIS for the Alto
Huallaga Special Project. A convenio with that
institution defines PEAH-APODESA collaboration
for the construction of a GIS for the southern
portion of the PEAH area (see Map No.3). This
work was begun last year, again under great
economic difficulties, but has progressed,
nonetheless. This region has a high political
profile, and creating a GS for it is extpected
to be useful to the country and positive for
APODESA, as well.

This section on Achievements and Successes of
APODESA closes with the discussion of Geographic
Information Systems, to a large degree
pLrposely. The achievement of GIS in APODESA at
the present juncture is mostly institutional,
i.e., the establishment: of a sizeable core of
personnel able to ca-,-v on much of this work
with the equipment ir, place that allows them to
do that. The peroducctiorn record is less cheerful;
the Palcazu (19 is the single case that can be
consi tiered at. or near termi nation. a] though
there arp amp]e reasons for the schedule delays
of the othlers (see section 7..., belowl.

The greater successes for the APODESA GIS lie
ahead. The writer is e..tremelv high on the



LEGEND

. .-.. Wolershed boundory

* Province Capitol

* Population cem..

ma-- *rgmnal hiqhwiy

C 

c"

'"\ \~ 
p --- 

60 0'

-x~~~" 
'. 

-"'t,.. 

,. 
" 

-- 
" -- 

.-. 
'

"1. .
"\ 

,., 

" 

.

.

-

'' 

'* 

,I 

,, 

o .

WATERSHED 

_..._ 

(,

SCALE

/S

77100*

7r 1 30' 
77.100'

MAP 
N 

2



.C/ t

-,,

ALTO HUALLAGA

/Scale I/ 1000o,00

66___________,__

CRO IA

-- Limit of Alto Huallaga Project. .:::::.

Study Area

MAP NO 3



potential oi the GI? to aid in p].anning and
decision-ma: ircq for development. The field is in
a state of e:vp]osive e'pansion and thousands of
technic:.ians, government officials. and planner-s
wor]dwJdp are becomirng deepl1v involved in it.s
operations and app]iotji'ns.

The Peruv.ian E--] .a arid ,d Va - Alta are fragile
zones whose eco]ogica] hlanr.e and environmental
i.ntegr-ity arv e,.,ervwherr, .in danger and, in some
areas. on the edge of di saster-. What greater
service car tl. APF'OIFSA c: omponernt give to these
endanger'ed regi ons tlat that of in for-ma ti on
management: to fird out t.he st ate of their
resources arid ana]vze the potential for safe and
proper dove.1 opmer,'7 1rh BTS is a usr.eful, even
powerful , iriF-trument for doing e:act] v that.
Support for the ST15, both national and
international, mu.r.t continue and, in fact,
improve to allow this :instrument to fulfi.1 the
promise inherent i.r it. make-up.

. 'PROBLEMS OF APODESA

3.1. Interinstitutional Relations

3.1.1. Relations with the Gerencia de Proyectos
Especiales

From the start, relations between AFODESA and
the Gerencia de Proyectos Especiales of INADE
(GF'E), were difficult to manage reaching, at
times, states of high tension. While these
difficulties were often oonsidered to have their
base in person]itv differences or personal
conflicts, & more objective reason is the
difference in obj ctives between the two
insti tutions.

The GPE had. -and has- the responsibility of
monitoring the progress of the Special Projects
operating int the Selva and, through this,
guiding the improvement of the Projects'
performance. Since the executior, of most of
these Proj ects runs from barely satisfactory to
highly .i rief f .i c ipt or cnproducti vp the GPE,
urnderstardablIy. seeks help for its relative] y
small grotrp to arist withI these mon itor-ing and
guidance tasl:s. 1his help was often sought from
AFODESA whose chief, since the move to MIADE,
also happened to be the head of the GFE. When



carried C)ut, iA usuaI ir-,vo)ved trips. to one or
another of thr-, Special Project!. ir the field by
APODESA special i s!Os for p.Irposes C.,f
coordination . eve ] uIti ons or technical
assi tance. Sof-, oi lh argae r cortimitrnen ts for
col labori: tino invo] ,.ed AF'ODESA trainin g ol
Spec i a.1 Proi Pc- ts personnel in COuLrses,
wor-lihops, etc.

The term... C,'f r eferenr e for the "Reg i onal
Development F'-I icy )upport " component. a E.
in terpreted f rom the Proj ec t Paper , .] udes
technical ass.istance and trainincg functions. but
for the (then) Office of Spec ia] Frojects. (It
is noteworth-, that the original APODESA
technical. sprci: a i.st s bor e the title of
"advisor". 

)

But the core of AFODESA's activities, according
to the Pro.ject Paper, WS-s qui. te C: lear. It was to
search out and ara]ry so-] ./a resource management
e;xperiences and diVL' I qe them to the Special
Projects in e;:ecItion so they might alter their
objectives and eventually improve their results.
This 1::nowl edge would a lso contribhute to better
planning of future development projects in the
region. APODESA specialists, by and large, held
this view of their objertives and duties.

This probl era, i.n the w.ri ters' view was
fundamental in incit.ina APODE 3A s demands for
"autonmy from the GPE., a situation which
heated Up dur.ing the first project e:tension
e,':et-c .e in carly A987 arid culminated, later
that year, in profound changes in the personnel
mal::e-up of the component as three of the
original four- specialists left APODESA.

Though never real I y resolved -missions of
APODESA personrnel i.n service of GPE requirements
have crnti nued- the issue i S not the
incandescent item it was two years ago.
Personnel char ices and vacancies (see Table i).
the economic cr'unch which has decimated APODESA
as wr-l a ]NADE budgets. and the prolonged
uncertairitv of (AFODESr.)'s future in both 1987 arid
1988, have made this jstsi.e moot, at least for
the present.
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3.1.2. Relations with the Spec.ial Projects of the Selva

AP[]DESA s lon, re 1 - tionshi p with the Spec ia l
Projects' in t: je] cfd is doc'umented history (see
Anne: I . It is evident tlhat much useful work
has bpr n perfiormed hL AF'OD)ESA in service to
them. Unfortuna tely , this has not always
resu.lted in a Fpoeit.iv. opiniorn of the component
on the part of Special P'rojects personnel.

