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A. Purpose. Scope and Procedure 

1. Purpose 

The purpose of the assessment was to examine the effectiveness of 
USAID/Haiti ' s agriculture portfolio, in lEght of the Hillside strategy,  in 
enhancing small farmer income while promoting soil-conserving farrninz 
practices. In particular, the Evaluation Team was to: 

o Review the history of the USAID agriculture azd rural development 
program in Haiti since 1971, especially the Hillside Strategy.  
Analyze che USAID Agriculture and Rural Development portfolio by 
the resource flow to hillside agriculture, to plains agriculture 
and to natural resources. Review the functional and geographic 
efforts of other donors to agriculture in Haiti; 

o Relate the current ADO projects to the Hillside Strategy. 
Evaluate the Targeted Watershed Management Project and review 
pertinent aspects of the Local Resources Development I, Local 
Resources Devefopmenr 11, ~~roforestry Outreach and the new 
A.grof ores try I1 proj ects ; 

o Estimate relations of costs to benefits (inputs compared to: 
hectares of Land stabilized or actually improved; change in 
vegetative cover resulting from the interventions; change in 
att2i;udes as a direct result of the interventions; increase in 
farmer income; etc.); 

o Review cross linkages between projects as to research, extension, 
mot~vational strategies, seed and seedling multiplication, etc. 
Assess -Che effectiveness of ttre a c ~ ~ u l a t e d  balance betmeen 
research and extension; 

o Assess suitability and/or modifications to the Hillsice Strategy 
as B continuing agricultural strategy f o r  USAID for the period 
1990-95. Based upon a comparison of che agroclirna~ic, 
demographic, cul tura l  and economic factors  when the Hillside 
Strategy was developed with those of today and the next five 
years, determine whether the strategy is still valid. 3 r i e f l y  
compare, from a sociological and economic perspeciive, the - 

comparative advantages and disadvantages of a hiliside versus an 
alternative agricultural strategy. Within the parsneters  of 
hillside agricult~re and funding constraints, assess the  range o f  
options for a focus f o r  a colltinuing hillside strategy; and 

o Advise of any further studies that may be needed to adequately 
compare strategies for hillside agriculture development and p l - a  u L ~ S  

agriculture. 
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2. Scoue 

In general terms, t,he evaluation was to "test the underlying 
assumption of the Mission's agricultural hillside program that  farmers can be 
convinced to adopt improved soil-conservation practices by means of economic  
incentives This analysis was also to measure program impacts on beneficiary 
incomes and soil conditions, and look at the efficiency and effectiveness of 
programs and institutions." ' In specific terms, the objective was to assess 
the Targeted Watershed Management project which embodies all. the elements of 
the general objectives in one action oriented-activity. 

Eight projects were under direct review in the evaluation. They 
included : 

o Targeted Watershed Management (TWM): $15 million, authorlzed 
9/03/86, PACD 9/30/91. TWX works i n  the Les Anglais, Port-a- 
Piment, L'Acul, Grande Ravine du Sud and Cavaillon ~atersheds. 
This project has utilized a U.S. consultir'g firn (Assseiztes in 
Rural Development - ARD) and local NGOs for irnplernentarion; 

Local Resource Development I (LORI) I): $1 million, aurhorized 
7/85, PACD 7/31/90, LORD I addresses the Upper Artibonite 
watershed around Maissade; an3 Local Resource Development I1 (LORD 
11): $1 m i l l i o n ,  authorized 7/02/86; PACD 6 / 3 0 / 9 0 .  LORD TI works 
a t  the summit of the Archaie watershed. These t w o  projects use 
foreign PVOs operating in Haiti in d i s c r e t e  watlersheds as their 
implementation mechanism. They utilize more of an integrated 
rural development approach; 

o Agroforestry 11: $30 million, authorized 1990. This project has 
a nationwide focus. The team also reviewed the Agsoforzstry 
Outreach P r o j e c t ,  or Agroforestry 1: $27 million, authorized 
1981; PACD 1990. These projects used a U.S.-based PVO inrtially 
specializing in one item - tree delivery - and is now more 
agroforestry oriented; 

o T i t l e  111, PL 480: USAID and the GOH j o i n t l y  approve what is to 
be done; 

o Secretariat Technique a l'henagemsnt des Bassens-versants, 
(STABV) designed t o  inprove the Ministry o f  Agricul ture ' s  
capability to rnsnage prog-- A a s  ; 

o Swine Eradication and the Interim Swine Repopulation Pro jec t  
executed by a non-Haitian government agency; 

o LfAcul Watershed-Interventions and irrigation projects on the 
plains; and 

' USALD/Haiti, A c t i o n  Plan 1990/91, Port-au-Prince, 1 9 9 0 ,  p .  128 



o Coffer Revitalization Project. 

While the TG,% project was to receive an in-de~th evaluation, the orhers 
were  to receive "smmary" investigations t h a t  would address: 

o Whether the assumptions, design logic and Objectively Verifiable 
Indicators  of these projects axe reasonable and quantifiable 
measurable ; 

3 What inputs are required by the actual interventions (technical 
assistance, labor, capital, vehicles, equipment and supplies, and 
~ther material support); 

Numerical targets of organizations involved in the Hillside 
Strategy compared with their actual accomplishmenrs; for example, 
significant progressive increase in iarmer demand for technologies 
introduced by the projects; soil conservation and enhancement of 
fertility ar,d moisture; - 

Effectiveness of extension methods, installation and 
administration of demonstration and experimental sites. Is there 
an objectively measurable difference in the effectiver~ess of an 
individual approach v s .  a group approach?; 

Effectiveness of project administrative structures, management, 
comuriications and monitoring systems. To what extent has a 
secondary benefit of the Hillside Strategy been to strengthen 
rural institutions?; 

Technical, managerial and administrative czpacities of the NGOs; 
sustainability without AID funding or capability to effectively 
utilize local currency o r  other AID funds pos t -pro jec t ;  

Input supply structures; 

Profitability, suitability to the region and adoption of the 
introduced techniques (including forestry, fuelwood and fruit 
trees) ; 

Soil conse.mation and fertility augmentation on project s i t e s  
(clearly stating what are the benefits of soil conservation, based 
on the types of interventions, their popularity and apparent 
cost) ; 

Appropriateness and levels of project incentives to farmers; 

Sustainability of farmer level interventions and NGOs without the 
projects ; and 

Adequacy of data on land tenure, agricultural production and 
practices, and socio-economlc status. 



