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1. INTRODUCTION 

"The overall goal of the *U. S. economic assistance to Guatemala is to promote U.S. interests by 
supporting Guatemala's efforts to: 

1) Strengthen its democratic institutions; 
2) Keep its economy stable; 
3) Realize rapid and sustained economic growth; and 
4) Achieve greater participation of all Guatemalans, primarily the historically

disadvantaged, in the generation and benefits of that growth." (USAID
GUATEMALA COUNTRY DEVELOPMENT STRATEGY STATEMENT 
UPDATE FOR FY 1990 - FY 1994) 

This evaluation of the Highlands Agricultural Development Project, Phase II, (Project Number
520-0274), covers the last three aspects of the overall goal mentioned above. This is the third
evaluation of the Highlands Agricultural Development Project. The first phase (HAD 1: 1983
1988) was evaluated by a team from the Associates of Rural Development in December of 1987.
The Small Farmer Diversification Project (SFDP: 1983-1988) was evaluated by a team of two
U.S. and three Guatemalan specialists in August of 1985. Both earlier projects were combined 
into HAD II which began in late 1988 and is scheduled for completion in 1993. 

A third phase to the Highlands Agricultural Development Project was added in 1990 and became
known as Phase III which added new efforts in pest and pesticide management, watershed 
management, marketing and private sector agricultural research. This evaluation covered 
activities funded by all three phases as they currently exist. 

U.S. policy has placed special emphasis on developing the agricultural sector with special policy
reform issues as a focal point. The decision to place greater emphasis on agriculture sector
development was made in the FY 1989-90 Action Plan. This decision was based on the
judgement that agriculture is Guatemala's sector of greatest comparative advantage. This sector
also contains the greatest number of historically disadvantaged Guatemalans who may participate
in'the benefits of growth in this sector. Therefore USAID has placed priority emphasis on
providing support for strengthening the infrastructure and assisting the indigenous populations
of the highlands and other agricultural areas of Guatemala. 



1.1 Background on the Highlands Agricultural Development Project 

The overall project began in 1983 as an attempt to improve the productive resource base of the
rural poor in the Central and Western Highlands of Guatemala. This was achieved by improving
access roads maintenance, creating a pilot reforestation program and constructing small scaleirrigation and soil conservation systems. The first amendment was added in 1985 which
expanded the project's territory into Regions II, III, and IV. It also increased activities in soil
conservation and small-scale irrigation systems but not in road maintenance. Phase I obligated
$15.6 million and has spent $11.1 million as of July of 1990. Irrigation, soil conservation, and
the pilot reforestation program spent $6.1 million out of the $9 million obligated for the life of 
project (1983-88). 

At the same time that Phase I of the HAD project was operating, USAID also funded the Small
Farmer Diversification Systems Project (1983-88) which emphasized agricultural research &
extension, agricultural credit, and marketing. This project focused on the Western Highlands
building model farms and strengthenirg the agricultural research institutes. Its goal was toincrease the production and marketing of nontraditional horticultural crops, and increase intensive
livestock production on family farms in the Northwestern Highlands. 

Phase II of the HAD Project combined the strategies of the Small Farmer Diversification Systems
Project and HAD I, with the exception of the roads component. The geographical coverage
expanded into all the regions except Region VIII (Pet6n). Map 1 shows the location of the 275
mini-riego projects that were funded by the project from its beginning to the end of 1990.Watershed management was added as a major component which has combined the soil
conservation and reforestation elements. The small-scale irrigation systems (mini-riegos) that are
the core of this project rely on the watershed for their viability. If the watershed is improperly
managed, the availability of adequate water supplies for the expansion of irrigation systems will
be affected. Therefore, USAID included this component at the beginning of Phase II in 1988. 

Phase III began in 1990 and strengthens HAD II by increasing the resources allocated for
watershed management, private sector marketing and agricultural research, and integrated pest
management. Both amendments three and four added $22 million into the HAD project for
work on phases II and III. The total life of project funds allocated for all three phases of HAD
is $37 million. The government of Guatemala's contribution over the ten year period, 1983-93,
is projected at $32.5 million in counterpart funds. However, only $ 28.9 million in USAID
funds have been obligated to date and an unknown amount in counterpart funds from the 
government. 
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MAP 1. Number of Mini-riego Projects in Operation by Region. December 1990
 

No. PROYECTOS 	 REGIONALIZACION SECTOR PUBLICODE MINIRIEGO.
 

10 	 REGIOIN L. METROPOLITANA
 
01 GUATEMALA
 

11 	 REOION 1. NORTE
 
15 BAJA VERAPAZ
 
16 ALTA VERAPAZ
 

34 	 REGION III. NOR-ORIENTE
 
02 EL PROGRESO
 
Is IZABAL
 
19 ZACAPA
 

20 CHIOUIMULA 

17 	 REGION IV. SUR-ORIENTE
 
06 SANTA ROSA
 
21 JALAPA
 
22 JUTIAPA
 

29 REGION 	 V. CENTRAL '--= 
03 SACATEPEOUEZ
 
04 CIIMALTENANGO 

-I
 

05 ESCUINTLA
 

127 	 REGION VI. SUR-OCCIDENTE
 
07 SOLOL.A ......
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 U.L 02 , .09 QUETZ ALT ENANGO 

-. 
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12 SAH MARCOS 

47 	 REGION VII. NOR-OCCIDENTE
 
13 IlUEHUETENANGO
 

14 QUICHE 
LiaiSOREGION 	VIII. PETEN 

-- Liit 	 . ,.,.,, 
Total :275 1 EE 
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1.2 	 Issues from Previous Evaluations 

The previous two evaluations of the Small Farmer Diversification Systems Project (542-0255)
and HAD 1 (520-0274) raised several issues which are pertinent to this evaluation of HAD II.First, both of these previous projects fed into HAD 11 and were working with the samegovernmental agencies. HAD I focussed on inigation and roads while the SFDP concentrated 
on diversification. Furtlermore, the tirget population groups were the same. Raising, standards
of living by diversifying agricultural enterprises was the basic tenets of both projects. 

Project-level monitori.ng indicators were developed in both of these earlier projects. However,
difficulty in measuring these indicators and their impact on the intended beneficiaries remains aproblem. Implementation of both of these predecessor projects began without the benefit oi the
baseline surveys contemplated in the original design. 

Major 	r maining issues from the previous evaluations are: 

1. 	 Lack of any baseline surveys on the intended beneficiaries has prevented reliable 
analysis of the project's economic impact. 

2. 	 Weak financial arid administrative management both within USAID and GOG have 
created an operational problem. The lack of counterpart funds within the field
setting has contributed to this operational problem. Efficient disbursements of
obligated funds has lagged, causing a pipeline of $ 14.1 million. The project
remains about two years behind schedule. 

1.3 Scope 	of Work for HAD II Midterm Evaluation 

The objective was to assess the present status of the project implementation, funding,
manage.nent, and coordination with reference to the structure and activities of the Guatemalan 
counterpart institutions and impacts upon the small and medium farmers who were the intended
primary beneficiaries of the project. Another part of the evaluation was to compare the actual
results of each project with the projected results in light of the present circumstances.
Recommendations in project design, implementation and management were asked for in moving
the project towards its stated purposes and goals. 

The purpose of the evaluation was to identify significant factors affecting the present status of
the various project components and activities. Special emphasis was placed on the following
questions: 

1. 	 Is the project achieving its main goal of improving the income of the beneficiary
small and medium farmers? 
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2. 	 Is the portfolio of activities serving the project purposes? If not, should they be 
revised? 

3. 	 How appropriate has the miniriego selection, design and O&M interventions been 
during the period of HAD II? 

4. 	 How appropiate and effective have the soil conservation and watershed 
management efforts been during HAD II? 

5. 	 How appropriate and effective have the efforts to improve research and 
extension in crops and animals been duiing HAD II? 

6. 	 How appropriate and effective have the efforts to improve market access for 
small and medium farmers been during HAD II? 

7. 	 How, appropriate and effective have the efforts to improve credit availability to 
beneficiary farmers been during HAD I? 

8. 	 How appropriate and effective have been the efforts to improve the control of 
pests and pesticides during HAD II? 

9. What is the status of project management, coordination, and communication? 

10. 	 What impact has the project had on government agencies? 

11. 	 How appropriate and effective have the efforts been in achieving greater 
involvement of the private sector in project activities? 

12. 	 How appropriate and effective have the training programs been during 
HAD II? 

13. 	 How adequate, appropriate and effective has tha technical assistance band 
extension been during HAD II? 

14. 	 How valid are the original project assumptions in light of the present economic 
and political circumstances? 

15. 	 What are the options for reprogramming funds and/or extending the life of the 
project? 



-----------

2. PRESENT SITUATION OF PROJECT IMPLEMENTATION 

HAD implementation is about two years behind schedule and has a pipeline of funds that is 53percent of the obligated $ 23.3 million. The full seven person expatriate technical assistance
team from Louis Berger International has only recently arrived in country. The HAD Project
Administrative Unit h.'s recently seen the past coordinator resign due to project management and
policy differences with USAID. The new coordinator took over on April 1, 1991. 

2.1 Overall status of project components 

There are five major components of HAD II which were funded in August of 1988 by a $15million grant amendment. Phase II was scheduled to last for five years until September of 1993.
However, HAD II has been slow in starting due to bringing in an international contracting firmand setting-up a new administrative structure as the centralized project administrative office

(UAP). HAD II should be looked at as a new project rather than as an extension of HAD I. Ithas been slow on starting and only $ 9.3 million has been obligated to date. Table 1 depicts thelife of project allocations of funds by major project component. The largest share, 50 percent,
was allocated to project support services and contingencies. Only $3.4 million has been 
disbursed, or 23 percent of the total allocated for HAD II. 

TABLE 1 

HAD II PROJECT FUNDS ALLOCATED and EXPENDED BY COMPONENT;1988-93 
(in thousand of U.S.dollars) 

Major Component Funds Allocated % Dist. Expended 
Support Services $5,226.5 35 % $3,339 
Contingencies (audits, eval) 2,185 15 % -0-

Credit 4,422 29 % -0-

Research & Extension 1,500 10 % 49 

Land and Water Use 864.5 6 % -0-

Marketing 802 5 % -0
.... .-...--------------....................------------------------------------------

Total ................................... $15,000 
 100 % $3,338 
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2.2 Financial Status of Project Components 

The lack of an efficient monitoring system has prevented an adequate assessment of the present
status of each of the projects sub-components. However, USAID is re-organizing the project's
budget according to the actual components and will have budget line items arranged according
to the sub-components in the near future. As of April 3, 1991, the lack of a clear picture
comparing the amount qf funds expended versus obligated for each of the sub-components was
evident. The following summary of sub-component allocations illustrates the problem in 
comparing expenditures, obligations and allocations: 

LAND AND WATER USE: Total LOP funds: 

Allocated Obligated Expended

Long-term Tech. Asst. $450,000 
 * • 
Long-term Training 80,000 * • 
Short-term Training 96,000 * •

In-couptry Training 136,000 
 * •
 
Commodities 102,500 * •
 

Total .................................... $864,500 * •
 

RESEARCH and EXTENSION 

Long-term Tech. Asst. $225,000 * *
 
Short-term Tech. Asst. 384,000 * •
 
Short-term Traning 64,000 * •
 
In-country Training 50,000 * 
 *
 
Commodities 517,000 * •
 
Construction of Labs 260,000 260,000 49,000 

Total .................................. $1,500,000 
 260,000 49,000 

MARKETING 

Long-term Tech. Asst. $300,000 * • 
Short-term Tech. Asst. 192,000 * • 
Short-term Training 56,000 * • 
In-country Training 70,000 * * 
Commodities 184,000 * • 

Total .................................... $802,000 *
* 
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----- -------------------------------------------------------------------------------------------------

----------------------------------------------------------------------------

CREDIT 

Long-term Tech. Asst. $300,000 * *
 
Short-term Tech. Asst. 252,000 * *
 
Short-term Training 84,000 * • 
In-criuntry Training 150,000 * * 
Commodities 776,000 * 

Loan Fund 2,860,000 * 

* 

•
 

Total ................................... $4,422,000 •
* 

SUPPORTING SERVICES Allocated Obligated Expended 

U.S. Technical Services $2,063,400 3,948,000 1,603,000

In-country Tech. Services 1,610,000 600,000 272,000

Tech. Support in-country 973,000 765,000 551,000

Baseline Study 150,000 200,000 50,000

Environmental Needs 100,000 100,000 1,000

Policy Advisor 
 330,000 PIO/T canceled 
Evaluations and Audits 

*310,000 

Contingencies 

*
595,100 * 

Inflation 
 1,280,000 * 

Construction of UAP Offices 

*
 

-0- 260,000 49,000
Equipment and Vehicles * 1,847,000 377,000
Training 786,000 342,00 

Total ................................................. $7,411,500 8,506,000 
 3,000,200 

• These items are included under other sub-components 

Grand total .......................................... $15,000,0009,300,000 
 3,400,000 

2.3 Administrative Status of HAD H Project Components 

The overall administrative functions of the project were turned toover a local Project
Administrative Office (UAP), when the U.S. contractor's presence was delayed by a year due 
to a protest over the selection of the contractor and delays in contracting procedures. Therefore,
the administration of the HAD II Project began before the U.S. contractor arrived. The original
concept was for the U.S. contractor to serve as the overall project manager on behalf of USAID 
to ensure that resources and services were expeditiously spent on the appropriate components ofthe HAD II Project. The prime contractor did not arrive until mid-1990 and the entire team hasonly recently assembled. 
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The U.S. contractor was to have overall management responsibility for the project. However,
confusion over roles and the multiplicity of functions have caused a lack of effective and efficient 
management systems within the project. The UAP Office, the USAID Project Office, and the
Louis Berger International Project Office all provide inputs into the management and
administration of HAD II. USAID and LBII are responsible for training while the UAP and
USAID are responsible for commodity procurement. Lack of clear definition of the roles in
technical assistance contracting and nionitoring, project implementation, information systems, and
monitoring have all contributed to a lack of trust and understanding of the project team. As a 
consequence, the previous UAP Coordinator took the leadership role and developed a network
of regional offices with UAP chiefs in each of the six regions who controlled the resources and 
project implementation within their regions. 

By the time the U.S. Contractor arrived in Guatemala, the management and administrative 
structure had already been established. The UAP Office was separate from both the USAID and
the U.S. Contractor's offices. Thus, three offices were operating within Guatemala City and
six regional offices were operating under the management of the UAP central office. Due to the
lack of a strong management team with common goals, objectives and management style, the key
player of the UAP central office, the Coordinator, resigned in late 1990. Subsequently, a new
coordinator has been hired to manage the UAP Central Office. It is still unclear what the
respective roles will be of the three central offices in the planning, implementation, and 
monitoring of this project. 

2.4 Outputs Achieved 

Since 1988, the project had activities in all five major components. However, the level of effort
in each has varied. The overall goal is to enable the rural sector to make a greater contribution 
to national economic growth. The purpose is to increase rural agricultural productivity and
profitability. During the past two years, the HAD II project has increased agricultural
productivity through irrigation schemes that allowed small and medium farmers to use multiple
cropping in areas that previously pioduced only a single crop of corn or beans. 
The specific achievements in each of the five major components including the budget allocations 

are summarized below: 

LAND AND WATER USE ($864,500) 

1. Small-scale irrigation projccts became operational on 69 sites in seven regions of 
Guatemala. The area under irrigation grew by 627 hectares and benefitted 1,888
families. New horticultural crops were int;oduced on most of the 69 sites. At least two
harvests per year of vegetables and one of beans arid/or corn were obtained on most of 
the newly irrigated lands; in some cases, corn and beans have been entirely replaced by 
non-traditional crops. 
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2. Social cost payments have been a primary incentive in successfully promoting soil 
conservation activities in all project regions, such as construction of terraces, contour 
rows, rockwalls and live barriers. 

RESEARCH and EXTENSION ($1,500,000) 

I. A new biotech laboratory was partially funded by the HAD II Project. USAID
provided about one-third of the construction cost (Q. 132,718) on the "Centro de 
Production Labor Ovalle" in Quetzaltenango. This is in support of the diversification of 
the project. 

2. ICTA and DIGESA designed a new research system to help solve site-specific
production problems but it is not yet implemented due to a lack of financial resources. 

3. Integrated pest management activities began in a few regions. Training programs
benefitted 70 DIGESA personnel who transferred their new knowledge to growers within 
the mini-riego systems. 

MARKETING ($802,000) 

1. Farmers' markets are operating regularly in 26 locations. In 1988, when the HAD
II project began, there were only eight farmers' markets. Most of the farmers' markets 
were established by INDECA. Informal calculations estimate that about Q. 3,000 per
week of mini-riego produce is being sold through these outlets. This represents about 
10 to 15 percent of all mini-riego produce sold weekly. These markets have been 
established with the assistance of MAGA. 

2. Progress on establishing a comprehensive marketing information system has been
limited to collecting weekly price data on 21 commodities in the Guatemalan City market 
area. However, INDECA has established some regional price information systems on a 
limited basis. 

3. Marketing seminars have been held for mini-riego members. 

CREDIT ($4,422,000) 

1. In the last two years, 69 miniriego projects were funded by Bandesa for new
installation of irrigation equipment. The number of individual credits went to 515 
farmers for a total amount of Q. 5.422 million. In 1990, the first of 89 production and
maintenance loans were provided to 89 farmers for a total of Q. 323,465. Bandesa also 
started providing the first marketing loans to 37 growers during 1990 for a total of Q. 
528,450. 
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2. BANDESA began to improve its credit operations and administration by allowing
1,199 staff members to attend 53 training courses during the past three years. About 75 
percent of the participants were from the regional banks. 

3. Decentralization has begun within BANDESA but the $2 million in grant funds 
earmarked for the loan trust fund has not been released. 

SUPPORT SERVICES ($5,226,400) 

1. Project management was intended to be transferred to the prime contractor in mid
1989. However, the creation of the other institutional arrangements derrived the prime
contractor of the expected management role. Only seven consultants ae directly part of 
the contractcr's team. 

2. Technical support services are managed under the Project Support Unit (UAP) in 
separate offices from the Contractor. 

3. The first special study on social payments for soil conservation work has recently
been completed. Other studies are in the pre-planning stages with the baseline survey
receiving top priority. 
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3. FINDINGS OF EVALUATION TEAM BY PROJECT COMPONENT 

During the first two years of HAD II, 69 new miniriego projects were brought on-stream andthe 515 new farmers were making use of the new irrigation by growing new crops and increasing
their net incomes. Local farmer groups have been organized and are attempting to operate their new irrigation systems with the help of DIGESA agents. Marketing of the new crops continues 
to be an area needing ftirther study. 

One factor that often was mentioned to the team during field visits was the lack of resources
available for effective implementation. Project personnel at the regional and field levelcomplained of a lack of both financial and material resources. The lack of counterpart funds,
,hat were originally envisioned as .an integral part of successful project implementation, hasnegatively affected both project morale and the operations of the project within the miniriego 
systems. 

The lack of clear operational plans, at the national, regional, and field levels, was apparent. Both
the regional governmental agents and the national administrators lack any concrete set of goals
as to the empirical target groups and outputs within each region. 

KEY FACTORS AFFECTING THE PROJECT COMPONENTS 

3.1 Mini-Riego Construction 

Financing: 

Loans have been provided by Bandesa for the purchase of the irrigation equipment including the pumps and electrical installations for the (Jeep wells. Grants from the Ministry of Agricultare
provided direct payments to the drilling companies who drilled 87 wells. However, only 46 ofthese wells are operating. Thirty-three wells are waiting for financing and design studies while
the other 8 were technically not app.opriate for providing adequate water for irrigation. 

Technical Assistance: 

I)IGESA engineers with the assistance of consultants from UAP provided the irrigation designs
for the selected mini-riego projects. These on-farm delivery systems were adequate in getting
most of the irrigation projects operable. 
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3.2 Mini-Riego Organization and Management 

Financing: 

Loans for the production/maintenance and marketing are provided by Bandesa. Only 126 credits 
were provided during 1990 for all 6,718 farmers. One of the major problems in the delivery of
credit for production and marketing is the lack of information available to farmers and field
personnel on the availability of such credit. Either the farmers are not aware of production and
marketing credit or they are not eligible for credit due to their delinquency in paying back their
construction loans. Other administrative factors may also have affected the small number of 
credits actually delivered by Bandesa. 

Technical Assistance: 

The selection process for mini-riego sites is described in a UAP manual. However, the actual 
sequence of events in organizing the group and developing a management plan for the operation
of the mini-riego needs further refinement. Problems in the 0 & M interventions once the 
systems are installed are beginning to surface. Down-time with the drilled wells will increase
due to inadequate group organization and operator training. Marketing plans and contingencies 
are lacking within the farmer mini-riego groups. 

3.3 Soil Conservation 

Social Cost Payments (Pago Social): 

This was intended to motivate farmers to construct soil conservation structures. The use of social 
cost payments has been a highly successful motivating force. However, clear, well-defined
criteria for evaluating and selecting farmers eligible for social cost payments do not exist. 

Technical Issues: 

DIGESA has not yet developed a land capability 
Amendment 3. However, DIGE3OS does us-

map overlay system as required in Project 
a map overlay system for its watershed 

management planning. 

3.4 Watershed Management
 

Institutional Coordination and Management:
 

Forestry, watershed management, and soil conservation activities need better coordination at the
national, regional, and field levels. Two Ministry of Agriculture organizations are responsible
for managing the HAD Project natural resource management activities. DIGEBOS (forestry and 
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watershed management) and DIGESA (soil conservation) are working with only limited interinstitutional collaboration. The project lacks an overall monitoring system to track forestry,
watershed management, and soil conservation activities. 

3.5 Agricultural Research and Extension 

Financial: 

The ability of ICTA to focus its research on the HAD Ifproject activities has been limited bythe lack of direct project funding related to the mini-riego activities. The only direct projectfunds went to partially fund a biotechnology laboratory. The Agricultural Research Fund (ARF)
under GEXPRONT has been established but has not had any direct effect on the mini-riego
projects. The Special Technical Assistance Fund (FEAT) has only recently begun to function
and is funded by the HAD project. This type of technical assistance will need to be closely
monitored in order to judge its cost effectiveness. 

Extension: 

ICTA, DIGESA and DIGESEPE provide a limited amount of extension through the integration
of personnel through a group called EIMATs within each region and field site. However, theintegration of technical personnel within such a system has not worked effectively in the delivery
of services to the farmer mini-riego groups. ICTA works in both the basic and applied research 
areas while DIGESA and DIGESEPE concentrate on the extension work with the farmers. Thespecific kinds of extension needed by the mini-riego depends on its stage of development and thetype of crop or animals raised. In many cases, the lack of practical, technical expertise by the
EIMAT agent has affected the relationship with the members of the mini-riego. 

3.6 Marketing 

Information: 

There is no system in place to collect daily price information on commonly traded commodities
in major regional markets. Information on potentially profitable crop alternatives, particularly
for export marke,s is deficient. 

Dissemination: 

Even if marketing information collection was adequate, there is not an adequate system to placesuch information into the hands of motivated users. This needs to be done on a timely basis and 
in a usable format. 
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Credit: 

Liquidity needs often force farmers to sell at low prices. Marketing credits presently available 
through BANDESA probably cover less than 4 percent of the mini-riego farmers' needs. 

Logistics: 

Most mini-riego farmers operate at a competitive disadvantage because they have little control 
over middlemen functions involving transportation, negotiation, storage, and consolidation. 

Purchasing: 

The prices that mini-riego farmers pay for inputs such as imported fertilizers and pesticides are 
often excessive. This depresses their incomes substantially. 

Organization: 

Mini-riego farmers are often unable to organize themselves into a collective and effective force.
This prevents them from taking advantage of the larger scale attributes and thus, hinders them 
from earning higher incomes. 

3.7 Agricultural Credit 

Credit Access: 

The credit process for construction of mini-riego systems is reasonably simple and efficient. 
construction credits are based on the technical aspects and designs made by DIGESA 

The 

technicians at no cost to the borrower. However, the credit process for the production loans is
long, complicated, bureaucratic and inefficient. Credit for marketing is even more difficult to 
obtain. 

Organization and Management of Bandesa: 

The agricultural bank is encountering serious administrative and personnel problems regarding
collection activities. This has resulted in about 35 percent of all mini-riego loans falling in 
arrears. There are different collection procedures for regular loans and "fideicomiso"
construction loans. The "Decentralization Plan" is not working well in solving the 
administrative and operational problems of the bank. 
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4. CONCLUSIOV S ON PROJECT IMPLEMENTATION 

Overall, this project is much larger than was originally envisioned by project developers andshould more accurately be relabelled as a major program. Therefore, the conclusions from theten member mid-term evaluation team are aimed at making this program more effective andefficient in achieving the real potential of the mini-riego development within the context of the
watershed management junit. 

Specific conclusions and recommendations are found in the eight annexes prepared by theindividual members of the consultant team. The overall conclusions including the evaluation of
the project management systems are included in this general report. 

The general conclusions are the following: 

4.1 Project Implementation: 

1. The second phase of HAD is just beginning even though there is less than two andone-half years left until the PACD. The international consultant team has recently arrived
and is integrating itself within the GOG's institutions and the UAP. It does not appearfeasible that the project's goals can be reached within the short time remaining in the 
LOP. 

2. The drilling of additional wells in new areas may be unproductive until the
delivery systems of appropriate credit, technical assistance and marketing are in place.
New mini-riego construction projects should be linked with properly conceived watershed 
management plans. 

4.2 Project Funding: 

1. Only $9.3 million has been obligated from the $15 million USAID grant made in1988 and earmarked for HAD Phase II. From HAD II Project Funds, $3.4 millin has
been largely spent on project support services since 1988. It is impossible to determine
the amount of project obligations and expenditures to date for each of the project sub
components as defined in the original allocations in Project Amendment 3. 

2. Counterpart funding by the Government of Guatemala has reached field offices of
participating institutions in limited amounts. Field personnel frequently indicated that the
lack of funds hindered the successful execution of various field activities. 
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3. The total HAD natural resources funding for the life of the project is$31.2 million
of which $23.3 million has been obligated and only $11.0 million expended. Only 35percent of the total project funds have been spent in seven and one-half years of the ten 
year project. Therefore, the project is behind the rate of expenditures expected and
would have to increase its rate of expenditures in the next 29 months to reach its goal. 

4.3 Project Management: 

1. Project management decisions in the past have3 been made by the UAP
Coordinator, sometimes with the concurrence of the USAID Projecl, Officer or with theVice Minister of Agriculture. Few decisions were made in the regions or by the end
users of the project. The participation by the mini-riego farmer groups in project
management decisions appears to be almost non-existent. 

2. The UAP central and regional offices vere effective in coordinating project
activities within their areas. They administered project funds and promoted the mini
riego projects at the stall-up stages. However, follow-up and evaluation of the technical
assistance and productivity of these newly irrigated systems were lacking. Theeffectiveness of the financial management of project activities by the UAP remains
unclear. The UAP distributed project funds to the regions in accordance with USAIDprocedures on financial control. A local accounting firm has been contracted to design
new accounting and control systems for the project. In addition, an audit of Phase I is 
being undertaken by the local branch of Price Waterhouse. 

3. The effectiveness of the executive and technical committees at the national level 
was difficult to assess since the new government was only recently established and a new 
group of committee members were installed. However, the general opinion of the project
administration is that the technical committee is critical in linking project support withinthe six government institutions (DIGESA, BANDESA, ICTA, DIGEBOS, DIGESEPE,
and INDECA). 

4. The regional agriculture development committecs (COREDA) and the project's
regional executive secretariats worked together inplanning activities and regional budgets.
However, the execution of regional operational plans and budgets was rarelyaccomplished. This created frustration within the COREDA committees focused at theregional executive secretariats and at the central UAR office. 

5. Due to the existing institutional structure, Louis Berger International cannot
effectively and efficiently manage the project. The prime contractor arrived about a yearfollowing the installation of the project administrator into new offices of the UAP. TheUAP, in reality, managed the pioject on a daily basis reviewing regional implementation 
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plans and budgets and distributing project funds according to their own perceptions of
implementation progress. The prime contractor was providing consulting services for 
seven out of the 32 full-time consultants on the project. Due to lack of space in theexisting UAP project offices, the prime contractor set-up separate offices from the UAPAdministration and USAID. It seems impossible for the U.S. prime contractor to monitor
and ensure performance of all 32 consultants when only 7 are directly under its 
management control. 

6. USAID's project management structure under the Office of Rural Development,
with a full-time project officer, has not been conducive to both effective and efficient 
management of project resources in achieving the numerous project objectives. Itappeared that too many individuals were involved in the project from the beginning.
About 24 project activities have been added to the HAD project with the concurrence of
USAID and the Ministry of Agriculture. The functions of the UAP, the primecontractor, and the USAID office in implementing the project remain somewhat obscure.Both financial and human resource control systems were weak. Appropriate logistical andtechnical support are not the most effective for promoting project activities. 

4.4 Project Coordination 

1. Currently, the coordination committee consists of the National Coordinator, the
USAID Project Officer, and the prime contractor's chief of party. 

2. The lower level tcams of technical assistant5 within each region contained
members from the participating agencies (EIMATS). They attempted to meet frequently
to jointly solve the technical and marketing problems of the individual mini-riegos.
However, their level of expertise was often insufficient for solving the specific technical
problems of the individual farmers within thc mini-riegos. 

3. The regional agricultural development committees COREDA) met periodically
to coordinate -nd mnan.ge the activities of the six agencies within the mini-riego project.
However, without approved operational plans and budgets, they were not able to
efficiently implement project activities at the regional level. 

.. Operational plans within regions are not being used. Impact indicators forspecified geographical areas and project beneficiaries have noz been cleirly defined. Untilthe various systems (i.e., production, protection, maintenance, marketing) within eachwatershed containing mini-riegos are clearly identified, it will remain extremely difficult 
to design effective operational plans. 
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5. Without common goals and specific joint objectives, it is difficult to operationalize 
a plan requiring many government agencies' participation. When numerous governmental
organizations and loosely knit mini-riego groups must work together, it is essential thatall groups buy into the plan and work within the jointly acknowledged parameters of
limited financial, physical and human resources. Without realistic operational plans, most
of the mini-riego groups, the other members of the community outside the mini-riego, and
the government will continue to work within their own frames of reference. 

4.5 Activities that are Operating Effectively in Achieving Project Objectives: 

The following activities were considered by the mid-term evaluation team as positive inputs into 
the overall project goals and should be continued: 

I. Constnction and Operation of Mini-Riegos: Bandesa provided 69 construction
loans during the past two years which benefitted 515 farmers. The Ministry of
Agricultnre paid for the drilling of 87 deep wells of which only 46 are operating. The
other 33 have not yet received loans for equipping them with the pumps and irrigation
equipment. The remaining 8 were not appropriate for mini-riego projects. However, the
drilling of deep wells should cease until further studies are done concerning their
economic viability and cost-benefits. The operation of the 275 mini-riego groups are
benefiting about 6,718 farm families who are producing vegetables, beans, and corn on 
about 2,863 hectares of irrigated land. 

2. Extension in Production of Nontraditional Crops: Both ICTA and DIGESA are
applying research findings to the introduction of fruits and vegetables that have not been 
actively grown on mini-riegos. Snow peas, french beans, broccoli, cauliflower, onions,and tomatoes are some examples. New citrus varieties, mangoes, zapotes, cashews, and
other tropical fruits are receiving attention at the DIGESA experimental and multiplication
nurseries at Los Brillantes. 

3. Providing Marketing Assistance to Selected Mini-Riegos: INDECA has not yet
begun to provide marketing assistance but the potential for organizing the farmer groups
within the mini-riego systems appears good. The feasibility of associations of mini-riego
groups marketing their produce directly to farmers markets or regional markets is high. 

4. Undertlaking Soil Conservation Works in Mini-Riegos and Elsewhere: The
cumulative effect of constructing bench terraces, dead and live barriers, and other soil
conservation measures have had a positive impact on water infiltration and groundwater
recharge in selected locales. 
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5. Improving Watershed Management in Selected Watersheds Where Mini-
Riegos are located: Natural resource management techniques and practices promoted by
PROMIM appear appropriate, effective, and well-adapted to specific project sites. 

6. Providing Funds and Assistance to Selected Private Firms to Provide
Technical Assistance to Farmer Groups: This activity is only beginning under theFEAT Program. Studies are needed concerning the appropriate selection of the mini
riegos and measuring the effectiveness of such a program at different stages of the 
development of an irrigation scheme. 

7. Improving the Capabilities of the Plant Protection Technical Group to
Monitor and Control Pesticides: This activity needs to continue but a realistic 
operational plan for improving human resources should receive priority. 

8. Development of a Research and Extension Program in Integrated Pest
Management: This ICTA program is well integrated with technicians from CATIE,
ROCAP, and the Pan American Agricultural School in El Zamorano. The IPM plogramwill concentrate on the control of pests and diseases on cabbage, broccoli, snow peas,
melons and tomatoes. In work related to the mini-riegos, the program will concentrate 
on biological controls and the selective use of both natural and inorganic pesticides. 

9. Upgrading BANDESA's Operations: This agricultural bank is encountering
serious administrative and communication problems amorg its branch offices. The
reviewing and upgrading of its operating procedures for all major activities should receive 
top priority before the old procedures are computerized as part of its "modernization" 
program. The reorganization and modernization of BANDESA should receive top

priority rather than the "Decentralization Plan."
 

I ,. Using USAC Students to Study Mini-Riegos: This program has not been studied
but if the thesis results add to the bank of knowledge on mini-riego developments, it
should continue. The UAR office should bc collecting copies of the thesis r, search andthe proposed new baseline surveys and other studies should review whatever literature
exists on the mini-riego systems. The benefits from the studies needs to be reviewed with 
the administrators from the University of San Carlos. 

11. Bean Seed Activity: This activity to improve seed should have a positive effect 
on the mini-riego since so many farmers grow beans, the staple crop of Guatemala. 

12. Gremial Research Fund: This relatively new program under the Agricultural
Research Fund (ARF) is working with ICTA to develop better high income crops such 
as snow peas. This private sector activity operates through GREXPRONT. 
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4.6 Activities That May Not Be Operating Effectively in Achieving Project Objectives 

1. Gremial General Support: This Phase III activity has been continued from thepreceding agribusiness projet. The impact on the mini-iiegos could be considerable if
efforts are spent on assisting with the marketing of crops from the mini-riegos. 

2. Extension and Other Work in Animal Husbandry: The introduction ofanimal husbandry on a large scale onto the mini-riego seems unlikely. These small
farmers have household poultry, rabbits, pigs, goats, and an occasional cow but not anylarge-scale herds. Therefore, work in this field is unlikely to have any major long-term
benefit on the mini-riego farmers market-related actixities, but will likely enhance their 
nutritional standards. 

3. Providing Assistance to the DIGESA Research and Dissemination Farm,
Los Brillantes: This nursery contains one of thz largest germ plasm banks for tropicalfruit trees. Experiments on propagation techniques in 45 varieties of citrus and 40varieties of mangoes is on-going. About thirty other species of tropical fruits are under
study. Dissemination of the results has been limited and the distribution of these adaptedvarieties to the mini-riegos and other orchards has not been part of the program.
However, the potential for contributing to new plantings and markets for tropical fruits 
seems strong. A marketing program for these impioved varieties is needed. 

4. General Support for DIRYA: This national, large-scale irrigation program ispartially supported by two full-time consultants and one part-time irrigation specialist.
If it contributes to improving irrigation techniques in the country, it might have some
effect on the larger river basins and watershed management systems. 

5. The Community Forests Program: The "MosquesComunales
Project" as it currcntly exists should be discontinued and selected components should beintegrated into the PROMIM Project jointly executed by CARE, DIGEBOS, and the
Peace Corps. Such a merger would result in a better use of limited staff and resources. 

6. Decentralizing BANDESA'S Credit Operations: The present plan is extremelybureaucratic and will not solve the administrative and management problems that hinderthe efficient operations of the bank. The plan does not identify or solve the basicoperational problems. BANDESA needs a reorganization and modernization plan or it
will onl!y entrench the present problems throughout the regions under its "Decentralization 
Plan" 

7. Support for the Forestry Action Plan for Guatemala (FAPG): Since 1989,until early this year, the technical advisor to the UAP for watershed management andforestry activities was seconded by MAGA (with USAID approval) to serve as thenational coordinator for the development of the FAPG. According to most accounts, the 
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advisor spent over 90 percent of his time working on FAPG, at great expense to the
oversight of HAD NRM activities. Furthermore, since the Natural Resources/PSC wasnot invited to UAP meetings, it can be safely assumed that forestry and watershed 
management activities, and coordination with other HAD II components, suffered during
this period as well. 

Although the FAPG was recently published in March 1991, and there are indications that
the UAP technical advisor will now be available to resume near full-time duties under
HAD II, it is unclear whethei this will be oossible. This assessment is based on the
assumption that MAGA will continue to seek the assistance of the UAP technical advisor 
on future FAPG matters or high profile projects ,.-f national importance. 
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5. RECOMMENDATIONS 

The purpose of the mid-term evaluation was to recommend changes in design, implementation 
and management which would enhance the project. The following activities are recommended: 

5.1 	 Design of Project: 

A. 	 The Project should be Extended for-Two Years in order to achieve the Goals of 
Increased Productivity and Sustainability. 

Since the new technical assistance team and new activities have only recently begun, theevaluation team strongly recommends that this new phase of the HAD project be looked at as a"new" 	project and the timeframe extended from the original project amendment. The prime
contractor arrived in-country almost two years after project amendment number 3 was signed inlate August of 1988. New activities have recently begun with the technical assistance teams ofboth Louis Berger International and CARE such as watershed management (PROMIM), thespecial technical assistance fund (FEAT), the Agricultural Research Fund (ARF), and plantprotection and training in integrated pest management. Additional time would enhance theprobability that these activities and others would be sustainable over the longer term. 

Three different strategies might be considered in implementing the project: 

1. 	 Concentrate the technical assistance efforts within the existing 275 mini-riego projects.
Promote agricultural productivity, sustainability of th, organizational and management
aspects of the irrigation systems, and place priority on the development of the small
farmer marketing stratergies and operations. 

2. 	 Expand successful mini-riego models throughout the seven regions of Guatemala. 
Promote a combination of public and private technical assistance and accelerate the
delivery rate of new loans in the construction of new mini-riego systems. Also, increase 
the rate of production and marketing loans into ,11 the regions. 