There are severa] reasons for the poor
reputation that ArFODE,.A ham suffered in many of
the field areas.. First, there is a confusion of
objectives and responsibilities. AF'ODESA must
perform many task. in the field such as
information, ree.earcth and evaluation, which are
mandated ir- its terms of reference; add to
these, monitori ng or s~im.i lar efforts which they
must do for thr GPE. Such activities often do
not sit as well as p osiLive contacts involving
coordiration, trainir,. cr tec:hnica) assistance.

Second, AFODESA, again through its terms of
reference, is required to organize and direct
the evaluations that have been realized for many
of the Special Frojects in the field. The
results of these have frequently been traumatic
for the Projects, since the evaluations
characteristically point out deficiencies in
their operations and prescribe corrective
measures which must be complied with. APODESA is
recipient of a part of the ill wi1.l emanating
from these Projects although it was not
responsi ble for the preparation of the
evaluation reports, which were usually done by
consulting firms.

The thi rd pcint involves the demand for
technical and other assistance on the part of
the Special Projects. AF'ODESA, as well as the
G'E, are targets of these requests for help.
There is little question that these needs are
valid. The true question must be: who is
required to provide this assistance? It is
likely that APODESA's inability to maintain the
consistency of attention demanded by the field
Projects has contributed to a large degree to
its negati ve rcrputatior, in some field areas; the
writer has heard ex'press.ons such as these
during [is trips, to the Sel .va
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It ought to he made: clear that APDES A- cannot
continue to function as "bombero" of las.t resort
for the var-i ed prob] ems that arise in the
Special Pro.jects. AF'(IDESA's miss.ion is planning
and poli "'t ol-mul . ,tinr- respecting se Iva
development. and it has great diff.iculty trying
to leep up wa th this requirement.. The
fragmentation and di. ffusion; of its siaI I
technical staffs effoCrts was pointed out in the
Sc: h re.i nor7 ev.'a 1 ua t. ior, n f AFODESA and was a
constant cr t.ic. sm of the writer, who has been
advisor to the componient. for more than three
years.

It should be mentioned that the economic
privation and irstitutional uncertainties of the
past .I.8 months as we] I as the departure -and
non-replacement- of most of APODESA's high-level
technical s t.,'f f , has diminished assistance
actiitieS i the field. It may very well be
that a progi-am such as the one maintained in
previous year-. will never be renewed by APODES',
regard I ess of the e;'tent of the latter* s
reconstitution. Nevertheless. this is a warning
and expression of concern regarding an issue
that was a serious problem in the past and could
becomc one aqair,.

:7v.2. CENDOSA

The documentation c7ent er of AFODESA has survived
because of its inherent importance as a repository of
information on the Selva and the promise of what it can
be.

Unfortunately., CENDOSA operates presently as a library
of low utilization with its two-person staff engaged
principally in cataloguing received documents. Budget
difficulties, which precIude .staff enlargement and the
purchase of adequate numbers of bonks arid other
documents: have limited its. operation. Its space is
invaded and inadequate for a proper research and
library study function.

CENDOSA is attempting to, tal.e a .leadership role in the
creation of a nationwide netwwi-I for sel.,.a informat.ion.
While this pr-nject .i ls audahle, it remains to he seen
if CENDOSA has thr l(eadershilp capacity and can obtain
the support reqUiilr-eCI to makl:e' sr F ouis. advances toward

2'Schreiner:. Dean Eva.uation of APODESA., Aune 1986.



this goal.

The principal fai].JUI-e of CENDOSA., irn the view of the
writer, is one of on.i ssion. The Center lost years of
opportunj ty durir-,g whi ch -evident] wi th AF'ODESA
support- it could hiVe fu nctioned as a unique and
propietary research cente,- i., which scho] ar s.
consul tants, or AFOIDESA technica] staff. would pursue
research studie onI sut", ie Cts cof intertest to se]va
development usin* CEN)OSA' s own mater ials. The
res-ultant pub] ications wouId have the impri.matur of
CENDOSA-APODESA creat.ing, over time, a reputation for
the component, as we]] as for the Center, as a serious
contributor to the study of the Selva. It is not too
late for this. and one or more of the activities of
divulgation or diffusion contempl.ted in Phase II of
the CSRM Proiect shoultd he based on this form of study.

The construction of Geographic Informption Systems
requires large anourts of .infor-mation and there is no
doubt that CENDOSA possesses documents containing much
information usEfUl to the GIS. While this source has
been tapped in the past, it has not be pursued on an
organized and systemat. i.c basis. A procedure for
collaboration in this mratter, that involves the active
participation of CENDOSA personnel , would not only
benefit the GISs produced but contribute to the
unification of APODESA, somettIing much needed and
highly desirable.

7.3. GIS Operations

While GIS activity is evidentally well-established in
APODESA., has shown useful results and expects a bright
future (see section 2.5.2.1 above), several current
problems are hindering the proper functioning of the
unit and contributing to production deficiencies. The
problem areas are treated separately, below.

,3.I. Supervis.on

The G9 unit or division of APF'O)ESA was without
a national supervisor for the first nine months
of 1988., when the first counterpart -to the
advisor- resigned at the end of 1987 after more
than two years in this work. A new supervisor
was appointed as of Oictober. He is present]y
away from the fice or ,.'alateion .leave and there
is informationr that he wi I I not retu;-n to
APODESA. Arn t- r pet'srr, wi I) have to be found,
at the e;r'l iestl, to lead the GI9 group, which is
entire],/ young ard with limited e:.'perience. A
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person w.i-t- ;t .least five years of experience
and w.i th wor'i nr ed1!tc:, .inonar ac Ig"ound in GIS,
regiora] p1. annr.ir'cl a ,- i ..aind lresoc:)LS -ces, is most
indicated. T I- pend.i no absence of technical
assistance laI:e7F, ihe acqu.isi tiori of a proper
person for this pos.i ti.r-, a matter of urg ency.

.3.. Computer Ceriter

D espj te tIe h.i -. rg o- two proc-irammer-ana) ysts
(one with GiS experience i at the end of 1987.
the rec.i pt C,'f subs t r' t.i a] equi pment and the
inaugUratior -, the APID)ESr, "Computer Center" in
June, the veat 198P w.= not a good one for this
un it.