3 .  Procedures 

The evaluation/assessment was conducted in Haiti in May and June, 
1990 by a four person team comprised of an social scien?ist/institutional 
specialist, an agricultural economist, an t r o p i c a l  agronomist, and a local 
technician. Two of the team members were Americans, one was Canadian and one 
was Haitian. The team wrote its draft report in June, 1990. The Team Leader 
revisited Haiti for three weeks in late July/early August to (a) make 
extensive field visits to agroforestry sites for the purpose of confirming 
tree survival rates, (b) discuss the draft report with the Mission and project 
implementing agencies and ( c )  solicit reactions/comments from interested 
parties. The Final Report was completed in the Fall, 1990. 

The Scope of Work (SOW) for the Assessment provided a draft program and 
itinerary. This was adjusted in small ways on occasion ro suit changing study 
needs and Logistical requirements. The team reviewed available doc-mentation, 
visited numerous project sires and conducted interviews with USAID/Haiti and 
GOH officials, project managers, coordinators responsible f o r  implementing the 
various projects, beneficiaries, community leaders and other donors. The team 
quickly developed the following rules of thumb: 

o Alwsys have a t  least two team members (out of four) visiting the 
same site simultaneously. The sub-teams visiting sites were 
composed as relevant (nor always the same two individuals); the 
Team Leader t r i e d  to see all sites and all projects; 

3 Agree on and use a consistent set of field evaluation assessment 
techniques; 

o Respect the Terms of Reference requirement far a professional 
synthesis on major evalution items; that is, avoid as possible, a 
section on agronomy, or a section treated and written by only the 
economist ; 

o Try to see as many relevant areas and people outside of  the 
accompanying representatives of the agencies concerned with the 
project ; 

o Search oui supplementary documentation not provided in the first 
instance by the USAID or others; 

o Try for immediate discussion and s y n t h e s i s  by t h e  entire team 
a f t ~ r  a visit or meeting; and 

o Continuously develop investigation priorities within the rime 
available. 

Extensive field t r i p s  were made during the evaluation. These included 
hillside areas near Port-au-Prince (Kensckoff and environs) and the plains and 
fars~ls near the capital; LORD I sites around Maissade and Hinche; LORD I1 sites 
in 2nd around Leger;  and agroforestry s i t e s  in numerous places including the 



Bassin Bleu and Passe Cat-a-Bois area in the Northwest (CARE Zones 3 and 4). 
The area of the TWM project was visited thoroughly, with visits to work 
locations o f  ARD, a l l  four implementing NGOs, the Un;-versity of Florida at Pic 
Kacaya (Formon), and Title 111 work s i t e s  (MARNDR). Les Cayes p l a i n s  and some 
irrigation were also examined. PADF sites were examined in ies Cayes, the 
North East and the Central Plateau.  Typica l ly ,  when two or t h r e e  team members 
were visiting project sites, the other(s) were holding meetings, examining 
documentation, and the like, 

B. Back~round to the Evaluation 

USAID re-established a development program i n  Haiti in 1 9 7 1 .  Its 
strategy f o r  rural development has pursued goals through increased 
agricultural productivity, maintaining and enhatwing the incomes of the r u r a l  
poor majority and enhancing the natural resource base through promotion of 
sustainable agricultural development strategies. USAID/Haiti has attempted to 
resolve constraints within the small farm, multi-crop, peasant production 
systems that engage most of the rural population. 

In 1985, USAID/Haiti outlined its development strategy for the next five 
years as a systematic attack on the basic causes of Haiti's accelerating 
economic decline. The strategy iri agricultural and rural development defined 
an orientation to Haiti's hillsides where it was seen that all solutions to 
natural resource degradation and related decline in agricultural production 
must start. The "hil ls ide stratepv" presumed that hillside erosion was 
holding hostage the most ~roductive area in Haiti--plains where irrigation 
systems depended on stabilizina h i l l s i d e  capacitv to catch and hold rainwater. 

Furthermore, it  noted that most of the food in Haiti is produced on 
small hillside p l o t s .  Decreasing food productior on hillsides would aggravate 
already s e r i o u s  food gap problems and inevitably force migration to urban 
areas such as Port-au-Prince, which is already stretched p a s t  i ts  carrying 
capacity. Finally, over two-thirds of the Haitian population live in rural 
areas.  They are largely dependent on agricultural lands, 80% of which are 
hilly or mountainous, and less than 8% of which are environmentally stable 
under current land use practices. 

By means of the HillsideStrateav, USAID/Haiti took on the long-term 
task of assisting this poor inajority to improve their livelihood i n  a 
sustainable fashion. The plan for the period 1985-89 was  to orient new 
programs ta reforestation, h i l l  cropping systems a ~ d  soil ccnservation, 
specifically targeted to hillside areas. The focus was t o  address 

, 

en- ironm mental and production problems by watershed. 

Particular zones having major warersheds were selected for their 
relatively high production p o t e n t i a l :  Les Cayes/Cavzillon, Upper Artibonite, 
Arcahaie and Trois Rivieres. By the year 2000, hillside production systems 
were to have changed on 290,000 hectares to decrease soil erosion 
significantly. The Mission was t o  have worked c l o s e l y  w i t h  other donors to 
pro: : such an approach by wazershed, for example with the Inceramerican 
Devr '-?rnent Bank which was designing such a program for the watershed of che 
Art~uonite River. Existing projects were to be reor ienred  to provide 



ag r i cu l tu ra l  stabilizing inputs t o  hillside populations, w h i l e  the existing 
agriculture program would be maintained t o  protect previous investments i n  the 
plains by rehabilitating irrigations systems and establishing water users 
associa t ions .  

In response to the situhtion described above, the A g r i c u l t u r a l  
Development Office (ADO) cf USAID/Haiti arranged i t s  program of a c t t v i t i e s  
i n to  the eight projects on page 2 .  The Targeted Watershed Management (?rWM) 
project was to be the focus of the Hillside Strategy program. These projects 
and the overall Hillside Strategy were the subjects of t h t s  evaluation. 
USAID'S Hillside Strazegy and the various projects  it included were designed 
t o  secure the following: 

o Improved income and p roduc t iv i ty  for  rural farmers (about 80% of 
the people); 

o Enhanced s o i l  and water conservation and protection measures; 

o Protecr ion of achievements already completed in the pla ins ;  - 

.3 Sustainable agricultural development s t rategies;  and 

o Avai labi l i ty  and utilization m o r e  indigenous food producing 
capacity.  

