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I. BACKGROUND DATA
 

A.- Project Title: 	 Small Farmer Irrigation
 

B.- Project Number: 518-0074 	 nONt
 

C.- PACD: 	Original 8/31/90.
 
Revised 5/31/91 D .
 

D.-Implementing Agencies: CARE 	 D .----.-... 
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INERHI
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II. 	PROJECT STATUS . .. 
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A. Contributions: 
 ...............
;GDO .... 


AID Grant: 	 $600,000 GDO/HFP ...............
 

Counterpart: $794,000 1 GDO:EDI.
 

CARE $250,000 RHUbO.
 
El Sagrario $244,000 RF.
 
PL-480 $300,000 CIR.........
 

_ EMB 

TOTAL 	 $1,394,000 .....................
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The Cooperative Agreement No. 518-0074-A-00-7279-00 signed with
 
CARE on August 31, 1987 provided initially US$300,000 for the Small
 
Farmer Irrigation Project. Through Amendment No. 1, dated April
 
26, 1988 USAID added $300,000 to fully fund the Agreement.
 
Amendment No. 2 dated August 2, 1988 modified the Agreement Budget
 
by reallocating funds among the various line items. Amendment No.
 
3 dated January 11, 1991 extended the PACD, at no additional cost,
 
to May 31, 1991.
 

B. PROGRESS TOWARDS ACHIEVEMENT OF PROJECT PURPOSE
 

The project purpose was to assure the adequate on-farm use of the
 
irrigation water to be made available to Quimiag farmers. Adequate
 
water management was also to contribute to conservation of the
 
farmers' soil, increased yields of traditional crops, and
 
diversification into higher value crops (e.g. fruits and
 
vegetables).
 



The US$600,000 AID contribution was designed to produce the
 
following project outputs:
 

- Assist INERHI to finish the primary and secondary conveyances 
of the irrigatio%. system and start their operation in a 
technically adequate fashion. 

- Assist farmers to install on-farm sprinkler irrigation systems 
on approximately 1,700 hectares of small farm holdings in 
Quimiag. 

- Train small farmers to diversify into vegetable and fruit 
crops. 

- Train small farmers in the use and maintenance of the 
sprinkler system. 

- Provide access to credit to finance sprinkler installation and 
crop production. 

In 1987, AID, the Food Aid Program (PL-480), CARE International,
 
INERHI, the Ministerio de Bienestar Social (MBS), and the
 
Cooperative of Savings and Loans "El Sagrario" committed themselves
 
to develop agriculture in the Quimiag area through the installation
 
of a sprinkler irrigation system. The commitment included
 
finishing pending works of the primary irrigation system to channel
 
water from the Rio Blanco to the communities benefitting from the
 
project. Promotion, motivation and training of small farmers were
 
also to be undertaken to achieve proposed objectives.
 

Considering the conditions and activities mentioned above, th main
 
project accomplishments are summarized as follows:
 

The work on agriculture extension gave the expected results.
 
The communities were very responsive to the introduction of
 
labor-intensive crops which provided additional products for
 
their diet. Some communities received additional income by
 
growing new products such as carrots, beets, garlic, etc.
 
which are sold in the local markets. Sprinkler irrigation
 
contributed to the planting of new crops. Farmers are also
 
working closely with agricultural technicians, thus
 
facilitating communications and benefitting from training
 
activities, particularly in fruits and vegetables.
 

Soil conservation activities had wide acceptance. Through
 
community participation it was possible to incorporate into
 
the production process land that had been left out as
 
unproductive. New crops such as oats and garlic are being
 
planted in the terraces built.
 

The MBS, INERHI and CARE extended their agreement to December
 
1991. The PL-480 program will financially support the project
 



to December 1992.
 

As a result of the coordination among CARE, the MBS and
 
INERHI, the primary irrigation system was put into operation
 
and inaugurated on April 20, 1991. An offshore technician
 
(Frank Kaylor) was contracted to put it to operation. He
 
trained an indigenous technician in the operation and
 
maintenance of the system.
 

Small farmers par zicipated in the building of the secondary
 
irrigation system. In March 1991, the PL-480 program provided
 
funds to the project for the construction of a secondary
 
system in the communities of Llucud and Airon.
 

Fifty six modules of the terciary irrigation system were
 
installed in the Quimiag area.
 

19.5 million sucres were disbursed by the "Cooperativa El
 
Sagrario" for 326 credits to small farmers.
 

The Food Aid Implementation Secretariat authorized the use of
 
s/. 92,625,000 for support to the project from September 1,
 
1990.
 