With eqL Upnierit orienrted a].mo-t entirely toward
GIS operations and software th t is expected to
do the same, much of .. ,e year-, reverthe]ess , was
spent in J) ;ttempting to retrieve equipment
from Iocal CtIst oms. 2) making ciaims or trying
to replace equipment or software that was
missing or fa.iled to function and 3) trying to
interpret software operations and items (e.g.,
drivers) needed to make them work.

There is no doubt that attempting to establish a
new process (GIS computer operations) on
equipment and software not known to the
participants is a slow and tortuous process, but
it m, y have been accelerated with proper
supervision and. eve-n more so, with adequate
training or specia]i.:ed technical assistance:
neither of which was available during 1988 due
to ]ack of funds. A new leader for the computer
center is also indicated.

3.3.3. Training

An enormous amount af time was o.st by the
prograrrmer-ana I vsts and others, trying to
decipher the proper application of software to
the equipment being used. The fact that the
manual s and other docLAmerntation were in English
did not help the situption.

Fronm tti s po ir t oi,. it shoUci be a matter of
standard pract: ice tht the .insta i lation of new
equipmerlt, and( e.pc i a] 1.y software, be
accompanied by trai.r, ing or other instruction,
either in, F'ert, or in the United States. (This
was standard pra rtice wi th the AID-supported
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project in GS to ONERN but was not considered
when the equipment was initially purchased and
was eliminated when subsequently requested for
the APODESA GIS.)

Some of the people in the GIS grou , should also
be considered for training in the subject. There
is a lot to .earn in this exploding field, and
opportunities should be given for this purpose.
These shou.d not be considered a reward to
individuals but a nec,?ssity for the advancement
of the activit, in APO!ESA.

Since the English langtuage will be a barrier for
most, if not all, of the personnel at least for
a while, courses or hands-on workshops shoul d be
sought in other countries of the region (e.g., a
Course-workshop on the ARC-INFO GIS software
will be held in Merida. Venez.uela in September
of this year). Participation in conferences or
meetings where, besides hearing papers on the
subject, equipment and software are exhibited
and demonstrated, should also be supported.

3.3.4. Computerized Applications to Planning

This is a subject of extreme importance to the
acceptance and value of GIS, not only in Peru,
by the way, but in the United States and
elsewhere.

The APODESA GIS has already shown applications
in environmental management (land use
conformity), in land use planning (apt soils for
traditional crops), in forest economics
(determination of net value of the standing
forest), and in socioeconomics (spatial location
of income distribution ), among others. This
scratches the surface of the number and variety
of analyses that can be derived, not to mention
the ultimate goal: to obtain a zoning, or
regionalization, of the geographic space that
indicates the proper treatment for each land
unit, based on its own characteristics as well
as on exogenous factors (e.g., infrastructure,
markets, *etc.) where indicated. The GIS can do
all this. However, like all other computer
activity. it must be directed to do so.

In its present situation, APODESA should, first,
continue with those analyses and applications
it has done and is able to do. Second, it should
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add analyses and applications most important to
the Spec i.al r r-." ec: ti. invol ved, e.. g , water
needs, over space and time, for rice production
in the Alto Mayo; the location and optima] crop
or other enterprise activi ty as alterrative to
coca planting in the Alto Huallaga. Third, it
must engage incumbent members of the GIS group
and the rest of APODESA in this activity,
according to their capacities to contribute.
Fourth. APODESA must be alert to articles,
pub] ications, programs and software that can
help in this matter. Finally, it must be
prepared to emp]ov professional specialists both
locally, and from the e;terior, who can
contribute to solving some of the c ost urgent
applications prob ems.

3.4. Personnel and Proqra T

3.4.1. Fragmentation among Personnel

The numerous and varied activities suggested in
the Project Paper for the new "Regional
Development Policy Support" element is probably
the initial cause of the fracturing and
fragmentation of APODESA efforts, exacerbated by
the component's limitation to four
professionals. Individual preferences had their
influence, as well. It appears that most of the
staff liked to do coordination and training
(i.e., courses, conferences, etc.). Less evident
were participation i.n information. research and
divulgation. Odd disciplinary combinations are
perceived: an anthropologist very involved with
pisciculture, an agronomist strongly identified
with courses in project formulation and follow-
up.

A counter-comment to the criticism implicit in
the above is that development and, therefore,
development p]an-ing is multidisciplinary and
involves diverse elements. This is true, and in
other settings, for example., a university
department, the activities depicted in the above
paragraph might be considered to be positive.

The writer responds in this manner: one of the
principal objectives of APODESA is regional
planning and while it appears that its elements
are many and diverse, its methodolocgy is direct
and controlled; it has a beginning, a middle and
an end. It is a procedure to tell us all we can



l earr abno.i ihe gieographic space concerned
(infor'mation). and t-o offer insights through the
study of this in.rformati on anal ysis) . that
permi : a set f recommendat :.ions for improving
the use of resoLrces ard levels of li ving for
this space's inhabitants (plan).

There is li ttle in the past of APOtESA to
indicate that the mul tidisciplin-ary acti v.i ty
performed by its specia]ists was of a piece,
could fit together in o coherent manner in the
service of p1 ann inq one or another of the
regiona l spaces thev were treating. The
Geographic Irf1ormatiort Fvstem has the ability to
direct and control thi s col laboration. This
unity of act.ion, by means of the GIS, was one of
the hopes of the advisor. It never received much
support from ihe four AFODESA "advisors" and is
not presently an operational possibility since
the dep]etior of the APODESA senior specialist.
ranks over a year ago.

3.4.2. Program

As pointed out earlier, APODESA's functions in
CSRM I included information, research, training,
coordination, policy, project formulation and
evaluation, among others. The Project Supplement
document. prepared about a year .ago
consolidates these into more comprehensive and
more operational elements. These are
principally: G.IS, CEND0(A. policy, and project
formulation. Although the GI budget is the
largest of all rubrics, there is concern that
budget cuts made at national level , always
possible in difficult economic times, will
destroy the ability of the GI. unit to comply
with its program in 198?, and beyond.

Should these cuts occur, it is more important
than ever for the GIs to receive the
collaboration of the other APODESA specialists.
In this regard, an early requirement is the
replacement of the technical specialists absent
from APODESA since at least August, 1987.