Most of these projects (if not all) have been previously e~raluated. Some 
recelved rhe highest of marks. The reality, however, is that the USAID/ADO 
does not have a clear picture of  h o w  they have Seen doing in relation to the 
above goals because the above goals have never been the primary foci of  an 
evaluation. 

The Strategy has been implemented during a period when 'ISSAID had fr;rgely 
abandoned any meaningful relationship w i t h  the Government of Haiti. The 
p o r t f o l i o  of projects being implemented has changed. Having given money bassd 
on promises and not  performance, USAID was often "caught holding the short end 
of the s t i c k . "  An aborted election attempt caused Congress t o  formalize what 
w a s  an already de Eacto situation - -  no formal dealings with the Government, 
Thus, UEkIDfiaiti formalized the policy of trying to get projects inplemented 
i n  H a i t i  through U.S. consulting firms, Private Voluntary Organizations ( P V O s )  
base in the U.S., U.S. universities, and local non-governmental organizations 
(NGOs). In a l l  instances, these projects  w e r e  largely staffed and r u ~  by 
expatriate personnel. Thus, almost all the organizations had foreigners in 
the key management and technical positions of any consequence. Two notable 
excepticns were DCCH and IRD which were headed by Haitian priests. However, 
these two organizations are not yet free to run at full speed i n  that their 
development objectives have not been f u l l y  synchronized with those perceived 
by the USAID Mission as being relevant and profitable. 

Based almost entirely on A r t i c l e  I-Title: Hil l s ide  Strategy 
Assessment, No. 521-000.1 incorporared in Evaluation T~am's Terms of 
Reference. 



Many supporting projects ended in 1988, others in 1989. "ther 
projects are in tke "pipeline", such as a coffee revitalization project. 
Tit l e  I11 funds have also been channelled extensively i n t o  activities 
supporting the overall Hillside Strategy. These include two Local Resources 
Development (LORD) Projects, the Technical Secretariat for Watershed 
Management (STABV), the projected Strengthening of Coffee Co-ops and Coffee 
Revitalization Projects, and the Irrigation System Rehabilitation Project. 
Title I11 funds channeled to  he Ministries have also included the 
construction cf soil reclamation and erosion control works. 

The Evaluation Team concluded that the H i l l s i d e S t r a t e ~ y ,  as developed 
bv USAID. lacked a number of elements critical to its successf~l 
Tmplernentation. The Strategy has failed to recognize that: 

o Most of the food will ultimately have to be g r o m  on the plains 
which requires an inte3slfication of lowland agriculture; 

Small kitchen gardens producing calorie, protein and vitamin-based 
crops are a requisite even for hillsides-; 

Appropriate erosion control measures _su5sumed to existing 
agricultural patterns have to be devised. To first devise erosion 
control measures and then "add" a g r i c u l t u r e  will not work; and, 

Hillside agriculture, whenever it is practiced successfully, is a 
combination of' forest and woodlands, permanent pasture on which 
grazing is conkrolled, intercroppirrg with permanent tree crops, 
cocoa, coffee, pimento, teak plantations, etc. and more intensive 
agriculture. In none of the projects observed was it clear how 
rhese features w e r e  handled and integrared into project 
activities. 

In addition to these key elements of success, three other components are 
desirable: (I) Achieving a gradual decline in  h i l l s i d e  population: (2)  
Increasing reliance on off-farm and non-agricultural employment; and (3) 
Structuring markets for permanent crop and livestock products and pertshables. 
These components are not the responsibility of anyone at this time. 

The team was also concerned with the lack of g o d  svecificity in p r o j e c t  
act iv i t ies .  Present qpproaches seem somewhat disconnected from the Haitian 
situation including the harsh realities all peasants face of no margin for 
risk, no effective cash flow, disinvestment to  meet cash needs, and constant 
decision-making at the margin to barely stay alive. HLlls ide  farming lacks 
needed investments. It appears that little thought has been given io 
categorizing the kinds of investments that are needed or to identifying ihe 

3 Historical review of portfolio conducted with USAID/Haiti's 

Action Plans for different periods and Development Strategy Statements. 
The most recent of the former 5s for FY 1990/91 and of the latter 
1 9 8 9 / 9 0 -  



means to secure them, especially the promotion of desirable private 
ip-vestment. These investments could include: 

o Agroindustry and agribusiness; 

o Perrnansnt crop and livestock production; 

o Productive infrastrucc-.re; 

o Land tenure security; 

Technology generation fcr mixed tres cropping, small farmer 
livestock, and annual crcp systems; and 

Conservation in priority mini watersheds designed an agronomic 
grounds with an impact on production rather than as a structure 
p i e c e .  

In rethinking the Hillside Strategy, a nimber of important 
considerations should be paramount: 

o Local experts, both traditional and "emergent*, can often adapt 
new methods to local conditions better than outsiders. It can be 
disruptive, as well as cos t l y ,  to circumvent such people in favor 
of direct infroduction of outs5de expertise and technology 
designs ; 

o Local control of change may matter more than rapid trsnsfomacion. 
The process is as important as the initial result if change is TO 
be sustainable. People may nee? time and a series of small 
successful changes in order to develop the will and the capability 
for further change ; 

o It is usually  referable to build upon and branch from existing 
technologies rater than to introciuce entirely new technologies. 
New technologies should be "graftable" onto existing knowledge and 
pracrice through a variety of local information and action 
networks . 

o Joint participation between outsiders and rural cornmunib' ~ l e s  
implies dialogue to establish trust and shared goals and to 
translate and pool knowledge. Facile coraprornises to meet 
conflicting or unrelated objectives may simply result in two jobs 
poorly done ; 

o Dialogue must take place within communities as well as between the 
community members and outside "catalysts". In some c a s e s ,  
people's responses to outsiders' questions snd their decisions on 
community 2nd individual actions will change considerably after 
separate discussion among themselves; and 



o Exrernal constraints can block l o c a l  2nitiatives. These need to 
be eliminated as auch as p o s s i b l e .  