3. Concentrate project efforts on strengthening existing mini-riego projects and develop new
irrigation, production, marketing and other systems within the 20 targeted FROMIM 
watersheds. 
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B. The Development Model Guiding the Project should be Defined more Clearly. 

Although there are some general conceptual guidelines in the project paper and in otherdocuments, there is no clear development model in the field nor in the administrative offices.In fact, there are many models that operate due to the nature of the project that attempt tocombine the efforts of many national and international institutions, and this is part of the 
problem. 

Perhaps the best way to"develop such a model is to first determine what is expected to happen
at the community level as a result of the intervention of this project. If this were defined at the
community level, it would also help in the definition of what should happen at the componentlevel so that the initutions can be strengthened for the future. The danger in making this thetarget point is that the institution becomes an end in itself and consumes the resources internally,
leaving little for work in the community. 

In the absence of a clearly defined, community-targeted model, other models gain precedence.
One of the most common in government institutions is that of "Power and Patronage". Thismodel uses resources to develop power centers and to get loyalty by rewarding the faithful. Itappears to have affected the operation of this project in the Administrative Unit, in theGovernment Institutions, in A.I.D., and even in the hiing of consultants. 

This project has a number of limitations that also must be taken into account. This project will 
serve only those selected communities that have water thatresources make "mini-riego"possible. Also, the water resources are limited within the community. Already, there is someevidence of elitism and envy as a result of the projects. As a result, the project cannot be
completely planned from the bottom-up although it is important that the farmers participate in
the planning process. These limitations need to be acknowledged from the beginning so that thefalse starts that have been characteristic of the planning process at the local level do not

completely disrupt the farmers and regional technicians.
 

5.2 Implementation: 

A. Immediate attention should be given to solving the Problems of Budgeting and 
Expenditures. 

The most common problem expressed at the community and regional levels was that expected
material resources as well as training, information, and help from the national and international
advisors did not reach the field. Funds for gasoline, per diem, and vehicles must be forthcoming
if the project activities in the field are to progress. 

One of the most dynamic aspects of this project is the process of operational planning that hasbeen developed at the EIMAT level. It is particularly important because it brings the localtechnicians and the farmers together in a participatory process that guides the delivery of 

24
 



services. This can be one of the most important aspects of the project in terms of coordination,
sustainability and institutional development for the future. 

This operational planning process has been carried out in most of the regions but breaks downwhen the expected resources do not materialize. As a result, the local agents do not have the 
necessary operating resources to give the level of technical assistance needed at the farm level.
This resource allocation is crucial to the success of the project. Both Government of Guatemala
Counterpart Funds and the USAID Grant Funds must be allocated as one package if the project
is to continue successfully. 

B. The Delivery System of Project Gods and Services needs further Clarification 
and Unrelated Activities Eliminated. 

It has been difficult to determine exactly what the measurable outcomes of the project should look
like and where and when they can be seen. Even the Log Frame of tile Project Paper does nothelp very much in this task. This is related to the lack of a model of development for project
activities. If clear outputs are not expected or observable at the community level, then other
activities begin to take over and intermediate goals become ends in themselves. For example,
if research and extension are not farm-oriented, it is easy to direct all the resources to the
development of a "perfect laboratory" or an "ideal experimental farm". 

Once the outputs are precisely defined at the community level, it will be easier to see how the
different institutions and activities fit into adelivery systerm to make that possible. It would seem
that each budgeted activity that has been allocated to the projct should fit somewhere in that
delivery system with a clear path to the delivery point at the community level. If the lines are 
not clear, perhaps that activity or job position should be eliminated. 

5.3 Management 

A. An Effective Feedback and Information System needs to be Developed. 

The information system being planned will help :olve the problem of a lack of periodic reporting
on detailed project activities from the field as well as from the central office. This problem may
be related to the lack of clearly defined products or goals at the community level, the lack of
adequate operating funds during the last year or the changes in project administrators. 

It is better to start with a few items and ge' the system working rather than to wait for the perfect
information system. Many information systems never become workable because they start too
sophisticated and are too time consuming both at the field and the processing levels to be useful 
or timely. An information system should be helpful in decision-making at all levels and not just 
an idle exercise. 
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B. The Administrative Model needs further Clarification. 

The central management structure of the project that was appended under Phase IIadded another
level of bureaucracy that was not evident under HAD Phase Iwhen the project operated in only
a few regions with the project administrators located in the field. There is a desire to someproject personnel to return to the previous model in which decisions were made more rapidly and 
resources were available to the field more quickly. The process should begin to discuss these
issues with the key institutions and to work on refining the role of the central administration 
(UAP). 

C. The Development Planning and Operation Process needs further Clarification 

Planning for the execution of the last 29 months of this project needs renewed emphasis.
Operational planning seems to be going on at many levels in the regions as well as among the
consultants and administrators in Guatemala City. It might be beneficial if the administrative
relations among all of the 32 consultants, national and international, along with their local
institutional counterparts were more clearly defined. This might be best accomplished by acombined office location or being housed in the related government institution. Separation of
offices only serves to increase the professional envy that too often exists already in parallel 
institutions. 

The planning workshops that were initiated in some areas could be expanded to the whole 
country. Operational planning seems to be working at the EIMAT level that could be carried 
over to the COREDA. The services of both the national and international advisors should be"marketed" throughout the seven regions by frequent personal contact with the field. The perfectplanning model has not yet been invented so there needs to be some flexibility in any standard 
process that is instituted. It should also be evaluated and readjusted accordingly. 

D. All Project Consultants, Advisors and other Project Related Personnel should 
make more Frequent Field Visits and Initiate Training of Trainer Programs. 

The technical ass2 tant teams of both national and international advisors should spend three weeks 
per month in the field. Training the counterparts, working with the EIMATS, the agricultural
representatives and the farmers are all essential parts of agricultural development. One of the
frequent complaints heard in the field was the need for more help from the advisors.
Professional workshops in "selling the produci" may be needed so that the intended beneficiaries
know what is possible under this project. Furthermore, efforts should concentrate on thetraining of trainers to help implement the new activities in integrated pest management, natural 
resource management, efficient water applications, and better marketing strategies. 
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E. 	 A "Project Management Team" of Four oi' Five Persons should be Appointed for 
Operational Planning and Institutional Development. 

A vision is needed of what should happen at the local level in practical terms. The eight annexes
each have specific recommendations which are summarized below. A core of four or
dynamic individuals should be appointed to begin the dialogue. 

five 
The functions of this team are 

to win the confidence of all the "players" in the project by defining the development model and
operational processes that are necessary in implementing this project in the direction of
sustainability. This tearfl will bring together the local technicians, the farmers, the government
institutional managers, and the UAP and USAID administrators in a participatory process that 
guides the delivery services. 

A small team should be identified, including members from USAID, the consulting team, the
Project Administrative Unit (UAP), and representatives from the Ministry of Agriculture and 

teamBANDESA. This should begin by starting the process of describing the development
model. They should be decision makers or hae direct access to those making decisions in their
respective organizations. They should have knowledge of field operations based on personal
contact with mini-riego groups in the field. This team needs to have access to all levels of the
operation from the field up through the administrative unit to the Ministry of Agriculture and
Finance decision makers. If this team operates in a dynamic manner, the project shou!d be able 
to impro'e its delivery system of services to the watersheds and move toward sustainability. 

5.4 	 Component Specific 

Land and Water Use 

1. 	 The tributary watershed and NOT the area occupied by a mini-riego system should be 
used as the functional planning unit for ALL HAD II project activities. 

2. 	 Simple master plans should be prepared to guide controlled, sustainable development of 
the tributary watersheds where mini-riegos currently exist or are plained. 

3. 	 The community forests project should be discontinued as it is currently structured and 
selected compnents merged into the PROMIM Project. 

4. 	 CARE, DIGEBOS, and Peace Corps should revise their watershed management 
implementation plan (PROMIM). 

5. 	 All future soil conservation activities should be concentrated in watersheds where mini
riegos are located to ensure that the investments made by farmers are protected. 

6. 	 The use of "pago social" to individual farmers should be reconsidered and greater 
attention given to community groups working on communal or municipal lands. 
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7. 	 The number of new mini-riegos should be limited and be influenced by evaluating the
possible impact on future irrigation development. New deep wells should NOT be
drilled. The 33 	wells not yet equipped should be considered for new mini-riego projects. 

8. 	 Future emphasis should be on increasing production and demonstrations that provide
guidance for future planning of irrigation developments. Priority should be assigned to 
areas of good potential for shallow wells. 

9. 	 Expatriate practical irrigation engineers should be contracted for a total of 44 person
months to: 

a. supervise, evaluate, coordinate, and program the existing irrigation
projects in the rural areas in order to promote the efficient and effective 
use of the existing irrigation facilities. 

b. 	 improve and facilitate the groundwater studies carried out by 

INSIVUMEH. 

c. 	 develop a program in irrigation research. 

d. 	 assist in developing an improved university program 
in education related to irrigation. 

e. assist in organizing and teaching three irrigation courses. 

10. Establish an emergency fund to pay for the loan payments and maintenance costs to repair 
mini-riego irrigation systems that have unforseen, "no-fault" failures. 

Research and Extension 

11. 	 ICTA should formulate a strategy to access the technologies available for small-scale
vegetable production and adapt it the conditions found on mini-riegos. Services such as
soil analysis, identification and the control of pests and diseases should be provided. 

12. 	 DIGESA (agriculture), DIGESEPE (livestock), and DIGEBOS (reforestation) should
formulate a new extension strategy with ICTA in providing services to the ,nini-riego 
farmers. 

Marketing 

13. 	 The prime contractor in consultation with USAID should develop a strategic marketing
plan. This document should serve as the Project's central planning guide to ensure that
the mini-riego projects acquire a sustainable marketing position for their new products. 
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14. 	 A study should be initiated to determine the appropriate role for INDECA within the 
Project as well as nationally. 

15. 	 A study should be initiated to determine the feasibility of creating a small farmer"1promotora". 

16. 	 A study should be initiated to determine the feasibility of organizing a network of 
wholesale markets for smaller farmers. 

17. 	 Withdraw support to GREXPRONT unless a more profitable channel is opened to direct 
access export markets for the small growers. 

18. 	 Support an expanded program of exposing mini-riego cooperative and association 
managers to training by successful cooperative managers such as Tulio Garcia. 

19. 	 Support the expansion of INDECA's program of "Silos Familiares." 

20. 	 Make more marketing credit available to smaller farmers. 

21. 	 Implement the price data reporting system being developed by the prime contractor. 

Credit 

22. 	 USAID should continue to support the technical and financial reorganization of 
BANDESA. BANDESA should implement an efficient accounting system. 

23. 	 Trust Fund loans to mini-riego members should carry market interest rates with annual 
adjustments of interest rates. 

24. 	 The terms for mini-riego construction loans should be reduced to three years with a six
month grace period. 

25. The Trust Fund should set-up a special loan fund for the maintenance of the mini-riego 
systems. 

26. 	 The Project should incorporate the private banking sector in providing credit for mini
riego construction, crop production, and marketing. This could be done through aGuarantee Plan backed by a Guarantee Trust. 
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ANNEX X
 
EXECUTIVE SUMMARY of Scope of Work Questions
 

PREFACE: 

The scope of this evaluation focussed on the significant factors affecting the present status of thevarious HAD project components and attempted to answer 15 questions identified in the statement
of work. The time-frame covered was originally Phase II of this ten year project, September
1988 until March 1991, including activities under all three phases of the project. 

The Team, consisting of seven international and three local consultants, spent between four andsix weeks completing thce evaluation. Individual presentations of the draft reports were madeprior to writing the final drafts. The final report encompassed the cormments derived from the
nine individual presentations. 

All team members contributed in developing the recommendations that appear in this report.Throughout the evaluation process, the team leader facilitated the integration of the individual
consultant responses to all 15 questions. During the last week, each consultant wrote theirresponses to the questions most pertinent to their scope of work. A summary of the team'sevaluation is contained within the Executive Summary and general report. More specific
discussion of the components and issues are found within the individual annexes. 

FINDINGS: 

The Highlands Agricultural Development Project for Guatemala, now in its eighth year ofoperation, has produced a substantial set of accomplishments. The second phase (HAD II)beganin September of 1988 and expanded the geographical dimensions of the project outside of thewestern and northern highlands to all regions of Guatemala except the Petdn. Accomplishmens 
over the eight-year period include: 

I. 	 Construction was completed on 275 small-scale irrigation systems (mini-riegos)
benefiting 6,718 families who are irrigating 2,863 hectares in.all seven regions. 

2. 	 Watershed management programs have begun in ten areas and soil conservation 
practices including agro-forestry are associated with some of the mini-riego 
projects. 

3. Marketing efforts have resulted in the establishment of 26 farmers markets. 



4. 	 Credit coverage for 69 new mini-riego projects has continued during HAD II. The 
first production credits went to 89 farmers and 37 growers received marketing
credits during 1990. 

5. 	 Integrated pest management training and extension activities have begun with 
DIGESA and EIMAT personnel. 

The following questions were identified in tle terms of reference as important in assessing the 
mid-term project performance: 

1. 	 Is the Project Achieving its Main Goal of Improving the Income of the 
Beneficiary Small and Medium Farmers? 

In the absence of baseline inccme dta, it is difficult to measure income change.
However, with most farmers growing at least one or two labor intensive, diversified crops
during the dry season on their newly irrigated lands, incomes and employment have
probably improved. It was mentioned that aboat 95 percent of the irrigation systems that 
were constructed by the project are presently operating. This success can be attributed 
to the improvements which have been made in the production pcactices of small farmer 
operating behavior. However, further income increases are approaching a limit through
additional productivity improvement as better technical assistance isapplied. This natural
limit suggests placing more emphasis on a marketing strategy that teaches farmers to sell 
better. (see both Annex 4: Economic Impact: Project Beneficiary Producers' Income 
Increase; and Annex 2: Agricultural Marketing: The Strategic Setting) 

2. 	 Are Project Activities serving the Project Purposes? If not, 	should they be revised? 

Several project activities exist that are not directly related to the main goal of the project.
However, it is difficult to justify the elimination of these autivities until the goals of the
project at the target point have been further defined. Once these have been defined, then 
anything that does not help in some way to meeting these goals should be questioned.
As an 	example, support designed to improve market access for Guatemalan exporters
such as the Gremials should not be increased until the small farmers have better access 
to these exporters. 

Current activities not operating effectively are the extension work in animal husbandry,
the assistance to the DIGESA Research and Dissemination Farm "Los Brillarntes", the 
support for DIRYA, the community forests program, the decentralizing process in
BANDESA's credit operations, and the support provided for the Forestry Action Plan for 
Guatemala. (see General Report: Activities that are Operating Effectively and Activities 
that may not be serving project goals) 
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3. How Appropriate have the Mini-Riego Selection, Design and O&M Interventions 
been during the period of HAD IH? 

It is not clear just how the sites have been selected. At one time there was an emphasis
on the drilling of deep wells by the Ministry of Agriculture. No criteria exist for mini
riego selection based on a general development plan. There is no specific plan for the
location of well sites over the past two years; 87 wells were drilled but only 46 of these 
are operating. Thirty-three of the 41 unused wells are waiting for design studies and
financing from BANDESA. The other 8 wells are not technically appropriate for
adequate mini-riegos. Some of these sites lack the electricity necessary for installation 
of pumps. 

The DIGESA engineers and consultants from the UAP provided the designs which seem 
to be working adequately. However, O&M activities seems to be an "after-thought"
after the systems are instailed. There is a great need for group organization and training
in the operation of irrigation systems. It is not clear who will pay for pump breakdowns
and a number of systems have considerable "down-time". (see Annex 6: Irrigation
Engineering: Adequacy of Systems Designs and Project Operation and Maintenance) 

4. How Appropriate and Effective have fhe Soil Coiiservatioii and Watershed 
Management Efforts been during HA) 11? 

At the farm level, the soil conservation, watershed managr.ment, and community-based
forestry activities have benefitted a small number of subsistence and commercial farmers.
Overall, the natural resource management techniques promoted by the project are 
appropriate to the sites where they are being introduced. 

However, the cumulative effect of all these activities is %ot as significant as they could
be. At the watershed level, the various soil and water conservation, forest management,
and watershed interventions are not well-coordinated nor integrated into a comprehensive
strategy. (see Annex 8: Natural Resources Management: Findings and Conclusions) 

5. flow Appropriate and Effective have the Efforts to Improve Researcil and 
Extension In Crops and AnimaLs been during HA) I? 

In the original design of IIAI), no enphasis was given to research ard extension. Itwasn't until IIAD 1, that the nc'd was recognized to Include rTcarch on non-traditional 
crops. ICTA has not had an effective participation in the project. Extension services
through DIGBSA for agriculture and soli conwrvation, I)IGLIPI- for tihe cattle industry,
and DIGE13OS for forestr activities has also had a limited effect during the early phase
of the project. (see Annex 7: Research and Extension: Actual Situation and Conclusions) 
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If the purpose is to improve competitiveness of Guatemalan products in export markets,
the Agricultural Research Fund is highly appropriate and will probably be effective. 
However, if the purpose is to increase the mini-riego farmers' incomes, this type of fund 
and the special technical assistance provided by FEAT may not prove very effective. 
However, since both ARF and FEAT have only recently begun, it is probably too early
to cast a judgment regarding the adaption of this model and its operation. (see Annex 
7: Rescarch and. Extension: The Agricultural Research Fund and the Special Fund for 
Technical Assistance) 

6. 	 low Appropriate and Effective have ttie Efforls to inproe Market Access for 
Small and Medium Farmers been during HA) I? 

The farners' markets and market information systems are both in early stages of 
development. The "ferias agricolas" are operating in 26 areas and are organized by
INDIECA. They seni to be operating effectively in providing a better price for the 
farmers and a slightly lower price to the conIsumer. ()n the other hand, the two 
marketing information system:, are not effective in raising the income of smaller farmers. 
The GE.XPIRONT export oriented MIS is technically effective but inappropriate to the 
project's primary goal while 	 MISINDECA's domestic is appropriate to the project's
goal, but technically ineffective. (see Annex 2: Agricult~iral Marketing, larketing
Information Systems: Current MIS Effectiveness) 

7. 	 flow Appropriate and Effective have the Efforls to inprove Credit Availability to 
Beneficiary Farners been during HA) II? 

The credit process for mini-riego construction is reasonably simple and efficient. In the 
last two years, 69 small-scale irrigation projects benefiting 515 farmers were funded by
BANI)-SA. The credit process for the produclion and marketin g IoAns is long,
complicated, bureaucratic and inetficient, lowever, the lirst production and marketing
loans were niade during 1990 126 farmers of mini-rieo projects.to 	 (see Annex 5: 
Agricultural linking and (Tredit: ivnlualion of Credit I)elivery to F armers) 

8.. 	 low Appropriate and Eff:clive have the Efforts to Improve Ithe Control of Pests and 
Pesticides been during HA) 11? 

There is little d )tUt that these efforts are needcd anl should be an important part of tie 
project. lowevcr, both programs in integrated pest manargement of ICTA and the PlantProtection Program oi' I)I(;FSA arc just beginning. (see Annex 7: Research arid 
Extension: An Analysis of the Program to Strengthen tihe l)irectorate of Plant lHcalth and 
An Analysis of ICTA's Integrated Pest Management Program) 



9. What Ls the Status of Project Management, Coordination, and Communication? 

There have been a series of problems that have beset the project, most notably the recent
change of government and the change of project coordinator. It will take some time to
develop new procedures and practical target points for project outputs. However, if the
project goals can be more clearly defined at the target level and the delivery systems of
services better defined, it will be much easier to identify how and where coordination
should take place. Communication among the 25 professional staff of UAP and the 17 
consultants and advisors located in other organizations needs improvement. (see General 
Report: Project Management and Coordination) 

10. What Impact has the Project had on Government Agencies? 

The HAD Project seems to have promoted dialogue on reaching project goals and in some 
cases, collaboration among members of the various participating institutions. In many
cases, both locai and international consultants are located within the national institutions.
However, there has not been a well planned integration of activities and it is unlikely that 
any institutional strengthening will take place without adequate financial and trained
human resources flowing into these institutions. (see Annex 1: Institutional Development:
General Findings On Impact On Participating Government Agencies) 

11. flow Appropriate and Effective have Ihe Efforts been in Achieving Greater
Involvement of the Private Sector in Project Activities? 

The most prominent effort to link small farmers with large private sector enterprises is 
reflected in the project's suprx rt given to the Gremial. The purpose of this support is to
enhance t 'e competitiveness of Guatemalan exporters in foreign markets. However, the
relative negotiating strengths betw,:en the exporters and the farmers place the latter at a
disldvantage with the export intermediaries. The Gremial iS a useful tool for exporters 
to gain an edge in foreign markets but intilI the mini-riego farmer can fairly participate
In those gains, support to the Gremial is only moderaiely appropriate in serving the
project's primary goal of raising farmer .'ncomes. A few co))eratives have developed
that include :he Iiai-riego groups and are linked to export crops. (see Annex 2: 
Agricultural Marleting: Grcm;d Role) 

Another effort that is just bcginni; g I- tile Special Fund for Technical Asistance (FEAT).
It is too early to judge the effectiveness of this private technical assistance model. Also 
farmer organiations, create(] by the project for the purlx)se for obtaining loans for the
installation of irrigation sys:ems, do not function in any systematic fashion but have 
endured in managing their irrigation system. (e both Annex 3: The Farmlers' 
Organizations and Annex 7: Research and Extension) 
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12. How Appropriate and Effective have the Training Programs been during 
HAD H? 

Most of the training programs reflect the training needs' assessment done last year of
participating government institutions. However, there was no needs assessment done of
the mini-riego projects. Training workshops and seminars abroad have been exclusively
for the UAP staff, and Ministry of Agriculture technicians and administrators, Training
programs in specific technical areas and in banking administration have recently been 
organized by Louis Berger International. Follow-up and enhancement programs of the
participants have not been done. Presently, training plans are in the process of being
revised according to field needs. 

13. 	 How Adequate, Appropriate and Effective has the Technical Assistance and 
Extension been during HAD !I? 

Both technical assistance and extension are deficient at the field level. Many of the
farmers complained that the technicians knew very little about the operational problems
of their irrigation system and agronomic problems of their new crops. Most of theinternational consultants have recently arrived and the local consultants have been
working with the project's planning and administration. It now seems appropriate to
begin working within the counterpart institutions and the mini-riego systems to improve
the productively of the farmer groups. Coordinated efforts have been lacking among the
technical groups both within Guatemala and in the regions. (see Annex 1: Institutional 
Development: General Findings) 

14. 	 flow Valid are 1he Original Project Assumptions In Light of the Present Economic 
and Political Circumstances? 

Given the current economic and political climate inGuatemala, the decision to expand the
project 	into all seven regions except the Petdn needs to be reconsidered. The expectation
that diversification into non-traditional crops for expoit and domestic markets would
enhance the incomes of small and medium farmers has resulted in numerous nini-riegos
being 	built without adequate management and follow-up. There is no coherent plan
within the project to minimize the inherent risks to the mnini-ricgo farmers in marketing
their new pr(xucts in an export market. Main',nance of farmers' new irrigation systems
and efforts to ensure that the watershed will continue to provide adequate water wi!l need 
more attention. (see Annex 3: Farmers' Organizations: Structural and Functional Aspects:
Producing and Marketing) 
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The primary barrier separating the inini-riego farmer from higher incomes appears to be 
a lack of marketing capability. By making the existing mini-riegos more productive and
building upon existing farmer associations, a new marketing competitive strategy could
be developed. The power of marketing to raise farmers' incomes isexplicitly recognized
in the original project design. However, there is no comprehensively expressed market 
strategy or action plan to enhance the market capabilities of the small farmers. If tile
mini-riego farmers are to exploit the high profit potential created by their recently
acquired production strength, those high-level marketing capabilities must be made
available to them. (see Annex 2: Agricultural Marketing: The Strategic Setting and 
Problem) 

15. 	 What are tile Options for Reprogramming Funds and/or Extending the Life of the 
Project? 

Options exist for extending the life of the project past the September 30, 1993 
PACD. Reasons for extending the project are tile following: 

I 	 Activities intended to increase agricultural productivity and ensure project sustainability
only recently began. Due to delays in contracting, most of the international consulting
team members have arrived within tile last six months, more than two years following the 
project amendment authorizing these new activities. 

2. 	 Only 29 rnonrlhs remaiii in the PACD which does not leave sufficient time to properly

implement these new activities and achieve sustainability.
 

3. 	 Funds are available for a "no-cost extension" within the total project funding of
 
$37.6 million.
 

The following three options exist: 

1. 	 Concentrate the technical assistance efforts within tl.e existing 275 mini-riego projects.
Tile objective will be to promote productivity, sustainability of the organization and 
management of the irrigation systems, and devise small-farmer marketing strategies. 

Expand the successful inini-ri.go models throughout the seven regions of Guatemala with 
a combination of public and private technical assistance and new loans for construction, 
production, and marketing. 

3. 	 Concentrate project efforts to strengthen existing mini-riego projects and develop new
irrigation production, marketing and other systems within the 20 targeted PROMIM 
watersheds. 
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RECOMMENDATIONS: 

1. 	 The Project should be Extended for Two Years in order to achieve the Goals of 
Increased Productivity and Sustainability. 

Extending the project is paramr nt to the successful execution of new activities. 
Technical assistance has recently begun in critical areas. This includes the watershed 
management efforts of PROMIM and the development of the special technical assistance 
fund (FFAT), ttie Agricultural Research Fund (ARF), plant protection and training in 
integrated pest management. An extension will also allow sufficient time to develop and
implement the strategic marketing plan for small and medium farmers. This will enable 
them to increase their incomes from the new diversified crops and year-round production 
systems. 

2. 	 The Development Model Guiding the Project should be Defined more Clearly. 

The target audience needs to be further identified and the expectations for the community
targeted model clearly outlined. Although, general g:iideline ,io the project paper and
in other documents exist, there is no clear development model in the field nor in the 
administrative offices. 

3. 	 The Project should not be Continued unless the Problems of Budgeting and 
Expenditures can be Resolved. 

The breakdown in resource allocation at the community and regional levels occurred 
when the expected resources that were planned did not materialize. Counterpart funds 
from the government are an integral part of this project. If the delay in budgeting and 
lack of expected counterpart funds cannot be resolved by the two governments, the 
expected outcomes from this project will be severally curtailed. 

4. 	 The Delivery System of Project Goods and Services needs further Clarification and 
Unrelated Activities Eliminated. 

The process of delivering specific goods and services at the community level needs to be 
defined. Once the ta:-get audience is identified and expectations explained to all parties, 
a log frame of outputs can be designed. The process begins at the lower-level at the 
target points within the community and ends with the resource allocation from top-down.
Each budgeted activity that has been allocated should fit into the delivery system with a 
clear path to the delivery point at the community level. 
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5. An Effective Feedback and Information System needs to be Developed. 

The information system being planned will help solve the present problem of a lack of 
periodic reporting on detailed project activities from the field and the central UAP office. 

6. 	 The Administrative Model needs further Clarification. 

The central management structure of the project was added under Phase 11 and needs to 
be refined in accordance with the type of delivery system eventually selected. As the 
development model becomes more focussed, the most appropriate administrative structure 
should 	be designed. 

7. 	 The Development Planning and Operation Process needs further Clarification. 

Operational planning through dialogue with both the central and regional offices is 
necessary. Planning workshops should be expanded throughout the country. The 
services of both the national and international advisors should be "marketed" throughout 
the seven regions. 

8. 	 All Project Consultants, Advisors and other Project Related Personnel should make 
more Frequent Field Visits and Initiate Training of Trainer Programs. 

Training counterparts and working with the EIMATS, agricultural representatives and 
farmeirs are all 	essential parts of sustainable agricultural development. Efforts should 
concentrate on the training of trainers to help implement the new activities in integrated
pest management, natural resource management, more efficient water use, and better 
marketing strategies. 

9. 	 A Project Development Team of Four or Five Persons should be Appointed for 
Operational Planning and Institutional Development. 

A vision is needed of what should happen at the local level in practical terms. The eight 
annexes each have specific recommendations. In order for the process to begin, a core 
of four or five dynamic individuals associated with HAD II should be appointed to begin
the dialogue. The functions of this team are to win the confidence of all the players in 
the project in defining the development model and operational process that are necessary
to implement this project and ensure sustainability. This team will bring together the 
local technicians, farmers, government institutional managers, and UAP and USAID 
administrators in a participatory process thit guides the delivery services. 

9
 



ANNEXES
 

Annex number 

EXECUTIVE SUMMARY of Scope of Work Questions X 
Hank Schumacher, AED 

INSTITUTIONAL DEVELOPMENT I 
Edgar Nesman, AED
 

AGRICULTURAL MARKETING 
 2 
Thomas H. Becker, AED 

FARMERS ORGANIZATIONS 3 
Alfredo Mdndez, SWSASEPRA 

ECONOMIC IMPACT 4 
Jaime Carrera, SWSASEPRA 

AGRICULTURAL BANKING & CREDIT 5 
Manuel Pittaluga, AED 

IRRIGATION ENGINEERING 6 
George Hargreaves, AED 

AGRICULTURAL RESEARCH & EXTENSION 7 
Josd Ignacio Mata,AED 

NATURAL RESOURCES MANAGEMENT 
Richard P. Bossi, AED 
Julio Sandoval, SWSASEPRA 

iii!1
 



ANNEX 1
 

HIGHLANDS AGRICULTURAL DEVELOPMENT PROJECT ..PHASE II-

MID TERM EVALUATION 

INSTITUTIONAL DEVELOPMENT 

FINAL REPORT 

Prepared by:
 
Edgar Nesman
 

Submitted to:
 
USAID/GUATEMALA
 

May 1991
 



TABLE OF CONTENTS
 

Page
 

EXECUTIVE SUMMARY ....................................... 1
 

1.0 INTRODUCTION ........................................ 
 3 

2.0 EXPECTED FINDINGS RELATED TO INSTITUTIONAL DEVELOPMENT ... 4
 

3.0 GENERAL FINDIN 'S ..................................... 5
 

4.0 CONCLUSIONS ......................................... 
 8 

5.0 RECOMMENDATIONS .............................. , . . . 14
 

APPENDIX A: ............................................ 
 15 

APPENDIX B: ............................................ 
 16 

APPENDIX C: ....... ... . ..... ........................ I1/
 



EXECUTIVE SUMMARY
 

This is a summary of the report on the institutional development component of the evaluationof the Guatemalan Highland Agricultural Development Project (Phase II). The evaluation wasconducted during the period of March 12th through April 12th of 1991. The principal methodused for gathering information was indepth interviewing and review of related documents.
judgemental sample was. selected front among the 

A 
beneficiaries and project related personnel inthe central offices and throughout the outlying regions of the country. The scope of work wasused as the principal guide in the interviewing process and later in the synthesis of the 

information included in the report. 

The principal findings can be summarized as follows: 

1. The mini-irrigation systems seem to be working reasonably well; 

2. The farmers seem to be making use of the irrigation and have increased their crop production
and income; 

3. Local farmer groups have been organized and are attempting to operate and maintain the 
irrigation systems; 

4. Technical assistance for improved crop production is being provided to most of the groups
through DIGESA agents and their helpers ('Representates Agricolas'); 

5. In a few cases, technical assistance is being offered through commercial vegetable exporters; 

6. Marketing assistance is offered in a few communities through INDECA; 

7. The dedication of local agents seems to be high in spite of lack of resources; 

8. Project resources do not seem to be reaching the local level at the present time; 

9. There is some resentment by field personnel over the perceived concentration of resources 
in the central offices and with the consultants; 

10. There is no clear picture of an overall development model that guides the project with clear 
goals and desired outcomes; 

11. There is no clear picture of a target group and a target area that directs project activities; 

12. There is no clear picture of a desired sequence of activities at the farm level although all are 
working in a similar manner; 



13. There is no clearly defined delivery system, including the backup services that are provided
by the different institutions and the coordination points that tie them together; 

14. There is no clcarly defined planning and execution process that starts with investigation and
continues with goal setting, resource allocation, training, organization, supervision, monitoring
and feedback, and ends with periodic evaluation. 

With these findings in mind, the following recommendations are offered: 

The following recommendations are not placed here as a detailed formula. They are
suggestions as part of a process for making adjustments in the goals and activities in the projecty 
so that it can become more effective. It is suggested as a process for operational planning and
institutional development at both the central and field levels. These guidelines can help but the 
process must be a negotiated one because it depends on the level of understanding aid mode of 
operation of those that constitute the management team. 
1.The project should rot be extended beyond the closing date unless the problems of budgeting 

and expenditures can be resolved. 

2. The development model guiding the project should be defined more clearly. 

3. The administrative model needs further clarification. 

4. The development planning and operation process also needs further clarification. 

5. The delivery system of project goods and services needs further clarification. 

6. An effective information feedback system needs to be developed. 

7. All project consultants, advisors and other project personnel should make frequent field visits. 

8. A project managment team of four or five persons should be assigned for operational planning 
and institutional development. The scope of work of this team isoutlined in the report. 
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1.0 INTRODUCTION 

This report is based on an evaluation of the Highlands Agricultural Development Project,
conducted during a 30 day period between March II and April 12 of 1991. This portion is
focused on Institutional Development and is one of seven specialty :reas that are examined. 

The objective of the evaluation is stated in the Scope of Work an reads as follows: 

"To assess the present status of Project implementation, funding, management, and
coordination with special reference to the structure and activities of the Guaterralan coun:terpart
institutions and impacts upon the small and medium farmers who are the primary beneficiaries
of the Project; to compare actual with projected results for each of the project components, subcomponents, and activities in light of present circumstances; to recommend, appropriate,a.
changes and adjustments in design, implementation, and management which will enhance 
movement of the project toward its stated purpose and goals." 

There were some general responsibilities that were outlined for all of the members of the
evaluation team and that served as guidelines for the inves!igation which provided data for this 
report. The team was given the following charge: 

"The team will work closely with the UAP, AID, and with the other institutions andorganizations undertaking the HAD Project to evaluate the various components and activities of 
the HAD Project. 

The specific items of the Scope of Work are listed later in this report as topic headings in 
the section entitled, "Findings" and "Conclusions". 

There were alo some specific tasks that were outlined for the Institutional Specialist to
investigate. The introductory statement related to these tasks states: 

"The Institutional Development Specialist will be responsible for evaluating the social andinstitutional aspects of the HAD project, including providing assistance to other team members 
in these areas." 

The specific tasks are listed in the Findings section along with the results of the investigation. 

The principle methodology used in this investigation consisted of indepth interviewing ofpeople involved in the project. The people interviewed were pane of a judgmental sample that was selected because of their involvement in the project and their accessibility during the time
available. A list of open ended questions served as a guide for the interviews which wereconducted in an informal conversational style. At times, notes were taken during the interviews
and a time was used in the evening for full transcription of the days interviews, using a standard 
list of categories to write to. 
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The majority of the interviews were with those at the field level of opeiation. The farmerbeneficiaries were interviewed at the farm site in all of the outlying regions (six regions). Theagents from all of the cooperating agencies were interviewed at the farm sites or in their fieldoffices. Field coordinating committees were interviewed in most of the regions, either in acommittee meeting or in Z field day setting. Fifteen mini-riego projects were visited (See
Appendix A). 

Prior to the field visits, project officials in USAID, the Guatemalan Government, andother related agencies were interviewed. A total list of the people interviewed in found inAppendix B. Ava:lable documents concerning the project were also used for orientation priorto and during thc investigation. (See list of principal documents consulted in Appendix C.) 

The same guidelines that were used for data gathering were used for the synthesis of thisreport. The results of the investigation are presented here in three sections: General Findings,
Conclusions, and Recommendations. 

2.0 EXPECTED FINDINGS RELATED TO INSTITUTIONAL DEVELOPMENT 

In the project documents there are a number of goals and activities suggested to promoteinstitutional development. For example, "special arrangements have been made to manage theproject and to provide technical ,ssistance. These include the creation of several oversightcommittees and the creation of a Project Administrative Unit". If institutional development istaking place, it isexpected that these committees could be identified, that the members would berepresentative of the component institutions, that they would be knowledgeable of project goalsand activities, and that they would be active in facilitating service delivery to the target group. 

At the field level, one of the major goals of the project "is the improvement of services tofarmers by the various government agencies. This goal is being pursued primarily by promotingdecentralization (regional control of activities) and by coordination among agencies at the field,subregional, regional and central levels ..... At the field level, the primary means is the trainingand establishment of interinstitutiona! teams responsible for providing coordinated technical
assistance to groups of farmers, particula:iy mini-rikgos". If institutional development is takingplace there should be evidence of local decision making, coordination of activities, the presenceof interinstitutional teams worldng in the communities, and training events being conducted. 

In addition to these specific expectations that have been found in the original project planningdocuments and later operatioial planning materials, there are other aspects that should be presentand identifiable if the project is successful and becoming institutionalized. There should be anawareness of some kind of overall development model that serves to guide operational planningand on-going decision making. There should be a clear idea of the target group, what theirpresent situation is and what would happen to them if the project were successful. There shouldbe a clear idea of the specific goals or products that are to be delivered at the target level and 
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this should be present and identifiable all through the institutional structure of the component
agencies. There should be some evidence of an acknowledged delivery system that bringsservices to the farm level in a timely and coordinated fashion and how a particularly specialty
fits in. There should be a mechanism (or mechanisms) that is responsible for coordinated
operational planning, that facilitates acquisitio, of needed resources, that offers needed trainingto technicians and participants, that supervises the execution of plans, that monitors project
operation and gives feed-back information for needed adjustments, and one that carries out 
periodic evaluations. 

As part of institutional development, it also would be expected !hat there is some kind of anidentifiable organizational structure that links the different component parts together so that the 
coordinated institutional functions can be carried out. 

All of these expected findings served as the overall guide for the study of institutional
development in the Project during the investigation in the field and in the component institutions 
at all levels. 

3.0 GENERAL FINDINGS 

The following items from the Scope of Work were useful for guiding the interviews inthe field and for the synthesis of the information that is found in this report. As stated: "The
institutional development specialist will be responsible for evaluating the social and institutional 
aspects of the HAD project, including providing assistance to other ream members in these areas. 
Specifically, the institutional development specialist will: 

A) EVALUATE THE PROJECT IMPACT ON THE PARTICIPATING 
GOVERNMENT AGENCIES, INCLUDING CHANGES IN CENTRALIZATION AND
IN COOPERATION AMONG AGENCIES AT FIELD, REGIONAL, AND CENTRAL 
LEVELS. 