4. APODESA COLLABORATION IN THERELOCATION PHASE

Events revolving around terrorist activity in the Central
Selva, confirmed in September of last year. led to the
decision that Al) support cou]d not be continued beyond
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December 3.1, I9PR. This c: lrgoe .in cla-,t.i.ons with PEPF arid
F'DR Palcazu has moved a now e'ff'rt t:o dlefire an alternat.ive
program for the esserti.lIv t:w-v-,r e'xe-tension period.

APODESA, Lim-basnd. is said to cortir nuc.. Wh.ile F.ts t:wo-year
budget is fi:ed in the, new converi',. the radical change iust
occurred gives. APODESA the opport.unitv to serve the Project
in additiona] ways during the Jrterim relocation period,
already under wav.

4.J. Oiportunities in_1rc nrq

As indicated above (see section 2.4.), AF PO)ESA can show
years of experienr.e in planning, organizing and
executing all types of trairning,: i.e., courses,
seminars, workshops, encounters, etc., both large and
sma] ler, in Lima and other sites of the country.

It is suggested that APODESA i0 quali'f.ied to accept
this role now. With regard to specialized teachers,
APODESA has shown the abi lity to find and contract
competent and. often, we]l-known specialists for those
courses or workshops.

In addition, co.irses on substantive themes familiar to
APODESA can be considered as subjects for presentation.
Among these, as ex:amples , would be: 1) most courses in
the area of forestr' , 2) agricu.lture and livestock, 3)
the social area, re]ated to colonists and/or native
communities, 4) economics, rel ated to agricul ture.
agroindustry, mar::etirg production costs and prices,
families, 51 in Geographic information Systems there
could be several courses, depending on the recipients.

According to the level of effort assigned, APODESA may
require support for additional personnel to collaborate
in this work.

4.2. Opportunities in Divuqation

This could be considered to have three aspects: i)
conferences, meetings, 2) publications, 3) broadcast
information: radio, television, film.

APODESA has ex'perience in the first two; it could be
expected to handle the conferences well, but would
.ikel y need con trac ted he] p for almost any level
project of puli cati. on, not rw progr'ammed.

The third Cli-oup, r adA o " 1..' and f ilm is a very
specialized area not, to the writer s knowledge,
familiar to the present APOiDESA staff. Help from the



latter would more .ile.1,,' be "fourd in t.he. orgarizational

and admi.nistrat.ive aspects of this work.

4.3. Opportunies in Re].oc-0tLonI

Two areas of potenti a] col 1 aboratior, are seer for
APODESA in this cateiory. The first is studies, the
second would be GIS.

Before mali rl. d cA s .i on the s ec t. on of an
al'ternate site. the possible. or" at least the most
.ire]y, a) ternati v. wotld ha've to he studied. The
component c.an h] p here .in two wa,.: fi. rst, with
professional personrn]el to participate i, the car-virg
out of these studies, or .. contracting professionals
to do the same aind second. as a source of information,
either throug h CENDOGA (pr.nted materiali or the GIS
group, for ger,- 1 i ntp] I igence on maps or
aerophotogiraphic materials.

GIS, as an activity, would r'quire a decision on the
part of AID and the GOP as to where they are likely to
be going for the Phase I operation. As soon as this is
known a new GIS can be .tarted for this zone. Although
there have in the past.been delays in the production of
the GISs, this is not necessarily pre-ordained if
proper levels of attention and priority are given to
the work. As indicated in several locations above, a
completed GIS for the re]ocation zone would be an
ex'cellent tool for planning and project e:ecution in
that area. In additior, startino the G]S concurrently
with the initiation of activities in the relocation
area gives those specialists working in the latter the
advantage of knowing and following the development of
the GIS as their own project develops. This will make
the subsequent transfer of the GIS to the user -the
relocation area specia]ists- easier and more readily
applicable.

5. CONCLUSIONS, LESSONS LEARNED

5.1. On the Origins and Objectives of AFODESA

- The Project Paper's interest in setting up a
"Regional Devel opment Po. icy Support" unit to
influence po] icy formui ation and the propor
managempni of sE 1 -e 'i au, i-atural r.,ou,'-cr c ai s a godl bii t
ambitious concept tlat could o, Iv ai.'ce worI'ed if it
were placed inst .i AI ona1 ., at a h.ig,h-enouqh I ve I.
and had sufficient t echnical s otaff to do the numerou.;
tasks implied for its work.



- The chance,. of 1 orreal. 1 v occttpvirg the i-o.e as
1r -ec tor-" of S,.-. .. pCi Iicy f l't I ation via
in stit.LtiorIA I lotCat.ion in the S'.cretari.at of Regional
Affairs of the Pres.idenc-, c.f the Counc.iI of Ministers
were concluded w.ith the trAri.f.eir nf APOI)ESA to INADE
in I ate 198-. 1 N()L. concerned wi th project
eXecution reacl Iv accepted the gU clance ofI the
Special Projects of the-- SelvA]. ta, bt..t wa- not the
place for prornol iriL pc icv ormul ation. Lesson
learned: the abi . it,, of the new],-Created APFODESA to
carry Out its obJF7ctieS C, ] eadership in infIuencing
proper natu-al -EStrc, grianaqement in the Se]va., and
policy form' ] at i on for same, W a S conditioned
principally by its institutional location.

5.2. On the Achievements arid Sbucceses of APODESA

- A number of publications on themes; related to selva
development were produced by AF'IDE SA during its
tenure. A drop in production is noted in the last few
years due mairI y t., ecoromi c restrictions and the
departure of most of the component's high-level
technicians.

- CENDOSA has a representative and growing collection
of books and documents on the Selva. It is taking the
lead in creatirci a n iti on wi dce network on selva
information. This uni t has proven of value to
specialized Users. a] thoQgh problems havE I essened
its performarnce and limit it-. potentiar (see section
5.3. , below).

- Many of the rel at .i or with the SPecial Projects in
the field have been positive and fr-uitful, mostly in
proportion to t h e deqree to which AFODESA staff
attends these Projects assistance requirements. (The
negative side of these relations are mentioned in
section 5..., below.) Still, valuable collaboration
has ocurred in such areas as training, coordination
and technical assistance, although the latter t-is not
contemplated as a component activity.