Despite these shortcomings, there Ls no doubt t h z t  the Haitian peasant 
with an annual income of $50 U . S . ,  is i n  need of the services that are o f f e r e d  
o r  could be offered by the projects involved. However, it  i s  critical that  
the redesign and reformulation of the Hillside Strategy projects take place 
now s o  that the benef i t s  of the overa l l  program can be real ized i n  this - 
decade. Achieving sustainable, tangible results in H a i t i  i s  not an easy 
affair. The ADO staff should be complimented f o r  having vision of what is 
possible and f o r  trying to  achieve that vision given the  most d i f f i c u l t  of 
circumstances. 

In  the design o f  many Hillside Strategy projects,  the very essence of 
the nature of the peasant household, folkways, and mores has often been 
igncred. A s  such, the programs have not always reached the intended 
beneficiaries.  The peasant in Hairi is  at a "zero-e las t ic i ty" ,  existing below 
subsistence levels w h e r e  he Is forced t o  s e l l  w h a t  he produces, sometimes even 
before it i s  ready, for  whatever he can gat .  In  the- Northwest, the Cbncral 
Plateau, and Haitian Hillsides, the prospect o f  even a four week lateness i n  
r a i n f a l l  can result i n  widespread starvation. Women's lives are particularly 
harsh. In addition to fetching wood and water, women also work in  the f i e l d s ,  
produce children, and bear r a s ~ o n s i b i l i t y  for feeding their families, trudging 
to market, etc. 

Nowhere in the Haitian h i l l s i d e  is the use of f e r t i l i z e r ,  s o i l  
conservation devices, o r  any of the  teck~;.~ques and intervention package 
nodules noted having a signfficant impact -3n the qua l i ty  of life and well- 
being of farmers and their families. Instead, che standard o f  l iving i s  
barely holding steady and, in most instances, i s  n;ovlne downwards and 
backwards. In  the words of one s t a t i s t i c i a n ,  there werz 3nly negative or 
marginally-correlatad inter-relationships between p r o j e z c i n p u t  and expected 
ou tpu t s .  It was not even necessary to ask the peasa2t if he were betrer  o f f .  
If he were, by whose values? 

The peasant faces many demands f o r  and few returns from the resources 
availa.ble.  There is a lack of health znd educational o-pporturrities; social 
requisizes (deaths, marriages, birth festivals, etc.) place inesczpable 
demands on limited income; basic needs--water, fuel, food, clothes znd 
shelter--must be met. Thus, f o r  many yeasznts, investment i n  factors o f  
production becomes a low pr ior i ty .  Moreover, the peasant i s  caught in an 
incredibly diminishing return f rom his factors of production. Weather, pests, 
crop diseases, rodents,  and other insecurity-causing fsctors  w e r e  most 
dominant i n  our conversations about conservation. To mzke one additional 
efforc may not only have been above the peasants capabi l i t ies ,  it may also  
have been above his  agricul tural  will. Many peasants know bet te r  than all 
outsiders that their s o i l  and the l iving it  allows has nothing i n  it  w h i c h  
they o r  anyone else would find worthy of conservation. Even i f  they wxited 
t o ,  the micro techniques and micro surgeries which are needed ?o save 
thernseives and the i r  h i l l s ides  have n o t  y e t  been invented. 



Deqpite these difficulties, an effort must be made to promote 2 more 
equitable, productive, and sustainable agricultural base in H a i t i .  Though 
U S A I D / H a i t f  and PBO/NGO sraff may come and go, the in t rac tab le  problems H a i t i  
faces will remain. Political s t a b i l i t y  is closely t i ed  to economic security 
and prosperity. It behooves all parties involved in the Hillside St ra t egy  to 
take a serious look at the cumulative impact of their ef for rs  over the l a s t  
decade. There is potential f o r  change snd possibilities e x i s t  f o r  improving 
the quality of l i f e  of the Haitian farmer and his family. 

The Findings, Conclusions and Recornendations of ehe H i l l s i d e  St ra t egy  
summarized here are a good place to begin the process of improving the 
development impact o f  USAfD's efforts in the agricultural sector. Voime I1 
of this Report provides considerable detail and analysis of all the projects 
reviewed as well as an assessment of the Strategy itself. The cwo volumes 
together  provide a basis fox policy makers, program designers and Implementors 
to initiate a process to t a r g e t  resources more effectively and develop a more 
indigenous institutional base. 

C. Findines. Conclusions. and Recommendations 



- . w o  .+a m .  + r  
m v , 3 < e o  5 "  m 

* o - . z r ~ - t s m  
o + z m  7 7 <  

cr) - 7  
* m l o c # .  

m -.a Erz==- 
3 U b r t  - - - .m  
iD scn r* -.-.-r 
7 . - m  m ' 7 z 3 z ; :  
2;  a 2 a~;;.;;. 

t - l <  0 0 %  

2 . - m  



. . 

1. HILLS1 DE STRATEGY (corilinuecQ 

There i s  l i t t l e  evidence that  the four key The lack s f  awareness or  understanding of lacat 
requirements f o r  successful p ro jec t  farming systems and o f  the impect of par t icu ts r  
implementation have been nlet i n  the H i L  [s ide interventions has i e d  t o  the project 's  inobi ii t y  
Strategy. These include a dotai  led awareness to  del iver  resutts. 
of the farmers productions systems anel of the 
farm fami i ies economic f inanc ie l  system; a 
clear understanding o f  the re la t ionsh ip  
btctaen a pa r t i cu te r  intervent ion and the' 
H i l i s i de  Stretegy objective;; and B f i r m  
understanding of how farm-level interventions 
lead t o  overa l l  p ro tec t ion  o f  a h i l l s i d e  or 
sub-watershed. 

4. H i l l s i de  Strategy projects lacked d i sc ip l i ne  
snd accountabi l i t y .  No one in  USAID accepted 
responsibi L i t y  t b  see thet  projects del ivered 
outputs e n d  the  End-of-Project Status 
intended. 

r 
1.4 

There was no efficacious, internet  p ro jec t  
monitoring end evaluation plan fo r  the 
H i l l s l de  Strategy. USRID s ta f f  had no 
consistent means o f  monitoring ob jec t ive ly  
Ver i f iable Indicators t o  assess whether 
project outputs were being achieved. 