The greatest impact has taken place at the field level. In all of the areas visited it was
evident that the agencies were working together. The frequent expression - "it has given usjustification for doing what we have done on a small scale for a long time - help each other out
when we have a need that is beyond our capacities". Not all of the agencies are present in all 
areas; INDECA and ICTA were frequently absefil. 

The agencies expressed some conflict because of being pulled in two directions. Some ofthe agency goals posed conflict (or at least competition) for the use of their time and resources.
In the last year they have often had to use resources destined for regular agency activities in
order to keep the mini-riego projects going. With limited personnel and budget, this has been 
a factor that has weakened the agency. 
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There have been a number of activities that have been carried on jointly. The operational
planning workshops have been important as a starting point in investigation. This joint planning
and then working together in the field. Prior to the planning workshops, there was a great deal
of joint field work but now it stems from a problem solving approach. Long range planning is
still needed to keep from duplication ol cffoits and better use of resources. 

At the level of the COREDA (and COSUREDA) the same things are true. At the higherlevels it is not as clear how much cooperation and ceordination has come out of the project
experience. The feeling in the field is that when the central offices of the agency are brought
into the picture, there is ,nore problems with politics and 'protection of turf. There is evidence
that in those agencies further away from Guatemala City, there are greater levels of cooperation. 

At the same time that there is evidence of increased cooperation and a more integrated
approach to development, the local agencies are losing personri! due to the low levels of pay.
This is why the supplemental resources of the project are so portant. Additional training,
better working onditions, a few more supplies, better tools to work with -- all of these might
help to make up for the low salary. 

"B) WITH THE MANAGEMENT SPECIALIST, EVALUATE THE COORDINATION 
EFFORTS AND SUSTAINABILITY OF THE UAP AT BOTH REGIONAL AND 
CENTRAL LEVELS." 

At the regional level, th', UAP, through it's representative the SER, plays a role of
coordination, stimulation, facilitation, communication and animation to keep a focus on the HAD
project. The other agencies all have their own agendas and would likely give that first priorityif they didn't have a constant reminder. The SER has also given access to resources that did not 
seem to come through the regular channels. This, had both positive and negative outcomes. The 

wereCORED AS that made up of the rqgional agency directors often resented this access to resources. In some cases it may have even caused withdrawal of the agency. It was often called 
a 'mini-ministry' that was set up parallel to the regular agency structure. With all of this, most 
agree that not much would have happened during the last two years if it hadn't been for the UAP 
structure and the presence of the SER in the region. 

At the central level, the UAP seemed to grow to till a gap, )ue to the delays ingetting both
funds and personnel through the regular channels of AID and the government institutions, itbegan to play a role that was not aniicipated. If resent nnts developed at the regional level withthe presence and actions of the SER. even more so with in the central office. It was felt that the
selection of the personnel of UAP aIt all levels was highly political. 

"C) WITH HllE MANAGEM-N' SPECIALIS'F, EVALUATE THIE FUNCTIONING 
OF TIlE PROJECT OVERSIGHT COMMI'rI'EES AS COORDINATING BODIES AT 
BOTH THE REGIONAL AND CENTRAL LEVELS." 
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The EIMAT is seen as an important committee in the function of the project. It hasfunctioned more often as a planning and coordinating unit although the responsibility for
continued operation of the local 'mini-riego' groaps falls on them as well. They have beenfrustrated in terms of getting their operational plans approved in order to obtain the required
resources. They often expressed frustration with the requirement for central purchasing of
needed supplies and repair parts. The delay was one topic of complaint but even more important 
was the lack of knowledge of the technical requirements that were needed in the purchases. 

The COREDA also plays an important role in tile allocation of the agency resources to the
project. They seem to work very closely with the EIMATs and are generally concerned with tileoperations at the field level. They lack resources and have seen little relationship with their
decision making role and the flow of project resources. They do not always feel that get the 
necessary backing from their central agency offices. 

During the short life of HAD II, the general impressions is that the central committees havenot functioned well. In part this is due to tile change in government, in part due to general
economic situation and government funding, and inpart due io administrative conflicts. During
this period there has been some envy of the role taken by the UAP. 

"D) EVALUATE THE DEMAND FOR AND SUPPLY OF PRIVATE TECHNICAL 
SERVICES AND ASSISTANCE FOR SMALL AND MEDIUM FARMERS AND
EVALUATE THE EFFORT TO PROMOTE THE PROVISION OF PRIVATE
TECHNICAL SERVICES AND 
MEDIUM FARMF -

TE
THROUGH 

CHNIC
THE 

AL ASSI
SPECIAL 

STANCE 
FUND 

TO SMALL AND 
FOR TECHNICAL 

ASSISTANCE." 

Private technical assistance is now limiteC to those areas that have crops for the export
market. There are a few cases where some assistance is given by representatives from the
agricultural supply houses but this is more sporadic and does not follow through the full crop
cycle. Some cooperatives have limited technical assistance available to their members but it is 
now widespread enough to draw any conclusions. 

There is some expressed fear of turning the technical assistance completey over to priv, teagencies. The relationship with export companies (arid th ,ir technical assistance) has also been
related to broken contracts and crop losses. The need for legal protection was seen as part of 
the relationship with private companies. 

Private technical services seems best used when they are specific product related, when they
are related to a loan, or when they are related to a marketing agreement. In any case, needed
technical assistance must go beyond a narrow interest that might have initiated the relationship.
There arc some areas where this is taking place and one area visited ,va. planning a regional field
day conducted by the technician from one of the export companies and it was going to deal with 
more than just the specific export crop. The farmers of the area indicted that they had been
getting advice on all of their irrigate crops from this te.:hnician. For the most part, farmers do 

7
 



not seem ready to ray a fee for technical assistance and some may not even ready to. cept it 
if it is free. 

"E) ASSIST THE LOCAL INSTITUTIONAL DEVELOPMENT SPECIALIST TO 
EVALUATE THE FUNCTIONING OF THE FARMER ORGANIZATIONS CREATED 
UNDER THE PROJECT, INCLUDING EVALUATING THEIR CAPACITY TO
OPERATE AND MAINTAIN MINIRIEGOS, AND THEIR CAPACITY TO TAKE ON
OTHER FUNCTIONS, SUCH AS MARKETING FUNCTIONS." 

To some degree, each of the mini-riegos visited had a group that was responsible for the
daily operation of the system. In some areas, it was almost non-existent with each one using the 
water when they wanted with little sLpervision. In other areas there was a 'fontanero' hired to 
oversee the allocation and keep the system operating. In many areas the group depended on theDIGESA technician to help make decisions and even supervise major upkeep and repairs.
Usually, there was no fund available for maintenance and repairs and often not enough to pay
the electricity for the pum,2s. 

No clear responsibility for the formation and strengthening of groups was found. Some had
gotten their training durirg the HAD I project or some group training in cooperatives -- these 
were stronger. This clearly seems to be an area of need for the future. 

"F) ASSIST THE LOCAL INSTITUTIONAL DEVELOPMENT SPECIALIST TO
EVALUATE THE PROVISION OF TECHNICAL ASSISTANCE BY GOVERNMENT 
AGENCIES AND OTHER ORGANIZATIONS TO FARMERS." 

Representatives from all of the agencies were found in the field studies. DIGESA,
BANDESA, and DIGESEPE were the most common. DIGEBOS, INDECA, and ICTA were 
present in about half of the a;eas visited. There were also representatives working with women
and the 4S youth clubs in a few area. In the visit to most areas the team was accompanied by
more than one agent and in a few cases it was a field day with all of those of the area or regionpresent. "his is not the usual case and may be the only time that it has happened. Some of the
communitit-s are getting full service from all of the agents; others are only getting help from the
local Representante Agricola. The level of service, the level of desired technology, and the roles 
of wch agent have not been clearly defined. 

All of the agents desire more opportunities for training and have been led to believe that the
project will help with this. This is one of t"e expected resources that *iasnot arrived, or at least
in the degree hoped for. In general, most of the activities that have been carried (including
training) has been done at an expense to other agency projects. 

The regional supervisors are concerned about the loss of technicians in recent years and
particularly since January 1 of this year. It was also mentioned that many of the agents have
other business interests and often use their knowledge and contacts to develop these. 
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4.0 CONCLUSIONS
 

The following comments are written within the understanding that the Project has manysuccessful aspects at the farm level. There are real problemsome areas to work with but theproject outcomes are already positive and can be even greater in the future. In an attempt to
address the items listed in the Scope of Work that are of direct concern for the InstitutionalDevelopment Specialist are stated here separately. The scope of work statement is followed bycomments and conclusio.ns that come from the investigation. These :omments are then indexed 
to specific recommendations. 

1. "Evaluate the purposes and outputs of the project to determine whether they can be
reached within the remaining life of project or whether project life should be extended 
or the goals modified." 

The most common problem expressed at the community and regional levels is that expected

resources did not reach the field. 
 This wa: expressed in terms of material resources as well as

training, information, and help from the natinal awd 
 international advisors. 

On of the most dynamic aspects of this project is the proce..s of operational planning that
has been developi at the EIMAT level. It is particularly important because it brings the local
technicians and the farmers together in a participatory process that guides the delivery of
services. This can be one of the most impoi tant aspects of the project in terms of coordination,
sustainability and institutional development for the future. 

This operational planning process has been carried out in most of the regions but broke

down when the expected resources that were planned for did not come through. As a result, the
local agents did not have the necessary operating resources to give the level of technical

assistance that was needed at the farm level. In one region, the farmers and technicians carriedthe operational planning through a seceud time to adjust to a new level of resource allocation thatseemed possible. After this considerole effort and dedication, even the reduced level of resources was never allocated. For the ones responsible for the planning process, the local
technicians that were trying to coordinate their efforts, and the farmers that needed the help, it 
will be difficult to start the process again. 

This breakdown in resource allocation is so important to the life of the project that it isrecommended that the project not be continued unless this can be resolved. (See Recommendation 
#/1). 

One danger in this approach is that it might push for unwise spending of the funds just toget them spent. To use the project resources wisely requires changes in planning procedures and
organization. These subjects are considered in the following paragraphs. 

2. "Evaluate the various project components to determine if they can be better defined in 
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terms of the project objectives and/or be more closely integrated." 

Although there are some general guidelines in the project paper and in the other documents
there is no clear development model in the field nor in the administrative offices. In fact, there 
are many models that operate due to the natureof the project that attempts to combine the efforts
of many institutions, both national and international, and this is part of the problem. (See
Recommendation #2). 

Perhaps the best way to develop this model is by first determining what is expected to happen
at the community level as a result of the intervention of this project. If this were defined at the
community level, it would also help in the definition of what should happen at the component
level so that the institutions can be strengthened for the future. There may be some further 
aspects that need to be defined at the institutional level but the danger in making this the target
point is that tfhe institution becomes an end in itself and consumes the resources internally,
leaving little for work in the community. 

In the absence of a clearly defined, community targeted model, other models take over. One
of the most common in government institutions is that of POWER AND PATRONAGE. This
model 	uses resources to develop power centers and to get loyalty by rewarding the faithful. It 
appears to have effected the operation of this project inthe Administrative Unit, in the
Government Institutions, in AID, and even in the hiring of consultants. 

This project has a number of limitations that also must be taken into account. The
development models that have been used in other countries and in other projects will not
necessarily work here. There are also some philosophical assumptions that underlay some
development models that may not apply here. At the 	most, this project will serve only those
selected communities that have water resources that make 'mini-riego' possible. Also, the water 
resources are limited within the community. Already there is some evidence of elitism and envy
as a result of the projects. As a result, the project cannot be completely planned from the bottom 
up although it is important that the farmers participate in the planning process. These inpoYs
limitations need to be outlined from the beginning so that the false starts that have been
characteristic of the planning process at the local level do not completely dismay the farmers and 
regional technicians. 

3. 	 "Evaluate the current portfolio of project activities to determine whether all serve project 
goals." 

It has been difficult to determine exactly what the measurable outcomes of the project shouid 
look like and where and when they can be seen. Even the Log Frame of the Project Paper does 
not help very much in this task. This is related to the model of development that is behind the
activities. If clear outputs are not expected or observable at the community level, then other
activities begin to take over and intermediate goals become ends in themselves. For example,
if research and investigation are not farm oriented then it is easy to direct all the resources to the 
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development of a 'perfect laboratory' or an 'ideal experimental farm'. 

Once the outputs are defined at the community level then it iseasier to see how the differentinstitutions and activities fit into a delivery system to make that possible. It would seem thateach budgeted activity that has been allocated to the project should fit somewhere in that deliverysystem with a clear path to the delivery point at the community level. If the lines are not clear,perhaps that activity (or position) should be eliminated. (See Recommendation # 5). 

4. "Evaluate the training program of the HAD Project to determine whether it is well 
designed and will serve to enable the project to reach its objectives." 

It is also difficult to plan a training program without some idea of how it can contribute toprogram goals and how and when it should fit into the delivery system. Training in itself is seen 
as "good" but the efficiency is lost unless it serves as a resource to meet the goals at the farmlevel. No specific recommendation is included in this report other than emphasizing the need
already expressed for the clarification of a development model, the clarification of project goals
at the farm level and the clarification of a functional delivery system. 

Unfortunately the training needs that have been identified at the community level have notbeen addressed due to lack of resource flow. This has been one of the most frequent complaintsexpressed in the field. Unless the budgeting and resource Pow procedures are improved, there
is little reason to outline training needs at the local level. 

5. "Evaluate the technical assistance being provided to the project participants." 

In addition to the physical presence of irrigation equipment and the crops that were in thefield, an attempt was made to reconstruct the sequence of events that had taken place. Each ofthe 15 communities visited was slightly different but there was a general pattern found in all of
the regions. This pattern is outlined below: 

GENERAL SEQUENCE OF ACTIVITIES AT LOCAL LEVEL: 

1. COMMUNITY REQUEST FOR IRRIGATION; 

2. RECON VISIT BY DIGESA IRRIGATION PERSONNEL; 

3. CONFIRMATION OF LEGAL CONDITIONS RELATED TO WATER, LAND, ETC.; 

4. LOAN APPLICATION AND APPROVAL; 

5. INSTALLATION OF IRRIGATION EQUIPMENT; 

6. ORGANIZATION FOR OPERATION AND MAINTENANCE OF SYSTEM; (This 
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varied 	considerably from project to project), 

7. 	 COMMUNITY STUDY FOR EXTENSION PURPOSES (This was not evident in many
of the communities); 

8. 	 EXTENSION VISITS FOR CROP PRODUCTION ACTIVITIES (DIGESA agents were
working in all of the commL lities that were visited. The degree and level of technology
varied considerably); 

9. TECHNICAL ASSISTANCE FOR MARKETING ACTIVITIES (This was found in very
few locations and usually from private exporting companies. There was some help from
INDECA to organize the farmers for par:icipation in farmers markets and in offering
market information but this was evident in very few cases); 

10. TECHNICAL ASSISTANCE FOR CONSERVATION ACTIVITIES; (DIGEBOS was
present in a few cases but even then lacked andresources were having difficulty in 
involving farmers in their activities); 

11. 	 ASSISTANCE FOR HOME IMPROVEMENT, HEALTH, AND NUTRITION
ACTIVITIES (In a few cases there were women agents 	of DIGESA working in the
community. This seemed to be in the early stages and the agents were new on the job.
Each of them ,erved four communities); 

In ferms of technical assistance, the model that seems to be operating is that of UNLIMITED
PUBLIC ASSISTANCE. Theie seems to be no clearly defined goals and limitations of the
technical assistance that will be available and for how long. It is evident in the field that thefuture of government technical assistance is in doubt. The flight of field agents in the last yearhas been well documented with losses of as many as 50% in some agencies that were already
weak. The economic situation of the government will not likely improve much in the future so 
that even the approved positions are not likely to be filled. 

It would appear that public technical assistance, at the most, can only help selected
communities to improve their TRADITIONAL practices and perhaps move to someDIVERSIFICATION for local and national markets. It would also appe'ar that the
community has reached 

once 
a certain level of improved technology that the concentrated efforts of

the public sector should be free to move to other communities, leaving only the contact of a localleader such as a 'Representante Agricol-,' with some backup help from a general Extensionist.
To move to the level of EXPORT CROP TECHNOLOGIES, it would seem that more reliance 
on private technical assistance is required. Specific recommendations on this aspect of the
project are found in the section of Research and Extension and Marketinr. 

6. 	 "Evaluate the projects management and information syst'm in place"; (what is the..."status of project management, coordination, and communications"); 
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Another frequent complaint heard in the field was that the central management structure 
was not working well. There was some confusion as to how it was supposed to work. 

The present operation and structure was often compared to the HAD Phase I and many
expressed a desire to return to that type of a mcdel. Jt is evident that when the project was
expanded from regional to national coverage, a whole series of new conditions came into beingthat make it impossible to use the same model. Selective memory may be operating but it appears that decisions were made more rapidly and resources were available to the field much 
more quickly. This is understandable in that project administrators were located in the field;
both foreign and national advisors were physically available in the region; and fewer of the 
decisions had to be sent to the central offices for approval. 

In Phase II, another level of bureaucracy is added, that of the central administration. It is
both further removed from the physical location of the development activities and also has to deal
with many other issues that are more of a political nature. The advisors and consultants are also
centrally located so that they (in theory at least) are nore accessible to all regions. 

To facilitate operation of the project some kind of structure is needed to make the decision
making and resource allocation process more agile than the standard administrative structure of
the bureaucracy. The 'mini-ministry' model is a common solution to the problem but it creates 
new problems with new power centers and envy from those caught in the traditional government
stnctures. There is probably no perfect solution to this problem but it does need attention at this 
moment and continued reassessment. (See Recommendation # 3) 

Regarding the information system, it has been difficult to get a report on project activities
for the last year. In the field there have been some reports available and in the central offices 
as well but the periodic reports seem to be lacking. Perhaps this is related to a lack of clearly
defined products or goals at the community level, the lack of operating funds during the last 
year, or the changes in project administrators. 

The information system that isbeing planned will help arid this should be given high priority.
Oftern we wait until we can have a perfect information system before we do anything but it is 
better to start with a few items and get the system working. Many information systems never
become workable because they start too sophisticated and are too time consuming, both at the
field level and at the processing level to be useful or timely. An information system should be
helpful in decision making at all levels and riot just an idle exercise. 

Even morz important for decision making and decision makers is frequent personal contact
with the field. Written reports are no substitute for personal -ontact and understanding of what
is happening at the community level. Any one in a decsison making position can not afford the
luxury of isolation. This is hard to do because of Other urgent administrative activities but it is 
a necessary norm for successful agricultural development. it may take some changes in the scope
of work for some so that it is a required activity; it may take some strong invitations; it may
even take some changes in personnel. (See Recommendations # 6 and # 7) 
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One of the frequent complaints heard in the field was that they wanted more help from the

advisors. 
 It wasn't always clear just what kind of help was wanted but there was a general
feeling that all of the consultants vere stuck in die city and not getting out. That perception may
have been helped along with intent in the administrat:ve conflict that developed last year. Yet,
it is worth a special campaign to 'market' the services of both the national and international 
advisors. 

It does not seem unrealistic that tile advisors spend three of the four weeks of each month
in the field. Our professional training does not always prepare us in the human relations aspects
of development, especially when working cross-culturally so it may not be out of line to have 
some workshops in 'selling our product' so that some of the barriers are broken down. Again,

it may take some changes in the scope of work for this to take place and perhaps some changes

in personnel might be needed as well.
 

It might be helpful if the administrative relations between all of the consultants, national and

international, along with their local institutional counterparts, be more clearly defined so that they
 
are working together in their relation to field activities. This might be best served by 7 combined

office location or being housed in tile related government institution. Separation only serves to

increase the professional 
 envy that too often exists already in parallel institutions. 

Operational planning seems to be going on at many levels. There are some common
elements that seem to be working'at the EIMAT level and this carries over to the COREDA.
The planning workshops that were initiated in some areas could be expa.,ded to the whole 
country. The perfect planning model has not yet been invented so there needs to be some

flexibility in any standar,' process that is instituted. 
 It also should be evaluated and readjusted
accordingly. (See Recommendation # 4) 

The global agricultural development planning model that is being introtiuced in Region III
also shows promise in helping at the macro level and over a longer time period. Any operational
planning ocess that develops will need to relate to this process at some point. Hopefully it will 
not be so cumbersome that it looses Utility. 

All of there conclusions and accompanying recommendations could help the project to
reach the original goals if they were applied. Just because they are written here gives no 
assurance that it v/ill t1ppen. An additional recommendation is ldded that could increase the 
possibility that needed changes will be made. A small teain(3 pt-.s mns) should be identified and
charged with the responsibility for making thilngs tal)pen. They may not necessarily be decision
makers but they need to see that decisions get made. This team needs to have access to all levels 
of operation, from field up, so that the delivery system, the administrative structure, and the 
process of planning and execution can be operational and dynamic. This team could be called 
the "Institutional Development Team" (See Recommendation # 8). 
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5.0 RECOMMENDATIONS
 

The following recomendations are not placed here as a detailed formula. They aresuggested as part of a process for making adjustments in the goals and activities in the projectso that it can become more effective. It is suggested as a process for operational planning and
institutional development at both the central and field levels. These guidelines can help but the process must be a negotiated one because it depends on the level of understanding and mode of
operation of those that constitute the managament team. 

1. A project managment team of four or five persons should be assigned for operational
planning and institutional development. The scope of work of this team is outlined in therecommei'dations that follow. The team should be constituted of people that can work together
and talk things out. They should be decision makers or those who have direct access to thosethat do make decisions in their respective organizations. They should have knowledge of fieldoperations of the project based on personal contract with mini-riego groups in the field. This group should have a representative of AID, a representative of the Ministry of Agriculture, anperhaps have representatives of Bandesa, the Ministry of Finance, and the team of advisors. This 
group should not necessarily carry out all of the related tasks or make all of the decisions but 
they should be responsible to see that they get done. 

2. The first task is to get budget assurance before operational planing is initiated. The
continuation of the project beyond this point and the future termination date should be closely
related to the ability to get resources to the community level. 

3. Clarify the target group, considering: a) v '-, located, b)what constitutes a target group
at the community level. These should be clai-itieu .i both narrative and within a "log frame 
format." 

4. Clarify farm level goals using both narrative and log frame formats. It is suggested that
limitations be placed on technical assistance through the public sector. 

5. Clarify the products and services that are to be delivered as tne target group level. Use 
both narrative and log frame formats. 

6. Clarify the delivery system with the designation of the products and services that come 
from the different cooperating institutions. 

7. Clarify the points of inter-institutional coordination and merger in the 

delivery system. 

8. Select a field managment team for operational planning at the local EIMAT level. 

9. Work with and through the local field management team to communicate, plan, get 
feedback, and adjust the master operational plan. 
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10. Move as quickly as possible to get an operational plan for the remainder of this year.
The operations should be monitored sos that adjustments in the plan can be made after sixmonhths. The experience of this year should also serve for the basis for the following year.
should be a dynamic process that can be adjusted periodically. 

It 
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REGION V: 
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REGION VI: 
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REGION VII: 
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EXECUTIVE SUMMARY 

MID-TERM EVALUATION AGRICULTURAL MARKETING 

HIGHLANDS AGRICULTURAL DEVELOFMENT PROJECT, PHASE II 

By Thomas H. Becker
 
April 18, 1991
 

The Strategic Setting 

The Project's goal of raising the incomes of smaller farmers has probably been successful. This
 
success can be attributed to the im -rovements which have been made in the production practicS

of smaller farmer operating behavior. By being able to diversifry their production, farm morc
 
efficiently, and raise multiple crops, smaller farmers' incomes have been pulled upward by gains
in productivity. Btcause those gains have been quit. sizeab!e, however, the extent to which
 
further income increases can be achieved through additional productivity improvement will
 
eventually approach a natural limit (if and) as technical assistance is appiied. This limit argues
in favor of a strategy that places increasing emphasis on selling better, and decreasing emphasis 
on producing more. A pro-forma operating income analysis (as shown in the attachment)
suggests that the gains farmers have achie\,ed under a production-driven strategy can be at least 
tquailed by a marketing-driven strategy. 

The Problem 

The power of marketing to raise farmers' incomes is explicitly recognized in the Project design.
However, there is no comprehensively expressed strategy or action plan to define or support the
requirements implicit in making that marketing-premised goal come true. This ommission is
particularly prejudicial to achieving the Project goals of production of non-traditional crops and
their sale to export markets, two activities that pre-suppose high levels of marketing capabilities.
For mini-riego farmers to exploit the *,igh profit potential created by their recently-acquired
production strength, those high-level marketing capabilities must be made available to them. 
Such marketing capabilities may be conveniently grouped into five key functions. Those key
finctions, and some of the typical reasons why smaller farmers are deficient in performing them, 
are shown below: 

1. Marketing Information lystem (MIS). Farmers lack good knowledge of what to 
plant, when to plant, what inputs to use, who to sell to, at what price, etc. 
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2. Credit. lu sell well, farmers often have to wait for a good price. For the small
farmer, this can often mean having to borrow at usurious interest rates that absorb much 
of his profit margin. 

3. Logistics. Inadequate access to transportation, storage, packing, and consolidation 
puts smaller farmers at a competitive disadvantage. 

4. Purchasing. Over the last three years, many smaller farmers have paid prices
averaging 312% of the FOB cost of imported inputs. Much of this cost escalation was
probably attributable to high distributor margins. It is likely that many of these markups
could have been avoided with coordinated purchasing. 

5. Producer Organization. Selling to mainstream markcts requires consistency,
quality, reliability, and competitive pricing. Smaller farmers have a tough time meeting
these requirements individually, and often try to organize to overcome their scale
disadvantages. Their fiercely independent personalities make it difficult for them to do 
so, and they frequently fall victim to inept or dishonest cooperative managers. 

The above capabilities are now being exercised by intermediaries in the marketing channel who are probably capturing a large portion of the profit margins otherwise available to MR farmers.
Scale inefficiencies make it virtually impossible for smaller farmers to individually develop thosemarketing capabilities. Accordingly, another mobilizing force is required to develop them.There are strcng factors arguing against using a small- farmers organization in this mobilizing
role, and the probability of a public-sector institution performing successfully in competitive
markets is even lower. 

Principal Recommendation 

To give smaller farmers the marketing punch they lack, it is recommended that the feasibility ofcreating an entity -- to be referred to as a "promotora de agricultores" at this early point in its
conceptual development -- be carried out. The prornotora would provide smaller farmers with 
a gradually expanding range and level of compettive marketing capabilities on a Qst- recoverbasis. Such a promotora appears to be the most realistically achievable -- if not the only -solution to resolving the dual mandate of raising farmers' incomes aigd achieving sustainability
of-the MR system by the Project termination date. 

The desirability of creating such a promotora has been expressed by representatives of bothfarmer and private sector organizations. Additionally, at least two profit-geneating activities
potentially capable of supporting a modest level of initial operations have been identified.
Inasmuch as the function filled by the proposed promotora would overlap with what some
knowledgeable observers feel should be the future role of INDECA or its successor, its creation
could serve to nudge that public-sector institution into a more market-responsive role. 



Implementation 

The principal value of this evaluation lies in identifying the primary barrier separating mini-riego
farmers from higher incomes, defining that barrier in functional marketing terms, and suggesting 
a low-risk market-based solution to gradually eliminate the barrier. A study to test that solution,
and identify a management action plan to implement it, deserves consideration. Although no
such plan is included in this evaluation, guidelines to undertake a brief feasibility study which 
may lead to such an action plan are offered; these include: 

1. Tentative design parameters; 

2. Some possible early alternatives for self-financing of initial operations; 

3. Some medium-term targets of marketing opportunity; 

4. Suggestions for the scope of potential long-term functions; and 

5. Management control features. 
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Introduction
 

A marketer's dream begins with a dream prodct: one that is competitive in both its quality andcost dimensions. Miniriego farmers now possess such a product. Can they raise their incomes 
if they market it properly? 

The question seems implicitly understood, but it is explicitly unstated in the Scope of Workdeveloped for the marketing component of the HAD II mid-term evaluation. For that reason,the operating implications of the broad marketing question are discussed in the ExecutiveSummary and the Promotora Comments section, while replies to the items specified in the Scopeof Work are made in the subsequent section. By having been able to get a bead on the marketingtarget both deductively and inductively in this manner, the major evaluation concerns tended tostand out more sharply, and these are noted in the Recommendations section. 

Proinotora Comments 

Competitive Strategy 

Small business has one immense competitive strength which it must use to offset its one immensecompetitive weakness if it is to survive. Its advantage is agility -- the ability to respond rapidlyto exploit new opportunities or avert emerging disaster. Its weakness is scale disadvantage -- theinability to produce, seil, or buy inputs on a unit basis as efficiently as large business does.These generalizations apply as much to small producers in agriculture as they do to small firms 
in the industrial or service fields. 

In the case of small agricultural producers, the formula for competitive success is simply stated:Organize in such a way so as to gain the scale advantages of large producers without sacrificingtheir inherent quick-response advantages. While the formula issimple, its implementation is not.This does not mean that small teams can not compete in the big league. It just means that thereire clear game rules that may not be violated without receiving a penalty. Some brief guidelineson how to play without getting too many penalties called are offered in the following section. 

Design Parameters 

The Foundation-controlled Promotora mechanism (shown as an attachment to the Executive 
Summary) is designed to address only one problem: How to sustain the benefits of the Project 
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after the Project dies? Because benefits are not provided gratuitously, the solution to this 
problem must satisfy two pre-conditions: 

(1) There must be a reliable source of funds, and 
(2) Those funds must be used to benefit smaller farmers. 

Creating the Promotora as an unfettered, profit-driven competitor responding only to market
forces satisfies the first pre-condition. Creating the Foundation as a close-to-the-ground,
regionally- organized instrument to allocate in the best interests of smaller farmers the profits
generated by the promotora satisfies the second condition. It is hoped that the arranged marriage
of these two different entities may result in the birth of a Super-Coyote with a social conscience. 

Experiences of Promotoras in other countries suggests that three design criteria, be included to 
minimize the possibility of failure: 

(1) 	 Don't allow financial objectives to be confused with non- financial objectives.
The Foundation must keep its hands off the day-to-day operations of the 
Promotora. The former should act as a stockholder, only reviewing the latter's 
periodic financial performance, and auditing its books to protect against financial 
malfeasance. 

(2) 	 Keep Promotora overhead low. Don't get ou, .fsync with commission income 
by trying to match 20 new products from 1,000 untested suppliers with 100
unknown receivers in 50 different markets. This is especially important in the 
initial stages of the business when low revenues coincide with an early point on 
the learning curve. Go for the sure deals first; the overhead burdens generated
by trying to sell everything to everybody have sunk trading companies before they 
got clear of the dock. 

(3) 	 Work both sides of the street. The profit potential in selling to small farmers may
be as great as in selling for them. It is worth noting that the most successful
Japanese Sogo Shosha (trading companies) derive only 60% of their total revenues 
from selling the products of their associated members, the other 40% is generated
by selling inputs to them. In this way, they are able to efficiently spread their 
overhead over a broader revenue base. 

Self-Financing Possibilities 

There 	appear to be two readily-available income opportunities which could be exploited to 
provide early financing of Promotora operations. These are mentioned below. 

Ferias de Agricultores: As indicated in the New Markets sub-section, the Ferias are bringing
in some Q 3,900,000 net profits annually to miniriego communities. About Q 1,560,000 of this
is probably being appropriated by Guias Agricolas-turned-Coyotes. Most or all of this latter 
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amount is potentially attachable by better organizing and controlling access to the Ferias. As the
Feria system expands, available middlemen profits could rise to as much as Q 15,000,000. 

Inputs: Miniriego farmers may be paying about Q 23,000,000 for imported inputs. Probably
at least Q 15,000,000 of this total represents expenses and profits entailed in distributing these
inputs, the remaining Q 8,000,000 represents their ex-customs CIF basis cost. An educated 
guess is that at least Q 6,000,000 of the Q 15,000,000 gross margin would be available as netprofit if the input purchasing and distribution function were organized to the benefit of the 
Promotora. 

Medium-Term Targets 

Once financing for its early operations is assured, a Promotora for smaller farmers must growby continuously targeting and developing niche opportunities in the market. Its strategy must be:
divide, conquer, and protect. Some of the specialized markets which a Promotora may find 
attractive are discussed later in this report; they are: 

Domestic Market 

Hotel, restaurant, and institutional (HRI) market Organized route service in affluent 
neighborhoods Supermarkets 

Export Markets 

Organic produce for developed countries HRI segment in Mexico
 
Public markets in Mexico and Central America
 

Some other potentially attractive niche opportunities include the following: 

Long-Terat Functions 

While the Promotora generates a continuous stream of profits by staying alert to short- and
medium-term opportunities arising in the market, the time horizon of the Foundation is long
term. Indeed, if the Foundation does not effectively perform its long-term role, the shorter-term
profits being generated by the Promotora could dry up, and the sustainability of the entire system
would be threatened. 

Long-term sustainability is predicated on providing benefits which the m:arket mechanism often
is not capable of delivering. Such activities as training farmers to perform entrepreneurial aswell as technical functions, ensuring that ecological limits are not violated, providing basiceducational services, improving land tenure systems, and exposing communities to health, family 
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planning, and nutritional interventions are among those which often must be provided by a non
market mechanism. That is the reason for the tri-partite division of control of the Foundation.
Through the mechanism of the Foundation, profits generated by the market can be applied to
ends which would otherwise not be served by the market. 

Management Controls 

If the Promotora is to function as a profit-maximizing entrepreneurial force, its managers must
be also bc motivated by profits. This does not happen by working for a paycheck. For this 
reason, tte Promotora managers compensation package should include a large bonus component
which 	is tied to the Promotora's profit performance. 

Given 	 that much of the Promotora's business would be conducted on a cash basis, prudence
dictates that, in addition to providing for easily accessible and up-to-date financial records, a non
burdensome control system be installed to check volume flows and inventory levels against cash 
receipts and daily prices. 

Scope of Work Assessments 

The Scope of Work for the Marketing Specialist defines one collaborativel and six individual 

reporting tasks. The individual reporting tasks are listed and responded to below: 

'Cw Markets 

1. 	 Evaluate the effectiveness of the current efforts being undertaken by INDECA and by the 
UAP to involve participating farmers in new markets, including export markets. These 
efforts include special training, creating contacts, fairs, etc. 

a. 	 Special Training. Under UAP auspices, a seminar program on Agricultural
Marketing Updating has been conducted once in each of the seven Project regions
(in regions II, III, IV, VI, and VII in 1990, and in regions I and V in 1991. 
These were four-day programs (3 days in seminar format, 1day in the field) held 
for an average of.45 INDECA, BANDESA, or DIGESA attendees per seminar 
at an average cost of around Q500 per attendee (about one-third for direct 
program costs, two-thirds for lodging and meals). Most of the speakers were 
contracted from the GEXPRONT. This program seemed quite cost-effective, not
only in terms of the technical content communicated, but also in terms of its team
and morale-building effect on the participants. 
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Product-specific seminars have also been sponsored by the UAP, but conducted 
with assistance from ICTA and DIGESA. These have incLiuded two on apple
production in 1989 and 1990, and one on garlic in 1991. All were considered of
good quality and effective. It is interesting to note that, at least at the garlic
seminar, the mark,.ting content was given a high evaluation by attendees, and 
some of both the technical and marketing content was provided by an input
supplier. Participation by competing suppliers of inputs should be encouraged so 
that (1) relevant, up-to-date technical and marketing information may be made 
available, (2) farmers may be able to compare the relative merits of alternative 
suppliers, and (3) presentation costs may be reduced. 

b. 	 Creating Contacts. There is no planned, coordinated procedur( ;n the Project
to link farmers with buyers in new markets. Some of this activity takes place on 
an ad hoc, sporadic basis by UAP field technicians, but it is very much an 
individual effort, and there is no way to judge 	 its overall effectiveness. 
Conversations with Pgricultural products buyers and farmers reveal (1) that each 
often deals with coyotes and (2) that each would prefer to deal directly with the 
other, 	but they don't know how to make the contact. There is some reason to 
believe that MAGA field personnel may be individually profiting as "deal makers"
when a buyer and seller they have placed in contact with one another close a
transaction. To the extent that this kind of brokering entails a market-driven 
commission, it suggests (1) its relevance as a Project activity and (2) the 
possibility that it might be sustainably organized on a cost-recovery basis. 

C. 	 Fairs. The Ferias de Agricuitores have proliferated very successfully, beginning
with the first one in late 1987, there were about 8 established when the Project
began in 1988, and they now number 26. The model for the Ferias originated in 
Costa Rica, and was introduced to Guatemala through the efforts of INDECA and 
USPADA. 

The Ferias are mostly a weekend phenomenon, opening for business on Fridays
(sometimes), Saturdays, and Sundays. In any given week, within the 26-Feria 
network, about 20 are organized by INDECA, and through them will move about 
3,000 quintales of produce (one truck-load of 150 quintales supplying each Feria).
Because the sellers at Ferias have no cold-storage ability, and are scheduled only
for the weekend, they need to liquidate their stocks fairly soon. Accordingly,
they set relatively low prices to ensure a rapid sellout. Because they are set up
close to established publk markets, they undercut competitors, and low-income 
consumers get a price break on the order of 30%. 

However, that does not mean that the Ferias are unprofitable. In fact, on annual 
sales of approximately Q7,800,000 (3,000 quintales per week X Q50 per quintal
X 52 weeks), net profits to the growers who sell their own p"oduc, should be 
running aound Q3,900,000 [(Q50 market price - Q20 field cost - Q5 

5
 



transportation cost) X 156,000 quintales]. Most miniriego growers, however,
don't sell their own produce at the Ferias. They prefer to accept a lower price
in exchange for immediate payment, avoiding the commercial risk, and the loss 
of one or two days of work. This means that the Guia Agricola ( or another
miniriego community member) takes on the role of middleman, buying from the 
growers at farmgate prices, accepting the commercial risk, and providing his own 
transportation. Under this channel option, the Guias Agricolas, or other miniriego
community members, appropriate about 40% of the available net profit 	 for 
themselves. This amounts to some Q1,560.000 annually [(Q50 market price -
Q35 farmgate cost - Q5 transportation cost) X 156,000 quintales per year]. In 
effect, the Guia Alricola has displaced the coyote in the channel, and captured the 
former's profit for himself. Some of the Guias Agricolas have been so successful 
that they have given up farming their miniriegos, finding the world of commerce 
to be much more profitable. Stories abound of Guia Agricolas-turned-coyotes
who have established second and third homes -- installing in each of them the 
required female to keep things comfortable. 