- APODESA has gained a deserved reputation for its
ability to or gani ze arnd car I-' out courses and
conferences, both rationa l and international on a
variety of themes. Lessor, lea-ried: in those instances
and ac tivi ties n vh.i cI1 F'[IDESAo staf f could
concentr. -,te or :i t . o i er ( i v' o i- tp j ,.'e res.u] ts were
obtained. "le ,lre', of pub .. ic ins stancl o1. in this
regard anrid a.pecut. of CENDiOSA and Jr, ternsti tuitiona]
relations atre Il.id , ] , di.spersaI c-if resources and
effort brvir a ,arimcedble, proIral leads to the



b-eakI:dowr of ';isk.ai..ned pro- -e-s

- Although peagrapha.c(:: Informatiorn Systems activity ir
APODESA began less than tlhree years ago, it Q~ now
the comporer t's moFt import ant elemernt with respect
to budget and number of personnel. Production of
GISs. under way Onc 1P86, cover the Special
Projects areas .n the F'alcazu, Alto Mayo and Alto
Huallaga ard the preparatior for other areas is in
the component's proj ect e :tension opera ting plan. GIS
methodology is a lprocedural guide for carrying out
the planninng process. Sinc:e the GIS is based on large
amounts of quantittive data, know) edge of the
regional spaces considered wi l l be of a high order
and targeted anal vses wi l l permit planning that
accurately determines the potential and limitations
of the area s natura] ard hummar resources for
sustained us.. Lesson learned: GIS elaboration is an
activity high3 '-sensi ti.'e to institutional
relationships. The "users", in these cases the
Special Proj ects. must maintain c lose operational
ties with the GIS work group in AFODESA to know the
content and evolution of their GIS, in order to
better apply its operation in the field, which is the
ultimate objective of GIS formation.

5.3. On the Problems of APODESA

- Relations between AFOmESA and the GPE have
traditionally been difficult Lnd, as the chief of the
latter is in fact also head of the component, calls
for and eventually moves toward "autonomy" or the
part of APODFSA persornel s.,eral years ago increased
this tension. Issues of fiscal management and wor:
assignments in support of thpe Special Projects in the
field spurred these differences, which led to the
departure of three of the four original APODESA
"advisors" in 1997. While the autonomy issue was
never formally resolved, the naming of a new head of
APODESA and the appearance of other more pressing
problems, such as economic restrictions, served to
sidetrack this problem. Lesson learned: a careful
reading of the objectives of the "Regional
Development Policy Support" c:'mponent, oriented to
regional planningi and policy formulation, both of
those based on proper nat.,ral resources management.,
may have av,.oded these clifferences, and the loss of
time and humani effort invol ved. The assigned
objective is difficolIt enuc:,ugh to achiveve. especially
with 1 imi ted staff f wi t out confusing i.t with
purposes for which the compornent was not responsible.



- Relations b etwPer, AMF'3:ESA inrid the Specia] Projects
were also genera ly not good w.i th the component
holding a poor -.r:,u tat ion among many of the
technicians in the field projects. This also is due
in great part t.o m i surnder-stanring . by the fie] d
people, of the mandated role of APfOEESA. HappV when
component specialists are in the Selva Alta for
activities of coordination, technical assistance and
training, the attitude becomes negat.ive if the t.a.
is not offered in sufficient amounts, and during the
-often traumatic evaluatiors of the field projects.
which were organized but not realized by APODESA.
Lesson learned: the same lesson writter just above
applies equal ly here: the understanding of each
institutior ' s .i ssi or and responsi hi.] ibties will.
clarify and ease interinsti tutional relations.

- CENDOSA is a weak irnsti tuton with a very important
responsibility. It is understaffed, underfunded and
inadequately situated to work properly. It continues
to function mostly as a document cataloguing unit
when it shoul]d take the lead in demonstrating thevalue of its collection by organizing the preparation

of interest-attracting studies based on its
materials. An unusual opportunity has been missed
here. Lesson learned: Leadership and professional
capacity do mal::e a difference and so, unfortunately,
do the reverse.

- GIS problems are mostly those cf om..._.ison. There was
no supervision of the GIS group for- most. of last year
and ther-e is nore at the moment; t he Computer Center
lacked functioning elements of its G.S system, also
during most of AOR8; i t needs more peop] e with
analytical e':perience and more dynamic leadership;
the total bar, or, computer--speci f ic technical
assistance has had its negative effect on getting the
Center moving into GIS productior. T.A. and hands on
training can provide production and professional
devel.opment beref itz. The proximate departure of the
long-term technical assistarn:e to AF'ODESA adds more
weight to the G3S urnit'F problems. Lesson learned:
there are no substitutes for proper' technical
assistance and training. To believe the el.imination
of these e':penditurns is a saving is il lusory.

- The proof of a Geographic Iriformatiorn System is in
its use. The r:lanni.ng process is said to be based on
information becau., it requires numeri cal and
statistical resul ts in di vers.e substantive areas for
its analyti cal procedures. AFPODE:A has a] ready
provided useful anal yses .i n the Palcazu GIS but these



just scratch the surface c,f the qgraricd variety of
analyses that can or ouglit: to be done to respond to
the needs of that and future JGISs. The APODESA G IS
unit, with auginen ted staff, a] be-i t temporary wi
need to enter more direct], , into I) detemninQ more
clearly the result required for a specific GIS
prob.em., and 2) do the investigation. study I
programming and testing of some of the indicated
models. It cannot he assumred that there is a software
out there idea] I,,, .uited for the need, waiting to be
discovered.

- The muL]tip).icjty cf acLivit ies dictated for the
component by t.he Proj ect Paper, individual
preferences of the staff "advisor." and the
intromission of the GPE with field and other
assignments for the APODESA high-l eveI staff, all
contributed to a firactur-i.nq and fragmentation of
APODESA efforts, when the idea of regional planning
called for an integrated, collaborative approach, the
opposite of what was occuring. Ascribing the APODESA
professional staff to at least some level of
cooperation with the GISi-planring mode is indicated.

- APODESA's program for CSRM II, as shown in the
Project Faper Surplement, has been consolidated, with
the GIS program becoming the largest (in budget). An
exclusive dedication to regional: planning, and less
intervention from other agencies (i.e., the INP)
would have resulted in an even stronger GIS sector.
Further detractions from the present budget, for
example, that may be suggested by the economic
crunch, ought to be resisted.