This s i t ua t i on  was fur ther complicated by the 
close personal re lat ionships between USAID 
s ta f f  and p ro jec t  implementation s t a f f .  I n  
some circunstances, these rela:.ionships l ed  t o  
too much f l e x i b i t i t y  i n  accoun~ing f o r  p ro jec t  
deliverables. NGOs and PVOs were able t o  
develop t h e i r  own performance data, much of 
which was incor rec t .  

Redesign MiLlside Strategy projects end reor ien t  
them t o  i n c t d e  a stronger focus on farming 
systems i n  Hef t i .  

Lac4 of  accountabi 1 i t y  f o r  p r r jec t  performance Require accountabi l i ty  for  the expenditure of 
allowed projects ( 0  d r i f t  i n  the i r  own di rect ion.  project  resources. Develop ard inplement a 
Absence o f  an effective M&E system resulted i n  tin monitoring and evaluation system t o  be used by 
unaccepteble level o f  f l e ~ i b i l i t y  by contractors USAlD project  o f f i c e r s  end program implementor's. 
i n  managing projects. I n s i s t  that  targets e i ther k met on schedule or 

revised t o  axount  f o r  changing condi t ions.  Train 
USAlD s t n f f  i n  pro jec t  management, program 
planning, and monitoring and evaluation. 



1. MI LLSlDE STRATEGY (continued) - 

5. The M i  l l s i d e  Strategy was designed t o  enhance 
the product iv i ty  of h i l l s i d e  resources. 
Interventions were t o  prevent or re tard  s o i l  
erosion, ho ld  more rainwater end increase 
percolation; and improve the hydrological 
regime, inc luding the reduction o f  sediment i n  
the water c o l m  and the reduction of f lood 
peaks. No measurement systems were put i h  
ptace t o  record any o f  these physical changers 
pre-, during, and post-project .  

6. Projects comprising the I f i l l s i d e  Strategy 
generally concerned the p lan t ing  o f  trees and 
development o f  hedgerows on farmed Land. 
While perhaps laudable 5n some respects, these 
e f fo r t s  l a c k 4  concentration on spec i f i c  
h i t  [sides. 

I-- 
CL) 

Hi l l s i de  Strategy pro jec ts  were not  designed 
t o  incorporate or in tegra te  the lonland/plains 
areas nor the higher- level  r i v e r  va l l ey  
populations and economies. The developant of 
such ares was essentiaL t o  the mediun and 
longer-term welfare o f  h i l l s i d e  populations. 
Such zonal development can provide emp 1 oyment 
and reduce the seascntrt >movement of the 
unenpioyed and landless t o  the h i l l s i d e s  t o  
f o r m  on abandoned or desiccated land, thus 
worsening the erosion problem. 

8. There has been l i t t i e  c ross - fe r t i L i xa t i on  
between pro jec ts  end few in ter -pro jec t  
linkages. As a resu l t ,  there are duplications 
o f  e f f o r t ,  f o r  example, in terms of resenrch, 
Often-times important f indings or discoveries 
that ctiuld improve the inpiementation and 
performance of a number of projects are not 
shared. This  resul ts,  in part, from 
professional lljeatousiesll and also from the 
absence of a I1mechanismt1 f o r  cot lec t ing  and 
disseminating these ins igh ts  and pieces of 
information. 

The physical Inpact o f  the projects on the Establish appropriate measurements on a net ion- 
h i l  l s ide  resources they were supposed t o  enhance wide basis by working w i th  the M i n i s t r y  of 
and protect  i s  not yet clear. A g r i c ~ l t u r e .  Sedimentation piots and stream 

gauges wou\d be a s t a r t i n g  point. 

The d iv i s i on  o f  e f f o r t  over b i t s  and pieces of 
non-continuous farm p!ots meant that no e f fec t ive  
resource protect ion occurred on h i l l s i des  as 
whole. 

Soi ( cor~servation and resource stabi  1 i za t i  on 
projects must be planned i n  the context of both 
agr icu l tu ra l  a r d  regional developnent ; they cannot 
s i t  i n  isolat ion.  

The projects i n  the H i l l s i d e  Strategy do not 
benef i t  from each other. Valuable resources 
(time, money, end h m n  energies) Etre frequently 
invested, but mistakes are k i n g  repeated. 

Focus t ree-p l  ant ing and hedgerow developnent on 
s m l \ e r  and t i gh te r  areas. The ob jec t ive  i s  to  
achieve resource s teb i  1 i za t ion  and impr-ovement on 
?OD% o f  a selected h i l l s i de .  

Developing a regional orientation, s t a r t i n g  i n  Les 
Cayes 

Set up a centra l  information ctearing house t o  
i den t i f y  information and col lect ,  analyze, end 
disseminate, as appropriate, ind iv idua l  p ro jec t  
infotbmation t o  other projects that might benefit .  
Seminars should discuss the projects and 
disseminate useful  information regarding 
si~ccessful approaches. 
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1, HILLSIDE STRATEGY (continued] 

14. There i s  no c lear  cut  USAID or  GOH policy Food and cash crop production have not received Concentrate on food cash crop praduct ion  
regarding food production f o r  domestic prominence i n  the H i i l s i d e  Strategy end as s ac t i v i t i es ,  inctucling crops fo r  export such as 
consurption. There i s  a iso no p o l i c y  f o r  cash resu l t ,  the intended project  output of increased flowers, r i n t e r  f r u i t s  end vegetables. 
or export crop product ion  although one of the income has not materialized. 
objectives f o r  a l  t H't l ts ide Strategy projects 
i s  the improvement o f  farm income and 
standards of l i v i ng .  Few a t t q t s  have been 
made t o  make small farmer Ha i t ian  agr icu l tu re  
more e f f i c i e n t  and export oriented. 

15. Farm cred i t  a c t i v i t i e s  are not  an in tegra l  
part  of the H i l l s i d e  Strategy pro jec t  
ac t i v i t i es .  

i- 16. The H i  1 (side Strategy program has not mode 
u1 

enough of a d i s t i n c t i o n  between s o i l  
conservation and l a r d  reclomat ion. Very o f  ten 
i t  was c lear t ha t  s ~ i l  conservation devices 
were being destroyed because g u l l i e s  were not 
being treated. Once g u l l y  erosion begins, a 
hedgerow cannot r e t a i n  it. 