In markc*---, terms, the Ferias are the brightest star on the Project horizon. In 
terms of social equity, they are perhaps less brilliant feats because the income 
concentrations resulting from them are creating P mini-aristocracy within the
miniriego communities. When weighing the soMJIogic-l effect of the Ferias,
however, one should not lose sight of the fact that the addit'onal margins earned 
by eliminating the coyote from the channel are now at least returned to the
minirlego community. Neither should one lose sight of thb fact that the Ferias 
currently provide an outlet for only 10%-15% of total ,niniriego production.
They could grow enormously, and so could the ability ti attach a portion of the 
profits now going into the pockets of Guias Agricolas; such profits coul I go far 
to finance in a sustainable way the continued provision of Project services after 
the Project is terminated. 

Marketing Information Systems 

2. 	 Evaluate current marketing information systemf (MISs), including those recently
established by INDECA to determine effectiveness and the support needed to expand them 
to a ,,ational system 

Curret MIS Effectiveness 

From the perspective of advancing the Project's primary goal of raising the income of 
smaller farmers, neither of the two MISs observed could be judged as effective. 

Te 6EXPRONT membership, either collectively (acting as a guild) or individually 
(acting 	as independent exporters), controls a breadth and depth of information useful for 
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gaining competitive access to developed- country markets. If smaller farmers were
exporting directly to those markets, such information would help to make them more
competitive, and wculd probably have a positive effect on their incomes. The reality,however, is that smaller farmers sell to exporters (or their suppliers) who then sell to the
developed-country markets. This arrangement creates a distinct two-segment channel for
selling to developed-country markets: (1) the farmer-to-exporter segment and (2) the
exporter-to-foreign buyer segment. Because of the smaller farmer's weak marketing
capabilities, the .bulk of the profit margins available from export sales ordinarily are
captured by the exporter (and other intermediaries) in the second channhel segment. This 
means that export-onented MISs tend to be more effective in raising exporters' incomes
than in raising smaller farmers' incomes. As a result, until steps are taken to strengthen
the negotiating position of smaller farmers with exporters, support for export MISs will
be only indirectly and marginally effective in raising the incomes of smaller farmers. 

There is one important exception to this generalization. That exception applies to
exporting to nearby less-developed- country markets, particularly to El Salvador andMexico. Because selling to these adjacent-country markets requires a lower level of
marketing capabilities, fewer intermediaries, and less-exacting product requirements, they
can be important sources of income to smaller farmers. Therefore, they should be 
included in any MIS serving the small farmer. 

It is sometimes argued that another exception to the general inappropriateness of an
export-oriented MIS for smaller farmers is the case of product-related information such as norms, grades, and standards applicable to developed-country markets. While this is
obviously a critical information component if a smaller farmer is to produce successfully
for those export markets, the collection of such data is done very adequately,
appropriately, and sustainably by the exporters themselves, and need not be supported by
the Project. 

If the export-oriented MIS is technically effective, but inappropriate to the Project's
primary goal, INDECA's domestic MIS represents the opposite set of possible conditions:
it is appropriate to the goal, but technically ineffective. INDECA's efforts are comprised
of two components: (1) marketing studies performed in the past and (2) an ongoing price
information system. Although the aging INDECA market studies were not examined,
they were believed by knowledgeable individuals to be without practical merit. As for
INDECA's price information system, it is based on a weekly collection of price data
covering some 21 commodities in Guatemala City markets. Because it is weekly and
limited to Guatemala City, this price information is generally untimely and incomplete.
Probably not much damage is done, however, because the misguided manner in which
this, at best, marginally useful price data is disseminated by INDECA almost guarantess
that it will never reach most small farmers. 

7
 



Support Needed 

An MIS oriented to the smaller farmer should provide him with viable options for selling
to high-priced, under-supplied markets. This means that the MIS should help the farmer
to know those markets, grow for them by adding value wherever possible, and avoid
having to sell at farrngate prices. In addition to price and volume data, such an MIS
would ideally provide information on relevant production technologies; transportation
rates and availabilities; materials, equipment, ai,,i services costs and suppliers; competitor
analises; buyer qualification histories; and demand profiles and projections. Under this
ideal scenario, the MIS would provide the information potential to develop a marketing
plan for all qualified buyers and feasible target markets. 

Regarding the use of '.is information resource, LBI should use all of the MIS components
to develop overall marketing strategies and action guidelines for the Project -- criticalfeatures which are conspicuously absent now precisely because of the lack of a
comprehensive MIS. As to the price data component, farm,.:s should be provided with
daily price and volume data at wholesale and retail levels for average-quality grades in
key domestic (and later, adjacent-country) markets, to include exporter offering prices.
Such price information will not only directly help small farmers to make better planting
and selling decisions, but it will also help awaken them to the need to orient all their
production behavior toward selling to a specific market or customer on a pre-planned
growing schedule. 

Price datL iscurrently collected on Mondays, Tuesdays, and Wednesdays in each of the
sub-regional and regional Fc; Jas de Agricultores. This information is used on Thursdays
by the organizers of ,.-ach Feria to make a pricing decision for the products which will 
be offered for sale c Fridays. At this moment, this price information isclosely guarded
by the organizecs, and is not shared within the Feria network. Up until about a year ago,
however, that price information was consolidated in a central location. The information 
was collected reliably and cheaply by telephone, and reflected high levels of inter-Fqria
price variability. Ing. Yovani Godoy, who was most instrumental in -etting up that
earlier system believes it could be easily resurrected. That action should be taken as soon 
as an effective dissemination procedure is assured. The most promising dissemination
procedure appears to be an AM-band radio link. Must mini-riego farmers can receive
AM radio transmissions, and the AM stations are likely to be willing to broadcast Ligl-di
price information at little or no charge because it increases their audience of rural 
purchase-decision makers and, hence, their advertising revenues. 

An MIS capability should be built systematically as MIS needs evolve. While early
efforts may be quite modest and unsophisticatedJ, they should occur in tile context of"growing into" what will eventually become a comprehensive MIS. The PIEOEXAG 

Commodity Price Database made available to 1Bi repre:ients a comprehensive price
database "skeleton" which offers the ability to partition into small, easily "fleshed out" 
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sub-systems. These features would make it relatively painless to gradually develop a full
blown domestic and (to the extent eventually needed) international price datrA 'collection 
system. 

Market Studies 

3. 	 Evaluate current market studies plans to see whether they address the major marketing
problems facing the small and medium farmers. 

No evidence was found for plans of market studies which were sufficiently evolved to
include well-defined topics, methodologies, or budgets. Such an absence of critical
marketing information makes it virtually impossible to develop a rational marketing
strategy -- much less an objective-driven action 	 plan -- to guide Project direction,
termination-contingency planning, programmaticcontent, resource allocation, management
structure, and operating policies. 

First and foremost, the development of a plan for market studies should be consistent with 
supporting the Project's primary goal: raising smaller farmers' incomes. While this may
seem an over-obvious precaution, it is mentioned because the competitive information
needs of smaller farmers arc qualitatively different from those of their larger counterparts.
Accordingly, an information collection plan designed for the larger farmer (e.g., a
PROEXAG-type model) may not be appropriate to the needs of the sma!ler farmer. 

How should such small-fai mer-orient d competitive information be collected? Within the 
context of the well-knowi "4 Ps" of strategic marketing (i.e., product, price, promotion,
and place), the single-most appropriate candidate to improve smaller farmers' incomes
is "place", or distribution strategy ( o include logistics and channel relationships).
Trailing at some distance --would be the closely-tied second-piace contenders, "price" and"product". 

Those 	broad strategic priorities should be used to organize the Project's MIS collection 
effort. Indeed, LBI recognizes these same priorities, and is using them as criteria to 
assess information needs, select research themes, and define study topics. While this 
process is still nascent within LBI, there is a high level of awareness of the need toadvance it. As a result, as more immediate marketing-related fires (such as how to deal
with INDECA) are put out, the more embracing MIS objective is being pursued witl an 
eye on post-project sustainability. 

An example of a potentially cost-effective market s'udy appropriate to the Project is a 
feasibility analysis of serving the market for fresh or processed organic products such as
brocolli, mango puree, sesame, or coffee. These products fetch premium prices in U.S.
markets. Yet, there is trade resistance to handling them because of poor and inconsistent
quality, poor winter availability, high cost, sporadic delivery, and uncertified quality.
While such problems are real and should not be minimized, they also appear potentially 
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solvable. Indeed, because the product is moving through specialty outlets like food co
ops and health food stores, as well as through established outlets such as Alfalfa Markets
(Colorado) and Boston-based Bread and Circus Supermarkets, it seems that this productcategory could be in the initial stages of a growth cycle. Given those signals from the
market and the special strengths that a miniriego grower system could possibly bring tosolving organic's current marketing problems, it seems a reasonable candidate for an
exploratory feasibility study designed to match demand analysis with production
capability. 

Pricing 

4. Evaluate current pricing systems "ar crops to determine what assistance may be needed 
to ensure that farmers receive adequate and fair prices for their crops. 

In the absence )f developing the five marketing capabilities discussed elsewhere (i.e.,
MIS, credit, logistics, purchasing, and producer organization), small farmers are destined 
to being price takers, not price makers. This does not mean that some specific, relatively
simple assistance measures can not be taken in the near future to improve the prices that
small farmers receive for their crops. Some suggestions for such measures are noted 
below: 

a. 	 Disseminate frequent (ideally, daily) price information from domestic and
adjacent-country markets. Guidelines for doing this are discussed in the previous 
section. 

b. 	 Expand the availability of working capital credit to smaller farmers so they can
afford to hold their production, and sell in better markets. The BANDESA
marketing credit line of Q900,000 probably represents less than 4% of miniriego
farmer's marketing credit needs (calculted on the assumptions of Q77,000,000
annual 	crop value, three crops per year). 

C. 	 Encourage expansion of the "Silos Familiares" program so that farmt.rs will be
able to physically hold low- perishability crops in anticipation of selling into better 
markets 

d. 	 Organize farmer groups to obtain transportation services on better terms, either 
by jointly negotiating and contracting for or (in special cases where er.onomic
feasibility can be definitively proven) owning those services. In this way, fa.rmers 
may be able to more directly access domestic retail, or exporters receiving- dock, 
price levels. 

e. As a condition of participation, obligate the Guia Agricola (or other community
based intermediary) to pay miniriego farmers a higher price for their products sold 
at the Ferias de Agricultores. 
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Norms and Standards 

5. Evaluate efforts to develop a system of norms and standards for commercial crops to 
determine the adequacy of those efforts and what more should be done. 

Any realistic system for norms and standards should document the criteria relevant to the
three target market categories of greatest interest to smaller farmers: (1) developed
country markets, (2) nearby export markets, and (3) domestic markets. 

a. Developed-country markets. The U.S., Europe, and Japan represent the largest
market potential for Guatemalan produce. They are also the most demanding for
quality, and impose the highest product entry requirements. Because smaller 
farmers do not sell directly to these markets, but to exporters who do sell directly,
it is the role of the latter to be aware of the complex norms and standards 
applicable to these markets. This isa role which the exporters generally carry out
well, and which nee," not be assumed by the Project unless and until smaller
farmers expcrt mor, jirectly, say through a semi-controlled promotora. 

b. Nearby export markets. El Salvador, Mexico, and the rest of Central America 
are viable markets for smaller farmers, and in some cases, they may be accessed
directly. Each of these markets has its own accepted set of norms and standards. 
In El Salvador, for example, potatos are sold in three grades and only by
quintales, whereas tomatos are sold in 50-lb. boxes, and carrots in wrapped
bunches of a dozen with the stems intact. In Tapachula, Mexico, all product is
sold by weight, and the unit of measure is the kilo. In Costa Rica, garlic which
is sold in Guatemala inquintales as a complete plant, is sold without stem )r roots
in 30-lb. boxes at wholesale, and then in trays of one to three units/each at retail. 

Another interesting segment in this market category is tne hotc, restaurant, and
institutional (HRI) market, especially in Mexico. It is reported, for example, that
much of the HRI produce purchased in Can Cun originates in the U.S., and is 
shipped from Gulf port locations. Although Guatemalan growers would appear
to have a labor, transportation, and climatic competitive advantage, little seems 
to be known about the requirements of this potcntially profitable market;
accordingly, its benefits are lost to other, possibly weaker but betm -iiformed, 
competitors. 

Because of the immediate potential these markets h:ld for growth and because of
their idiosyncratic requirements, the norms and standards they apply to produce
originating from Guatemalan smaller farmers should bc systematically 
documented. 

c. Domestic markets. The norms and standards for common commodities sold in 
open public markets are well known. What is less well known, arc the norms and 
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standards which apply to potentially high profit margin market-niche segments in
which miniriego farmers may have a strong competitive advantage. Examples of
such segments include the HRI markets; supermarkets (note, for example, that
Mr. Orlando Pais, owner of Pais Supermarkets, has expressed an interest in
buying produce from miniriego growers); and organized route service to
households in affluent neighborhoods. These are obvious examples of
opportunities for market development and their product criteria should be known 
in order to be matched against miniriego growers' ability to satisfy. 

Gremial Role 

6. Evaluate the efforts of the Gremial de Exportadores de Productos No Tradicionales 
(GEXPRONT) to determine how effective their programs are in assisting small and 
medium farmers enter new markets. 

The Gre:nial's purpose, programs, structure, and staff are largely scaled to serving direct 
exporters. In this role, it appears to perform very well. 

Services performed for the purpose of introducing smaller farmers to new markets doexist, but are limited to product-related (e.g., asparagus, snow pea, brocolli) export
development efforts, which are poorly attended by smaller farmers, or to providing
instructors under contract to the Project to speak at marketing seminars attendel primarily
by MAGA field staff. While the latter activity seems effective in accomplishing its
immediate purpose, it is a series of "canned" presentations that could be made even more
effective if its topical coverage focused on problems specific to miniriego farmers, or if
it were adapteu to audiences nore closely and more constantly exposed to the smaller
farmer, e.g. farmers cooperative and association managers. The Gremial has resisted 
moving in this direction because tle material isnot readily available "off the shelf", and 
would have to be specially prepared. 

The integrated prc-shipment inspection program is another example of a Project output
which is of great potential beneCit to exporters, but offers little direct benefit to smaller 
growers. It should be rioted that, despite the great interest in this export-facilitating
service on the part of Gremial membcr ;, it is stalled in its tracks. 

Trying to cast the Grernial into an artificial role serving tle interests of the smaller farmer
is a forced fit, and creates strainrs that benefit neither the smaller farner nor the Gremial
members. The fact that (as in the c e of using contracted G.emial speakers for the
MAGA marketing wiminars) one UISAI) project activity subsidizes another is strong
accounting evidence that the (.;icial-snimll farmer relationship is not dr:ven by natural
market forces. Until it is. any hope for lorig-term sustainability isakin to stciong your
finger in a bowl of water and expecting to see the hole it leaves when you pull it out. 
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Recommendations 

In consultation with USAID, LBI should develop a strategic marketing plan. This
document should serve as the Project's central planning gaide to provide coherence anda common direction to Project activities, and to ensure 	that those activities acquire asu:;tainable, productive momentum by Project expiration. 

The existence of a comprehensive strategic plan will provide the mcaiis to manage theactivities within the Project portfolio as inter-active elements of a coordinated system.Because no such plan has ,xisted, the previous Project management style can be described as kaleidoscopic: a series of sporadic, ad-hoc actions taken to relieve pressure points or
add ornamentation that often had no direct relationship to Project goals. Current Projectmanagement is taking conective steps, but it is limited in its ability to make informeddecisions by a general lack -f good information. Because good stratefgic planning isimpossible without good information, both sustainability and relevance to the Project's
main goal argue that such information be collected within the framework of the MarketingInformation System (MIS) being developed by LBI. Suggestions concerning the broadcategories of information which should be included in an MIS are contained in the sectionof this report dealing with the MIS. Sugges!ions regarding specific information that couldbe generated over the near term to support the strategic marketing plan are offered below 
as supplementary recommendations: 

a. 	 A study should be undertaken to define the role that is appropriate for INDECA 
to play in the Project. Because the Project has such an potentially pervasive
influence on INDECA's overall functions, it will be difficult to avoid scaling this
study to an analysis of INDECA's nationai operations. 

b. 	 The feasibility of creating a smaller-farmer oriented Promotora (mentioned earlierin thi. report) should be analyzed. This study could be conducted independently, 
or could possibly be done as an extension of the INDECA study recommended 
above. 

c. 	 The feasibility of organizing one or 	a network of wholesale markets ,hould bestudied. Such a network would allow smaller farmers to sell to large domestic
buyers or exporters, and would serve to complement at the wholesale level the
direct retail channel provided by the Ferias de Agricultores. 

d. 	 Either as an independent effort, or as an integral part of the 	 two preceding
recommendations, a study should be made to learn the net profit margins ofdomestic and export channel intermediaries. Such a study would be valuable indetermining how distribution channels could be restructured to the benefit of thesmaller farmer, and would help to answer recurring questions such as "ShouldCooperative X purchase a truck to haul its own produce to the market?" Because 
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of the need to know net margins (as opposed to gross margins), this study should 
be undertaken by a researcher familiar with marketing needs and operations. hie
value-ciain approach typical of the economist's approach to distribution charuAel
analysis may not yield the kind of results required by marketers. 

e. The feasibility of serving some of the specialized markets or nicbe opportunities
(e.g., organics, domestic and Mexican HRI, supermarkets, neighborhood service 
routes, and Mexican and Central American public markets) described earlier in 
this repo't should be explored. Some suggestions for potentially rewarding
additional feasibility studies foliow: 

Dried flowers
 
Potatos for fast food ops.
 
Frozen mango halves
 
Frozen fruit cup
 
Asparragus, frozen, green
 
Spinach, frozen
 
Baby carrots, fresh (Europe),
 
frozen (US)
 
Concentrates (mango, papaya,
 
watermelon)
 
La Perla onions, fresh & frozen
 
Spices
 
Nuts
 

f. 	 Explore the feasibility of using women in miniriego communities to make
handcrafted articles on consignment or contract as a 	 means of increasing
household incomes. ARTEXCO has reacted favorably to this suggestion, and has 
the capability to train women in clothing, textile, glass, and leather technologies. 

2. 	 Withdraw support to GREXPRONT unless a channel offering more direct access to 
export market profits (e.g., the Promotora) can be opened. 

3. 	 Support an expanded program of exposin, miniriego cooperative and association 
managers to training by successful cooperative managers such as Tulio Garcia. 

4. 	 Support expansion of INDECA's piogram of Silos Familiares. 

5. 	 Make more marketing credit available to smaller farmers. 

6. 	 Launch as soon as conveniently possible the price data reporting system being developed
by LBI. The first step should be to resurrect the pre-existing Ferias price reporting
system by consolidating reporting being done currently at the individual Feria events. 
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NAME 

Alan Maurer 

Jaime Posadas 

Yo vany Godoy 
Gary Smith 

Gladys Con treras 

Alfredo Stephenson 

John Lamb 

,'orge Eduardo Cruz 

Gloria Elena Polanco 

Clark MacDonald 
Susana Weber 

Ricardo Morales 

Tnomas N. Evart 

Romeo Martinez Rodas 
TuIjo Rene Garcia M. 
Emilio Santano 
Bob Mantell 

Bonita Watts 

Tully Cornick 

Wayne iillians 

Julio Sandoval 

Raul Velasquez 
Julio Lazo 

Wiland Gundersohn 

Mario Aragon 

Roberto Castro 

Ren6 Cast illo 

Carlos Cris6stomo 

Poises Quevodo 
Bob Brixius 

tMarvi Cati llo 
Williams Ordone: 

Tulio Munoz 

Rafaa! Pasarelli 
Luis Pinera 

Carlos Alburez 

Jorge Dubon 


John Diehl 

Manolo Diaz 

Oscar, OvalI e 
Jose Castillo 

Josue Vasquez Santizo 

Santiego Pivaral 
Amlcar Ruiz 

Jose Luls ,endez 


ANNEX 

RESOURCES CONSUL TED 

ORGANIZA TION REGION 

LBI
 
UAP
 
AID 
AID
 
INDECA
 
Aeroquetzal
 
PROEXAG
 
GREXPRONT
 
FRUTESA 
FRUTESA 
FUSADES 
GREXPRONT 
Tres Cochinitos
 
COFEPRA
 
Cuatro Pinos
 
INEXA 
Wycliff 
Bama Pie/McDonald's
 
AID
 
ROCAP 
COFEPRA
 
INDECA 
AGROEX
 
UAP
 
AID
 
AID
 
FEAT 
FEAT
 
DIGESA ! 
Finca San Gregorio I
 
DIGESA I 
UAP 
 V
 
DIGESA 
 V
 
INAPSA V 
INAPSA 
 V
 
INAPSA V 
UAP 
 VI
 
AgBuiness 
 VI
GREXPRONT VI
 
GREXPRONT 
 VI
 
GREXPRONT 
 VI
 
ICTA VI
 
INDECA VI
 
INDECA 
 VI
 
INDECA 
 VI
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Cesar Lopez 

Milton Sanchez 

Yuri Francisco Noriega 

Jose Francisco castiIIo 

Julio de ]a Roca 

Luis A. Samayoa 

Guadalupe RobJedo 
Victoriano Robledo 

Mariano Fuentes 

Gabriel Serrano 

Jose Solorzano 

Julio Rodriguez L. 

Juan Roberto Rodriguez Lopez

Victor Rodriguez Lopez 
Gaspar Ortiz Alcon 
Gregoric Mejia Ferez 
Pedro Solis Sales 
Joaquin Perez Mendez 
Juan Rodriguez fejia 
Pedro Gon-z:Iez Cuc 


INDECA 

INDECA 
GREXPRONT 

FIi;a Los Andes 
GREXPRONT 
ARTECO 

Farmer 

Guia Agricola 

Co-op President 

GREXPRONT 

PDA 
INDECA 

Farmer 

Farmer 

Farmer 

Farmer 

Farmer 

Farmer 

Farmer 

Farmer 


VI
 
VI
 
VI
 
VI 
VI
 
VI 
V/ 
VI
 
vi 
V/
 
V/ 
VIl
 
VIi 
VII
 
VII
 
VII
 
VII
 
VII
 
VII 
VII
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A. INTRODUCTION
 

The objectives of this evaluation are stated in the scope 
of work as follows: 

-Evaluate the functioning of the farmer organizations created 
under the prcject, including evaluating their capacity to operate
and maintain mini riegos, and their capacity to take on other
 
functions, such as marketing
 

-Evaluate the provisions of technical assistance by government

agencies and other organizations to farmers 

1. The pro- ct', aims and provin1on, foy local institutional
duvol onmnt
 

Within the project's objectives, the formation of loose
 
farmers' groups or associations in an instrument that makes
 
possible a fideicomiso uanking loan from BANDESA 
 for the
 
construction of the irrigation 
system. This initial, temporary,

and financial purpose of 
 the associations hau overshadowed ail
 
other actual and potential functio-s. Thus, after the initial
 
stage, the purposes and structural and functional linkages with
 
governmental, NGu, and other farmer%' production and marketing

organizations are neither adequately defined 
nor prugrammed. The 
quantity, quality and channels by which institutional assistance 
would be provided are not set, nor is there a plan by which mini
 
riego associations are to continue and strengthen.
 

2.Number and Distribution of the Farmrg' Asociattons 

The PDA counts with a substantial number of farmers' groups
 
or associations whose utilit for development has 
not been
 
programmed and exploited.
 

Since the formation of a group or association in a condition
 
for the installment of an irrigation system, one may ansume, in
 
'he absence of better records, that the numbers, distribution,
 
and years of operation of the associations roughly emulate the
 
ones of mini riego systems in operation and construction. At the
 
presuint thin number is 
 near 275 with a larger project

concentration in Regions VI 
where the first phases of the program
 
ware initiatwd.
 

Not only have farmars' shown the capacity to organize

themselvas, but their asociations have endured through time
 
although at a level of simple tAnk performance. Somet of the
 
associations are of recent foundation principally outside Region

VI and VII, but about one hundred of them have been functioning

for more than five yoarv, a matter that reflects soma degree of 
cohesion and functionality. However, there is no evidence of a
 



general pattern in the direction of a consolidation of their
 
structure and of taking 
 over new functions in addition to the
 
simple operational tasks assigned 
 from tho beginning. The
 
reasons for this are difficult to determine 
 in the absence of
 
even simple information beyond the formal aspects 
 of their
 
structure and the superficial ones of their functioning. Some of
 
the detected factors arc:
 

a) The already mentioned credit instrumental character assigned
 
to them
 

b) The problems created by conflicting development principles
 

C) The loose definition of the program target unit
 

d) The meager and usually l-existent institutional development
 
assistance
 

e) The lack of a institutional development model, and a calendar
 
for reaching pre-set levels of institutional development
 

These factors are reflected in the structural and functional
 
aspects of the groups, and the technical assistance provisions
 
detailed below.
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B. METHODOLOaZCAL SUMMARY
 

The basic sources of information were extensive and in-depth

interviews at field level 
with members of the COREDAS, COSUREDAS,

extensicnists from DIGESA, ICTA, DIGESEPE, DIGEBOS a INDECA,
 
agentes de credito de BANDESA, members of EIMATS, members of the
 
committees of the farmers' groups, 
 members of the directive
 
committees of cooperatives of production, and farmers. A total of
 
twenty five pr6jects were visited in regions II, III, IV, Y, VI,

and VII. In addition important documents were also revised and
 
some interviews were conducted in Guatemala 
City with key
 
individuals (see Annex).
 

C. STRUCTURAL AND FUNCTIONAL ASPECTS
 

The farmers's groups or associations formed under the
 
project exhibit a number of positive and negative aspects here
 
detailed.
 

1. FQrmina a FarmorO' Group 

A farmers' group is usually formed by one of the following

procedures: by group intojrest, by ,Acommunity members promotion,
 
or by institutional enticement. .'o,theory a farmers' group is
 
formed when some individuals are coniinced of the convenience of
 
irrigation to upgrade their production yield and income and are
 
aware of the credit facilities offered by BANDESA. This history

of events is the acceptable norm for the personnel of
 
participating institutions and seems to hold true for those areas
 
of the country where farmners can see for themselves the benefits 
of irrigation in neighboring plots. For arcan of the country with 
no irrigation history one or two individuals, often of a high
rank in the community, promote the formation of the group with 
clear knowledge of their own personal benefits and frequently
with a large input of institutional personnel. In an undetermined 
but probably large number of cases, the deciqion appears to have,
been made by institutionat personnel .ith limited noor 

participation of tho community members.
 

Hence from the beginning many of these groups find
 
themselves between an illusion of self-determination and an
 
actual verxica) planning; under the hope of sustainability and a
 
reality of subsidy and paternalism.
 

Questioning EIMAT, SUREDA, and COREDA members sugge 5ts that
 
insufficient importance is attached 
 to the circumstances
 
surrQurding the construction of the mini riego.
 

It was also impossible to obtain a clear statement of the 
criteria that determine the salection of the mini riwges to be 
constri.ied. The impression obtained is that all requents are
 
attended once a technical study shows feasibility and the credit
 
conditions are fulfilled. Thus, although the tims of the program
 
are economic and social, the selection criteria are technical.
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2.Recruitment Procedure. 

According to some of the 
 existing records there 
 are about

6,716 farmers associated in the 
 mini riego groups in the seven
regions. 
rhis number is not excessive when one considers that the
 
project was initiated over 
 five years ago and the quantity offunds spent. The 
 number of farmers benefitted per mini riego is
also small, about 24 on the 
 average. Considering that an

irrigation system often 
 costs about 0150,000 when no deep well

pumping is irvolved, 
the number of beneficiaries seems 
low.
 

Both on paper 
and in action there is considerable haziness
with regard :,1- the program's targdt unit. The vcol ogi cal ,agricultural, 
and social boundaries are not delimited. This has
resulted 
 in a highly heterogeneal social involvement. 
Thus there
 are about 18 mini riogon with only 
onm person and 20 more
composed 
of less than three persons among mini riagos in
operation and construction. Others are 
composed of one family, 
an
extended family, unrelated 
members of a community, a whole

co.munity, and population segments 
 of various communities. In

general, 
the size and social unit involved in the association is
dictatud 
 by technicol and circumstantial factors, with little

consideration 
 for the social, economic and cultural natural
 
units.
 

Failure to incorporate 
the concept of community iv greatly

felt in view of their considorable importance in rural 
areas, and
their corporate character principally in the highlands. Although

social economic 
surveys are said to ba conducted before and after

the gystem is installed, no information could be 
obtained as to
 
toe actual utility and weight given 
to this information.
 

In thuoey participation in the 
farmers' association is open
to whoever so desirea. However, the quantity of water supply, 3nd

the cost of the extensions to the system, often d'termir.as and
limits participation. This circumstance has creatmd bad feelings

and even sabotage in tome communities, and 
a concentration of
benefitL in 
 an upper social 
 sector of the community that least
needs this kind of support. In some projects this has led 
 to a

renting of the irrigaited land to poorer 
farmers.
 

3. Znternml a-nt at ion 

A committee is 
 formed within the group or association to

facilitate 
building of the infrastructure and later 
 to operate
the system. The committee is usually composed of a president, a 
secretary, a treasurer, 
 and two vocals. Elections and formal group discussion 
veem to be rpre principally in the central and
western highlainds but group 
c nsent is reazchiid by discussion in
 
full assemblies.
 

The menburs of the committee ,neet batween themselves and
with the rest of 
 the group as often 
 as they consider it
 necessary. Its major 
functions in addition to represent the group 
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and promote the legal actions are: a) to secure the collaboration
 
from all members of the association during the building phase;
 

b) to secure the monthly payment of the group members to cover
 
operational expenses when electrical expenses are involved, and
 
c) to insure that the accorded water distribution is respected.

Field visits snow that the internal organization of these groups
 
is generally sound and that the commettees aresuccessful in
 
carrying out these activities.
 

The members of the group membe-s usually do not per form 
common tasks or even collaborate with each other. Payment of the
 
BANDESA mini riego construction loan is an individual concern and
 
paid proportionally to the individual area irrigated. The group
 
as a whole does not plan the agricultural activities: the
 
products to be cultivatod, the market contracts and marketing are
 
normally done on individual bases.
 

With the excert -- of damages to the system affecting the 
group, repairs, and he hazards dorived from natural events, 
plagues, and market fluctuations are aluo met on individual 
bases. The associations aro in the position to give credit, 
technical or market assistance to their members. They neither owe 
nor handle funds and count with no means to provide other 
assi stance.
 

4. Groua gon trols 

Although the groups operate on informal bases, they have
 
sufficient cohersive strength to make their functioning 
efficient. Members of the mini riago group contribute with their 
own labor in the corstrution of the %ystem. The committue 
organizes the way work will taka place. Violations to That has 
been accordwd may mewt with monetary sanctions as happened when 
Chituc, Santiago Sacatep-quaz was built. The procedure makes 
possible contracting anothor pmrson to fill for the absentee 
enabltng the wevalthier and tnie more occupied to remain within the 
group.
 

During and after this initial phase, members that do not 
comply with what has been established in group sessions are 
not i f ied. 

Further violationti mcet with Llamadas dq atentl on, 
admonishing them. In extreme cases the person will be expelled 
from the group. For many groups these situation* are hypothetical 
because they have never had to face them. However in soee of the 
associations there is explicit concern about how the groups could 
meet theue situations in the absenca of a discusaiwd regulations.
There is little dovot thot community or group ccnsimst is a more 
powerful devicit than a formal contract. Howaver av, the situation 
exists today, one may have to agree that these asiociations are 
not prepared vc meet future group problems for lack of an 
explicit regulations. 
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5. Meatina Financial Oblioation 

Payment of the BANDESA irrigation system construction loan
 

is usually deferred for two years. This period allows the
 

beneficiaries to learn about the agricultural and marketing
 
aspects of new products when no previous experience exists. The 

loan is usually of the order of Q150,000 divided proportionally 
between the members of the group according to the individually 

owned irrigated area. Payment is an individual rasponsibility in 

which neither the group as a whole nor the committee are 

involved. There arc no clear regulations as to what may happen if
 

some members refuse payment.
 

When a deep well pumping system is installed, farmers get
 

into a an additional debt of about Q150,000. Some systamu have
 

been donated. Although these are long term loans, they place an
 

additional burden on the farmers, and their payment is doubted by
 

the personnel of the institutional sectorsi. In effect, there
 

seems to be a tacit agreement that very Large part of these
 

monies are already lost, and when time co nes limited pressure
 

will be excirted to recuparate the inversion.
 

There are some differences between the operation of mini
 

riegos processing superficial water supplied by gravity, aria 

those processing underground water supplivd by pumps. In the 

latter case the service of of-u or more font4nero may be 

requiriod. The fontaneros or junces dc ,tgua a's they are called in 

Regions IV and III are. in charge of opening and closing the water 
-ipes according to an established schedule. The fontancro is in 

some projects 4 paid and in others an unpaid post. 

The committee tasks and the group respcnsibilitias also vary 

accord:'ng to the type of sysitem installed. An important task of 
to secure the
the committee when water in suppliec by pumping is 

the reLative large monthly payments individuals have to maka to 

cover electric costs. In one of the sites the electric bill 

for a ton day period. Beneficiaries Jareamounted to nearly Q*S,000 
weary because of tha high costs. Thia is further aggravated by 

the fact that the electric company bills them twice a montht 

first at a preferencial rate of an estimated consumption, and
 

for a discount
then if consumption ir below the range needed 

price, it adjust% the tll to an actual consumption at a kilovate 

price rate. Many of the beneficiaries do not understand the 

double billing and aw questioning the honorability of soma 

commi ttee2. 

ProblemL in mcme sites have gone a step Ourther A mini 

riego group of Santo Domingo Xenacoj was dissolved. At first some 

of the participanta considwred electric costs too high and 

desartud the group. This increased the individtIal debt of those 
I 11 . I ON Ov ... r4 hVi gw'yhru of thu Chituc 



electric power for water supply. 

We were informed of past efforts 
to obtain from the
 
goverment an electric discount rate. However there is no 
evidence that this 
could materialize in the near 
 future'and its 
soundness may be.questioned. 

The majority of 
 the mini riegos using a pumping system are
 
too new to be facing major damages or replacement of their

pumping systems, but there is little doubt that the groups will 
have to dual with these problems in the future, and that their 
committees will have to play an important role in resolving these
 
problems. Howover the groups 
are neither adequately organized 
nor
 
financially prepared to meat 
these eventualities.
 

6.Producijng and Marketina
 

Producing and market ing are individual actions. This 
occasionally croates considrirable tensionn among members as they

rnter into direct competition with each other. 
The absence of a
 
common production and market 
 plan and action limits

opportunities to 
 obtain larger market contracts and bet t er 
prices. 

In the absence of association funds, farmers usually find

thamselvas eauy preys of retailars (coyotes) and companies who 
provide credit cr agricu].tural inputs at high rates for harvest
 
purchase at low and unset prices.
 

The assoctations an groups 
 and its members an individuals
 
have practical'y no 
 access to international and national market
information. rhis is -very much -alued and guarded by

intermediaries and companies 
who use it toward their best 
advantage. 

Most mini riegos have difficulties in marketing their

products. Exceptions to this are 
those in Region IV which have a
 
very 
 direct access to the Salvadoranean mirrket, and those in
 
areas where 
several companies operate for the international 
market. Both small intermediaries and private companies are 
important pieices in the production and market utructure. At the
 
present time it is difficult to 
imagine the very axistence of thu
 
mini riago without teir presence. Howevor, farmers should have
 
more structural options to 
 increase their powor of negotiation
 
ana not be left exposed to the rapacity of thom. In few caseu,

cooperatives 
acting in the naighborhood offer a structural
 
alternativaby providing individual credit% and markating
 
channels.
 

The agricultural fair% offer 
thu farmers the opportunity of
 
a direct 
 contact with national markets. Unfortunately, only 
 a
 
limited number of riegon participate in this program. Culture 
also restrict% direct market participation to the ea*.&ern La'iinos 
In region IV and 1I1. Thipro are &lso limitatiors with rwgard to 
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individual participation, Only 
a small number of the farmqrs in
 
mini riagos participate in the fair, and serve as intermediaries
 
to others without Rccess to a truck.
 

D. TECHNICAL ASSISTANCE
 

Technical assist~nce and in general the presence of field
 
parsonnei at the 
 local level is limited. There are a variety of 
factors responsibl e K. this situation. There is lack of
 
personnel at the field Level. Some regions count with only one
 
technical assistant per departmento for credit and ccmmerce. Even
 
DIGESA which has the iargust input of all institutions has an
 
inadequate ratio of 
 tchnicians per projects. Occauionally one
 
singl& member of the Elt"T has 
 to serve nine projects. Visits to
 
projects, particularly remote ones, arc sporadic.
 

Technicians complain about low salaries. Many of them consider
 
their posts an temporary and look fcr batter opportunities. In 
some areau these are provided by privatc anturprinon. Thin by
itself in not a negative aspect Uinco some of them continue 
providing assistanc" to a public which already knows them. 
However the public n.ector is continuously wi 4kning and thus 
areas whore technical assistance ts raquired that are not 
commorcialy profitaxbla could eventually sulfer major 
consequences.
 

Technicians also complain abou; shortage of means cf 
tranapartation, difficultiet in ropairing vehicles, untiaely
 
payment of perdiem, and in gonoral 
the pr:gram. !n one of the regions, 

lack of funds 
the tec'nical 

for operating 
assiatents had 

to rent with their own money a small housi to be used as an 
office to cover various projects. 

In spite of 
the effort to create a convarsion of the
 
institutions into a unified assiutanca, to the 
mini rieigo group,

this han not been achieved. The members of tho EIMA1'S have a
 
responsibility to execute 
 orograms and1 activities attablishod
 
within their own institutions. Undr these circunstances each one
 
of them can inform the other members of the 
 EIMAT about the
 
institutionaily planned activities, 
 and even collaborata with 
them, bu'. a true integration of activities at the project lavel 
is not achieved. The loosenes with which tho target unit is 
,conceived within the program constitutes anolher important 
daterinq factor. Without a clear definitirn of thi target unit, 
no joint action could be planned or executed.
 

oA major daficiency in technical ass'tance is 
tho failure to 
recognize the importanc* of organizational developm-nt. No 
particular member of the EIMAT is responsible for this comnporent,
and farmars receive meager or no assistance diractul to 
consolidate and expand their association. 
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E. CONSOLIDATION AND EXPANSION OF THE FARMERS' GROUPS 

The farmers have shown a capacity to organize themselves in
loose groups and to carry out 
as groups simple operational tasks.
 