5.4. On AFODESA Collaboratior in the Relocation Phase

- One of APODESA's recogni-ed strengths has been its
record in organizing and leading training activities
of wide thematic variety and -for different size and
level recipients. It can be expected to perform in a
similar manner in this rubric during the relocation
phase of CSRM II, commencing shortly. Besides the
general idea of cou-rse managemer, t, APODESA should
especially he able to handle training in substantive
areas now in the memor y and experience of the
component, such as, agricl tire. forestry, economics.
the social areA, and 6IS.

- By virtue o its e;'perienC:e. AFJD ESA is poised to
collaborate in ac.tivities of divulgation during the
relocation period. Farticular-ly apropoS ar.? the areas
"-f conferences and meetings,, and publications.



- One presumes a Ftudy phase wil1.1 be an important part
of the effort to select ar al ternative site and
define the p-ogram of activ.ities that will be carried
out in it. In this work, APODESA can help in several
ways: first, provide some of its tjr staff for part
of these stud ie=, second. find and contract
special ists sui tabl e I or the tasks at hand arnd,
third, support the studies- w.ith informational help
via CENDOSA (print documents! anc the GIB group (maps
and aerial photogra phs or- other remotel y sensed
products). The ma.jor contributior by the SIB group
would be to estabis a Geographic Information System
for the new site. To get started with least delay,
the decision or then- site selected will have to be
communicated ear I .\ or and an idea of the parameters
or issues of importance determined, also at the
earliest.

6. RECOMMENDATIONS

6.1. On APODESA Personnel and Froi,-am

- Three senior specialists should be hired by APODESA
to replace those gone at least 1 "/a years, now.
Professional areas sought would be: resource
economics or agricultural economics, anthropologist
or sociologist, and regional pl anner-envi ronmenta]
management. Short--term peopl. wil 1 be required for
several of the upcoming tasks. The fields most
indicated anr- ag ronomr., agrometeoro]ogy and
statistics.

- The program. for the two year e'tension period is
defined and will. ot this stage: have to be defended.
GIS and CENDOSA should have first priority (in
defense against cuts). Specific studies emanating
from AFODESA (see 6.2., bWlow) are preferable to
nebulous exercises in policy formulation.

- If the AF'ODESA program expands, based on the
availability of the program-designated AID funds, new
or additional office space should be obtained to
permit proper wok ing space for permanent and
eventual employees. The seriOLI space problem of
CENDOSA should he resolved at thi.s time.

6.2. On CENDOSA

- To operate prop.r ] v CENI)OSA needs more staff,
including a research person: more space, including
better space for privacy and trarnqui ity; more
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budget, to obtair needed additional books and other
materials; a head! from the area of substantive
studi e5, rnt ece:ar 1 y l brary management.

- During the CSRM 3] period, CENDOSA., in conjunction
with AF'UIIIESA and SI1 technicians, should start at
least a limited program of studies produced under its
aegi s r"0 a t.E documrenta-y source and covering
.ssues oT .toiporta.:ce to seva development.

6.3. -r, the GeociraP2.,ic lr, iormat.ion System

- Further personrel support to the GIS should probably
be evertua] (short- term) hire in such areas as
agr-onomy and agrometeorolog y, rural sociology or
arthropolcgy, reg ona] planning, and statistical
analysis.

A supervisor, witr :,perience in the theme (GIS) or
land resources, Mhoul d be found to fill the present
vacannc y

- The Ccompute- Center has urgent requirements for the
fol lowing:

A n~ew head of the group (programmer-analyst), a
manager- w.ith broad operations background.

A program of tra riring in the software use (ARC-
]NFO, UJNIRAS) and in GIS operations (this should
also irnclude G1S personnel).

- Technical assistance to the young and inexperienced
GIS group is very important to keep it moving toward
its objectives and goals. Apart from regional
planning, this t.a. could include computer software
for GIS applications, statistical analysis, and data
base formatiorn and management.

- Within the GIS group a capability should be developed
to offer courses in this subject for participants in
government agencies or the Special Projects. All
members of AF'ODESA and indicated AID personnel should
also rece.ive a short course or in-depth briefing on
the purpose and worl. ing: of the GIS in APODESA.



ANNEX I

ANNOTATED LIST OF APODESA AND INADE

PUBLICATIONS ON THE SELVA ALTA AND SELVA
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ANNEX I

The following is an annotated list of publications, written
by APODESA and INADE, on a variety of subjects, but having in
common their location in the high jurlie (Selva Alta) and Selva.

This ]ist was compiled by CENDOSA, the documentation center
of APODESA, which carries on a full-time program of acquisition
and cataloguing of written material on the above-mentioned Selva
areas. The annotated summaries have been translated into English.

Other reports aid documents on the region which do not
eghibit APODESA authorship, e.g., Project evaluations done by
consulting firms, or proposals presented by regional entities,
are not listed here, although varying degrees of APODESA
participation were involved.



A 7)

AF'ODESa

1. APOYO A LA POLITICA DE DESARROLO REGIONAL

Anroforestera:a] gunaF referoenc aS s be. ] a eLL perienc ia
Peruana. Lima, AF'ODESA, .Q085.

This is a selection of .rf.icle. and speeches that treat the
agroforestry problem firom dli fferent perspectives.

AnAlisis de l.a econr.,nya agraria dE colonos del vale del
Palcaz. Lima, AFODESA 1, J986.

Analyzes the agarian economy of the colonists settled in
the FalcazO val.ey. Covers subjects such as family income,
marketing of products, emplovment of manual labor, credit
and financing. Shows that the colonist census is comp].ete,
comprising a diversity of thematic information for the year
1985.

Anlisis de la problemtica necoar-ia del va]le del Palcazt
en base al resultado del censo do coonos. Lima, APODESA,
1986.

Based on the results of the color-nist census, the report
analyzes the livestock problem in the Pa]cazb va] ley.
Includes a study of pasture carrying-capacity and bovine and
other cattle popuilator,, as well as a cost analysis for the
installation of new pastures. Shows that the mentioned
census is complete, comprising a diversity of thematic
information for the year .1985.

4.

An~lisis de la producci6n aqrico.a de los colonos del valie
del PalcazO. Lima, APODESA. 1.986.