17. H i t l s i de  pro tec t ion  through the use of 
permanent crops has h e n  neglected. There is ,  
moreover, no r e a l  understanding by devetapers 
as t o  uhy the h i l t s i d e s  are bare. 

18. The primary ag r i cu l t u ra l  problem i n  H a i t i  i s  
land tenure. Nothing sustainable i n  
agr icut ture can be achieved f o r  !he (01-19 run  
i f  land i s  not securety i n  the hands o f  the 
persons who u t i l i z e  i t .  

Without adequate c red i t ,  the farmer cannot acquire 
the basic inputs or too ls  needed t o  irrprove his 
agr icu l t i l ra l  bese f o r  food or cash crop 
production. 

Certain ereas need (and reclamation, not s o i t  
conservation ac t i v i t i es .  The current projects do 
not include these in a meaningful way. 

U n t i l  there i s  a c lear  understanding on behalf of 
the GOH, donors, the PVOts, and the pessants of 
the causal fectors cont r ibu t ing  t o  "bere" 
h i l l s ides ,  r d i a l  ac t ion  w i l l  only continue t o  
f l ounder . 

Abuse of land and i nsecur i ty  o f  tenure are 
d i r e c t l y  correlated. 

Develop a c red i t  det ivery system tha t  m k e s  needed 
cap i ta l  avai lable t o  farmers. Use the lessons of 

' e a r l i e r  unsuccessful c red i t  e f fo r ts .  Essent iaI ly ,  
c red i t  i n  kind, smalI-scale and local ,  without 
huge bureaucracies, i s  most appropriate. 

Promote indigenous leadership which knous and uses 
indigenous technique$ such os plant ing i n  holes 
and a good mix o f  s o i l  conservation end land 
reclamation a c t i v i t i e s .  Also consider increased 
use of t rop ica l  biomass such es bamboo, sugar 
cane, and bananas which are very e f f i c i e n t  i n  
assist ing the plugging of gt i l t ies. 

Organize and conduct er seminar f o r  a l l  p r t i e s  
concerned ui th the h i l l s i d e s  t o  discuss the  
reasons uhy h i  l lsr'des are h r e  and t o  develop a 
consensus fo r  action. 

Assist the governent of Ha i t i  t o  se t  up a Land 
Cer t i f i ca t ion ,  Planning and U t i l i z a t i o n  C m i s s i o n  
d i r e c t l y  charged wi th seeing that  a l l  i d l e  Land i s  
opt imal ly  u t i t i x e d  and that  a l l  land i s  securely 
i n  the hands o f  the users. Land consor idat ion 
should also be e f fec ted where possible. 
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1. HILLSIDE SWATEGY (conti nudl  

19. The second most serious problem facing farmers I n  the Inter  mountain plateaus, i r r i g a t i o n  could Integrate c isterns and small scale i r r i g a t i o n  
i s  lack o f  i r r i g a t i o n  water. Water i s  sorety make a s ign i f i cant  dif ference. For example, systems as possible int:, a l l  in te rvent ion  packages 
needed f o r  domestic, b io - in tens ive  and cisterns could re l i eve  women of ,their work as on the h i l l s ides .  
n u t r i t i o n a l l y  batanced gardens and both cash drawers o f  water erxl permit seed beds a d  
and subsistence crop cu t tu re  dur ing the dry nurseries. 
period, Cisterns in  the uplands a d  stnail 
scale i r r i g a t i o n  systems in  the i n t e r  mountain 
plateaus are natural  extensions of the ' 

H i  l s ids  Strategy. 

20. A strong I ivestock program could make a An opportunity t o  u t i l i z e  tocal resources f o r  Begin s major support program fo r  the l i ves tock  
s ign i f i cant  d i f ference i n  peasant i n c m .  nut t ipte purposes including Livestock feeding has a c t i v i t y  uhich i s  s i t e  snd farm-specif ic. Lessons 
White Linkages could be mede in the present been missed. and prospects shoutd be docwnenred end appropriate 
H i l l s i de  progr-am between biomass f o r  bath s o i l  since hedgerow mater ia l  can feed s i g n i f i c a n t  
conservation & forage fo r  1 ivestock. Such an l ivestock nunbers. 
e f f o r t  has j us t  begun. 
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21. The agroforestry project hes had a nunber of  
acc~nplishments t o  date including the 
invalvement of  peasants, t ra in ing of 
anitimteurs, strengthening of loca l  
ins t i tu t ions and development of  a good t o  
excellent t ree production system, among 
others. 

22. Trees planted by the Agroforestry I project, 
~ccord ing t o  project d i s t r ibu t ion  rates are 
appearing on the ground, a f ter  s i x  months or 
more, i n  the fol lowing percentages: 

2% on h i l l s i des  
10-15% riatianal (y  
35% i n  the best of conditions. 

This i s  i n  d i rect  contrast t o  recent ciaims 
made by PADF and CARE of 50% survival ra te  end 
previously professed claims o f  over 80%. 

2. AGROFORESTRY I & II 

These accomplishments provide a strong base for Continue to  support a range of l'fermer dr ivcn" 
deveioping other ac t i v i t i e s  t o  achieve project ac t i v i t i e s  end strengthen local capacity t o  do so. 
goals. 

Figures for t ree survival rates have been 
exagyerated by CARE and PADF. 

23.Eighty percent of  the funds intended fo r  the The achinistrat ion model being used f o r  the 
tree planting program has beer) spent on Agroforestry I project, which places eqhasis on 
expatriate salsr ies and overhead. Despite the tree production by expatriates i n  nurseries i s  not 
fact that $30 mi l l i o n  has been spent by USA10 va l i d  nor i s  i t  cost ef fect ive. I 

for  tree plentfngs i n  the pas: ten years, the 
to ta l  value of a l l  the trees current ly growing 
does not exceed $300,000, or one percent of 
the investment. 

24.The goals of  reis ing farmers incomes are not Gearing the species more t o  the economics o f  t ree 
yet attained. For example, the projects have and forest products would provide greater 
not rea l l y  looked at trees from the incentives to farmers to  p lant  trees. 
perspective of forest products production. . 

Tree species have rrot been planned f o r  uses 
such as furn i ture and carving, which would 
provide more income generating opportunit ies 
for  peasants. There are apparently few 
persons i n  USAID or the PVOs who have t h i s  
exper i ~ence. 