It is still to be proven whether or not their associations can
 
carry out other productive and marketing functions. 
Within the
 
program this c:apacity has not 
been tested, and consequently it is

difficult to evaluate it. But considering the looseness c the
structural org'anization of the groups, and the fact that most

tasks are conducted individually, it is unlikely 
 that
 
associations could at 
the present time expand their activities 
without a cofiiderable institutional input. On the other hand,
their very existence may depend upon an expansion toward small
 
credit, technical assistance, market 
information, transportation

and marketing. 
This requires a concentration of efforts 
 in few
 
projects rather than an increase in their number.
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F. CCNCLUSIONS
 

The PDA has promoted the formation of a large number of
farmers groups or associations whose utility for development has 
not yet been fully exploited. This is partially due to the 
following shortcomingsi 

1. 	 A loose ecological, technical and social 
delimitation
 
and conceptualization of the target 
 unit. Thus on the
 
social side, a miniriego unit may be equivalent to an
 
individual, 
 a family, part of a community, several
 
communities,, or 
parts of communities.
 

2. 
 An undefined stage of development to which these groups

should aim and absence of a calendar to achieve various
 
levels of consolidation and expansion in each project.
 

3. 	 Limited or non-existent assistance for organizational
 
development.
 

In spite of this, the miniriego groups have shown endurance

through time, adequate performance of simple miniriego

operational tasks, efficient
an 
 internal organization, an

effective group 
 control, and a capacity to meet most of their
 
financial obligations.
 

However, many of the 
groups have limitations with respect
 
tol
 

a. 	 Satisfying electrichigh costs when water supply

dependes on pumping.
 

b. 	 Meeting high 
 repair costs or any other eventuality

because they are not capitalized and lack even minimal
 
preventive funds.
 

c. 	 Entering into the production of new crops without 
assi stance. 

d. 	 Marketing their products in 
 the international, and 
local markets by themselves. 

The governmental institutions and 
 the PDA have a complex

network for the provision of technical assistance. But this
assistance is 
 limited by insufficient training at the level of

perm#nent 
 community reidents (representantes a,rfcolas), high
costs of transportation of 
 technicians, insufficient technical

personnel, inadequate salaries, and shortage of 
fund%. 

Although there usually is collaboration between 
 the field
personnel of the various 
governmental institutions, there is 
a
 sore 	need for an integration of tasks into a single program fr

miniriego. This situation 
 is influenced by the lack of a 
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wholistic conception of the target unit at the program level. 
The participant institutions have programs established without 
reference to the miniriego units. 

Some of these limitatioons are partially overcome by the 
functional linkages some miniriego groups have with other 
organizations and the development of market subgroups in some 
regions, as follows: 

a. 	 When present the farmers' cooperatives of the same
 
general region may lend funds in a few hours or days to
 
the miniriego group or their individuals in cases of
 
emergency and distress. BANDESA may also provide funds
 
but not for those who are back in their payments, and 
sometimes not as fast as needed. 

b. 	 Large private companies provide international market 
outlets to many miniriegos, and occasionally, credit
 
and technical assistance. 

c. 	 The agricultural fair groups are an important outlet 
for the local market. 

III spite of the considerable achievements, the above 
mentioned limitations place many of the miniriego groups at high 
risk of failure and expose farmers to abuses on the part of 
privat:e individuals (coyotes), and leave them very much 
unprotected against natural events, agricultural hazards, and 
poweful exporting companies. 
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S. RECOIMENDAT IONS
 

There has to be a clear delimitation and a \holistic
 
conceptualization of the target unit as an ecological,
 
agricultural, and social system.
 

The social, cultural, and economical aspects of the
 
populations should be important criteria in conceptualizing
 
the target unit, setting the goals to be attained and 
evaluating results. 

Stages in he evolution of the miniriego group leading 
toward self-sufficienc> %hould be established and properly
 
schoduled for each project.
 

Expensive projects either in their construction or operation
 
should be constructed only after careful cost-analysis and
 
projections of the future market.
 

The miniviegc. groups or associations zhould be strengthened
 
as tc be better prepared to meet satitbfactorily their
 
irrigation, agrictltural, and commerciall problgms. This
 
may be accomplished by one or more of the following actions:
 

a. 	 Assisting farmers 'o form a common capital to cover
 
agr- :ultura! hi zdrds, irrigation rapairs, and marketing
 
operations.
 

b. 	 Creating stronger links between the farmers' production
 
cooperatives when present and the miniriego group.
 

c. 	 Forming cooperatives embracing various miniriego groups
 
for the purpove of creating a capital; obtaining
 
technical and marketing information and assistance, and
 
reducing or eliminating intermediaries.
 

To 	 achieve self-sufficiency bettar training of the
 
°
 "representante agricola , and other perzonnel living in the
 

community is recommended. This wil 6 reduce con:ts and
 
increase the actual plresence of the #ssistance.
 

Given the drawbacks of the organizational structure, it may
 
prove desirable to promote regional associations with the
 
participation of the government, the private sector, and the
 
farmers' groups. These association could provide an
 
additional option for technical and organizational
 
issistance, credit, market information, training and
 
commercial support to the miniriego group at costs which may
 
vary depending upon the stage at which the miniriego is in a
 
planned evolutionary trend.
 



ANNEX
 

LIST OF PERSONS INTERVIEWED
 

Name and/or Position 


President 

Fontaneros 

Members 

Ordonez 


Merida, Hugo 

Garcia, German 

Maldonado, Marco 

Vasquez, Josue 

Sanchez, Milton 

Mejia, Oscar 

Monterroso, Efrain 

Pivaral, Santiago 


Salanic, Jose 

Estebas, S. E. 

Serrano, Margarita 

Mendez. Jose 

Hernandez, Edgar 

Calderon, Almircar 


Cabrera, Bernardo 

Gomez, Pedro 

Alvarez, Hilberto 

Ochoa, Carlos 


Zuchini, Armando 

Medina, 

Tiro, Oscar 

Lava, Carlos 

Duarte Ramirez 

Zuchini, Hector 


Castaneda, Humberto 

Velasquez, Marroqueo 


Xitumul, Luls 

Ruiz, Misael 

Quintana, Raul 


Molina, Max 

Moscoso, Baltazar 

Grajeda, Jose 

Granados, Misael 

Gonzales, Luis 


Organization Region
 

Mini riego group V
 
Mini riego Group V
 
Mini rleg3 Group V
 
PDA V
 

PDA VI
 
DIGESA VI
 
ICTA VI
 
ICTA VI
 
INDECA VI
 
DIGESEPE VI
 
DIGEBOS VI
 
INDECA VI
 

DIGESA VI
 
UIGESA VI
 
DIGESA VI
 
INDECA VI
 
DIGESA VI
 
INLECA VI
 

DIGESA VI
 
DIGESA VI
 
Farmer VI
 
Farme.r VI
 

DIGESA VII
 
ICTA VII
 
BABD3A, VII
 
DIGESA VII
 
DIGESA VII
 
Dir. Regional VI
 

PDA VII
 
PDA VII
 

PDA IV
 
UPRA IV
 
UPRA IV
 

PDA III
 
ICTA InI
 
DIGESEPE III
 
BANDESA III
 
DIGEBOS II
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Lopez, Rafael 

Villa Fuentes, A 


Villela, Daniel 

Godoy, David 

Aconzo, Joaquin 

Peralta, Hugo 

Million, Mauro 

Martinez, Edgar 

De Leon, William 

Rico, Carlos 

Navarro, Roberto 

Fuentes, Arnoldo 

Moran, Marco 

Sebastian, A. 

Tecu, Efrain 

Gamboa, Otoniel 

Castillo, Federico 

Chacon, Arnoldo 

Gabriel, Jose 

Velazquez, Bernardo 

Vasquez, Gonzalo 

Santos Cruz, C. 

Velazquez, A. 

Chacon, Daniel 

Chacon, Moises 


Caceres, Jose 

Tejada, Humberto 

Garcia, LuIs 

Fuentes, Arnoldo 

Selvi, Buenafe, 0. 

de Lopez, Sandra 

Ramirez, Jose 

Chinchilla, Oswaldo 

Aragon, Fausto 

Palma, Jo!ce 

Calel, RTafael 

Martinez, Rolando 

Monzon, Victor 

Flore3, 3ergio 

Garcia, Oscar 


Danilo, Palma 


DIGESA
 
INDECA 


PDA 

INDECA 

DIGESEPE 

DIGESEPE 

INDECA 

DIGEBOS 

ICTA 

DIGESA 

ICTA 

DIGESA 

DIGESA 

DIGESA 

DIGESA 

DIGESA 

ICTA 

Farmer 

Farmer 

Farmer 

Farmer 

Farmer 

Farmer 

Farper 

Farmer 


DIGESA 

ICTA 

INDECA 

DIGESA 

DIGESA 

DIG9SA 

DIGESA 

DIGESA 

BANDESA 

PD& 

DIGESEPE 

DIGESA 

DIGEBOS 

DIG13BOS 

DIGESEPE 


HAD Phase
 

III
 

II
 
II
 
II
 
II
 
II
 
II
 
II
 
II
 
II
 
II
 
II
 
II
 
II
 
II
 
It
 
II
 
II
 
II
 
II
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II
 
II
 

II
 
II
 
II
 
II
 
II
 
I
 
I!
 
II
 
II
 
X1
 
CI
 
IX
 
II
 
II
 
II
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SUMAR IO EJECUTIVO
 

EVALUACION DE MEDIO TERMINO
 
PROYECTO DE DESARROLLO AGRICOLA -FASE II-


IMPACTO ECONOMWCO DEL PROYECTO
 

J.A. CARRERA
 

Dentro de la Consultorla sobre Impacto Economico del Proyecto se
 
reconocieron tres dificultades para evaluarlo; la inexistencla de un Estudio
 
de Base, la falta de datos de seguimiento y resultadoy el poco tiempo de
 
operaci6n de la faLc r del Proyecto. Se determin6 que el PDA solo opera como
 
"UNIDAD" la fase del disefo y construccl6n del Sistema de Minirlego, pero los
 
aspectos de manejo de agua y suelo, produccl6n y comercializaci6n son
 
enfrentados Individualmente por cada uno de los agricultoreS del sistema.
 
Esta situaci6n afecta el trabaJo de PDA y el cumplimiento de objetivos y
 
resultados.
 

Se identificaron tres tpos bAsicos de sistemas de miniriego, los que
 
utilizan la fuerza de gravedad; los que utilizan bomba para la dlstribuci6n y
 
los que hacen uso de agua subterrinea; en ese mismo orden los sistemas se
 
hacen mAs complejos y requieren mayor esfuerzo en todas las etapas y mayor
 
inversi6n.
 

Se reconoci6 que no se desarrollan estudios de factibilidad econ6mica
 
para ninguno de ellos, pero se consider6 como necesaria por lo menos para los
 
dos tipos m~s complejos. Se recomend6 adicionar a la factibilidad, el
 
anlsis de restricciones y elementos que potencializan el desarrollo del
 
Proyectos.
 

Se encontr6 que no existen datos de canpo para evaluar el impacto en los
 
precios y en los ingresos de los productores por efecto del Proyecto, por Io
 
que se desarrollaron estimaciones en base a datos generales y globales que
 
permitieron concluir que el Proyecto tiene un efecto considerable en el
 
ingreso,especificamente por efecto dIe la utildad neta de los productore5 y
 
por el valor del empleo generado por los productos horticolas.
 

Se recomend6 considerar la necesidad de tomar el Sistema de Miniriego
 
como una unidad en su conjunto, no solamente para la planificaci6n, disedo y
 
construcci6n del miniriego sino tambi6n para las Eases de manejo de agua y
 
suelo, producci6n y comercializaci6n, gererando programas minimos Cal respecto


"para cada miniriego atendido y no asistiendo individualmente a los
 
productores.
 

Al analizar el gasto p6blico y el efectuado especificamente en el Sector,
 
se comprob6 que el mismo se ha reducido fuertemente por Io que los gastos del
 
gobierno por efecto del proyecto no es probable que se hayan Incrementado,
 
sino por el contrario que hayan decrecido.
 

Se recomend6 finalmente, introducir algunos cambios en el Sistema de
 
Informacl6n, Seguimiento y Evaluaci6n StSE,para que en e-- futuro se pueda
 
contar con los datos necesarlos para realizar el anklisis de Impacto del
 
Proyecto.
 



1. ANTECEDENTES GENERALES DEL PROYECTO DR DESARROLLO AGRICOLA
 

El Proyecto de Desarrollo Agricola DPA es la continuidad de Proyectos
 
anteriores que desarzollaron desde 1983 con algunos componentes similares al
 
actual. Los principales son : Conservaci6n de Suelos, Construcc16n de
 
Miniriegos, Reforestac16n, Caminos de Acceso.
 

"El Jbj:tivo global del PDA ns el de propiciar que el sector rural
 
aumente su contribuci6n al 1,istzullu uconmico nacional, a travds del 
incremento de la producci6n y rentabilidad agricolas. La realizaci6n de este 
objetivo se alcanzarA a travs del Impulso de la agricultura comercial 
diversificada, de un mayor nfasis en el desarrollo de los sistemas de riego 
en finca y de la obtenci6n de serviciob de transferencia de tecnologla, 
comercializaci6n y cr~dito hacia los pequef.s y medlanos agricultores " 

El Proyecto actual se ha expandido en cuanto a Area geogrAfica cubriendo
 
todo el territorio naclonal a excepci6n del Petdny sus componentes estAn
 
disefados en una forma mAs integrada que loc, proyectos anteriores. La
 
conservaci6n de suelos y agua se vlnculd' a la construcci6n de los minirlegos y
 
el maneJo de cuencas. El cr~dito ademAs de dirigirse a la construcci6n de
 
Infraestructura, se aplica a la produccifn y comercializaci6n, apoyado con
 
actividades de clasificaci6n de productos y un sistema de ln'ormaci6n de 
mercados. Ultimamente se adlcion6 el aspecto de manejo y monitoreo de 
pesticidas. Estos son los principales elementos de su diseo. 

Se busca la coordinaci6n del Sector Pdblico y Privado para hacer mAs
 
efectivo el trabaJo, especialmente con respecto a la producci6n para la
 
exportac16n y los canales de comerclalizaci6n.
 

Los principales productos que se esperap obtener son: 270 sistemas de
 
miniriego construidos, Irrigando 2 350 hectAreas y beneficlando a 6 000
 
faMilias rurales. Beneficlar con actividades de conservaci6n de suelos,
 
manejo agroforestal y forestal a 27 000 famillas en 6 400 hectAreas.
 

El establecimiento de pairAmetros aceptables por parte de DIGESA para el
 
dlse~o, consttucci6n, operac!6n, mantenimiento y evaluaci6n de las actividades
 
de riego de pequefla escala, e Instituclonalizar un proceso multidiciplinario
 
para movilizar los recursos del Sector Pdblico y Privado en la identificaci6n
 
del potencial de los proyectos de miniriego especialmente en el nivel regional
 
con los COREDAS.
 

Para lograr lo anterior se diseffaron los componentes de Investigaci6n y
 
Extensi6n, Mercadeo, Manejo del Cr6dito y Actividades de Apoyo, para
 
administrar los recuros del Proyecto con Asistencia Externa y apoyar al
 
Gobierno de Guatemala con T~cnicos Nacionales. Dar seguimiento y evaluacidn
 
a la's actividades y fortalecer la actividad de la Unidad Sectorial de
 

Metodologia de trabajo del Proyecto de Desarrollo Agricola PDA MAGA-PDA. GdeG/AID
 

520-0274. Guatemala, Junto de 1990
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Planificaci6n Agricola USPADA, desarrollar las bases de informaci6n para
 
evaluar el Impacto del Proyecto en los beneficiarios y dar orientaciones para
 
el diseffo de nuevas intervenciones.
 

Finalmente~se han adicionado actividades para desarrollar la capacidad 
en el maneJo de enfermedades y de los pesticidas, monitoriando la producci6n, 
importaci6n y distribuci6n de los mismos y prestando servicios de diagn6stico 
a los peque~os y medianos productores del pals, operando un sistea de 
lnformac16n y registro, dando servicios de inspecci6n en el campo y de 
diagno'stico en laboratorios especiales. 2 

Los primeros acuerdos de entendimiento se desarrollaron en Septiembre de
 
1986 (Gran Agreement Amendment No 2), siguiendo una serie de ellos siendo los
 
m~s importante las de Agosto de 1988 (No 3) y el 61timo en Abril de 1990 (No

6).
 

El gran ndmero de acuerdos manifiesta la necesidad que se present6 de
 
precisar en distintas oportLnidadesaspectos especialmente de contenido y de
 
operaci6npuesto que los productos a lograt por parte del Proyecto, realmente
 
camblaron poco.
 

El Proyecto inici6 sus actividades operativas de campo en el mes de
 
Agosto de 1989, por lo que unicamente lleva operando 19 meses, una buena
 
parte de ese tiempo se destin6 a conformar la Unidad Administrativa del
 
Proyecto.
 

1.1 Elementos Generales para Estimar el Impacto del Proyecto
 

Existen tres dificultades de magnitud para poder estimar el impacto de
 
las acciones del Proyecto de Desarrollo del Altiplano: a. No existe un
 
estudio de Base que reconozca la situact6n especifica anterior al Proyecto.
 
b. • No existen datos de seguimiento de las acciones del Proyecto y de sus
 
resultados y c. La acci6n Efectiva del Proyecto adn es ruy reclente (Segunda
 
Fase).
 

Por lo anterior cualquier relaci6n sobre productos a lograrse y/o
 
logrados, debe desarrollarse sobre bases estimativas que guardan relaci6n con
 
los elementos manejados par el PDA y especlalmente por los proyactos que le
 
antecedieron en situaciones que se asemejen a las que PDA estd enfrentando.
 

Partiendo de las metas que el PDA diseff6,lo primero a alcanzar es el
 
Incremento en el Ingraso de los productores y de ello se originan otra serie
 
de metas especificas para alcanzar el obJetivo final.
 

Estas metas 3e relacionan con la construcci6n de sistemas de miniriego
 
y mdnejo adecuado de suelos y agua, diverslficaci6n de la producci6n,
 

2 Highlands Agricultural Development Project. Summary of Expected Project Outpu
 

Jeffrey D. Brewer. 24 September 1990.
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eficiencia en la producci6n de cultivos de alto precio, ingreso a mercados de
 
esos productos y manejo de las cuencas para darle permanencia a su sistema
 
productivo.
 

La inUtodologla de trabajo de PDA integra dos conceptos claves: 
"los
 
agricultores comO poblaci6n objetivo y eje directo, para cuyo benef~cio se
 
orienta la actividad del Sector y la idea de serviclos Integrados de
 
asistencia t~cnicBi y no de forma aislada" , 

Los elementos identificados se consideran coMo integrados, sin erbargo,
 
en su operaci6n y en la prictica dsto sq manifiesta sumamente 
 dificil y se
 
perciben en las tareas de campo desagregados, a pesar de que en un sistema
 
integrado cada elemento guarda una Intima relaci6n con los otros 
 y lo que

sucede a deja de suceder en uno afecta a todo el sistema. De alli proviene la
 
concepc16n de "Unidad de Miniriego" interpretAndose que debe considerarse comO
 
un solo sistema.
 

Es de reconocer sin embargo, que es complejo tratar de conformar una
 
"unidad" de alga que con anterioridad no tenta los requisitos bAsicos para

ello; par otro ladola conformaci6n es producto de un proceso que normalmente
 
leve. tieinpo consolidarlo y por lo tantolos resultados dificilmente pueden
 

verse en el plazo inmediato y a6n en el corto plazo.
 

La formaci6n de la Unidad o Sistema de Miniriego partiendo de la
 
estructura civil es un buen comierzo, por lo 
 que se hace obligado contiruar e
 
identificar un proceso seguro de avance con lus elementos estratdgicos que

conducen d fortalecer el sistema, asi como identificar a su vez los elementos
 
que le restringen para lograr darles un tratamiento adecuado. Toda la acci6n
 
institucional debe orientarse a ello.
 

El sistema tiene que desarcollarse y operar a nivel de cada uno de los
 
miniriegos para que sea efectivo, sin embargo cada caso presenta
 
catacteristicas muy especiales que hacen que la accl6n en cada uno de ellos
 
tenga sus variantes y sea 
necesarlo enfrentarlo con un excelente conocimiento
 
de su operaci6n y de sus restricciones para operar comO 3istema.
 

Inicialmente en algunos ulniriegos es probable que sea la organizaci6n
 
la principal restricci6n para accionar comO sistema, en otros sea la falta de
 
conocimiento en el manejo de nuevos cultivos o el sisterfa de riego, en otros
 
el maneJo del mercado y cualquler otro factor. El hecho e:; que la accidn del
 
PDA deberA tener la particularidad de identificar esas testricciones
 
.estrat~gicas y actuar sabre elias para eliminarlas, sin 
 dejar de actuar con
 
las otrax que 16gicamente tambin presentaran restricciones. El impacto y

logro de resultados positivos en gran medida se basara en dosificar la acci6n
 
de acuerdo a las circanstancia partieulares.
 

Metodologla de Trabajo del Proyecto de Desarrollo Agricola PDA. MAGA-PDA.
 
GdeG/AID 520-0274. Junio de 1990
 

3
 



Por otro lado la dln~mIca de la acci6n provoca camblos en el sistema
 
que es obllgado Ir rec:41endo para avanzar en la misma lnea con el proceso y
 
darle el acompafiamiento adecuado aplicando las acciones en el momento e
 
Intensidad mAs oportuna.
 

Si bien es correcto que la acci6n del PDA debe integrarse a nivel de los
 
ElAT's para brindar un servlcio adecuado, el servicio debe re.porider a !an
 
necesidades de 
 Ia unidad de minlrieso especilfca y no a las necesidades e
 
integraci6n de las instituciones.
 

De lo anterior se desprende la necesidad de contar con un diagno,;1ic.
 
minimo de la unidad de miniriego como elemento sociol6gico y econnorlc :,'
 
permita el dl!effo de un programa y una accl6n instituclonal m'As efe:tIvv i.,

cada caso y in sisterz que permita darle sequimiento y eva!uacl6n 1i :
 
especificc Me la unidad de minnirego y no tanto a la ac-16n Institucloni>.
 

En el documento de etodoloriii le TrabaJ del Proyecto de ,f, '- e<
 

Altiplano PDA, en lo referente a las Unidades de Hinirliego en Opeiac!6n

describe 
 un proce5o que se afemeja a lo que se ha descrito con anterior''.,
 
especialmente en lo referente al Diagnostico, Priorlzacl6n y eleccin
 
Elaboraci6n de Estudion de Sltuacl6n, Elaboracl6n y Operaci6n de Plart',
 
Especlflcos de Trabajo y el eguimiento y Evaluaci6n.
 

Probablemente el aspecto ms irmportante sea que este procr:;o .
 
aplicarte en el carpo a rada uno de los mintrleo priorlzadon para atendcr]>.
 
y probablemente se debe desirrollar en aquellos donde se 
 incl-i '.i

construccI6n de la infraestructura al miLmr tiempo para que 103 Vp-duc .
 
participen, se involucren y comprometan ccn lo plane-, de trabijo.
 

E resultadc dp ente procrso leblera dar 
ccro ;)zducto par Io '-er. .'
 
programa le trabajo 
 pari eI maneje lel 'uelo y el alua, iin prcgru:'
produccl6n y un prograna de comnercializari6n que conformen un plan p'ri -I 

nmlirlego. La funci6n de la evaluacl6n y el egulmlento deber )rIrntar-.,
meedIr el 3vancC del Plan, I.,entl~'icar oh.stAculos y re.tricclonri y -.,,,:1 
acciones para 3uperar lo5 problemas. AdemrA7 Iehoru reorlentar o alapt.ir ,: 
programas de acuerdo a las nuevas circunstnclis que ne pre.ienten o a. 
camblos provocados per el mismo Plan. Peto se sostiene que ell' e'e)
aplicarse a toda la unidad de mlnirlego en su conjunto y no a cada parc1.arV: 
individualmente dentro del sihterm. 

El Progra ma deberA ser (Ielo ms senc lIo para imanvJ, rIo, no ag rr.t 
.consumo 
permita 

de tiempo en 
adaptacionei 

su preparacl n nI debe 
V Intprpretaclones 

ier muy rigido y compleJo q,,. 
per parte de lot , 

,: 

benef Iciarios. 

En general a pesar de que existe un IIaIjnoatico de cadca una le Ia% 
reqielnen y Utn e.itudlo de 7.1tuaci6n Ie algunof mlinfri-gon 1.1 informa.rcln 
generada per ellos no e. la indicadia para establecer la sItuict6n !,nt,'-! 

proyecto nI para evaluar impacto. Adliclonalmentr el poco tiempo dc ,:J-ctcl"n
 
del Proyecto tambifn 11mlta percIbIr el Impacto.
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~? Par 0110 Is evaluacl~n del impacto so dearrollark con los limitados
Was Inditectos con quosom cuenta, es deal: con datos que evaldan el 'proceso 

de divorsilcacl6n on general y condatos muy especificos que son validos 

1.2 Posible Zmapta del Provsc'tn 

21 PDA y l. Proyoctos anterlores han contribuldo on forma considerable 
apoyar *Iptoceso de divetsificaci6n do cultivos y do las exportacionesy

ban apoyado at czeciaiento del sector no tradicional do exportacl6n* la medida 
in quo 10 han hecho no asposIble calculala exactamente pot falta de 
Informect6n, sin embargo as posible estimur algunos productos en base a 
Iupuestos quo ptovienen do Infogmact6n general. 

Las principales.fente s de inforuact6n son extudlo do campo elaborado
it 

en ia ao de 119 par a1 Departamento de Investigaclones Agropecuarias e
 

a
Industclales del lanco daoGuatemala, IsTests de Orado del S. Ch n Tetzagulc, 
irvaluacl6n do los Ifecto de Is.Olverslftcacl6n Agricola del CUNOC/USAC, 
elaborada on 1919 y Is tambin Tests del Id? Gd Costs Rica do j. r.Garcia 
Tsoc, Ivaluacl6n lx-post de Proactos do Hinitiego en *1 Altiplano de 
Guatemala. 

Ls Estrotegl& de Olvorulflcacifn so presents cowa una opcldn al 
considerat quo en to d6cada do tax 10's IUeconomia global Gel pals mostr6 
caidas en .1Ptoducto Interno Uruto esgecialmante on los primros alas alendo
do 3.5 y 2.6 Iten 1912 V1913 tasgectivamente# sin embargo entre 1984 y 1986 
so logrduon& recuperacl6n y posteriormente so ha sostenido e1 crea Imwnto 
hasta 1990 con tasas ieosciLlan entr 3.1 y 4 %. 

Par&aya tp@ sector externo desde hace algunos a&tas$s promovi6 ai 
fortalecmlmento do Is oferta exportable fomntando I diverstficact6n do la 
exportaclones especlalmente las no tradilonales. 

"In at coportamiento favorable do las exportaclones agploolas no 
tradicionalesf sobtea~lent lo$ productos do Ishoztlcultura, floricultura y
fruticultura, no solo pot los camblos quo provocaton an la estructura 
productiva do 81alunas oias del pals* sin1 ro lo gtneracl6n del eliaPo y 21 
Ingtso do Givisas.9 

31 Banco do Gusamala, desarto116 un trabald do Campo Paz& conocer MAS 
.obre al proceio y la situact6n actual, eiltz6 comparacionts antre los datas 
irdel Cano0 Atopaatlo do 1979y loaduos do cmpo obtenidos a travis do una 
encuesta en 1919 an los depattamentos do Chimaltehangol, icatep6quez y 
Guatemala, cottespondlqntes a is.Reg.n T y V do i actual teglonallucl6n. 

.. agnostico y Pe.pectivas de U Produccl6n, Procesamlento y txpaztacl6n 
Productos Aacolas Vo fcadlclonales. Altiplano Central do Guatemala Seccl6n 

,stdios proyectos Aropcurlos. Dogartamento do Investfgaclones Agropecuatlas 
nduttvista nca Central No. 7 Oct-Dic 190 

.
 

do
 
do
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El Estudio reconoce la importancia del proceso de diversificaci6n que se
 
esta desarrollando en 
Areas de minifundlo, pero con cambios en la organizaci6n
 
para la produccl6n, la comerclal!zac16n; con Innovaciones tecnol6gicas e
 
incentivando 
 la mentalidad empres-arial en los parttcipantes, fomentando ]a

modernizaci6n de los procesos productivos y 
con la aplicaci6n de distintos
 
sistemas de 
riego que apoyan en buena medida al proceso.
 

La Diversif.icaci6n es de suma importancia puesto que vicne a incentivar
 
y pro, over sectores complementarios de la producci6n como el
lo es transporte,

los servicios y especialmente el componente agroindustrial que ha incrementado
 
su presencia con ampliaciones y aparici6n de 
nuevas plantas de acopio, empaque
 
y comercializaci6n, 
lo que esta ampliando las oportunidades de empleo.
 

El Banco de Guatemala estima que 
 el proceso ha generado alrededor de 14

mil nuevos puestos de trabajo entre personal comercializaci6n, administrativo
 
y de campo; el monto de los salarios pagados pudo haber sido en 1989 de Q 7.0

millones de los cuales el 73 % correspond16 a la fase de producci6n.
 

Se estima tambi~n que el proceso se puede expandir puesto que no existen

limitantes de tierra apta, de 
mano de obra ni de procesamlento. Algunos de

los obstLculos detectados pueden relaclonaise con la disponibllidad econ6mlca

de agua para riego y necesaria para el procesamleito; el buen mantenimlentQ de

las vlas de acceso y los servicios de electrilcaci6n y telecomunicaciones.
 
Otro punto importante es la disponibilidad de recerso financiero en 
los montos
 
y el tiempo oportuno y el transporte adreo y terrestre hacia los puntos

adecuados de consumo.
 

En base a los datos recopilados por el mencionado Estudio y otros
extraidos de los diagn6sticos regionales levantados por el PDA, que 
se
 
presentan en cuadros anexos, se realizaron estimados para tener idea del
 
iLpacto del Proyecto PDA.
 

De acuerdo 
a cifras del PDA existen en operaci6n 275 proyectos que

cubren una 
extensi6n de 2863.48 hectAreas y 6718 agricultores.
 

Partiendo del Area total cultivada y de 
 la producci6n obtenida en los

distintos cultivos no tradicionales se asumi6 que una parte de ellos 
 fue
 
producida en 1989 en sitios con miniriego. Los cultivos escogidos fueron aJo,

brocoll, cebolla, zanahoria, coliflor, tomate, repollo y arbeja china.
 

El total de superficie cultivada con cultivos no 
 tradiclonales
 
'reportados para ese ato fue de 14 396 
 hectireas, incluyendo hortalizas,

frutales y floZcu. 
 La estimaci6n se aplico unicamente para el Area cultivada
 
con hortalizas piesto que de acuerdo a las observaciones el cultivo de
 
frutales y flores en minirlego es Insigniflcante.
 

El Area de las hortalizas escogidas ascendl6 para ese affo a 11 016
hectAreas de un total de productos no 
tradiclonales de 14 396, correspondiendo

al 76.5 % de la superficie.
 

Se asumieron tres situaciones: que del Area de las hortalizas escogidas

el Area en producci6n con miniriego era el 10 %, el 
 15 % y finalmente el 20
 



%. Con ese supuesto, en 
valores absolutos correspondi6 a 1 101.6 
 652.4 y

2 203.2 hectAreas respectivamente.
 

Lo anterior representa el 38.5 %, 57.7 
 % y %
76.9 del Area de los
miniriegos en operaci6n en el PDA. 
Se supone que la superficie no utilizada
en las hortalizas escogidas se dedic6 
 a otras hortalizas, a cultivos
tra.iconales o no 
estaria en la practica bajo cultivo y riego.
 

Las cifras de estas estimacioncs dieron 
 omo resultado lo siguiente:
 

Cuadro No. 1
 

ESTIMACION 
 % Area Total Produccifn 
 Valor de Prod. Jornales
 
con Hortalizas
 
% Hects. Miles TM Miles de Q. 
 Miles
 

Primera 
 10 1 102 20.4 
 9 602.0 646.4
 

Segunda 15 
 1 652 30.7 
 14 402.9 969.6
 

Tercera 
 20 2 203 40.8 19 204.0 i 292.8
 

FUENTE: Calculos propios en base a 
los cuadros anexos 
 con informaci6n del
 
Banco de Guatemala y los Diagn6sticos Regionales de PDA.
 

Lo anterior unicamente supone la 
 posibilidad de 
una c:osecha mis de
que normalmente se efectuaria de no 
la
 

contarse con riego, sin embargo en algunas
regiones es factible que 
 puedan darse 
 hasta dos cosechas adicionales a la
normal de dpoca lluviosa. Esta caracteristica en el caso de la 
 producci6n de
papa reportada en el Miniriego de San Martin Sacatepequez, Quetzaltenango 3
 

Otro punto Importante es que el resto de la 
 superficie del total del
a~rea de miniriego atendido por PDA que varia 

Area estaria ocupado 

entre el 61.5 y el 23.1 % del
 por lo menos en buena parte con 
 cultivos tradicionales
como malz 
y frijol u otro tipo de hortalizas menos importantes que las
seleccionadas, las que adicionarlan su valor al de 
 la producci6n total y a la
generaci6n de empleo estImada en el calculo anterior.
 

Las estimacianes presentan de acuerdo 
a las distintas opciones un
.volumen de producci6n de hortalizas que varia 
 entre 20.4 y 40.8 miles de TM
de producto lo que 
 es bastante considerable 
y el valor de la producci6n
estimada a preclos del productor varia entre Q. 
9.6 y 19.2 millones.
 

Es importante la cantidad de jornales que genera la 
 actividad horticola
en mifiriego, todas las hortalizas anal.-j'as presentan un alto indice de uso
de mano de obra, dentro de las opclones varla entre 646 miles 
dp Jornales y
 

Chan Tetzaguic, S. Evaluaclon de 
 los Efectos de la Diversificaci6n Agricola.
Cunoc. Div. Clencias Econ6micas/USAC Quetzaltenango, Guatemala 1989
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1.3 millones; los que contabilizado a un valor de Q 5.20/jornal presentan un 
monto de Q. 3.4 y 6.7 millones respectivamente pagados en salarlos lo que se 
considera apreciable en el medlo rural. 

2. DIFERENTES TIPOS DE SISTEMAS DE MINIRIEGO
 

A trav~s del tiempo y de !as distintas tases del Proyecto se han
 
desarrollado tambi~n distintas estructuras de miniriego desde las mas
 
sencillas y simples haci6ndose mAs complejas a medida que la demanda de riego
 
y la presi6n institucional ha orientado la acci6n hacla alcanzar metas de
 
construcci6n y operaci6n de minirlego.
 

Uno de los documentos de Convenio de Prdstamo entre el Gobierno de 
Guatemala y la Agencia para el Desarrollo Internacional AID '. identifica 
cuatro clases de sistemas de riego (i) en la finca simple desviaci6n, sistema
 
de riego por gravedad. (ii) en la comunidad, desviaci6n simple, sistema de
 
riego por gravedad. (iii) en la comunidad desviaci6n simple, sistema de
 
tuberla por gravedad, y (iv) comunidad cercana a un rio o lago: sistema de
 
riego por bombeo.
 

El mismo documento dice: " la mayoria de los sistemas serAn construidos
 
per gravedad utilizando mano de obra, materiales y herramientas locales, los
 
cuales no requleren bombas, motores cl4ctricos o costos de operaci6n
 
recurrentes."
 

Al analizar los inventarlos de proyectos de minirlegos ubicados en los
 
Dlagn6sticos RcUlonales del PDA, se puede ver ficilmente que la gran mayoria
 
pertenecen a las clases descritas anterlormente en la carta convenio No 61,
 
sin embargo se presentan alguncs que requieren de bombas eldctricas para la
 
distribuci6n del riego y empiezan a ser mas frecuentes los que utlllzan agua
 
subterrAnea come fuente original lo que genera normalmente doble gasto de
 
energla para extraer el agua y para distribuirla. Estos 6ltimos casos a pesar
 
de ser los menos frecuentes presentan adrea 4tiles de riego en promedio mAs
 
grandes que los que utilizan agua superficial.
 

Para muchos fines se hace necesario tipificar y caracterizar los
 
distintos modelos de sistemas de miniriego que se encuentran en operaci6n,
 
construccl6n y estudlo.
 

Los que se presentan como los m~s comunes a simple vista son los que a
 
contlnuac16n se describen.
 

Carta de Ejecucl6n No 61 del 20 de Abril de 1988 entre el Coblerno de Guatemal
 

la Agencda para el Desarrollo Internacional AID, suscrita por el Ministro de Agricultu
 
y de Finanzas y el Director de la MIsl6n.
 



2.1 	 Sistemas de Miniriego por Gravedad con 
 Aplicaci6n Superficial V/o
 
Aspers16n
 

Estos son los 
 sistemas mAs sencillos y !as que principiaron a dlsefarse y
hacerse populares en el medio rural, captan el agua de 
un naclmiento o fuente
superficial y es trasladada sobre la superficie 
 simplemente o entubada hasta

el lugar de aplicac16n. La 
 diferencia de altura normalmente sirve coma la
 
fuerza Impulsora para que el sistema opere.
 

2.2 
 Sistemas de Miniriego con Bomba con Aplicacidn Superficial y/a Aspersi6n
 

Estcs 	sistemas toman tambin el aqua de fuente
una superficial, pero ubicada
 en un lugar tal que se 
hace necesario impulsarla por la fuerza de una bomba
 
para colocarla en 
el lugar adecuado y que el sistema opere eficientemente. El
tamago y la 
fuerza de la bomba dependerAn de la ubicacl6n de la 
fuente de agua

y del lugar de operac16n del sistema.
 

2.3 	 Sistemas de Miniriego con Aqua SubterrAnea con Allcpci6n Superficial
 
Y/o Aspersi6n
 

Estos sistemas son los mAs complicadoi puesto que se requiere de mayor

esfuerzo y energia para hacer disponible el agua 
 para riego, es necesarlo
Inicialmente perforar un pozo para luego 
 extraer al agua y distribuirla para

su aplicaci6n, per Io que necesita generalmente de dos sistemas de bombas, el

de extracci6n a la superficie y para la distribuci6n. Estos sistemas son !os
 
que mAs recientemente se han puesto en operaci6n.
 