Eva]uates the results of the applicat.ion and processing of
the colonist census and of field e'periments with 5 crops it,
8 sectors of the FalcazO val].y., obtained with both local
and improved techn , ogy, this. const.i tuting an effort to
bring agri.cultural knowl.cic-.? in this vallev up to date.
Shows that the co]lonist census is complete., comprising a
diversity of thematic information for the year 1985.



Avances de 1 a si IVi utur i en Ia An, a-on a FPruan. L ia.i
APODESA . 1986.

Comprises the basea; arid cc:r tu,l aspert r c.ferrecl to the
dynamics of neotrop.ix.,i] fcwc-'st'ans I. t o the e0'-tal]ishment of
forest aroves and seed i .i r i t r st r J I- - .i n tropica] reg ions.
Covers si ] ViCLtUI t P'!e eI'I per. . e(:es aRld I resu I tF i n the FertV.i an
Amazon region. Prsernts t'l, .u I a hora t.-i i cif A pheric,. ogicaI
calendar of 55 species I:iased on a methodol o>g' developed in
the vor Humboldt Fore.t FI :perimert station; the pr] iminary
si] vicututra]. stud>y of noahopn" ..r ing Mar.a. At the, end,
it summarizes the resl] ts off ic.]d waL- referred to the
supply of forest seeds. the .installatior Firid nianagernent of
nurser'.ies in the se] vA arnd the si 1 '.'.i c]u I t-e of the cedar.
mahogany, to-ni ]o , i- h:iLiC, arid mt r"UL-pA.

Comerciali ±aci6n de pr-Ic tos aqricolas en el Hual laqa
Central, Baj o Mayo v Alto Mayo. Lima. AFPODESA, 1985.

Highlights aspects of the marleting of ag-icultural products
in the area and its influence on the agricultural productive
process., on the social and econimIc situation of those
products and the Ag-icul tiurI-al prac:tices that influence the
stabi lity and conservatior of n-atural. resnur-ces.

Includes conc I usions anr , nd r riend a t i.orns orien ted,
basica]ly. to t'idernirog the [oorizri cf policies of promotion
and incentives to producers via fial-et.ting systems, prices
and agroindustry.

7.

Diaqn6stico y lineamiertos para P]. desarro] lo integral de
las comunidades nativas del Alto Hara;c'n - Amazonas. Lima.,
APODESA, 1985.

Reviews and evaluates results of the principal development
policies established within the gpographic limits of the
Alto Mara 6n. AnaVzes the situation arid c:ondition of the
native communities of this rea.i on within the general
problematic of regioria] arid national development; proposes
objectives and p] .iCy gu iidel i ne for- con f rontin q the
concrete problem of the .i.rtent-ril cevelopnr-t r)f the native
communities considered.



8. _ _ _ _ _ _ _

Evalu.acid)n del. l'sar'o J. i c ) f e t.o en -I & mbi to de 1 os
Pt-oyectos Especiales deelva a coniparativo. Lima,
APODESA, 19841.

MaI:es a comparative anal,..iF ol forest development in the
ambit of si-: selva peci.al Projects wh.ich the Government is
carrying out as part of i ts po icy of incorporating the
selva into the national economy.. It proposes a program of
forest .devel opment int.erqiatred i nto the socioeconomic
development of the region.

9.

La e;:periencia de colonizaci6n en la Selva iAlta del Peru:
racionalidad econ6mica v ocupac.j6n del espacio. Lima,
APODESA, 1984.

Ana].izes the structural c-haracteristjcs cf the small farmer
economy in the Selva Alta., in partiCular the case of Andean
migrants to areas of the agricu ltural frontier. Tries to
establish the relationship of this process to the
transformation of regional space and the provision of
physical infrastructure on the part of the State.

Identificaci6n de mercados -Para la produAccibn aqricola de la
Selva Central. Lima., APODESA, 1995.

Analyzes the relation e':isti ng between the projected
agricultural supply of the F.i ch.i s-Pa 1 caZu and Satipo-
Chanchamayo Rural Deve] opment Projects and the projected
consumption of the principal regional markets (Tarma, Oroya,
Huancayo) and the Lima-Metropo] itan market. Seeks to serve
as a technical instrument that perm.its the determination and
regulation of aqri.cuIturl production levels in each of the
Central Selva projects; also to design policies of
consumption promotion arid agroindustry for the products
offered by those valleys of the mentioned region.

Mesa Redonda "InvestiqacJ.ior-ies Anirar t a. y Acro Industriales
en la Selva Alta". 2a. Ed. Lima, AFOl-ESA, 1984.

Presents the results of the Round Table, in relation to the
Special Projects of the Se] va. on forest research,



administrative problems and the sc ien tif.i c-technologica]
establishment of ac-iculItur'e.

12.

Metodologia para el s J uacir medicit 0n del

impacto de los 'r-o,.to . EspeciaIes. (documento para
discusi6n) . Lima, A PDES(, 9a A

Froposes a method to faci litate the permanent and systematic
realization of acti on s ancI tct] ow-up . eva]luation and
measurement of the impact: of the li:tet- which are currently
being executed b' the Se] va Alta projects of Peru.

1:3. _ _ _ _ _ _ _

Primer Seminario de Prnducc.6n de [vino Tropi.cal, J. Lima,
APODESA, 1986.

Presents the advance- in the tropical sheep breeding program
in the Central Selva of Peru.

14.

Proyectos de desarrollo rural, en la Seiva Alta del Peru.
Lima. APODESA, 1984.

Explains the role that INADE performs in reIation to the
Development Projects. Especially highlighted are the Rura]
Development Projects that are being executed in the Amazon
region of Peru.

15.

Seminario-Taller "Problemtica de la provincia CondorcanQui-
Alto MaraA6n-Amazonas". Lima, APODESA. J985.

Divulges the conlusions and recommendations of the Seminar-
Workshop, with the intention that they be taken into account
for the purpose of implementing a development program for
this region of the countr-y.

16.

Sistemas trofLore*stales V. 1 a Ar,,az ni a PerUana. Lima
APODESA. 1985.



Results of the Course-Workshop on tropical agroforestry held
in San Ramon, October 15-19, J984 and of other ex'periences
app]icable to the Feruv.ian tropics.

17.
Sistema de InformaciOn Geoqr fica ... enca del Rio 'alcazoC.
Lima, AFODESA, 1988.

Explains the conceptual and operational bases of a
Geographic Information System. I lustrates the method of
data bank formation arid .inrc'licatem itIs importance.