The project achieved great participation in agricultural promotion
 
through community meetings and observation trips; also, in
 
community organization through the formation and follow-up of Users
 
Boards (for irrigation and soil conservation) which was most
 
evident in the following communities: El Toldo, Llulluchi,
 
Balcashi, Puculpala, Airon, Llucud, Guso and Guntus.
 

Training was a major effort designed to increase the technical
 
know-how of farmers and technicians. Through courses directed to
 
farmers in the communities of Verdepamba and Tumba, in addition to
 
the ones mentioned above, field visits were also organized and
 
didactic material distributed to farmers.
 

Other relevant activities such as on-farm demonstrations,
 
provisions of quality seeds, and agroforestry were developed.
 
Credit was provided for agriculture, livestock and irrigation.
 

C. CHANGES IN PROJECT DESIGN
 

The original PACD was August 31, 1990. CARE requested a one-year
 
extension in view of the various difficulties the project faced in
 
reaching the proposed objectives, and mainly because the primary
 
water conveyance for irrigation was completed by INERHI only in
 
December 1989.
 

USAID agreed to grant only a nine-month extension to May 31, 1991
 
to allow CARE to complete pending work on water installations; to
 
concentrate on crop diversificatijn, particularly onions, garlic,
 
and fruits; to teach farmers how to make use of the new irrigation
 
system; and, to create incentives for production of new crops and
 



marketing of new products.
 

Sustainability during the extension was viewed as a means to
 
further increase agricultural production in the area. Local
 
farmers were to be trained to operate the irrigation system by
 
themselves. Diversification of crops was aimed at helping farmers
 
to raise their incomes, and, in fact, they have realized the
 
benefits of substituting higher value crops for the traditional
 
ones.
 

With the extension of the termination date the project served about
 
900 hectares, of which 733 benefitted. from the irrigation system.
 
The Quimiag area totals only 1,200 hectares.
 

III. POST-PROJECT CONSIDERATIONS
 

A. Recommendations for final adjustments:
 

-	 No final adjustments in project design are required. 

B. Post-Project AID monitoring responsibilities:
 

AID will not continue to monitor this project. However, CARE
 
will continue providing support through 1992 in the Quimiag
 
area, and link certain activities with other CARE projects
 
such as SULAMAN. The PL-480 Program will continue supporting
 
this project financially to December 31, 1992.
 

The MBS has offered to invest s/. 42 million in production
 
activities in the area. A problem exists with the hiring of
 
a local technician for operation and maintenance of the
 
irrigation system, since no one has yet been contracted on a
 
permanent basis.
 

C. Data Collection and Evaluation
 

Neither a final evaluation nor a final audit has been
 
scheduled for project close-out using AID funds.
 

D. Summary of Lessons Learned:
 

1. 	 At the beginning the project achieved poor results due to the
 
lack of commitment by the community groups. The project faced
 
various problems in the area mainly because farmers were
 
manipulated by local politicians. CARE was forced temporarily
 
to leave the area and the project suffered an interruption 
until CARE was able to convince the communities of the
 
benefits they could gain from the technical assistance and the
 
irrigation system. CARE was able to overcome the distrust of
 
the farmers in agricultural development and crop
 
diversification. This series of events created obstacles to
 
the implementation of the project, some of which should have
 
been anticipated during the design phase. Future activities
 
must ensure the community commitment at the outset in order to
 



secure clients' full interest and participation.
 

2. 	 The MBS and INERHI have not been able to negotiate a long term
 
contract for a local technician to operate and maintain the
 
irrigation system. Such commitment and compliance by the
 
public entities should be secured at the start of a project
 
and be a pre-condition for further project support.
 

3. 	 INERH.I was expected to participate actively because of the
 
nature of the project. However, the conveyance channel was
 
completed in late 1989 and water flow in the system began only
 
in February 1990, causing major delays in project
 
implementation. Again, the project seemed to lack appropriate
 
coordination among the various implementing agencies.
 

4. 	 In spite of several requests from USAID, a conservation plan
 
for the upper Rio Blanco watershed was never designed or
 
implemented; instead, IERAC has given tracts of land to some
 
farmers in the area. In the future, an environmental
 
assessment will need to be conducted prior to supporting this
 
type of project.
 

5. 	 The project proved to be successful as farmers realized the
 
benefit of the irrigation system and more communities wanted
 
to participate in the project. Communities from other areas
 
have 	expressed their desire to have similar irrigation system
 
and soil conservation techniques. However, to duplicate this
 
project elsewhere the communities will need to come up with
 
appropriate sources of financing.
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