3. CARACTERISTICAS Y FACTIBILIDAD DE LOS DISTINTOS SISMEMAS DE RIEGO
 

3.1 
 Miniriego poaGrLvedad con Aplicaci6n Superficial Y/o Aspersi6n
 

Los tres tipos de sistemas de riego Identificados presentan
caracterlsticas proplas, 
 los primeros 
son los mis numerosos y sencillos, mAs
fAciles de disefar construir y operar. 
 La gran mayorla observada son del
tipo de Aspers16n. ?odo este proceso para 
su diseo y construcci6n consume
 
menos 	tiempo y tienen un 
 costo 	de inversi6n, operaci6n y mantenimiento baJo.
Los tdcnicos que los disean y dirigen en la fase 
 de la construcci6n los
 
conocen perfectamente blen y tienen experlencia en 
su operaci6n.
 

En conversaciones con los t~cnicos 
en el 	campo se estim6 que el costo de
inversi6n de este tipo de proyectos estuvo entre Q. i 000 y 1 500 per hectArea
 
bajo flego.
 

Los agricultores pueden entender bien el mecanismo de funcionamlento del

3lsterra y per ser baja la 
 inversi6n, la rentabilidad y el costo/beneficlo de
los mismos es amplio y el 
Impacto econ6mico para los agricultores es evidente.
A pesar de ello no se Dudo localizar datos 
 sabre 	anAllsis econ6mico de este
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tipo de sistemas
 

Las princlpales limitaciones son que el Area de riego es relativamente
 
pequefa, que a criterio de algunos t~cnicos las condiciones fisicas, de
 
accesibilidad y de mercados para colocar la producci6n de este tipo de
 
sistemas se hace cada vez mAs dificil de encontrar en las regiones.
 

3.2 Hiniriego cn Bomba y Aplicaci6n Supcrficial y/o Aspersi6n
 

En este caso la fuente de agua normalmente es un deposito mayor o un
 
caudal supezficiil como un pequego arroyo o rIo, su disefc y planificaci6n se
 
hace mAE ccmplicado porque es npcesario ralcular el tipo y potencia de una
 
bomba para Ilevar el aqua al lugar de aplicaci6n y para su distribucidn de
 
acuerdo a laz especificaciones t~cnicas. Los aspectos del uso legal del agua
 
tambin pueden ser un poco mAs complicados.
 

En conversaciones con especialistas de riego se estimo que el costo de
 
inversi6n para una hectArea en este tipo de riego puede ser de alrededor de
 
. 000
 

ta percepci6n del sistema y n1 operaci6n por partc del agricultor se
 
hace mAs compleja y con un mayor costo econ6mico, requiere mAs tiempo para su
 
disefo, algunps otras circunstanclas deben de considerarse, como posibilidad
 
de u-so de energla eltctrica, la de integraci6n posterior de otros usuarios, la
 
existencia de eguipos, repuestos y mantenimiento pot parte de los proveedores
 
y otros elementos mAs.
 

En cste tipo de sistema: tampuco se cncontraron datos sobre isis de
 
factibilidad econ6mica o de costo/heneficic, sIn embargo es evidente que !a
 
operacl6n y mantenimiento del sistema se hace mAs complejo y la inversl6n se
 
incrementa sobre el tipo anterior, lo que hace necesario que la producci6n y
 
comerclaltzacl6n esperada de los productos agricolas de un sistema de este
 
tipo sea eficiente para responder a las obligaciones financieras.
 

En este caso ya es conveniente contar con un programa mlnimc de
 
operaci6n y mantenimlento del sistema, un programa tentativo de producci6n y
 
de comerciallzaci6n de productos para orientar todo el complejo productivo.
 

3.3 Minirlego con Aqua SubterrAnea y Aalicaci6n Superficial y/o Asversl6n
 

Este tipu de Hiniriego es el mAs complejo, su disedo y construcci6n
 
requieren de conocimientos especializados, el tlempo para Ilevarlo a operaci6n
 
es mAs largo, al Igual que el anterior es mAs ditfcil du comprender y operar
 
pot parte del agricultor medio, puesto que el sistema tiene mAs elementos, la
 
eficlencia y el segulmiento de los pasos para la operac16n deben ser seguidon
 
con rigurnosdad para que el sistema funcione de acuerdo a las especificaciones
 
planificadas, cualquier desviaci6n en su manejo puede producir problemas y
 
perdidas.
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Las mi~mas consideraciones que 
en el tipo anterior son validas. Por la
 
inspeccl6n de campo se pudo notar que en este tipo de proyectos existen 
 tres
 
grandes componentes de invers16n; la perforac16n del pozo, la colocaci6n y

operaci6n del sistema de extracci6n del agua ue incluye la necesidad, en la
 
mayorla de !os casos de acometidas elctricas, puesto que no existe
 
disponibilidad en Pl propio lugar del p0zo y la inverzi6n en 
el sistemd de
 
bombpc ;ara 13 distribuci6n y aplicacidn del riego.
 

Por Io m~noL los do- fliimoz zub-sl5tcmas rcguieren de un m 
operac!.n y mantenlmirnto que ':"de ' co-:i-dereC- complexo para el usUl2'io,
especialmente porque esta planificado para .er operado como una sola unidad y
 
no a conveniencia o criterio de cada uno de Los beneficiarios quo en !a
 
mayorla de los casos sobrepasan las quince .ersonas.
 

El costo por hectArea de este tipo de riego se ha estimado en t~rminos
 
generales entre Q 10 000 y 15 000.
 

A pesar de que se investiq6 sobre la existencia de estudios de
 
rentabilida y/o costo beneficio de estos proyectos dada la magnitud de !a
 
inversi6n que es alta, solamente en forma Indirecta se pudo localizar un
 
estudlo referente a el Proyecto de la Alameda rr, en Chimaltenango Regl6n V.
 
presentado por el Anallsta del Proyecto Miniriego de ce
de DIGESA la
 
mencionada Regi6n, lo que demuestra que existe capacidad tocnlca para elaborar
 
este tipo de estudios. El mismo se efectu6 durdnte 1989.
 

Este proyecto tiene una posibilidad patencial para regar 22.6 hectdreas,

fue diseffado para riego por aspersl6n y utilIzaci6n iniclal de 12 hectAreas
 
cultivadas 
 con Arbeja China, Frijol Frainc4s y Suchini. Se consider6 toda la
 
Inversi6n efectuada en el Proyecto desde la perforac16n del Pozo, hasta el
 
costo de distribucl6n del riego.
 

La Tasa Interna de Retorno se calcul6 en 32.43 %, se utillz6 una tasa de
 
actuallzaci6n del 20 % resultando positivo el 
 anAlisis y Justificando la
 
Inversl6n. La relacido de Beneficto/Costo fue de 1.23 promedlo para cinco
 
affos de anAlisis del Proyecto, la uttlidad neta a nivel de produ:c16n fue del
 
29 % y el retorno de capital en esta fase es de 12 meses.
 

Los indices indican una posibilidad econ6mica-flnanciera adecuada en el
 
momento del anAlisis, sin embargo para que ello se cumpla se tienen que dar
 
los condicionamientos previos, especla!mnte la referentes a que 10s

productores tengan la actitud y capacidad suficlentes para poder llevar el
 
Proyecto de acuerdo a la planificaci6n y alcanzar los rendimientos, calidad y

preclo de los productos requeridos para la exportacl6n, ademAs de operar los
 
sistemas eficlentemente.
 

Las restricclones de diferente tlpo quje se prosentarlan para lograr 1o
 
programado no fueron Identlficadas y por lo tanto no :se sugirieron medidas
 
para ello. Una visita al campo y entrevlitas con Los productores del Proyecto

de la Alameda IT permiten apreclar que lo planificado no se esta 1levardo a la
 
practica.
 



3.4 Comentarlos sobre la Factibilidad Econ6mlca de los Proyectos d 
Miniripno 

Los prestamos que 
considerados como unos 
producc16n en relaci6n 

concede BANDESA para Proyectos de Minirlego
prestamos mAs del conjunto de prestamos paraa los mecanismos de planificaci6n y evaluac16n 

so 
1 

decr~dlto y para 
su trAmite de concesi6n.
 

En resumen el procedimiento es el siguiente: 
 un grupo de agricultore!
manifiesta su inter6s por contar 
 con un 
 sistema de minirlego a algun
Instancla del Sector Pdbllco Agrlcola 
o del Proyecto PDA, el comerciallzaci6r
de DICESA estudia la posiblildad fisica de 
 disefar y construir un sistema de
Miniriego, si el 
 andlisis es positivo, 
procede a realizar los cAlculoE
t~cnicos de riego y prepara un presupuesto de los materiales a utilizar.
 

Este presupuesto sc convierte en el 
 presupuesto total del
Mlniriego y por lo tanto en el 	 Proyecto de
monto 	global a solicitar en financlamiento al
BANDESA, la solicitud estudiada y aprobada por DICESA es 
sometida al Agente de
Crddito 
del Banco. 
 El monto total es distribuido a nivel 
 de grupos
subgrupos de productores de acuerdo a las 	
y


circunstancias 
 y asignado
individualmente 
 un monto 
a cada agricultor, proporcional al Area de su

propledad bajo riego.
 

El Agente de Cr~dlto prepara 
un Plan de Trabajo que consiste en eva:_ar
las posibilidades de productos a cultivar 
 en el a~rea de riego, numero de
cosechas en 
un perlodo de tiempo, rendimlentos y posible precio a obtener por
su produccl6n. Si el resultado es posit!vo de acuerdo al monto del cr~dito a
otorgar, el mismo se considera factIble y es Aprobado.
 

El estudlo 3e complementa con una 
revisifn del presupuesto por parte del
agente de BANDESA y se apoya con 
un estado patrimonial del sujeto 
de cr~dito.
AdemAs se recomienda el periodo de gracla, el 
 perlodo de amortizac!6n y se
calculan en el tiempo las 
 amortlzaciones en capital e Inter6s para 
 cada uno
de'los beneficiarios an el proyecto. Luejo estos 
se 
 mantlenen integrados a
nivel 	de subgrupos y grupo de productores para efectos del cr~dito.
 

El 
 proceso es relativamente sencillo 
y se 	 ha logrado adaptar a
condiciones normativas 	 !as
del Banco, aparentemente 
es bastante operacional y
rApido para dar respuesta a la demanda de los 
productores.
 

Adiclonalmente a 
lo anterior el 
 BANDESA puede proporclonar cr~dito
un
.para 	la produccl6n siguiendo 
 el mismo procedimlento operativo que ha
se 

descrito.
 

Para el caso de 
los sistemas de miniriego nis sencillos el 
procedimiento
ha zido tuncional y probab!emente el rnmAs 
aiecuado, sin embargo 
a medida que
los :;i!t,,mas (le minlriego han evolucionado y se 
han vuelto mAs complejos y con
una 	 mayor Inversi6n que 
los inlclaes, el mecanismo 
 y procedimiento de
evaluacion de la factibilidad econdmlca y 
t&cnica se ha quedado muy d6bil y
permite muchas posibilldades de fracaz:, especialmente si Io planificado y
programado no se 
Ileva 	a la practica.
 

A. 



La Sugerencia respec as
al .] qua miniriego de acuerdo a lu

compleJidad que se encuentra directamente relaclonada con el monto 
de la
inversl6n, debe de contar con 
un minimo estudio de factibilidad econ6mi:a y

financiera 
 del cual se derivarA un programa sencillo de operacin
mantenimiento del sistema de riego, 

y
 
un programa de producci6n y un programa de


comercializaci6n que debe cumplirse el cual los equipos de EIMAT's deben
discutir y adecuar con los productores y supervisar su cumplimiento. Por lo
 menos dos de los tres tipos 
 de miniriego anteriormente sefialados entrarlan
 
dentro de esta sugerencia.
 

Adicionalmente es convenlente contar.con un andlisis de 
 las principales

restricciones sociales y t~cnicas que se presentan en el sistema 
 para cumplir

con 
los programas minimos y desarrollar las opciones de soluci6n.
 

Para poder cumplir en forma rApida y sencilla con esta segunda parte es

conveniente hacer una tlpificaci6n de los sistemas de minirlego por
caracterlsticas bAsicas homog~neas. 
 La tdse podr~an ser los tres tipos

presentados anteriormente, se estudiaria case
un exitoso y uno que se
 
encuentra con problema3 para identificar factores que potencializan el'6xito y
factores que lo restringen para luego analizar si se encuentran presentes 
en

los sistemas de minirlego que se encuentran en operac16n, y que son

atendidos, los que se en fase de
encuentran la construccin y estudio y
adicionAndolo a la factibilidad econ6mica-financiera del proyecto cuando 
esto
 
sea posible.
 

El andlisis y estudio de las restricciones y la preparaci6n de 
 una
estrategia para tratar las restricciones serlan considerados 
 por los EIMAT's
 
y conveniente que los requlsttos 
 minimos para lograr el 6xito del proyecto

sean discutidos con el grupo de productores para que desde un principic

conozcan los condicionamientos, 
 los acepten y se hagan responsables de dar
 
cumplimiento a un programa de trabaJo.
 

4. IMPACTO EN LOS PRECIOS DE LOS PRODUCTOS POR EFECTO DE LA PRODUCCION EN
 
mINIRIEGO
 

El destino de la produccl6n de los miniriegos es tanto cl mercado local
 como el mercado de exportacl6n en cuyo 
caso 'puede ser la regl6n de
Centroam~rica y 46xlco, ast 
como el mercado de Estados Unidos y eventualmente
 
el de la Comunidad Econ6mica Ruropea.
 

La ubl-acln de los miniriegos tiene que ver con el mercado de destino,

los mas cercanos a la capital normalmente producen para la exportaci6n al
mercado de 
los Estados Unidos puesto que las plantaz de empaque se encuentran
 
mayorltarlamente en este sector, 
 el rechazo es dirigido al mercado de la
 
ciudad y algunos minirlegos producen para el mismo.
 

Al alejarse de Idcludad capital los mercados de destino son las
cludades principales del interlor y el mercado Centroamericano y Mexicano, que
exige menos requisitos de calidad, 
 !as plantas de exportaci6n hacia los
 

13
 



Estados Unldos estAn principiando a hacer Incursiones en 
estos minlrlegos.
 

Generalmente los comerciantes son productores de hortalizas que han
se
convertido 
en intermediarlos (principalmente originarlos de Almolonga) y
agentes salvadorefos que liegan a 
las parcelas a comprar a los productores

por mayor e inclusive "en pie" 
, es decir antes de la cosecha.
 

No existen.registros sobre 
 el tipo de producci6n (hortaliza), volumen,
mercados ni precios de los productos generados en 
los minirlegos atendidos por
el PDA, por lo que se hace muy poco probable estimar los voidmenes de
productos especificos que se dirigen a lo 
 1stlntos mercados Identificados.
 

Los estimados de este mismo reporte de acuerdo al total de !a producci6n
de algunas hortalli-j cscogidas y considerando la partlclpac16n de los
minirlegos atendido por PDA, en un 10 15 y 20 % , ubican la posibl2 produccl6n
en 20.4, 3n.6 y 40.8 miles de 
 TM anualmente, lo que probablemente se
Incrementa con la producci6n de otras hortalizas 
 que tienen como destino
prioritario el mercado local, 
 puesto que fue considerada una sola cosecha y
unicamente en hasta un 76 
 % del total de superficle de los miniriegos

atendidcs por el PDA.
 

Estimaciones elaboradas por el Consultor en Mercadeo 
de este mismo
equipo de evaluacidn, determinaron la comercializaci6n de 15 camiones
semanales de hortalizas provenientes de minirlegos con destino a las 
ferlas y
miniferiaz del agricultor'organizadas por !NDECA Y DIGESA.
El 


Calculando un volumen de 
10 TH por cami'n este volumen representaria 150
TM por 
semana y en 30 semanas anuales se alcanzarian 7.5 miles de TM de
producto lo que es perfectamcnte poolble i las
de acuerdo estimacioncs
anteriores y a la poterialldad 
de produccl6n de la superficle de miniriegos

atendidos por el PDA.
 

La forma como estos voldmenes afectan los precios en los mercados, es
Imposible estimarlo actualmente por la carencla 
de datos especIficos de
preclos en los mercados de destino.del producto antes y despu~s de 
 que los
 
mismos ileguen.
 

La sugerencla para poder contar 
 con ellos en el futuro es por medio de
la caracterizaci6n de los miniricgos homogdneos y en base 
a ello establecer
 una muestra estadlotica que podria ser 
expandIda posteriormente. Los planes
de produccl6n y comerclallzaci6n establecidos para minlriegos atendidos podria
•ser otra fuente de Informaci6n y las actividades de ferias del agricultor.
 

El sistema de Evaluacidn y Seguimiento SISE del PDA debe ser el
encargado de llevar cabo estas
a dctividades en coordinaci6n con las
Instituciones del Sector Agricola participantes y con algunos vlemento: 
 del

Sectdor Privado Identificados como estratdglcos.
 



5. INCREMENTO EN LOS INGRESOS DE LOS PRODUCTORES BENEFICIARIOS DEL PDA
 

El incremento en loi ;ngresos de los beneficiarios del Proyecto PDA

proviene le dis fuentes: eI increment en el empleo generado por el mayor

numero de jornales invertidos en la nrcducci6n de hortalizas en 
relaci'n a 1os
productos cu.tividos con anterioridad al miniriego y el incremento generado

por la intensidad de uso de la tierra con 
 riego el cual es prActicamente

durante todo el afIo.
 

El otro componente importante en el Lncremento del ingreso se refire a

la rentabilliad lograda en la producc!6n de 
 hortalizas cuyos niveles 
 son

superiores a 1o de lo3 c:ut1ivo:: antcricres y/o al incremento de la:

rentabilidades productc de cultivar mu'c dc 
una vez al a~o la tierra.
 

E! Estudio sobre la Evauaci6n de los Efectos de la Diverslficaci6n 7
documento de invest!gacidn efectuado en 1989 San
en Martin Sacatepequez

Quetzaltenango en una Area de miniriego, report6 
 que antes del Proyecto la

actividad agricola corstitula el 45 % del Ingreso familiar total, el 43 %

correspondia al ingreso por salario y el 12 % a la 
 artesanla y otras
 
actividades.
 

Despuds del Proyecto el 84 % 
del ingreso familiar correspondi6 a !a
 
actividad agricola, el ingreso por salario 
a disminuldo a un 1 % y los otros

ingresos ze ubicaron con el 11 %, el pecuario y artesanal fueron de un 3.5 %.
 

Esta estructura sugiere lo observado 
 a nivel de campo en el sentido de
 que se ha Incrementado 
el trabajo familiar en la parcela agricola,

disminuy~ndose la venta de trabajo y
fuerza de posiblemente la mlgraci6n

temporal en muchos casos. El 
estudio menciona que c! Incremento en el rengl6n

oitros Ingresos se debe a alguna actividad comercial generada por el agricultor
 
como Intermediarlo.
 

En t~rminos generales 
 se encontr6 en el estudlo que los productores

mejoraron global un % del
su ingreso en 149 despuds Proyecto,

correspondiendo el origen principal al proveniente de la produccl6n lograda 
en
 
la parcela. El perlodo estudiado fue entre 1983 y 1988.
 

De acuerdo a las estimaciones elaboradas en el presente trabajo y

apoyadas en los cuadros ane:cos se calcu16 
 que si las Areas de miniriego

atendidas por el PDA participaron con el 10, 15 o 20 % de la produccl6n total
 
.de hortalizas escogidas 1989,
para !a .anancla neta global a nivel de
 
productor fue 
 de 0 4.5, 7.2 o 9.6 millones respectivamente provenlente del
 
proceso productivo.
 

Sin embargo asumlendo que en la Varcela del agricultor unicamente se
efectta trabaJo proplo y de la familla y v.ivrando los jornales en Q.

5.20/Jornal el Ingreso adiclonal global para el sector productor 
 rue de Q.
 

Chan Tetzaguic, S. Evaluacl6n de los 
 Ffectos de la Diverslflcaci6n Agricola.
 

Tesis de Grado.Div. de Ciencias Econ6micas. CUNOC/USAC. Quetzaltenango. Guatemala. 1989.
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3.4, 5.0 y 6.7 millones adicionales respectivamente.
 

Lo anterior representa un total de 7.9, 12.2 y
quetzales para el 16.3 millone- jc
aFo de 1989 de ingreso global total 
 para el productor y su 

La recomendazi1n en este 
 sazo
para poder :ontar en el futuro con jat:
preclsoi y reales es que el 
 Sistema de rnlformaci6n Seguitilento y EvauacionSISE del 
 PDA, recoja, ana1cle y cilcule estos datos que son de 
 suma
importancia para medir el 
impacto del Proyecto.
 

6. IMPACTO EN LOS COSTOS DE LOS SERVICIOS OFRECIDOS POR EL GOBIERNO
 

Las distintas fases 
 del Proyecto de desarrollo Agricola PDA, 
se han
drsarrollado durante la 
 d~cada de 1980/90, en este perlodo de 
 acuerdo al
Informe Sectorial Agropecuario ', el gasto 
 publico sectorial adicionalmente a
ser bajo perdi6 importancia en la asignaci6n de 
recursos en relac16n a otros
sectores, pasando de 
 un 15.4 % como promedio en 1980/82 a un 7.8 
 % en 1988,
reduc!6ndose 
 en un 50 % , mientras el gasto publico en 
 su totalidad Io hizo

unicamente en un 8 %.
 

En trminos generales durante 
 el perlodo de 
 1980 a 1989 la inversidn
publica agricola potr ha. basada en 
los principales cultivos se 
redujo de Q 144
 
a Q. 67.
 

Aproximadamente el 65 
 % del gasto total en el sector es para financiar
gastos corriente, de este 85 %
el se dirige para de
el pago sueldos y
salarlos. Durante los 
 afos de 1988/89 la Inversi6n en el sector mejor6
apoyada 
por recursos externos de prestamos y donaclones pero con destinos
especificos, especialmente 
 los fondos de Proyectos especialmente PROGETTAPS
(BID/FIDA), PRODESA (BID) y el AID-520-T-037 PDA.
 

El gasto pdblico financiado con recursos 
internos no se ha Incrementado,
sino por el contrarlo ha disminuldo, en las visitas de 
 campo y en
conversaciones 
 con los tdcnicos es normal 
 escuchar repetidamente las
limitaciones cada vez mAs fuertes con que para
los t~cn1Cos se encuentran
poder ejecutar su trabajo, por lo que 
no es 
nada pr6bable que el Goblerno y el
Sector Agropecuario haya destinado o 
!ncrementado la apllcaci6n de 
 nuevos
*recursos 
para el apoyo del Proyecto de Desarrollo Agricola, por el contrarlo
la evidencla empirica 3ugiere 
 que los mismos se hayan reducido en forma
general y afectado el desenvolvimlento del Proyecto de PDA.
 

0 Guatemala. Informe 
 Sectorial Agropecuarlo. Documento Revisi6n.
en
Regional de Asistencia T6cnica. RUTA. Misi6n Conjunta RUTA/BID 
Unidd,
 

a Guatemala. 20 Mayo f
de Junto 1990.
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7. SISTEMA DE INFORMACION, EVALUACION Y SEGUIHIENTO -SISE- DEL PDA
 

E! Sistema de !-fcrmacdn, Evaluaci6n y Oeguimlento M15E del PDA no 
se
 
encuentra actualmente en operaci6n, pcrr 
 ha preparado fundamentalmente dos

Instrumentos operativos: la Metodologia de Trabajo del Proyecto de Desarrollo
 
Agricola PDA en Junlo de 1990 y la concepci6n, mecanismos e Instrumentos le
 
campo y computaci6n para recopilar, sislcmatizar y analizar informaci6n Y
 
datos a recabar ubre la acci6n del Progrima.
 

El primer documento es un esfuerzo bien lograd( por dar coherencia y

sistematizar las acciones y procesos operativos del 
 pryecto !!-C
 
probablemente sea necesario modificar en 
 zus partes conceptuales 3i en el
 
futuro so 
 decide entrar en ejecuci6n para darle tratamlento a un sistema dc

miniriego como una unidad de trabajo, no unicamente para el dise~o y

construcci6n del sistema de riego, 
 sino 	 tambi6n para la producci6n y

comercializaci6n de la producci6n de la 	 tal.
"Unidad" como Con modificaciones
 
este documento puede ser un buen auxilij: pa:a reorlentar la concepcl6n y

operaci6n de toda !a acci6n de P A a nivel de !a Unidad le Minirlego.
 

En cuanto al documento que incluye los ins-rumento5, metodologias y

contenido de la lnformacl n a recopilar para establecer una base de datos, el

segulmiento y la evdluaci6n; se considera que el recoge una gran
mlsmo 

amplitud de informaci6n y requeriria do una alta Inversi6n de 
 tiempo en el
 
campo para poder cumplir ,on 61, tal como esta estructurado.
 
Adiclonalmente no es posible encontrar datos para evaluar el 
 Impacto del
 
proyecto a nivel de conjunto, puesto que el segulmiento se orienta m~s a!
 
desarrollo de las actividades institucionales.
 

La ougerencia a este respecto es que al caracterizar los miniriegos por

ilementos homogneos pueda sacarse una mucstra estadistica que luego pueda ser
 
expandida para captar generalizar Infor.maci6n y contar con datos globales.

La. otra recomendaci6n so referiria a compactar la cantidad de datos a
 
recopilar en datos que ofrecieran informacin 
Integrada y que tuvieran como
 
obJetivo evaluar el impacto del proyqcto especialmente y no el cumplimiento de
 
la actividad Instituclonal.
 

8. CONCLUSIONES Y RECOMENDACIONES
 

8.1 	 ExIsten tres dificultades pard establecer el impacto del Proyecto: I. 
No hay un estudio do Base quo Identifique la-; condiciones antes lci 
Proyecto. i1. No hay datos de segulmlento y resultados del Proyecto.
T11. La accl6n efectiva do la Segunda fase-PDA es reclente, Por lo 
anterior las estlimaciones provienen do supuestos desarrollados .aJo 
criterlos empirlcos.
 

8.2 	 El PDA maneJa como elemento de unidad solamente el dlsefo y construccifn
 
del sistema de minirlego, los aspectos de manejo de suelo y agua,

produccl6n y comerciallzacldn se ejecutan a nivel individual de
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agricultor 
 lo que afecta toda la 
 accl6n de PDA, los resultados y eI
Impacto. Es convenlente 3tender 
a mlnirego comc 
una UNIDAD COMPLETA,
identificando 1s restrizc:ones para 
 lograrlo, generindo soluclones
ello y dAndole 
 tratamiento Indvldcilizdo a 
cada -'intriego ite.d,4oDe los contrario so corre 
alto riesgo de no cumplIr ron Ios5 tivcs. 

8.3 De icuerdo a los 
s"puestos estimIivo! pa evaluar el 
ict ecot5m-:del Proyecto que corresponde 3 una 
sol co!ccha en 1989, calculando juE
el Area do minrloegos itendlda por e! 
Proyecto fue del 10, 
 15 y 29
del total de hortall:as cultlvas, 
3e tiene que 'a produccidn total !2a
de 20.4, 
30.7 y 40.8 miles de TM de productos, con un valor de 9.6, 1 4.4
y 19.2 
 millones de Quetzales rPspectlvamente lo 
 que es considerajle en
 
el media rural.
 

8.4 Debido al ,ilto uo do 
 mano de obra 
en el cultlvo de hort3lizas 1,:
anteriores 
 Mitos se relacionan con 646.4, 969.6 y 1 292.8 miles de
Jornales durante 
 el aco con un valor de 3.4, 
5.0 y 6.7 millones .1e
 
quetzales.
 

8.5 3e Icgrjron iceotiiar tres "tpos generilcs 
 de sistemas de minirie-:
!. r 3-vedrv cn 3plIcaci :uperfIclal y/o aspersin. 
 tI. con bomba
ifcp. -acln superficial y/n gravedad y 
 Ill. con agua subterr~nea 
ccr
apllcacf~n superflcii
 ! y/o gravedad. En ese mismo orden los 
sistemas tohacen m: complejo: on 
 su disego, construccl6n, comprensln manejo,
ast mirimo 
 en la Inversi6n 
 y costa unitario 
que se incrementa
 
subntancla!mente.
 

8.6 El 
 ancilisi Je factibIlIdad econ6mica no so hace para ninguno dr Io5
-asoz, pero 
 por el nivel de InverjE6n y la apreclacit6n de campo :f
:onsidera que 
en el prime-o do 
loi casos no e: obligado, pero que 
en los
dos casos 
mAs complejos debe realIzarse y so recomienda hacerlo.
 

8.7 La factlbilidad debe 
Incluir ademAs del anAllsts econ6mico financ!etrc
minimo Prorrana de maneJo 
 del uelo 
 y agua, producci~n
comerclallzici6n para Y

!a 11nldad do Hiniriego en su conjunto, en el que
los productores 
 deben part!clpar on nu prrparacl6n, conoclmlentn
aceptacl6a a nunera y
de poneru or ejecu-16n on el 
 momento do operaci6n
del istema. 
 Es necesarlo 
 reccnocer las rLatriccione que el
cumplimiento del Program,, tlene y generar soluclones para 
las mismas por
medlo de 
los EIHAT'3 darAn el ncgulmlento adecuado y oportuno.
 

.!.8 Se recomlenda para sor confrontados 
con los nuevos slsteoa do minirlego
a operar, l tipiflcacl6n de los minirlegos y los estudlos 
 de caso pare
la IdentIfIcacI6n de restrlcclones y elprentos 
 potenclallzadores del
 
cumplimiento de 
los objetivos.
 

8.9 'No exIsten datos para evaluar 
!I Impacto en los preclos por efecto de
produccn en 
los minirlegos, se recomienda utilizar la 
la
 

metodologla do
caracterlzacl6n homogkna de 
sistemas, el establecimlento de 
una mues.ra
estadlstlca 
para que luego sea 
 posible expandirla y contar
resultados reales. 
con
 

Esta recomendacl6n puede ser operacionallzada por 
il
Sl3tema de Intormaci6n, Evaluaclan y 3egulmlento -SIS-
 del PDA.
 



8.10 El e~ecto en 103 ing'e3O7 1!Tt3le': e loa productores se cal:-2,1 p,
medIco dc 13it 1ti1dad neta ;rovenlente de la producci6n en sminirlego:, d~c~cnd ? cn 
el valor de Io salarlo ,
trabaJn ;:,-,cio dcl a3rllc~it7 y de si tamili en la zup ,,',nd 'iparcela. El total

azcernd[6 a 7.1, 122y 16.L 
 rillnen de qu'itzales para el a~o de 19 ?9b340 !C7, tre:; zupue,to: !m!1k.ijdo en 9.3. Se recomienda que el SISE
recc~ja, anaIIce y -a cu Ie 1c3 dJatos iecesarlos para poder me' 1r
adecu aamente ci I rnpact c.! proyect~- 3cbre eIi ingreso. 

0.11 ne aje-ro a! el
Jnl~ Casto PMbiico en el Sector no exi~te 
pobabililad uo !1 Cobhe:no hcia icrementa do 7u ga~to por efectc delProyecto, s ;f?,ro m!' protab!t -up b oya reducido como efecto de 3u


pol~tica de :eztr:cin.del quc !iaatectado al Sector.
 

8.12 El CICE se ,ercibp ccmo in bueri 3itema en t~rmincs gencrale~i pero ze 
espera que zirva mAs hacia el pruyecto y menos como elemento evaluador 
lel cumplimiento insttticional; ze recomienda vincular la toma de datos 
con las anteriores recomendaclones y condenoar el gjran volumen de
llnformac;6n en datoz cque permitan utilizar mcnos t Iempo en su
reccp!lac'6n, ad'clonalmente permitan 
 tomar decisiones de reorlcntac!6n
 
y por redlo de los cuales 3e pueda caicular el impacto del Proyecto.
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Cuadro No I 

Oatos Tecnicos de Produccion y Couercializacion de Hortalisas 
Colschas 1988/89/90 

Rent.
Prod-jcto Costo/Ha. Ron./Ia Cost/Unit Pro-Yen Ing.van Ing.Neto 

. MN/Ha Q/TH Q/TM Q Q I 

1640.94 40.56
 

Melon 3155.21 547.58 5.54 9.90 5366.24 2211.03 77.02
 
Brocoli 	 4094.79 9.21 443.04 622.83 5735.73 


6.00
Arb.China 12228.04 8.22 1487.17 2468.69 20299.85 8070.01 


.;tbolla 471!.72 9.87 477.39 710.43 7009.86 22".14 48.77
 

!oliflor 1935.89 9.87 398.91 513.48 
 5066.49 1130.60 28.73
 

ol de Bru..mlas 5270.06 11.84 442.83 
 528.69 6259.97 909.90 18.48
 

Fr;jol 1140.51 1.18 963.26 1304.35 1544.40 403.89 35.41
 

13.16 155.22 354.18 4667.52 2099.05 81.78
Ltch.iqa 	 2567.67 

4.28 3381.16 85.31
Okra 	 3963.32 1716.00 2.89 7344.48 


2766.66 9.87 280.43 363.91 3590.73 e24.07 29.79
Repollo

"omatt 	 3338.68 1144.00 2.92 3.93 4495.92 1157.24 34.6
 

Papa 3555.17 19.73 180.22 423.48 8356.92 	 4801.75 135.06
 
2144.20 112.27
:jahoria 	 1909.85 27.63 146.74 146.74 4054.05 


PFunte: 	 Oapartamento do Investigacioeis Agropecuarias~e Industriales.,
 

8anco do 6uatemala.
 

Iacantidad do produccion it
iota: En 	el caso do melon, okra y ttmate 


rtfiter a claas por htctarsa.
 

http:20299.85
http:12228.04


Cuadro'No 2 

Oat,:,s de Cultiv,:,s N:, tradici:nales. Encuesta del Banco de Guat.emal, 
En tr'es Departament,:,s de la Region Central duranta 1989 

Area Ha. F'rtducc i on Rend i m ient: 
TM TM/Ha. 

CUILT I Vi t 
TO:ITAL 46 ().j •7o. 0. ' 

HORTALIZAS 253:3.36 29276.77 11.16 

E:r:,co Ii 180:3. 3: 21105. 17 11 .70 
Co il 'Ior :317. 12 3714.23 11 .71 
Minivegetales 1:':0.92 5:35.53 2.96 
Ap i,., 122. 5:: 1:39. 17 11 .3:3 
'.echUga :3%.46 o644.00 16.74 
Papa (semilla) 1:e.4:-: :345.02 18.67 
Esoinaca 17.4: 161 .00 9.21 
:.:.1 de E.ruselas 17.'9 20.36. 11 .:4 
Rep,: 1 1,:, 10.1 4 10.. 72 10. 52 
Rem:lacha 7.71 7:3.57 9.54 

ELLIME:RE:- 1 0 5 . 47 12:7 :34 7 00 

Ar -ja Cian. 1491 3. 057:3. 47 7.09 
,irbeja DLIce 209. 15 1506..:--: 7.2,() 
E.j':,t.e Frances 104 .9:3 552. 1.* 5.26 

R:RA1; 219.5: 126:3.16 5.75 

Fresa 125.17 1229.12 9.82 
Fr ambUesi 37. 06 :34.04 0.92 
r,:,r" a a/ 57. :34 (. 0.(00(' 


FLiRiREE-: 1/ 5:3.:36 :3509.0o0 65.77 

R,:sas 43.:36 3144. ') 72.5 f 

Clave les 10. 0( :365.00 .36. 50 

..IENTE: Encuesta del E:anc:, ld GduaNteala en los Departamentos de GL 
•acat.epeque-- v Chimaltenarig,.: en Diagnostico y Perspectivas 
F',:,dLucc ,:n, Fr:,cesam.int,:, y E::por1acion de Productos Agric 
Tr.ad i c i,:,na I es. 

a/ L-' .n,:lr . aun no Se 2_rcuientra en producc ion 

1 La pr,'ducci:,n de fl,:res esta calculada on miles do unidades 

http:126:3.16
http:1:':0.92


------------------------- 

----------------------------

--------------------------------------------------------- ---------------

-----------------

---------- 

----------------- 

-------------------------- 
------------------------- -------------

----------------- 

CUADRO No. 4
 

ESTIMACION DE IMPACTO ECONOMICO EN LOS MINI-RIE6OS
 
AAO 1989
 

4.......
----------------- 4. -............. 

4 - 4 -- +4------------- ---....-- -4--------------- -----------

: VALOR UTILIDAO JORNAL
CULTIVOS TOTAL TOTAL :NIN!-RIE6O : PROOUCCION : COSTOS DE 

HA. T.M. Ha. :M!NI-RIE60 : PROOUCC[IOK q. : VENTA q. Q. 

..-----------------------------. . . ----------------------------------------------------------. . .
.
. .
 

: 4,850 60.6 : 485.0 : $48,429.88 '48,911.72 : 400,481.83 : 4036! 
:AJO : 606 

----------------------- 9------------------------------------------------*-------------------9-------------9---------------4-------------
: 112.2 1234.5 '459,435.44 : 768,03.64 309448.20 : 3626(

:BROCOL! : 1,122 : 12,345 
9----------------- ------------------------------- 4-------------------------- 9---------------4-------------9---------------4------

3861.2 826,906.86 : 2,743,112.32- 1916205.46 : 118631 
:C58OLLA 1,755 : 38,612 : 175.5 

4.- - - - ----------------------.......-----------------------


36.9 1108.3 : 70,473.47 : 162,631.94 : 92158.48 : !638'
 
369 	 : 11,083 : 


: 4442'
 

:ZANAHOR!A 


126.3 : 1516.1 : 497,102.91 : 778,487.03 : 281384.12 
: 15,161 :
:CODLFLOR 1,263 


...
9---- 9------------------* -.... 
-------------------- 4---------------9---------------------------- -------9---  43 


383.1 : 7661.4 1,279,048.31 : 1 636,318. : 357350.12 :261311
 
3,831 : 76,614
:TOMATE : 


.............................--.....-.......................
 
...............-..........-........................ 