Fresents enamples of applications for 1) data retrieval for
information requirements for decis.ion-maling and 2) analyses
needed for planning purposes.

Numerical, graphical and te:tual e:amp]es illustrate
principal methodologica] and substantive points made in the
report, which treats the F'a]cazu watershed area.

18. AFOYO A LA POLITICA DE DESARROLLO REGIONAL, INSTITUTO

NACIONAL ANDINO DE DESARROLLO EN FOBLACION

Sistemas Agricolas en la Selva Alta. Lima, AF'ODESA. 1986.

Analizes and characterizes the agricultural systems in the
Selva Alta, with special emphasis on family units, and the
sociocultural, economicl ervironmenta l and technological
aspects which dete-mine or condition the adoption and
diffusion of one or another agricultural system.

Contributes to a better urderstanding of the systems in
force and their chat acteristics with a view to a
reorientation of the research, promotion, extension and
rural planning activities being carried out by the State in
this region.



INADE

1. PERU, INSTITUTO NACIONAL DFE DESARROL.LO

Propuesta de estrateia de desarro] lo para la Seva Alta del
Peru. (borrador para discus.i or,). [ima, INADE, .1985.

Synthesizes and arncunce5 a deve]opment strategy for the
Selva ,Alta region based on the inter,siication and
concentration of integrated rural development projects.

Situaci6n actual de Jos Proyectos Especiales en Selva. Lima,
INADE, 1965.

Fresents genera] information about the ]ntegrated Rural
Development Projects, coordinated and advarced by INADE to
push Amazon development.

3. PERLU, INSTITUTO NACIONAL bE DESARROLLO. GERENCIA DE
PROYECTOS ESPECIALES

Resbmen de los Provectos Espec iaes en Se]va. Lima, INADE-
GPE7 1963.

Report on the strategies. objectives, area of influence.
target population, goals and act.ivities of the Integrated
Rural Development ProgramF that are being implemented in the
Se 1 va.



ANNEX II

APODESA'S RELATIONS WITH THE SPECIAL
PROJECTS OF THE SELVA
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ANNEX I I

APODESA'S RELATIONS WITH THE SPECIAL
PROJECTS OF THE SELVA-

F'rinciDal Support Activities to the Special Proiects

.Althouqh it never was a principal objective of APODESA to
assist or help the Special Frojects of the Se]va., there did exist
in its annual programs di.iferent activities which benefitted
those Projects.

Among activities of major .importance to the execution of the
Special Projects are the folowino:

1. Reconnaissance visit- to these Special 'roj ec ts in the
field:

Central Huallaga - Pajo Mayo and Alto Mavo, Alto Hua 1laga,
Oa~n - San Ignacio - EBaqua and rPich.i s-F'a]ICaLzu (including the
PDR Satipo-Chanchamayo. FI)R Faicazu, FDR F'ichis and FDR
Fachitea).

These visits were made with the participation of
interdisciplinary teams (regional planner agronomist,
forester, anthropologist, business administrator, economist
and AID advisors in natural resource policy). Evaluations
were made concerning productive, social, service, planning
and/or administrative aspects.

2. Technical and economic evaluations of the fol .owing
projects:

- PDR Satipo - Chanchamayo
- PDR Palcazu
- PDR Pichis
- Alto Mayo Special Project (PEAM)

The first three evaluations were administered by APODESA and
carried out by contracts to third parties (consultants). An
evaluation of the Alto Huallapa Special Project (PEAH) was
administered by AID but counted on the technical and field
support of APODESA.

"This Anne: is a translation of most of a document, with the
same title, provided to the advisor by Enc. Oscar PF'rez, the
long-term Forestry Specialist (Advisor) of APODESA.
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3. Support and assistance to the carrying out of seminars and
other activities considrre-d in the operating plans, of the
Special Projects. Among the more important are the
fo] lowing:

a. Organization and advis.ing ol the course or ]ropical Sheep
(PEPP).

b. Organizat..on and f i r cr inc o f the Workshop on Native
Communities in the Centri-ial Selva (PEPP).

c. Technical advising and coordination of the study,. "The
Integral Consumption of Cassava (Yuca) for Human Use".
This activity was part of the Corvenjo APODESA-PEPP-CIAT
(Colombia), financed in part by A]D.

d. Freparation of the terms of reference and the orientation
for the Director Plan of Forest Devel opment of the
PaICaZLI Valley.

e. Financial support to the program of agroindustrial
research in the Falcazt, (PEPP).

f. Formulation of the Environmental Management Project in
the Department of San Martii. actions before
International Technical Cooperation for its financing,
elaboration of the respective Operating Plan and
assisting the initiation of the projuct (PEHC-BM).

g. Support for the pisciculture programs of the ,Jaen-San
Ignacio-Bagua, Huallagia Central-Bajo Mayo and Pichis-
Falcazu Special Projects and the formulation of a
technical assistance program.

h. Technical assistance and support to the Madre de Dios
Special Project in aspects of planning for the Iberia-
I~apari microregion and the problems and possibilities of
rubber.

Other Support Activities

APODESA has carried Out 17 me-etings of national and
international scope, in which technical personnel of the Special
Projects have participaited. It has also written 18 studies which
are of interest to those Projects.

Among the more important., the following deserve mention:

1. Agricultural and agroindustr.ia. research in the Selva
Alta.

2. Agroforestry systems in the Perruvian Selva.
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3. Silviculture and tropica] forest management.

4. Fo] ]ow-up and eva]uatiorn ni r*ural development projects.

5. Methodology for the managemernt and control of projects.

6. Training in Te)e-educat.on and radio production.

7. Population and colo'nization in the Selv. A]ta.

8. Computerized Systems app.lied to forestry and
bibliographic documentation.

9. Application o Linvar Frc gramming in regional
deve] opment.

10. Development and application of a Geographic Information
System applied to a diagnostic of natural resour-ces and
to planning in the Pa]cazu Vallev.

11. Identification of marl:ets and the marketing of
agricultural products.

12. Socioeconomic characterization of the Native Communities.

13. Evaluation of water- resources in the Fa]cazu Valley and
the Alto Huallaga.

14. Agricultural and socioeconom.ic diagnostics, among others,
of the F'alcazu VaLley.