Conduct an audi t  of the tree survival ra tes t o  
determine rhy h i t l s ides  have only a 2% surv iva l  
rate. USAID should also make an sssessment of  the 
responsibi l i t y  for  these low nwbers end develop a 
plan t o  improve the survival rate and essure more 
accountebi l i t y  i q  the future. 

Examine the expensive inst i tu t ional  super- 
structure and atterrpt to  reorient a larger  
percentage of funds t o  farmer- lev:l t ree p lant ing 
e c t  l ~ i  t i es. Support Hei t i an management 
deve l opnent . 

H i r e  s hands-on technical specialist w i th  
extensive experience i n  the product ion and export 
of forest prducts .  Alternately, USAID should use 
the agroforestry research teem to invest igate and 
implement possible pract ical  recomnendations. 



2. AGROFORESTRY I & I1 (continued) 

25. With the exception of one NCO, the projects Trees can f i l l  both manifest and latent economic Place more emphasis on the production o f  f ru i t :  
have de-emphasized f r u i t  t ree production. needs and thus hetp Ha i t i  t o  be covered by trees trees, fo r  the i r  potent iat  to  increase farmer's 
However, f r u i t  trees are very desirable, nor and stay covered. More f r u i t  trees must be food supply and income. Markets and  f r u i t  
only for shade and, i n  c ~ f f i c i e n t  quat~t i t ies ,  encouraged, especial 1 y those whose f r u i  t i s  not marketing should also be examined t o  ass is t  the 
for the i r  so i l  conservatidn impact, but also yet a gtut on domestic markets. promt ion of sales. 
for  the f r u i t s  they can provide year round to 
improve rural  food supply and income. 

26. After 10 years of operation the program i s  
s t i  t 1 i n  need of seed sources. Peasants are 
just now being alloued t o  grow the i r  own 
seedl ings. 

27. The Agroforestry I I project has not been 
structured t o  overcome the l imi ta t ions of 
Agroforestry I, par t i cu la r l y  the lack of 
attention to  the 81agro40. 

28. SEClD has researched and published 18 reports 
and papers on forest ry  i n  H a i t i :  The resu l ts  
of  these studies have not been applied i n  the 
f ie ld.  

29. Though drought conditions pers is t  i n  Heit i ,  
especislly i n  the Northwest, drought-resistant 
varieties that coutd be cu l t ivated have not 
k e n  u t i l i zed  end the expertise t o  the develop 
these var iet ies does not ex is t  in the country. 

The program has not placed suf f ic ient  emphasis on  
the developnent of  a seed source capable of 
meeting genetic and b iod ivers i ty  needs. 

Without the i n  forestry, e.g. species based 
on perceived need integrated in to  farming patterns 
and  micro-ct inat ic conditions, only (as i s  
happening), marginal success rates w i l l  resul t .  
Whereas the UShID/ADO i n  Ha i t i  had some clear 
ideas as to  how they wished new features t o  be 
incorporated in to  Agroforestry 11 program, 
ac t i v i t i e s  have not been su f f i c ien t t y  
d i f ferent ia ted t o  demonstrate this.  

Research e f fo r t s  t o  date may not be suf f ic ient  l\ 
focused on pract ica l  farm- level applications and 
thus may not meet the operational needs of the 
peasants. 

A s h i f t  needs to be mode i n  Hait ian farming 
systetns t o  a more drought resistant agriculture. 
Perennial crops kike r e f f  grown i n  Ethiopia, o r  
amaranth, grown in the tropicat Americas, would be -- 
ideal crops t o  produce since they are both 
nu t r i t i ous  e n d  drought tolerant. Perennial grain 
potycuItures fo r  marginal Lands shoutcl also be 
secured. 

Develop seed sources and stress seedling survival. 

Reexamine and redefine the agroforestry objectives 
and adjust ac t i v i t i e s  t o  add emphasis t o  
agriculture, tree species for  new uses, and 
integration of forestry into farm planning. 

Re-target end reded ign agroforestry research 
e f fo r t s  toward farm- level issues and problem, 
both technical and f inamia l .  

support the development of drought-resistent 
var ie t ies  t o  improve the environmentel condit ions 
i n  Hait i .  Once again, i t  i s  necessary t o  know 
mrc about exist ing farming systems. 



30. The Targeted Uatershed Management p ro jec t  has 
f a i l e d  t o  achieve i t s  objectives. There are 
several reasons f o r  th is :  1)  Insensi t ive,  
h igh- level  announcements by US o f f i c i a l s  of 
915 m i l  l i o n  for. the reg ion and 2D,000 jobs 
which r e a l l y  never mater ia l i zed bred h o s t i l i t y  
and resentment and discouraged p a r t i c i p a t i o n  
i n  the project ;  2) Lack o f  technical  0 

capab i l i t y  and an absence o f  focus on p ro jec t  
management end goals by some A.R.D. s ta f f ;  3) 
Basic weaknesses o f  the implementation W e t  
and mechanisms ut i ixed which were borrowed 
from other pro jec ts ;  and 4 )  The unbreile 
agency (A .R .D .1  conswned an inordinate share 
of the p ro jec t  funds as d i d  i t s  management o f  
the four NGOs. 

3 Despite the expenditure o f  $15 m i l l i o n  on the 
Targeted Watershed Management a c t i v i t i e s ,  the 
actual, current  on-ground value o f  
accompLishments for  conservation measures 
(e.g. hedgerows, contour canals) i s  no more 
than $150,000, a one per cent re tu rn  on 
investment . 
Despite these fa i t i ngs ,  the TW pro jec t  has 
provided s m  s i g n i f i c a n t  I1icssons learned8' 
f o r  the redesign o f  the pro jec t .  These 
include: 

o The NGOs are  abIe to  cooperate and manage 
the project without an outside Itsuper 
unbrei tau contractor .  However w i  t ho r~ t  
some loca l  implementing agency 
8funbrella,11 accountobi L i  t y  and 
coordinated ef fect iveness w i  1 l be 
d i f f i c u l t  t o  esteblish. 

o There i s  a need f o r  more farm levet 
enatyses. 

o Addi t ional  work i s n e e d e d o n a g r i c u l t u r a l  
improvements and technology. 