4014.0 326,465.81 1,460,734.74 1134268.86 : 6348
 
R-POLLO-- - 1,180 40,140 118 

..............-----
.........-------------------------------


09 534.0 1,088,2" .56 1,102,124.54 : 14528.908 : 6550
 
890 : 5,340 :
:ARVEJA CHIP:A 


9-------------9---------------9---------------9-------------------------

:OTROS PROOUCTOS 3380
 
. ...........................---........---.......--............ 
-------------------. 


91601,4.35 4,505,826.04 646,38
20,414.50 .5,096,158.30

TOTALES 14,396.00 204,145.0 1,101.6 


Area Total y Produccion Prograsa dt Diversificaction y ComerciiiZICion.
FUENTE: 
Area do mintriego calculado en 101 del area total. 

Costos do Produccion y Precios de Yenta, Depto. do InvoltiliCiOai* AgropcurlitI. 

Banco'de Guatemala y Oiagnosticol Reqionales POA.
 

Nusgro de jornials poT Mi., Dea apoticOI Reigionales POA.
 

http:14,396.00
http:20,414.50
http:4,505,826.04
http:91601,4.35
http:1,102,124.54
http:1134268.86
http:1,460,734.74
http:326,465.81
http:357350.12
http:1,279,048.31
http:281384.12
http:778,487.03
http:497,102.91
http:92158.48
http:162,631.94
http:70,473.47
http:1916205.46
http:2,743,112.32
http:826,906.86
http:309448.20
http:768,03.64
http:459,435.44
http:400,481.83
http:48,911.72
http:48,429.88


------------ ---------------------------------------------------

------------- 

- - - - - - - - - -- - - - - - - - - - - - - - - - -

-----------

CUADRO No. 5
 

ESTIMACION OE IMPACTO ECONOMICO EN LOS HINI-RIE60S
 
AAO 1989
 

CULTIVOS TOTAL TOTAL :MINI-RIE60 PROOUCCIOM COSTOS OE VALOR : UTILIOAO JORI 
Ha. T.m. Ha. NMIN1-RIE60 PROOUCCION g. VENTA Q. Q. 

:AJO 	 606 4,850 : 90.9 727.5 0222,644.83 ; 1,423,367.57 : 600,722.75 60!
 
.................-................
S------------------------.............-............-............ ................. 


:eROCOLI 1,122 12,345 : 1(8.3 le51.8 689,153.16 1,153,325.4s : 464172.30 54:
 

------------ ................. -..............- - .. 

'CEMOLLA 1,755 38,612 263.25 5791.8 

+................ . ..------------ ----- --------------------------------

1,077,953.47 : 4,114,668.47 : 3036715.01 1771 

S---------------- - +----------------------............ 


11,083 	 : 55.33 1662.5 226,646.3 743,47.5 17301.29 24!

2:ANAHORIA 369 


.. . .... .--------------------------------..............................
4 ---------------------.---... .............. 


1,263 15,161 189.45 : 2274.2 775,757.97 : ,,167,70.54 : 391972.58 66
:CriLIFLOR 
 4 

-	 . . . . . . . . . . . . . . . . . . . . . 

...................... .............. ...... $''".... ..... t''...... ................ "''''''''''..... ...... 

*OfATE 3,831 76,614 : 574.65 : 11492.1 : 2,353,071.07 : 2,454,597.64 : 101526.57 3911 
--- . . . . -. . . . . . . . . . . . . . . . . . . . . . . . . . . . .. 

. . . . . . . . . . . . ..-- - - - - - - ---* . . . . . 

6021.0 724,777.83 : ?,191,102.11 : 1466324.28 95:
 
:REPOLLO 1,180 40,140 177 	 t.................. t...............
...........
t ........ t......... ............ ------------- ............
t........... 


, 890 5,340 : 133.5 : 1OI.0 546,654.47 : I 654,3.01 : 11f7582.35 98 
:4kVEJA CHINA 	 -- -- - -- - -- -t............... --- +................. -- ---
.......................... 
, ... .. .. .. ..--.. ... .. ..--.............. .. ... 	 0" 


:)Rn! PROOUCTOS 3380
 
............... ......- ........ ............... ............... ...............
 ,......
4 ------------- --------------- ........ 


t	 1,652.40 30,621.75 7,216,45t.41 14,402,976.52 7,186,317.11 969,!

'NALES 14,396.00 204,145.00 


FUENTE: 	 Area Totzl y Produccion Programa do Dive sificacion y Costrciflizacioe. 

Area do amiriqo calculado en 151 del area total. 

Costos do Produccion y Precios do Vent&, Depto. do InvestlaifICe$ Aqvrfecuari8s. 

Banco do Guatemala y Oiagnosttcos Rgtonalets POA. 

Musero do jornales por Hi., Oiapnosticos Reojonalts PDA. 

http:204,145.00
http:14,396.00
http:7,186,317.11
http:14,402,976.52
http:7,216,45t.41
http:30,621.75
http:t1,652.40
http:11f7582.35
http:654,3.01
http:546,654.47
http:1466324.28
http:191,102.11
http:724,777.83
http:391972.58
http:167,70.54
http:775,757.97
http:17301.29
http:3036715.01
http:4,114,668.47
http:1,077,953.47
http:464172.30
http:1,153,325.4s
http:689,153.16
http:600,722.75
http:1,423,367.57
http:0222,644.83


GUATEMALA: ESTIMACION SOBRE EL FARE Y PRODL.CLION DE RLGUNlAS HORTRL IZAS Y FRUTHS 

OURANrE EL F YT3O 1985 - 1989 

------- ~~~~~~~~--'---"z" " ..................................... 

:FOS 1985 1986 1987 : 19E 1989 

--- ------------- --------------------- ------------------------------------------------------------------------------- ---

PROOUCTO Has. T. M. Has. : T. M. Has. : T. H. ' Has. : .M. Has. : T. M 

FRjo 6 6884 644 5160 598 47e4 57: 47(0: 606 4850 

Brocoli 834 9177 955 WSW1 102?4 11270 1023 : 11250 : 1122 12345 

Cebolla 20919 46165 1697 37331 1711 37633 : 1847 : 40644 1755 i 12 
Zanahoria 357 10720 72a 9635 338 1013S 335 a369 10051 1108: 

Chia *Avj 
a 5a 5 A 

Coliflor 1397 16760 1392 16710 1227 14725 1326 : 15914 : 1263 1516i 

Tomato' -oi83 4861 972301? 43625 8724905012 3734 : 74672117 : 403203 6063461212 : 3B31 76614124 

:Repollo 1064 36164 913 31047 1144 38a92 1162 39500 1130 4014f
:Aveahia504 3026 664 3985 540 3240 : 970 : 582:5 8c 34 

:Okra 
FUNT ESI ACO 

415 
aEIIF~qRE 

3735 
aETR 

430 
a 

3870 
INEaOPRCO 

518 : 4662 
I adAALA 

423 
EIVSNAGC,_ 

: 7 460 
-IPO

414 

:Melon 1165 12816 1801 19816 2097 : 2-RO368 : 2130 : 23401 : 216-0 237a 
:Sandia 637 29944 654 30722 720 . 33861 758 34114 760 341E 

357 : 10720 :CNR DE 93 : : 369 : 11083 



SITUACION ACTUAL DE PROYECTOS
 
DE MINIRIEGO PORREGION
 

Roinl 10 98.4 263 14 110.6 507 
Rein U 11 85.2 152 2 55.5 100 7 61.8 504 
Rgiln W 34 737.62 363 7 56 83 
 19 460.7 561
 
Regi6n V1 17 108.79 197 
 7 153.6 139 
 8 181.69 173 
Rgldn V 29 339.29 855 4 81 167 8 70 104 
RP16n V 127 829.74 3584 
 7 98.14 279 
 31 384.18 1497 
Regidn VI 47 664.44 1304 5 71.2 684 21 148.52 350 

TOTAL 275 2863.48 6718 32 515.5 1452 108 1417.49 3696 
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ANTECEDENTES
 

A!D ha rnvcrtidc considerable esfuerzo y gran cantidad de dinero en !as 
diferentes fases del proyecto de Desarrollo Agricola del altiplano. Desde 19? 
hasta 1990, el ccmponente de er6dite del programa, pl financiamiento de lo: 
minirlegos y cr~dltoz a la producci6n y :omerclalizaci6n ha sido factor 
Importante para logrdr lo5 objetivos del programa: aumentar la produccidn 
agricola, mayor productividad y obtener ol mejoramlento de los ingresos del 
pequego y mediano agricultor. 

BANDESA juega un papel esencial en la auto sustentacifn del programa.
 

BANDESA es la instituci6n dentrc del Proyecto, que tiene la 
responsabilidad e los servicics de cr6dito a los pequefos y mediancs 
agricultores, por lo que evaluamos si ha sido -:2'cuada la provisi6n del 
cr~dito; si los procedimientos usados para aprc'.: los pr~stamos han sido
 
satisfactorin en t~rminos del apropiado an&lisis, v ctibilidad y rapidez, y
 
si los procedimientos de cobro de los prdstainos h. sidn lo suficientemente
 
efIcaces para azepurar una recupcraci,5n aceptable y si ha tomado la acci6n
 
continuada en el plan de Descentrallzac!6n de sus operaciones. Asimismo, si
 
el programa ha logrado impactar al pequeIo y mediano agricultor neJorando suz
 
condiciones de vida; y si !as otras instituciones envueltas e"I el programa,
 
tales como DICESA han realizado su trabaja, si 1NDECA ha lorrado realizar su
 
papel en el aspecto do comercializacl6n do los productos cosechados por los
 
agricultores.
 

SINOPSIS DE LA SITUACION ACTUAL
 

Componente de 1_f44to, Min.ripe-g, Produccirn y Comercializacl6n. Papel
 
de DIGESA, BANDESA, INDECA.
 

El cr6dito pari !a construccl5n de los minlrlegos se realiza de acuerdo
 
a un programa previamente concebido por DV'ESA, sin un plan especifico !,
 
locallzacl6n y priorizaci5n de 5rca:, para determinar condiciones tdcnicamente
 
6ptimas. Hay poca participaci6n del .grlcultor en el planeamlento del proyectc
 
y en la seleccl6n de cultivos. No encontramos evidencir de que se realicon
 



estudios costo-beneficio. El estudio socio-eccn6mlco de los projecto3 de
 
miniriego es mrs bien emp!:ico, basado an la presunci6n de que se obtendrAn
 
mis cosechas. Los grupos de agricultores no se organizan como una unidad
 
soclol6glca Integrada, que facilite no tan s51o el cr~dlto, sina tambin !a
 
a3sitencia t~cnica IPI extenslonista en planeamiento, producci6n y
 
ccmercializaci6n y otros companentes socio-comunitarlos.
 

El proceso de cr~dito a los miniriegos es razonablemente Agil y 

eficlente. El proceso de crudito i !a produccl6n es lento y comp~ic3d: y 

deficlente en su procesamiento, anA'13i: de factibilidad, contrc! y 
segulmiento. Existen problemas en !a ca~acidad de trabajo del personal 2r: 

crUdite a nivel de agencias, par :xce-c e trabajo. Es necesarlo mejorar 'i 

capacidad t~cnica &- !,)s agentes de cr. it . 

El proceso de :r6dito -ari3 a c cmerca:a[c in Ps prkcticamennto 
" 
inexistente, pues s,-' se ban conce:!1]o pr stamws ln AGUACATAN, Regi6n 71.. 

Es obvio ;,.e : no -i juoa su papel de facilitador -e1 
comercializacln le lo- productoz :;r:cc!T cechadoa bajo el programa. L.
agricultores 3e quejaron zsitemnt~camente de sus problemas de comercializaci:r. 
y de los bajos precios en i].gunos productos. 

PROCEDIMIENTOS DE COBRO
 

BANDESA tiene ser!as 11mitaciones administrativas y de personal, que hir 

dado come resultiao 1n rnidice de moror dad dc la cartera de un e!e".1! 
porcentaje de las gostiones de cobro. No c:pc qje se est6 haciendo un esf.erz

sistematizado pars mejorar lars gestionc: 2e cotro.
 

No cbStante en Marzo de !III, BXNDESA produjo un manual Th
 

procedimlentos de cobro par via dmlnIst-itiva. El proc'so de cobro tanto 3
 
nivel administrative coma judicial debe mejorarse sustancialmente. Esta 
situaci6n de deteroro dc la carte: de Pr6ztamos de los Fideicumisos poncn -; 

pcligz~ su auto-soctenimento. 

PLAN DE DESCENTRALIZACION
 

to * r b:j C.'.tib'es:C:: t i do c detallan en el document:I !,-tr11i I 
como piedra angular pars 2.
le evaluaci'*n. AT :onsider3 -1 pIan 


par c:b r:cit3autosostenlm!ento !e! progrn., debido j que Ia amplia 

territorial do . es la Instituci'n bincaria quo tiene mayor accesr i' 

pequego y medianc ijric:ltor. Si BANDESA perece, 1o mismo le pasarA 

pra'o'ra na. 

(-sf,;erzo, en implementar el plan de descentralizaciur,.
RANCESA ha hec-,, 


Constderama -ue este plan r.o produciri lo 2f'actoa que debierd"
 
estA dirIgIdo a la b6squeda !
esperarsc, por :tr -y t:rocrAtIon y porquc no 


la soluci6n de los verrdaderos problemas de la Instltuci6n.
 

2 



E'stablecer 
de Redescuento. 

coma cornplemento del Fideicomiso de riarant!a, un Fidelcomi3o 

Actualizar 
Datos de BANDESA. 

el d;i6stico -lei Centro de "rocesamlento Flectr~nico de 

Caranti.zar al mrnximo lQs an:'ir~prcpi.:.,"os para lPogr3r real~zar 3 
opecr3ciorne3, :-:rpnig~fzmo dezcentrallizado v aut6rnomo.
 

'.a
Proponer al Cob;-erno de Cuatml, incorporaici6n a la Junta Directiva
 
de BANDESA, irjual ndmero de represent int-2 .1;2 Sector Privado con voz y voto,

ligados al Sector Bancario, Indcustrial, Agricola, Canadero, Exportador y

Seguros, a Lo3 que tiene el Secto.r Pd:blic':.
 



Lo -jue necesita BANDESA, no es t3n s6lo un plan de descentralIzaci6n, 

sino u:';rpv.'o Plan de Transformacl6n y Modernizacl6n.
 

PRINCIPALES CONCLUSIONES ABREVIADAS
 

BANDESA: Tiene lina infrae~ftructuri dinica, tanto territorial coma
 

Institucional. Tiene excepcionaie3 facuiltades de realizar m~ltiples
 
actividades activas y p233ivas.
 

BANDFSA es~ detinitivamente a! :j j de cr~dito m~s accesible en ;01 
Sistema Bancario de "luatemala, P31 -r-veer cr~dito al pequego y rrediano 
agricultor y iueg]a un p l .port3ntaor.2, a conc,-,i~r, del Cr~sdito dqr1:ol3 e 
Guatemala. Mantener !i viablidad -cn l-o-!Inanciora de BANDESA es e:enc!il 
para la autc 7u-tenr-7 i52"h1pro~rl~n. 

El Prnrrn j ii~atd 1;Iril de *iida de agricultores potr-2- MF-IIy11 los 
Guatemala. El progriair debe ex51drc MircJorarAn los .;:ocp-dImIento3 E? 

asistencia v.reditic ia y le cobro por la v!a idministrativa y judicial. 

!BANPESPA debn '-obrar -?n 1c: cr~dito, 7orncedidon con Fondoz dle: 

FIdelcomIsas hbiertD. bK el p-,ocrimal, (,I tipo de inter~s del mercado. 

El Plin le df 5centralizac;5n cii']1l!te (-,n ej'cuci6n, es muy 
burocr~tico y efecto7 n cl :cod plazo.oricclc oatt: anG; 

PRINCIPALES RECOMENDACIONES ADREVIADAS
 

AID (,?!) c-ontin,,ir apoyar-c 1ia r-2organizaci;6n de BA1'SESA, t~cnica y 
!lrnancier~iinn:

oftl'9 ~cntc, 
permIte analizar '1 C07 tO 11Ic 107, !1ide1-c- cn AID. 

3ANTDE A 7 P1leo ntar v, 3i:~'ori .!ic IP MCd10 

Ad rcut , , ~ 1's irnter,'- Ic !-s p rt ta oz- daide0 '1-n Fond,):; r 

Fldeicmkc l :ntr-nvri ci e.g:~o pa ra la pr oducc y3 5r. 
comercializaci16n a lan is~ domc > i-A coc ctablecer en lus ..ontrat-: 
de pr63taino, unai: '~l u permili 1-i Re-isi Iro i.sa doe tn t 12 

on I as -rOntarro.- :'~ v', 

Reduhi17 (!1~ ' !e-7r*;~t : ii r~r p I tren I~oo ' 
perad0 le 'i ci 1 ' 

Estat'1-- :.0 ',,)' o. ,1, 1 n Fl Ier: r)mico ;1 1r.3 cr Itcon 

mantenirniento (le lcv.; - nrivgos 

Tra tar 1e ~ il1>.;R Tinfcario Pr iv'ado, !~n 1a: aeric ne 
cr4d It u 'ar i ~cr16n f!er-, n i -Jos, producci~n de cultivu3 y 
comc rcIiuI za3cn, i :' ~!Cr~~ i tr:avs de i~n Fldeicami: 
de Carint2a.
 



1. PLCANCE DE LA EVALUACION DEL ESPECIALISTA EN BANCA Y CREDITO 

1.1 	 Uno de los componentes m~s importantes del Proyecto de Desarrollo 
Agricola del Altiplano, (PDA) (Highlands Agricultural Development) (HAD) 
Proyect, Phase Ir - (Proyccto No. 520-0274), es el de cr6dlto otorgado 
par BANDESA para la construccifn Me los miniriegos, para la producciSn y 
comc:clallzacI6n. 

Nos proponemos evaluar el estatus del proyecto en relaci6n con !a
 
Implementaci6n y manejo par parte de 2ANDESA, de los citados componentes de
 
cr~dito y c6mo han impactado al peque-h y mediano agricultor que son !cs
 
beneficiarios primarios, con el prop6sito de recomendar, cuiando fuera
 
apropiado, los cambios y aJuste'S quP r're recesario hacer, en su d1seKo,
 
seguimiento y administraci6n, con la finalidad de mejorar el proceso de
 
alcanzar sus objetivos principales.
 

1.2 	 Como introducci6n, creemos necesaric hacer una breve descripcin del
 
sistema bancario de Guatemala, con cl prop6sito de Identli-icar la
 
configuraci6n del Sector Financiero y de las entidades que lo componen y
 
el papel que desempefa BANDESA como banco de desarrollo rural.
 

Para tales fines describiremos los organismos superiores del sistema; El
 
Banco de Guatemala y la Junta Monetaria, sus principales funclones y las
 
entidades bancarlas, sus caracteristicas y composici6n.
 

1.3 	 Como BANDESA es el Banco Nacional dc ?e:arrollo Agricola, con
 
responsabilidad de promover y administrar l.iasistencia crediticia del
 
Gobierno de Guatemala a la actividad agricola del pals, con 4nfasis en
 
el peque~o y mediano agricultor, y al rol destacado que juega en la
 
implementaci6n del proyecto AID 520-TO37, que establece fondos en
 
Fidelcomiso a fin de que BANDESA otorgue pr4stamos a largo plaza para el
 
financlamlento de obras de miniriego y cr~dito a la produccidn agricola
 
y la comercializact6n de los productos, con lo cual tANDESA ayuda
 
preponderantemente a cumplir los objetivos de aumentar la pruducci6n
 
agrlcola y re mejorar las condiciones de vida de la poblaci6n rural
 
pobre; nos proponemos sumnistrar informaciSn sabre la infraestructura 
legal., territorial y administrativa de 13 instituci6n y un breve 
anAllsis de sus actividades :rediticiaz en general y en particular, de 
las actlvidades :rediticias y le servicios bancarios llevados a cabo par 
los Fidelcomisc :establecidos 7cn f.indos si:mnnitrados par la AID, as! 
como el func - m'nto mismo de los demAs mecanismos operativos y lo
 
resultadoz :.-mi'irativos alcanzados en los a~os 1989 y 1990. Esto nos
 
permiti7% onocer *E1 progreso obtenido par BANDESA en sus esfuerzos par
 
mejorar sus operaciones.
 

Con el prop6sitc do tener un marco de referencia ralativa al papel que
 
desempefa BANDESA en el otorgamiento del cr~dlto agricola en Guatemala vis 3
 
vis el papel que descmpefta otras Instituclones crediticlas del Sector
 



BSncarlo, nos dispondremos a realizar un breve anAlisis, con el prop6sito de
 
determinar y cuantificar la incidencia de BANDESA en ese contexto.
 

Por otra parte consideramcs necesario seffalar determinados aspectoz ie
 

la estructura legal, administrativa y operativa de BANDESA, pare
 
apropiadamente identificar con trefimientos yI los esfuerzos que puede
 
-ealizir o que estA realizando para salvar esos obst~culos.
 

Al planl do decentralizaci.n habremos de referirnos tambi~n con :AZ
 
detalle cuando tratemos otros ibjetivos de! programa que BANDESA debe llevjr
 
cabo.
 

1.4 	 A 7nntinuaci6n pasaremT 2 :Pe.l:zar el inAllls del papel que tiene
 
BANDESA en el proyecto, en relaci6n con los componentes de cr~dito del
 
mismo. A saber:
 

a) Cr~dito para el func.inamI--ntc de ins miniriegos. En ese capitulc
 
procederemos a proveer una Informaci6n detallada de no tan solo el
 
proceso de financlamlento de la construcci6n del minirlego, sino tambin
 
de su proceso de planeamiento, factibilidad econ6mlca y conztruccl6n, e
decir, la participaci6n de la Direcci6n Generail de Servicios Agricolas
 
(DIGESA) en todo ese proceso.
 

b) Financiamiento Ic la producci.n. En este rubro analizaremns a fondc
 
todo el proceso del cr~dito a !a producci6n, desde los estudios 2e
 
factibilidad presentados en la solicitud, su revisl6n por lns oficial
o agentes de cr~dito, desembolos y supervisifn, ast como las gestione:
 
de cobro le los cr6ditos.
 

Uno de los principales objetivos del programa as mejorar !as condicione3
 
de vida del pequefc y mediano productor agricola y en ese aspentn 4ANDESA deb£
 
jugar un papel importante estableciendo mecanismos y esquemas que permit::
 
acceso del cr~dito a esos productores agricolas. Tn tal sentido serA adecua-:
 

.
 
indagar acerca de los esfuerzos que haya rca!izado BANDESA en cianto a e;


objetivo fundamental, puesto que esto coadyuba 3 otra quIzA mAs Importante
 
objetivo del programa, mejorar los Ingresos de los propietarios.
 

) Cr~ditos destinados a la comercializaci6n de productos agricolas.
 

1.5 	 Para cumplir 7-,, las c ndicionc: previaz a los desembolsos de 1:z 

recursos adici',na!es de donaci6n para activIdades especifIcaC, 
1) de 	la Enmienda Nc.
contenidas on la Lccci6n 1.5, literal (b), Inciso 


3 del Conv'en[: lo onaci(.n para el proyecto de Desarrollo Agrcola, I 
G/AID 520-0271, 1AN"M fo-rul5 n el mes de 7,ulio de 1989 un plan pa:: 

la detcentril1z :[r dp la Instltucl6n. Debido a la Importancla que1 

pue.ta en eJe......ce dlcho plan t!r".-- ar. que BANDESA pueda lcgrar 

fluldez deseable en la toma de decl~sones a nivel de sus oficlna , 
ofIcinas de Informacl6n y mejorar
agencdas, caJas rurales y 


en 13:
satisfactoriamente sus pr~cticas operativas con 6nfasis 




operaciones de cr~dito, sus resultados ftnancleros y la prestaci6n de
 
los serviclos bancarlos al p6bllco en general y en particular al sector
 
del pequeffo y mediano productor agricola; analizaremos los aspectos mAs
 
relevantes del plan y los enfuerzos realizados en su ejecuci6n.
 

1.6 	 De los resultados que habrcmc, de ponderar sacaremoz las conclusionez
 
pertinentes y formularemos nuestras recomendaciones.
 

2. CONFIGURACION DEL SECTOR FINANCIERO DE GUATEMALA
 
EL BANCO DE GUATEMALA
 

2.1 	 Con !a promuigaclbn d'e !as leyez, MXn.etaria, de Bancos y OrgAnica el 
Banco de Guatemala, en los 19-', 1946 1, 1947 -e organiza :obr 
criterios modernoz el Sector Financlero, en el cual. el Banc2 de 
Cuatemala 100% proiedad del Cstado, tiene las caracteristicas de 
banco central, banco de bancos, prestamistas de 61tima instancia, :c
capacidad dnica dc ?misi6n de Billetes de Banco y facultad de regular 
la politica monetaria, cambiaria y crediticia del pals. 

3. EL SISTEMA BANCARIO DE GUATEIIALA
 

Completan e1 sistema bancario de Cuatema!la los bancos comerciales,
 
hipotecarios, de inversl6n y de Desarrollo, los cuales son: Estatales,
 
Corporativos y Privados.
 

Los Bancos estatales son los siquientes: Banco de Desarrollo Agriccia 
(BANDESA), Banco Nacional de la Vivienda (PANVI), Corporacl6n Financiera 
Nacional (CORFINA). Los Bancos corporativos son los sigulentes: Bar:: 
Industrial, Banco de los Trabajadore5 y Cr4dito Hipotecarlo Naclonal. 

Tambi4n Ze cuenta con grupos financieros privados, propietarios &7 
Bancos Comerziales, Hipotecarios y de rnverzi6n (Financiera). Entre Wa 
Instituciones de cr6dlto de Guatemala loj bancou 100% de capital privado :n 
los mAs importantes. Hay 14 bancos comerciale ', 1.2 de capital nativo y 2 de 
capital extranjero, muchos tienen sucurszcles .in7..s ciudades mAs important.:: 
del interior del pats.
 

Todos los Ban:: Estatale- Y Pr ivada- zn supervisadus por 1i 
Superintendencia de Bancos 

4. LA JUNTA MONETARIA
 

El organismo 3uperior del Banzo de Guatemala es la Junta onetaria qut 

3 



estl compuesta de 7 miembros titulares. E! PresidEf1te de !a Repdbllca de
 
Guatemala designa 4 mlembros, a saber: El Presidente del Banco y los Ministros
 

de Finanzas, Sconomia y Agricultura. Los 3 mlembros restantes son elegidos par
 

el Parlamento, los bancos privados y la Universldad de San Harco7
 

respectivamente. Aunque la ley orgAnica del Banco de Guatemal3 lo identifica
 

como organismo a3t6nnmo, en virtud ,Ihla misma ley el Estado mantiene la
 
mayoria en au organismo .uperior, la junta Monetaria, lo que en la prActica
 
podria implicar subordinaci6n del Banco de Guatemala a las politicas
 
econ6micas del Gobierno Central.
 

5. EL CREDITO AGRARIO EN GUATEMALA
 

5.1 	 El financiamientz a !a producci5n 3qr!Tola en Guatemala, proviene no tan
 
solo de la auto financlaclfn del proplo agricultor, sino tambi6n, 2el
 
-r6dito que corgan las Instituciones de crddito formales y el sector
 
prestamista informal. Tambi~n se ha desarrollado ultimamente lc
 
financlamlentoz a trav5s de las instituclones no gubernamentales co-'%
 
FUNDACEM, que durante el aRo 1990 otorg6 cr~dito al sector agricola par
 
un monto de Q 3 millones.
 

5.2 	 Dentro de ese contexto, para fines de cuantificar la Incidencia BANDE!A,
 
en el otorgamiento del crudito a ese sector de la producc16n, haremoz
 
las estimaciones necesarias, basados en los cr~dltos otorgados per la
 
banca comercial privada y BANDESA segdn datos contenidos en
 
informaciones suministradas por BANDESA al 31 de diclembre de 1989, y
 
del estudio Econ6mico y Memoria de Labores del Banco de Guatemala al 31
 
de Diclembre de 1989.
 

Los pr~stamos concedidos par los Bancos Privados del Sistema para la
 

agricultura durante el aKo 1989, totalizaron Q 202.161.800. (Ver cuadro N:.
 

14. Estudio Econ6mico y Memorla de'Labores 1999, Banc, de Guatemala, PAgini
 

118). Los pr~stamos para la agricultura concedidos par BANDESA en mismo
ese 


afo siman Q 74.317.083, lo que representa un 36.8%. (Ver cuadros No. 1, 2 y
 

2.1 kiexos.)
 

6. BANDESA - LA INSTITUCION
 

5.1 	 La ley orgn'-: .'!. Banco Nacienal de esrrc!I Agricola (BANDESA) 
acto del '"-ngresc le la Rep6blica de Guatermala, mediante su decreto N-. 

Fue reformada par el Decreto
 
99-10 de fecha 3 de diclembre de 1970. 

16-71 del Congre3o ]e la Repabllca le Guatemala, publicado en el Diario
 

OfIclal No. I do fecha 14 de septiembre de 1987.
 

!a institu:16n nace de la fu3l6n de A Instituciones6.2 	 PrActicamente 
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fInancleras, el Tnstltuto le Fcmenlo do Ia Producci6n (INFOP), Pl
 

Servicla Cooperativo Interamericano de Cr~dito Agricola Supervisado
 
(SCICAS) y del Banco Niclonal Agrarlo (BNA), conforme a los articulos
 
66 y siguientes dp la referida Icy. tas limitaciones de tlempo de cstc 
trabajo nQ nos han permitldo irdagar ls antecedentes de las 
instituciones financleras procursoras de BANDESA, pero de la lecturi IP 
lon artlculos antes citados, sacamos la conclusl6n que estas 
In-t-tucones ctaban l1gadaz en una forma o en otra al financiamiento 
de la produccl6n agricola. 

6.3 	 El articulo !ro. de la ley configura !a instituci6n coma entidad estatal
 
descentralIzada y aut6noma con personaltdad Juridica y patrImonlo propi0
 
y en plena capacidad -ara ad,!;ir!r erqchos y contraer obligaciones.
 

6.4 	 De la ltLra del irticulo Irs. de 13 referida ley orgAnica, se irifiere
 
que BANDESA es 01 6rgan:c f!narc4r :czponsable de promove,
 
admIniktrar la a7,stencia crel-.Kcia que rl Goblerno de la Pep6blica 2e
 
Cuatemala, ctorgue a 'd actividad agrIca1a del pals. Dicha politia
 
debe :)rIentarse jeer.crteue o .y mediano 3gricultor y
ii pundament 
ajustarse a la politica gubernamental de desarrollo agrlcola aplicada 
par conductc del 4ni-t'erlo de Ar;:icultura. El articulo 4 de la ley 
refuerza Pl papel orientador del Mintsterlo de Agricultura, ya que 
corrcsponde a ese Ministerie d3r laz directrice, especificas al usa d: 
lou recurso do Fideicomizos conztltuidos par el Gohlerno de la 
Repiblica destinado a promover e! desar:ollo del pequIAo y medianc 
agricultor, asi como al mismo tlempo ordena que se ajuste la colocaci6n 
de los recursos de la Instituci6n provenientes de su capital, reservas y 
operaciones pasivas en cuanto al destino de los cr6dltos se reflere a la 
politica gubernamental de desarreilo del sector agricola. 

Es interesante notar que no obstante la relaci6n de dependencia del usa
 
de los recursos par BANDESA, establecida en el articulo 4 antes citado, P

articulo 5 de la icy le conflere absoluta autoiiomla, al garantizar !a
 
discrecionalidad funclonal necesarla para el cumplimiento de su cometido,
 
especialmente en lo relacionado con la determinacl6n de los usuarlos del
 
cr~dito, las decisiones que adopte sabre :u organizac16n Interna y 13
 
admninstraci6n de su personat, aunque la reftere a un reglamento especfi7o
 
aprobado par el Presidente de la Repiblica.
 

La apertura de Agenclas, Sucurzalez o c-ajas rurales debe realizarse en
 
ura ublcac16n regional 3decuada para 5ervir 13s dependenclas del secto:
 
P0bl1co Agricola.
 

7. ORGANISMOS SUPERIORE9 DE BANDESA
 

7.1 Dos artlculos 9 y !0, establecen los organismos superlozes y las 
unidades administrativas. El :rganlsmc r.!cr!or de BANDESA e3 su Junta 

CA 



Directiva, que la integran 41mini.strus Ie EsTtaco, el Ic rgricuitura,
Hacienda y Cr~dlto PNbllco y el de Economli y el rresidente del Banco 
Central, TI Secretarlo General del ConseJo Naclonal de PlaniEi&ccif 
Econdmica. ?odoz pueden ser representados par suz respectivOS 
asistentes, 'los 'lice M 1niztro3 (lei rarno o el Sub-Secretario. 

L3 le2y eztablecc (artivilo 12 'inCcns'24, Ir - 'r ,;e at 
reunonecs !e !a 7,nti OirectiV con voz pero sin voto, compuesto par c 
GererYte Cereral Ic BkDESA, 1: C2 n t C !el Instituto Nacicnfl 
Comeicializac'16n AgrICola1, el Oecrr'c in:,tituto 'faciona1 de Transfo.7,3_:i 
Ar',raria. y un funcionari. -lie Iet':r Mna el Regiamento de Crganizaci~n 1,21 
Ministeria de Agricu'Ltura, que recaic c:. a! rlirctor Ceneral de la DlreccIr.1 
General de Servicios7 Agrtco!.ii e Mitr.0 e Ajricuitura (DICESA), E' 
articulo ISestablece las atribucli ns c e la Junta Directiva, y ic corrcsjpc7I! 
!a Planificaci5ni ~ (c n, 1 i:7zi y If~nici~n le las pcIltL:a:_ 

crcd CI (IelIa 	 dz' iuJ d 1 2y.~s iP.S t de c 

La f-~. en-ic~~inerd a nta Dlrcculiva unida ali hechc d
 
t65t3 nsimhr3 31 7erent-' lhneral, quiern ~.i te Uiz reuniones con voz, per,)
.i 

V~to ' cJUC OCr Ctrc :f~c 21'>~icp uncionario del B3an'co, ~c 
ser removido conformo cii crticu:lc 29 2e la lcy, sin'expresar causa , y nc 
tyb.( el 16xico 1- '1-, nzdcan y le 212- lnpo.,Iclonus generales Tituin 1, 
Capltuio !o. il o. de Ia Ley Orq~r.1cI, hiacen a BANDESA una i nst;tuc7I 
- teaaet li'1adi ilcohierria Central, 3i6ndoie rnuy dificl, par no 11ezi_ 
ir-uposibie, I isf rutar 'riI rado de autcrncmna e ndependencla gue serta deseabL
par razones obvias.
 

Pcr eiic -7t cxplici que en lo:; Utimos artos, la rct3Ci~n de los :r: 
de Gerente Genera'J y Subgrentes de la inztltuci6n hayi sIdo tan alta. 

7.2 	 La icy estabicc ccmnit's le cz-6,Jto idependientes seg~n ei origen Ie 
los tonics, pa.ra ins fondos propios y en fideicorniso. En el primer caso, 
la integran: el gerente general, el viceministro de agricultura y ' 
directs: 12 cr~dito de EANDESA (Sub~erente do Cr~dito) o su sustituto. 
El le fideiconilso lo intngran el Cerente General, un Subigerente, -1 
OCecnte del Instituto Ifacional -I- ~o~~~ Agrari.a o su Su:0tituto, 
el 'Threntp del Tnstlltutc !1acionil de Comerclallzacifn Agjricola y el 
Director de Prcr3ci~n do DANDECA. 

Otra vez, el 7cmnponerite guber a3nental es hnportante y podria presionari 
nuestro parecer, 'La c,-.nzIdcrac1~n ilocuada de los aspectos es3trictamente 
t.Acnlco:; bancarioz, _j -:irq, Thelo:; co'nit6s. 

8. OPERkCIONES DE BANDESA - ACTIVAS Y PASIVAS-FIDUCIARIAS 

8.1 	 BA~NDESA puedie r, ,i~fzar npri~n:do 73rActer general, hipotecario y 
f1duclarlo-, ;,rt~cuIo 31) y rcdlizar Qntre otraz operacioncs de 3vih, 
retacci6n ignr-uci-r!a, r:cmrrc i2I,,in !c -roductos agro~peuar ic:, 

http:Agrtco!.ii


Inc]uyendo su clasiflcacl6n, empaque y transporte, y pr~stamos a los
 
agricultores y a !as cooperativas agrtcolai (articulo 33).
 

Entre lab jperaciones bancarias 'ue pueIe realizar SANDESA figura la de
 
emitir valores y ctdulas hipotecarias con garantia especifica y emitir
 
garartfas zobre r6stamos a agrici:ltores rfaalizados por empresas pri'vadas
 
(articulo 14).
 

BANDESA no ha incursionado en el mercado de dinero mediante la emisin
 
de valores o c6dulas hpotecaria:i.
 

Los va.crez entldcn po: BANIDEA 1:zan le la garantla de la Rep6blica de
 
Guatemala.
 

1 ilonc: 
37 al 41) y sus objetivos rPt~n deflnidor 11 otorgamlento de la 
asistencla que el Estado gquatematecu otorg.i a la jctlvidad agricola. 
Las disposiciones m5z importantez on 

8.2 	 !a. ; f-ducirijz ost6.n blen 2iferencladas en 'a Ley Cart'c:
 

-- !as ziguientes:
 

a) 	 F! PinT7 ;uedc hncer .c_ ,ci%a,,tomticamente, los .astcz 
e:timadcs de operaci6n y cmmlrni r bancara, con cargo a los 
recursos f.i!ecometidos; 

tiene -.

recuperadlos proveniente: de los pr6stamos hechos con cargo a!
 
fidelcomiso y ccn apego a las normas del mismo.
 

b) 3ANDEZA 'a fazulLdd d' :ar en nuevos prztarc !js fondos
 

8.3 	 Dentro dei Amb'to de las operaciones activas y pasivas y de servicios,
 
puede decirse que BANDESA realiza las propias de un banco comercial, ya
 
que mantiere servicios de :uenta corriente, ahorros, certificados de
 
dep6sito a plazo, transferenclas nacionales e internacionales,
 
descuentos de documentcs, cartas de cr6dito de importacidn y
 
exportaci6n, venta de cheques de viajero, giros bancarlos (cheques dc
 
caja o de adm[n!straci6n) gestlones de ccbranza, pago por cuenta de
 
terceros, compra y venta de moneda extranjera. Si-consideramos que

BANDESA entS autorizada i realizar tamb[6n pr~stamos comerci-les,
 
3gricolas, hinotecarlos i la ganaderia, artesanla, pequeffa empresa,
 
vivienda, microempresa y fiduciarius, podriamos concluir que BANDESA es
 
un banco m61tiple y que podrfa Incursionar en todos los negocios
 
bancarios en Guatemala, excepci6n hecha de las operaclones reservadas a
 
los Bancos de TnvprsI6n (Flnanclera.). E esquema organizacional de
 
BANDESA es id6ntico al de las cajas de ahorro de Espafia, Francia, Suecia
 
y otros palses 1e la CEE.
 