The major i ty  of p ro jec t  f d s  have k e n  absorbed 
by a top-heavy a h l n i s t r a t i v e  structure. 
Resources need t o  be rechanneled and projects 
redesigned so inputs can reach the farm 11kvcl. 
The administrat ion s t ruc tu re  i s  f a r  too 
conplicated and heavy, as wel l  as expensive, f o r  
achieving the desired resut ts.  The f a i l u r e  of 
A.R.D. t o  complete studies on acceptabte technical 
intervent ions end on farm systerrs has handicoppd 
the pro jec t  fur ther.  

REEWENOAT IWS 
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Redesign the TWM pro jec t  t o  have more o f  e focus 
on the farmer and Ha i t i an  farming system on the 
h i l l s i des .  Consider the terminat ion o f  the ARD 
component of  the  1WH project .  Reprogram the 
remaining funds t o  continue conservation measures 
u t i l i z i n g  Ha i t i an  organizations.Assist the four 
NGQs t o  develop a l m a t  m e n a g m t  agency i n  
concert wi th the U S A I D  Project Coordinator. 



3. TARGETED WATERSHED MANAGEMENT (continued] 

31, TM4 pro jec ts  have complicated targets and work The administrat ive constra ints o f t en  block the 
plans, organizat ional  st ructures which are goods and services f ran reaching the ut t imate 
cunbersome and top  heavy, and a tm in i s t re t i ve  benef ic ia r ies  - -  the people. 
and f i nanc ia i  requirements which are conplex. 
These have d i s t rac ted  a t t e n t i o n  and e f f o r t  
from achieving p r o j e c t  objectives. 

32. TWM pro jec t  designs do not  a l low f o r  a phasing 
i n  period, e focus on farming systems, a 
fusing o f  techno l og i ca l  approaches, a farmer's 
perspective, or considerat ion st the  aggregate 
level  const re in ts  i n  the technology adoption 
process. 

33.There i s  no comprehensive and integrated p lan  
fo r  watershed development. 

34. Remedies fo r  d i f f i c u l t  a g r i c u l t u r a l  areas, 
e.g. i n  drought prone or h igh  e l t i t u d e  areas, 
ere general ly not  being geared t o  meet these 
s i t e - spec i f i c  features. 

35. The technical intervent ions do not provide 
incentives t o  farmers. There i s  no tang ib le  
incentive system f o r  the farmers t o  ca r r y  out  
soi l enhancement and conservation a c t i v i t i e s .  
There are no incent ives f o r  a g r i c u l t u r a l  
p roduct iv i ty  e i t he r .  

36. Agribusiness end smal l -scale enterpr ise  are 
not par t  o f  the  TW pro jec t  despi te a chronic 
need fo r  income generating a c t i v i t i e s  f o r  the 
landless and land poor. 

The p ro jec t  can not have a favorable impact on 
s o i l  conservation, farm fami iy  income, etc. w i t h in  
the l i f e  of the pro jec t  as present ly structure. 

Even i f  natural  resource enhancement takes place 
on ind iv idua i  farms, i t ' s  con t i nu i t y  cannot be 
assured since some other neglected, but important 
component in  the uerershed, such as the need fo r  
food,' could serve t o  negate i t .  

Without the appropriate diagnosis o f  s i te -spec i f  ic  
problems, generalized remedies f o r  land 
consarvatian, ~.eclamation and agr icu \ tu re \  , 
product ion w i t l  f a i l .  

A meaningful jncentive system needs to be 
developed f o r  farmers i f  conservation and 
a g r i c u l t u r a l  a c t i v i t i e s  are t o  be e f fec t i ve ,  

The absence of a l t e rna t i ve  emptoyment 
opportuni t ies i n  agro-industry and other small- 
scale enterprises has continued to put intense 
pressure on an increasingly f r a g i l e  land base. 
This i s  one of the most important features teading 
in project  operations. 

Restructure and streamline pro jec t  management t o  
achieve more e f f e c t i v e  irn(liementation by r m v i n g  
administrat ive constraints. 

Reevaluate technical approaches to focus more on 
farm needs. - 

Concentrate on t o t a l  mini-watersheds t o  begin wi th 
and al low these t o  a c c m l a t e  i n t o  a l a rge r  
watershed p ro tec t i on  e r r a n g m n t .  

I den t i f y  and diagnose s i t e - spec i f i c  a g r i c u i t u r a l  
problems and appty r d i e s  appropriate t o  a 
spec i f i c  circunstance. 

Develop appropriate incent ive schemes a d  
popularize and inplement these incent ive  schemes 
wi th  the farmers. These u i t t  requ i re  a more 
r igorous examination o f  farm product ion systems. 

Develop a p lan  t o  in tegra te  agribusiness imtd 

smelt-scale enterpr ises such as cot tage industr ies 
i n t o  the H i l t s i d e  Strategy ard TWM p r o j e c t  t o  
create employment and generate income. 



3. TARGETED WATERSHED MANAGEMENT (continuedl 
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37, The farmer/animateur relat ionship has not The farmer/animateur re la t ionship and the Reallocate i d s  t o  promote animeteur devetopment 
reached i t s  potent ial  i n  terms of providing resources necessary t o  strengthen the animateurls and strengthen the ro te  of the arrimateur v is-a-v is  
needed extension services t o  the farmer. work with the farmer have been given low p r i o r i t y .  the farmer. Provide the mnimateur with extension 

methodology, the la test  conservation techniques, a 
few s i t e  speci f ic farming interventions f o r  tssh 
and subsistence crops and e biomess product ion 
or ientat ion geared t o  l ivestock rearing. 

38.Organic manures have been used to address s o i l  
abuse and the extended use that has ceused 
so i l  deterioration. However, attempts t o  use 
onty organic manures, whl l e  comnendobie, ere 
not providing the "quick starts4I necessary for 
generating a s ign i f icant  difference in 
agr icui ture. 

Fer t i l i ze rs  have a place i n  Hait ian agriculture, 
pa r t i cu la r l y  i n  r i c e  and vegetable cul t ivat ion, 
and can be adapted to  the H i l l s ide  Strategy. 

Use a judicious combination of f e r t i l i z e r s  with 
organic menures and good agricul tural  husbandry to 
achieve a~aric i l l tural  f ixes for  peasant a t tent ion 
span. Based on past experience, i t  i s  short  and 
likeiy t o  get  smaller. Integrate f e r t i l i z e r s  in to  
farm plans on a s i te-spec i f ic  bases so the fermer 
can p r o f i t  from i t s  use. 