9. CONTROL Y FI2CALIZACION DE BANDESA
 

9.1 BANDESA est'A 'Jueto 3 la Innpec:i6n, conLrol y fiscallzacl6n de la 
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Superintendencia de Bancos, la mAxima autoridad supervisora del siztema
 
bancarlo de Guatemala. AdemAs !a ley e~t3hlcce tmna uinidad do' auditoria
 
lntern3 a catgo de un Auditor Interno, con !as funciones de supervi13ifn
 
y control de las operaclones tInancieraS y contables del banco.
 

El Au 2itor rninr-i o ncmtradc ;c: '.a unt3 Directiv3i Y oued 2_ er 
removido 3;n expr es i6.1 P ca usa. bvI imente esto podria II r Iii r -2n.; 
prActica, el grado de independencia que uri Auditor Interno debe tener ;3!3a!! 

:umplimierito de suS atribucionez. 

10. ESQUEMA ORGANIZACIONAL DE BANDESA
 

10.1 	 El nzquema orja".:3zi-.nal le OBANDTTA estA constituidc en -1 nive' 
jerArquico, por 11-1Dlr'~cci~n fuperior, FiSC3lizaci~n tnterna, Ni 'fe. 
Mluperl.- U ui.,A'wr3S, Thgerenciaz, Divisiones, depart3rnentos, 
secciores, zubs-ecciones y grupos. 

11. PRESUPUESTO ANEJAL - MECANISM03 D? APROBACION 

11.1 	 El .e plan a c A ID sc encarja de e I ,brar ;_IN artamEntc: caIif ESk 
presupuEs3tc inual ]p !a in:;titucl6n. La Junta Dlrectiva aprLle.: 1 

presupuesto y lo envia a' ...I'st~erio de Finanzas, quien lo etc. 
revisa, intrlduci~ndolE laa mno'ificacioncs que sEan pertirertes 2z 
actierdo a ', iortes :,. )rrespunde hoIcer al Gobierno. Cs,"s 
aportes provienon de los beneficio5.- 'erh.3do~s le la Ley PL-480. 

-or !er F nanza,;, presupue:st: 
EANMEA ez, aprj.2~ po un Acu'grdc I~tln~io que emana de un consejo 

i,-In!.-tros, coritormado por el Presldcntc! y I-epresidente Ie la Rep~blica y : 
14 mlnistros de Estado. Todos firmai -21 3cta -3probatoria de RANDESA,, Est
procerso de iiprobacl6n :,- requer*!Thr. pr.r 21 'Decre'to r-ey 2-86. 

Oespuv'z le 12 rcv'::i6n Q: 	 Th el 

Es obvio que el procedimiento antes r escrito mediatiza el caricter dep
 
organismo estatal descentralizado y aut~nomo, c-on personalidad jurldic3 y
 
patrimor~io propio, con :3:pacidad do 3dquirir derechos y contraer obligacionps
 
de BANDESA, tal :,).o lo establec2 clara y precisamente SU Ley Org~n~r.-i
 
(articulo lo.). Ez )bvio quo 3quI e:-tanios !rente a una situaci~n e 
Jependencla 2conitic3, que cart ,drdMdtlc3MentC cl grado indIspcnsablc Th 
3utonomia que requeriri.a una operaci6r dc !jimhportancia qjue la ley rr 
cargo de RANDES'A y tan definitivamcnte transcendental para el desarrcli 
ezcn6mici de la naci,. 



!1.2 rnfracstructura Territorial de BANDESA
 

ta infr3estructura par3 3u !uncionamiento es nica. BANDESA estl
 
=
dividida en 8 regiones, 7:nfor aZ - n totaldad par treinta y cho 

agencias, treinta y dos cajas rurales y once oficinas de informaci5n. 
BANDESA cubre prActicamente todo el territorio nacional y si se tiene 
en cuent3 la3 excepcicnales facultadez de realizar operaciones activas Y 
pasiva.S, esta amplia cobertu:a terr!tcrial le da ventajas sobre tol:s 
lo ctros bancos que :rnmponen e :>tcr, que Solamente tienen oficinas 

-
en !a- principles ciudrde:- del interi .
 

LO: anexO- .n:. y rc. 1 :etsn. Ia '~stribu=j6n por regin de los 
*2stablecimientcs de BANDESA y un mapa indi nd zu ublcdci6n. 

12. LIMITACIONES DE PLANTA DE BANDESA
 

1., 	 Detemos Tbscr'.'ar tambin, -.e cxcepcl.n hecha de la Agencia Reforma n 
la ca:pital, los edificios que ocupan la,; agencias, cajas rurales ' 
of~clnaz de infnrmaci6n carecen de las cunC!ciones minimas para atender 
debidamente al p6bli-o, no son atractivas y no -sc comparan en ning6n 
aspectc con las oflcInaz in ~al.z por los bancos privados. BANDESA no 
puede competir con algo que inclusive el pdbiico toma muy en cuenta, 13 
a;iriencia bancaria del recinto, que psicol6gicameate insrira confianza. 

12.2 	 Captacin de Recursos 2ANDESA -Icqros afos 1989/1990-


No obstarte, estas limitaciones, PANDESA logra incrementar la captacidn
 
Je recursos 'n Q 39.169,100.00 durante el ago 1989.
 

CAPTACION DE RECURSOS !98 . 1989 Varlac16n %
 

'Dep6sitos en miles 
dc quetzales ' 96.765.9 ;135.935.0; 39.169.1 40.5 

I I !J . 

FUENTE: BANDEUA, Bolctin Estadistico 1989. Cuadro 2.?
 

Durante el aao 1990, obtu.'.: x.meiito mucho*n t menor. 

.'CAPTACTONDE RECURSOS 19C9 1990 :Varlacl6n %
 

'Dep6sitos en miles 

:de quet.ales 135,935.0 1l45,487.7 9.552.7 '7.03!
 

FUENTE: BANDESA, Balance General bancarlo -Condensado- anos 1989/1990.
 

Es probable que este aumento tan poco significativo ne deba a que el
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tipc ie interns btsico que paga BANDESA no es competitivo, sobre todo teniendo
 
en cuenta la alta tasa de inflaci6n del 36o 1990.
 

Pra apro'c'car 1ue PAN!ITA tiene ventanillas abiertas en cas! la
 
Ps
totalidad lel territorio nacional Indispensable para mejorar !a captaci6n
 

de recursos la formulacidn de 2n plan do mobilizacl6n de ahorros .urales.
 

13. BALANCES CENERALES, ESTADO DE RESULTADOS, FONDOS PROPIOS,
 
FONDOS DE FIDEICOMISOS AMOS -1989/1990

13.1 	 BANDESA nos entreg6 unos cuadros que contienen sus balances generales de
 
los agos 1989/1990, conforme sus operaclones bancarlas (tondos proplos)
 
y conforme sus operaclones de fide7t:so. Un anAlisis adecuado de 6stos
 
dos indlcadores fundamentales, requerirla consolldarlos a modo de
 
obtener una informacidn unificada y completa. Tal tarea se sale del
 
objetivo de este trabajo (ver cuairos Nos. 4 y 5, Fuente: Departamento
 
de Cortabilidad de BANDESA.
 

Los estados de resultados Bancarios y de Fldeicomisos, seg~n los
 

presenta BANDESA arrojan p~rdidas por (Q 1.736.600.00)-, Bancarios (Q 1.060.8)
 

Fiduciarios (Q '.75.8) (Ver cuadros No. 9 y 7. Fuente: Departamento de
 

Co::tabi.i.dad de BANDESA.
 

Es diflcil comparar estos 2 estados 	 de resultados puesto que no st~n 

uede sacarse !a conclusi6n 16gica:onf.r:nwo- con in patr6n unifcrme, perc 
que BANDESA ePtS subsidlando posiblemente sus operaciones bancarias y 
fideicmxisarias. oc esta situaci6n podemo: sacar vaa:s conclusiCnes: a Los 

pr~stamo: hcchos con fondos de los fiCe'ccmiZcs son con tasa subsidiada. b) El 
plazos de 	 capital e
otorgamentc de de gracia :aplta!, en ocasiones de 


de 15 , no producen una recuperac!6n
intereses y los plazos hasta 

apr ciatle, qu. permita una relnversl6n productiva. c) Deben exIstir
 

3;reciab~c-: :ndiccs de mora cn la rccuperaci~n de los prtstamos. d) El cost:
 

real de la operacI6n de los fideicomisos no e apropladamcnte determinada.
 

2eao hacer un etudio prcfundo para corregir 	esta situacidn, sl
12.2 	 Fs 

Ze quiere cvitar una total descapitalizaci6n de BANDESA, de los Fondos
 

a la Repibllca de
de Fideicomiso, aunque el riesgo comercial pertenece 

Guatemala.
 

14. CONTABILIDAD, FONDOS PROPIOS Y DE FIDEICOMISOS
 

14.1 	 BANDESA, llev3 in sub-sistema de :-ntabi11Idad por cada Fondo de
 
un Balance General y un Estado de
7-Ideicomiso, produclendo, mensualmente 


P6rdldas y Gananclas.
 

cerrado al 31 d
En ej c.,respond'ente a!. '1,Iccm!io AD 520-T-037 


http:1.736.600.00


DlcIembrP d 1990, el 
fondo rotativo de pr4stamwc, ten~a disponibilidades de a
 
57.796.88, mantenlendo valores depositado: en otros Bancoj de Q 3.302.679.87;
 
Q 3.178.319.75 disponib]es para prstamos 520 T 137 y Q 124.360.12 
 para pagos
 
sociales.
 

tas inversiones del Fondo :uman: '. ..
 65.652.85
 
A saber:
 

Pr~stamos Fiduciarl.s 1gtntez: 1.710.482.25
 
Pr~stamos Prendaris Vigentes: £ 5.37.543,62
 
Pr6stamo; Hipotecario rrendariov:
 
Vlgentes: 	 C 
 692.147.00
 
Prdstamos Hipotecario Vgentes: 1
1.272.98
 
Pr~stamos Prendarios Vencdos: Q 24.206.99
 

Q 2.065.652.85
 

El capital del Fondo AID-520-T-027, asciendc a la suma d
 

Q12.264,0S2.011.
 

La; ypcrtaciones por :ecibir del Fondo son las siguientes:
 

De AID: 
 S *6.927.573.46 

Del Goblerno de uatemala: 0 6.628.992.40
 

C 13.566.565.86
 

• No se indica la tasa de convertibilidad I = 0
 

El rezultado del ejerciclo 1 de Encro/31 de Dkiembre 1990 asclende a un
 
neto de Q 160.648.29.
 

Loz ingresos del ago fucan C I.?65.051 , habiendosele deducldo una

partida de gastos del ejercicio de C 846.571.59, mAs una reserva para cuenta
 
y valores incobrables de Q 58.418.38.
 

Los cargos correspondientes a Ia partida de gastos del ejercicio 3e

realizan a trav4- del sub-olstcma d 7osto:, en base a una proporci6n de los
 
gastos 
 generales y un porcentaje 0. los jastcs de personal, horas-hombre,
 
Incurridos por BANDESA.
 

14.2 	 Es nuestra opini6n que el funcionamiento del Fondo de Fideicomizo
 
520-T-037 esta siendo blen manejadc, aunque consideramos que los gastos

que ocasiona su administraci6n, en vez de ser deducidos de los ingresos

genaraie del Fondo dMben ser 
:aradv 31 Cobln:: V Guatemala quien es
 
el o:ganismo Fideicomitente. Con el procedimiento actual eA Fondo
 
520-T-037 est& subsidlando parcialmente las operaciones generales de

BANDESA. Por otra parte, A1 lo; gastos de operac16n del Fondo fueran
 
absorbidos p r el Cobierno de Guatemala se 
 aumentaria su caudal de
 
reinversh6n y capitalizacln y consecuentementa su auto sostenimiento.
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E: )bvio tambi~n que !a viabilidad !el Fondo dependerA tambi~n de !a
 
exttosa recuperaci6n de la cartera de pr6stamos, tema que serA tratado m~s
 
adclante.
 

15. CENTRO DE PROCESAMIENTO ELECTRONICO DE DATOS, EVALUACION
 

15.1 	 .MffSA ijenta con equip; re'tado de :mputo desde 191, En Enero dle
 
1990 sc rentaron unlades adiclunaluz.
 

L" eqjpz ictu3l es un Prozesado: central marca NCR modelo 9500, con una 
mr,moria OICet:ni-3 de 6 Mb, 1Gb do memor-a magn~tlca dividida en un disco 
dua! :c 570 Mb modelo 10 C099-3?09 y un disco de 450 Mb modelo 6540; un modulo 
dc :Qmiunicacicnez con capacidad de maneiar 102 llneas, tenlendo 22 en uso 
corresondientea 3 22 terminales. 

Ade.A:, .. irnrezrZ de impa.ct:, :na con velocidad dc 900 lineas ;c: 
minute y :tra de 600 l!r.es Pcr Mr!Uite, do-i unidades de cinta magn~ticI y 
unidad do cartuchc para backup. 

Fl :istema intladc ez TX vcrsin 6.00.35., y la herramienta
:p2.:utivo 2 

de progra-macin -7 !enquaje (BOL 9. 

Todos los programas estin documentados y se han tomado medidas efecti'.'3
 
para 'l backup de !a informaci6n.
 

15.2 	 Organizaci6n del Uso del Sistema
 

F! acceso a! :istama czt6 zranizado do !a s31uiente mancra: Un grunt
 
d. tres terminales en linea que -naneja los movi,,iientos monetarios de !a
 
Agencia Central y AticnIc !as 3P.2tazoe agenclas
:tras :-obre cucntaz
 
abiertas en la central, por medic le comunicaclones por radio con un operadcr
 
de una le estas terminales. Estar, termlnil' no tIenen acceso al sistema
 
operativo generil.
 

Un grupo do trc: terminales 3:ignada: al Departamento do Contabilidad y
 
'uentas Cozrientps que tampoco tienen acceso al sistema operativo general.
 

'Un grupo de tres terminales azignadas al Departamento de AnAlisis y
 
Programacin con acceso irrestricto al sistema operativo.
 

El -1timc grupc do trece trminales que se usan para tareas '
 
gr*baci,5n, verlficacl6n y actualizaci6r. de datos, tambi4n con acce3c
 

Irrestricto al sistema operatIvo.
 

15.3 	 Subzistemas
 



-------

r1 sistema e3ta dividido en var!oz subsistemas que cuentan con su propi.
 
banco de memoria y soporte de prugramas.
 

. ------------------------- --. -------------- 
!USISTEMA IPROGRAMAS IMEMORIA I 

IDE APLIC.fITOTAL(Mb)I 

!PRESUPUESTO 31+ I 7.54 
 1
 

INOMINAS 1 1 12.55
100 

.---------------------..... +------------+ 

IACTIVO F!30 1 65 1 13.67 I 
--------------------------- ----.----------

IESTADISTICA 64 1 14.16 1 
.. . . . . . . . . . . .. . . . . . . . . . . . -- - ..-+. . . . + -.. . . . . . 4 

IMONETARIOS 80 1 ?.32 1 

IMONETAP? EN LINEA 15 I 4.15 1 
. . . .. . . . .... . .... . .. .. . . . . . . ..----... ..... . . - - - . .. 

IAHORRO CENTRAL Y ACENC!A 10 1 19.53 

C')N F£DE[C'XTM : I 3.66 

. ...............- .......---- - ----------

ICON 5NCAPIA 53 I 3.42 1 

IFIDEICOM!SO AGRICOLA 1 125 1 97.66 1 

:F:DErCOHrfC ACR. !RRICACION 1 125 1 36.62 I 
.9 .. . - - . .4 

:CAPTERA 1ANCAPIA 130 I 48.83 I 

!CARTERA BNA I 130 I 24.41 
+. .. . . . . . . .! I 

:RECONSTRUCCION I 95 I 14.65 
+.- . . . . . . . . . .. . .. I . . . 

!REC-!rRECUP 1 95 I 9.78 1 
4--------... ....... .4 . - . .. 

IBID-120 95 I 14.2: I 

:FOND) CARANTIA i1.46 

! CTO PROMUCCION AOR!COLA 110 1 3.28 1 
4-- . *f 

IMICROEMPREb, 85 7.32
 

!TOTALE I 1451 I 344.26 1
 

'Programa3 de aplicacl6n ;on quelio: que no forman parte del 5istema
 
perativo
 

La: Dp-racloncz de Cuenta3 Nsnet3r!az, de Cheques y Ahorro, de !a
 

'V
 



en
 
Agencia Central se hace desde su3 propias te-.minales que estin conectadas 


se hacen a trav~s de reporte3

linea. L oraon5de laT den'As Agenclas 


escritos a mano, que son enviados al Centro de C~mputc; cl cual 5e encarqa dec
 

repo:tgs :on datos actualizados que eiri'!1
 
lngresar!Q5 al sisterna y de generar 

de nuevo a !as A'gcncias en In t-6rmn~c le 2-4 oas
 

Cr-6dlt -_2 a med-ante r~portes clue cada

El mar~e4c --' Cartera -Th 

Centro de C6mputo para ,er

Dcpa:'tamcntJ-, inchiyendo la Agenciaz, enviar al 

-:e
caso AeT1a3 Cuentas Monetaria5
y al iguaul qc en el
lngresida3 a'~m 

generen repo~e-c actualizados.
 

:zi !alto 1e tlexibilidaJ ::-a3iona
 
La opecaci6n del sistema por 


programas d'e td 
limitacione: en cuantc 3 13 velocldad', ze-uridid y apoyo de 

el procczcL 

15.4 Limitaciones
 

):ezento a iclocidad de proceso de datos
 
a) El procesador central 


necesidades actuale3 y futuras.
considerablemente baloa ;ara la.z 


el Centro de C6mputo, lot
 
b) Tl intercambic de ln!orracln fentre 


depende de !a elabor".cl5r
Agencia; y dermA: -iper.~enci3z: de banco, 
lo qjuc hace mily lento el ingresc


y tranzporte de reportes a nano, 
 !a dfzaturacl6n de capazidady proceamlenfto de dato,2 rov.ocando 
tcrn'Anales 1flstalada. 

e3~necesarlo ascr~bir prcgran3:
rr3 elatraz re-ortac. 

tienpo de disego, depuraci6t.

tambidn espp1citlcos jue :equierer 

prueba.
 

o~rt -.z hirramicfltv- que permitanIn tllene-7t2mTh
71 

iccesc a los banco-- de dafoi, ni que irpidan e 
control sobre el. 

acceso a ln,.ormac[6n clasificida.
 

"uestione3 coinpatibilidad

0) Existen probleman en cilanto a de 


3113torna,
comunicact6n externa a!l 


fiEl sist-ema uZsa un forarcto "le rqrbaci6fl de dato5 (campos ernpacados
 
procesamiento I
 Incompatible c-on l.s 3!7tema32 mol. modernos de 


dc M. Para eligra.: a un ambient
datos. Po: ejcenplc 1,:;slzktcmas 

requerria airededor de dc
 TBM AS-400 transformando el formato se 

aftos de trabaic.
 

Informacl6l digitalizada co
 Se han hec-ho lntento5 de coinpartir la 

otros tilpos de sistemnas
que poseen
otras inztitucioflO5 


tormato de grabac"6

'encontr~r.dose con el problema de tiaducir el 
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lo que rcqu!ere ;rcg:Jma3 especalizado3.
 

h) 	 Los programas ya realizados en COBOL 9 ao son compatibles por
 
eJemplo, con un sistema IBM. SI se qulsiera hacerlos compatibles
 
habria la necesidad de rediseffar e3tos programas.
 

I) 	 Es dificil lograr cl apoyo de programas , ya que todos los
 
programas de aplcaci6n son elaboradoz por el Departamento de
 
Anklisis y Programacifn del Centro de C6mputos y el sistema no
 
cuenta con herramientas de elaboraci6n de pantallas interactivas,
 
manejador de bases de datos, y generadores de reportes de uso
 
general.
 

El personal t6cnico del Dc-artamentc de P~ocesamiento de Datos estA muy
 
:onsciente de las grandes limitaciones del Departamento y de las obsolenclaz
 
de sus equlpos y sobre todo, de que con e! aumento de las operaciones de !a
 
Instituci6n su capacidad funcional se saturarS a corto plazo.
 

15.5 	 Evaluac. n
 

BANDESA ha realizado esfuerzos para cambiar la situaci6n e 1"nclus1'c
 
realiz6 :ecientemente, licitaciones pluic.az para dotar al centro de Hardware
 
modernos. Las licitaciones se declararcn deslertas. En el ago 1989 se rcaliz6
 
un DIAGNOSTICO del sistema existente.
 

Es pues urgente y necc.ario que !a Inztituci5n implemente un Sistema quc
 
permita agilizar 21 flujo de infcr.saci.,n que cumpla con los requerimientos de 
seguridad y 3ea capaz de Interconectar todas las agencdas a un sistema 
central, de ;,anL 2 que cada regi6n pueda, a la vez de contar con un sistema 
independlnte, y accesar a la informaci6n general. 

Es imperativo actualizar el DIAGNOST:CO de la Divlsi6n de Sistemas y
 
Procedimientos para que abarque cn tla su extensi6n el procesamiento de datos
 
y se modernice el Centro.
 

Ez ol'vio que !a modernizac1n del ncpartamento de C6mputos requerirS de 
una !uerte inversl6n, pero esta invers~in debe constituirse en prioridad 
ntTmc:c :; 1 es que se de-ea hace: de BANDESA una instituci6n capaz de 
cumplir sus importantes furciones, acorde con los :equerimlentos que aseguren 
una operaci6n moderna y eficlcnte. AID, ol Zoblerno de Guatemala y BANDESA, 
podzian aportar !as fondos. 

16. FIDEICOMISO DEL AID-520-T-037
 

Fidelcomisos fueron establecidos en BANDESA conforme el Proyecto
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520-0274 y el pr6stamo ArD-520-T-037 y a travs de cse mecanismo BANDESA esta
 

proporcionando crddito a los agricultores para la construccl6n de los
 
minirlegos, para la Producci6n de cultivos y para la comercializaci6n. Ez
 
obvio ;ue siendo ol proveedor del cr~dlto, BANDESA juegue un papel

deterninante en caso todas las actividades de campo del proyecto y en
 

':onsecuencia mantenga una estrecha relaci~n con los agricultsie3.
 

17. CREDITO PARA LA CONSTRUCCION DE MINIRIEGOS
 

Aunque en las visitas que realizamoz a 2uetzaltenango y Chimaltenango,
 
los encargados de DIGESA nos exprcsarcn que el primer paso para !a
 
construccl6n de un minirlego era la solicitud hecha por los agricultores del
 

lugar, via lao autoridades municipales, extensionistas de DIGESA u
 
irganizaciones no gtibernamuntale:, por 'cmprobaciones en conversaclones con
 
1o agricultores tenemos la mpresi.n de que la construccl6n de los miniriegos
 

Fue determinada pcr DICESA en base a un programa previamente concebido. Este
 

criterio Io :onfirmamos a nivel de !a oficina central de DIGESA, por lo cual
 

podemco asegurar que en !a mayoria le los casos, DIGESA seleccion6 1o itios
 

donde los miniriegos scrian construidos, aunquc se han presentado casos en que
 

los agricultore: ;cden Ia -onitrucci6n de 'in mlniriego. No encontramus
 
evidencla an los :asos que analizamos *c quc DIGESA tuviera un plan previo y
 

especifico de localizaci6n de Areas o de priorlzaci6n de las mismas conforme a
 

sus condiciones 6ptimas o de participaci6n del agricultor en el planeamiento
 

del proyectc, selecci6n de cultivos y comerciallzaci6n. Tampoco encontramos
 

evidencia de que DICESA formulara un estudlo costo - beneficio de IoZ
 

proyectosa de miniriego.
 

DIGESA realiza un estud!o dc fact~bh!idad t6cnica del miniriego relativo
 

iI aforo de las fuentes de agua, de suelos, climatol6gicos y otros do.)s 

estacionales y especificos al consumo dcl agua por cultivo y factores de 
evaporac in. 

Terminada la factibilidad t~cnica del proyecto DIGESA elabora el dise~o
 
con sus respectivos cAlculos y presupuesto,
del sistema de riego 


agua y paso. En
investigando-e los derechos de uzc de !os terrenos, los del 

consignan partidaz para la opezaci6n y el mantenimlento.
el presupuesto no se 


17.! Eta;az d Ccn:: n c M n!r cqc: 

En la :cnntrucci6n de los minirioguo hay 2 utapas. La primera a cargo !e
 

DIGeSA, !adc a :onstrucci.n de !as obras de Infrae:tructura b~sIca, cuandc
 

el sistema utillzarS agua subterrnca, consistente en la perforac16n del pozo, 

Instalacl[n de la bomba subterr6.nea y compra de equipos el~ctricos. Todos los 

costos de esa etava lo cubrc DICESA. Es 'ingasto no recuperable porque no se 

CIGESA contrata con empresas privadas la perforac16n de cargan a. agrlcultor. 

los pozo:, y la compra e irstalaci~n dr. las bombas y equlpo el~ctrico.
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La jegunda etapa de la construcci6n del minlrlego, es complementaria de
la primera 
por cuanto consiste en dotar al miniriego de todas las
Instalaciones necesarias para la distribucl6n del agua, tales come; 
 bombas
impulsoras, 
tuberfa do conduccl6n, tuberia de distribuct6n, aspersores, equipo
de ripgo, bomboo, tanques de almacenamlento de agua e instalaci6n ci K:tc.

En esta etapa tiene amplia partlcipaci6n el agricultor, que traba.. en
preparacidn de obras en el terreno. BANDESA otorga 	

la
 
el financiamientu para la


construccl6n, bajo el 
siguiente procedimiento:
 

3) 	 DIGESA presenta a BANDESA 
toda 	 la informacl6n relativa al

miniriego, con presupueto lista
un 	 y 
 de los materiales a
 
utilizarse.
 

b) 	 BANDECA rccibe toda la documentaci6n y vacia la informaci6n en los
 
formularios correspondientes.
 

C) 	 BANDESA 
revisa t2 a !a doci cntacI , estudio de factibilidad 
bajo la premisa dc quo el producto agricola producirA 3 veces mAs 
usando el sistema de riego. 

d) 	 BANDESA aprueba el 
 pr~stamo para la construcci6n de los trabaj.
complementarioz do los trabaj: :omplementarios C2da. etapa).
 

TI JefQ do Proyectos do Digesa cspeclalista en la construcci6n de

miniriegos supervis-i la mann Te obra especializada y !a man, do
obra que prestan loz 3gricultores en el campo y la ejecucl6n del
 
presupuesto.
 

f) 	 La directiva del grupo le aricultores lleva un control dcl

trabajc que 
 zealiza cada agricultor en base a dias/hombre, con
 
aslztcncla t~cnIca del extensionlsta de DIGESA.
 

g) AR!!ESA rea!:za 21 
 procezo de desembolso del pr'stamo, mediante
 
una 
1!nea 	de cr64dito abierta a nombre de la Directiva del Grupo de

Agricultores, pero a de
travs pr~stamos individuales a los

agricultores, a 
la cual se van cargando los desembolsos hechoz
 
medlante pago a los trabaJadorez y proveedores de materiales.
 

h) 	 Para la crompra de tuberlas y accesorfoz se le solicita cotizaci6n
 
a varios proveedores, y se compra al mejer ofertante.
 

I) 	 Of,:1ales de cr~ditc 1c BANDEIA re3lizan 
 la supervlsl6n del
 
proyecto mediante vlsitas ;eridkas.
 

17.2 	 Crupo de A,;j_!cultorE: ?a[! !! DONESA 

La organizacl6n de los ;rupoz de dgricultores 
 es un componente
importante en cl cr~dito concedido 
po: BANDESA para financlamiento de los
miniriegoz 
y los de 'a production 1::, Analizaremos mds adelante. DTCEEAorganiza los grupos en 
cuanto a los de mnIiriego5, debido a que el valor total
zosto 	se 
divide entre los agricultores usuarios en proporci6n a la cantidad de
 



terreno que c:ultivan. r.o agricultorej sc :es divide en grupo y dentr., c
 
cada jrupo se ezcoge un :eprc:enta-.te, que :e conde a RANDE A por 61 por Ios
 
;ue :omponen su grupo.
 

('n embargc, los pr'stamos :on individuales a cada agricultor y
 
totalizan en zonjunto, un pr~stamo global por una suma igual al costo del
 
,royentn. 7.da ;rupc sume a su '.,cz con respecto a sus obligaciones de pac,
 
un :aricter mancomunado y solidaric. En consecuencia la preii6n del gr'.po
 
estimula el cumplimlcnt3 'c laz obligacioncs :ontraldas, a travs de la
 
cooperaci6n que ofrece el representante del grupo al agente de cr~dito de
 
BANDESA en cl aspecto de recuperac16n. Auoque, la: agcnclas de Quetzaltenango
 
y de San arcos, no tienen registros apropiados de las i.oras de los pr~stamcs,
 
se nos dio seguridades de que hay una buena experlencia de cobros, a nivel de
 
la regi5n en un 95%.
 

17.3 	 Cuand:. ol proyecto de mnrie.gc uZa fuentes e agua superficiales y :c
 
irriga en consecuencia por gravedad BANDESA fEnancia entonces todo CI
 
proy'cto, confcrme a] procedimiento segalado. Estos pr6stamos son de un
 
valor pcquef:i puesto que !a cbra no requiere una inversidn grande. En
 
esoc casos los gastos de operaci6n y mantenimlento son minimos.
 

I.4 Financi.miento a Minirieqos- X,dalidadeS
 

Lo: pr'stanos de minirieg. Ze ]an en !os siguientes tdrmInos:
 

a) T;o de interns/ 104 anual.
 
b) Forma de pago capital o interns: anual.
 
c] Plazo: de 5 a 15 afos.
 
d) 7lazo de Cracia Principal: hasta dos agos.
 
) Plazo de Gracla Intcrns: hazta don affo:.
 

Durante los afos 1925,'1990 se ccncedieron con Fondos en Fideicomiso
 
AID-520-TO37, pr6stamos para la construcci6n de miniriegos par valor de 0
 
8.2.7.209.00 bencflclando 316! familas, con 1354.25 hectArea3 bajo
 
irrigacl6n.
 

18. PRESTAMOS A LA PRODUCCION
 

Los prdstamos de producci6n se otorgan en la siqulente forma:
 

a) 	 La solicitud de pr6stamo para !a produccifn es presentada 3 
BANDESA po: DICESA en los casos de mlnirlegos o par el propic 
Interesado. 

b) 	 r' agente de cr6dlto e-tudia la sol~cItud que contlene el plan de 
trbalo y todas !as Informaciones relativas a la factibilidad del 

1\8
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;royecto y la recuperabilidad del pr~stamo.
 

~agernte de ur~dito hace una InspeCC16n del sitlo para comprobar
 
los datos sometidos.
 

d) 	 Se sorntnta al Oficial 14e pr4stamos de BANDESA junto con un infornie
 
para su aprobac16n, quien emite Rescluci6n Aprobatorla.
 

e) 	 Se formaliza ci pr~stamo cumpli~ndose con los requlsitos legaic3.
 

Varioz formularlos 
impresos son llen~dos3 cue slrvpn ;arL. identificar a!

;restatarlo, solicitud dc pr6-.tamo de 
la Resolucl~n Aprobatoria, contrato do
 
pr~starno y garantla, certiflcadc de propiedad de loz terrenos 
 y otroz
 
formularics _omprobatorius de 
la entrega de los valores ;restados. En general

es un proceso muy burocr~tlco y lento, porque BANDESA no ha zimpl~ficadc su
 
iso medlanto Crogramas de ccomputadora:..
 

f) 	El desembolso de los, pru'stanoz, se efect~a en partidas sucesivas 
segdn avancen los proce-los de invern-1&i c en una sola entrega. En 
el primer caso :-e formula un c3lendario da desembolso. En *el 
negundo I-ano lo:: dr::7nbosoz -.,: fcz:than prcvla supervlsl6n del 
pr 6s tamo. 

En ol proceso de pr~stamo partipan adcni~s extenslonistas de DIGE.ZA y
DICESEPE e INDECA. DrGESAI en la operaci6n y mantenirniento de los minilegos,
conservac16n de suelos y exttensi6ni agricola y activiciades relaclonadas con ?I 
ccntrol le NDECA a ac1Ividades relaclonadas Ia1etcds rr..l ! con 
cometclaltzacifr.. DIGESA trabaJo timbi~Th un extensi6n agricola. No se
encontr6 ev~denc43 de *;ue BANDESA y DTC'E2A trajen cun forma coordinada. 

13. CREDITO PARA LA COMEP.CIALIZACION 

Dentro del 
 programa, EANDESA prcvee prt~stamos para !a comerclalizacifr. 
Los cr~ditos par) esas actividadc.z -2t~n reloclonados con la comercializ~cl6n 
de productos agriccla:- y pueden scr dado ;ara claslticaclfn en ba:.e y
tranrporte 1,destlnarsp a la adquisici6n de pequeffos equlpon, materiles le 
empaque y 
otro: dtiles que scan nrczarlc~ jra cfectuar la :omc::IaI~zac.6n
 
de 103 productos.
 

RANDE5rA hi ototgado ? pr6stmc3 paza 13 :cmcIa! j:acI~n uno d2 ello3 a 
ur. 
 grupu 	 di! ?G agricultores miembro.-, de la Asociact6n do Aagrlcultores d(,
Aguacat~n, para 7omercid]!zacl6n del ajo. Otro d un agrIcultor de Aguacat~n,
;3ra compra de empa-r:c ara '--MCr7131 :acl.Sn Jr -. El valor deva-. 	 Cztos
 
pr6:;tn~mnf:j-ic1I -nd (, a Q528,450.00. ',)rn:. solo han realizado estoz 2se 
;r6:taro:, Er~a recornendable hice: ur, sui de (-:;tos 2 pr6-stamoz para
an.ill::r :;,, r('sultadn e Indagar tambi~*n cuale-. han sido las cauzas por !as 
c:ualez nc 3P han realizado mAs pr63tamo3 para la comerciallzacidn y cstos 
Oudleron efrectuarz.e. 
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20. OBSERVACIONES SOMRE EL PROCESO DE CONCESION DE CREDITO
 

ser tejorado 3stancialmen.te
El proceso de concesibn dc prkztamos debe 

para lograr:
 

y duplicilad en la solicitud, procesamlentc,
1) 	 Reducir el papeleo 

anflii3is, 3probaci6m y des-ernbo'.:o de los pr~~stamos y pode:: a)
 

de los cr~dito3, b) Determiriar rnis

Agilizar la fluidez 


Toner contrA., para ei
cficienternente 3u factibil'Idad y c) mejor 
spguirnient' y :ecuperaci6ni dc, Ios cr6dltoo. 

2) Prodiiclr un 313tema de irnform.3cl.n crediticia que permita to er 
y poder evaluar el
 

una vl.:i'5n actua'l~zada "dc 1.,5 indicadores 

es3tado l1e la cartera dp p-63tarros.
 

ipCIi 	 Oe~'' cr~ditos.nrsonal de31, 

udlmos comprobar que ademia: 
20.2 	 Sn !3as '~ia do agec~ias y -aidas ruralcs 

lie zu trabain de planificacl6l, Infcormaci6n, asistencia t~cnica aqricl-i 
de crddit:,
y de 	:.r6dlto y supervizifn do 'os pr6ztamos, los agentes 

que realizan medlantc vislt3s

tienen a su cargo gestlones dc cibro, 


lemasiada3 respon~abilidades a su cargo.
personales. T1iener 


21. ODSERVACIONES DE LAS VISITAS A LAS &GENCIAS Dv- BANDESA
 

nuestras
al'juna: obsezrvacIones derivadas de
A cont~nuaci~n haremos 

las agendlas y cajas rurales. Es lrmpresionaflte ver la eticjcflte


visitas a 

y iran vocact6n de servicio de funcionar los de BANDESA a nivel de
 

labor 
 a
 y otros alto: oficlales adrninistrativos y

;erencia general, sub-gerencias 


obstante las limitaciones do planta y

nivel 	de Agencia5 y CaJa5 Rurale3, no 

equipos necesarlos para el ant~llsis, administract6 l y scgulrnlcnto -Icla grar; 
flduciarias a 3u cargo.

diversid3d dc operaclones bancarias y 

y Cajas Ruralez
En nucstras vI51t1s pudimos zomprobar que las Agcnclas 

oficina y transporte. Puode 
de un equlpo adecuado dc equipo de 
zarecen 

de escribir, mobiliarlo, archivus, calcul'idois,
aflrmarse quo las m~quinas 

uit3 Trrcs (NCR 42) equlpos dc 
Mquinas reglztradoras par.3 operar 13: 

slrvcn como esenclal redio de cornunicaci~ft entre oficinas, ya qu(

radio 	quc 
 nn 	 Interconectada5,an 	 :,m;,:ito: -- terminaleC
BANDESA no cuenta con 3istema do 


y hay que rnodctnizacrlos a la brevedad posible aifir 
soni totalmente ohsoletos 
Je que BANDESA pueda prestar un secrvicio '-Iil y eficlente al p~iblico, sobr( 

pequeflo y medlanc 
trmdo. 	 por el papcl deztacado ruC Itiela 2n proveer cr6dlto al 

econom ,optrar ent!.amnt!CO 11n1a 31 
productor 3gricola3 en todo el pal: y 
rap~jez y cf!Viencl.3, n~r. lupfAlcatlflfles y paplen InnecCiarlos. 

aproximadament4
3uoc hay cu:at~ro agentes3 de C-'5ItIo gquc m~nejcri una cartera de 
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5 mll pr~stamos con un valor de 5 millones de Quetzales. Cada agente atlende
 
1250 clientes.
 

La jgencia !e Patzun, solo t!ene 2 oflciaies de cr~dito con cartera !e
 
2,900 pr6stamos por valor de 0 4.5 
mm. sirviendo a 1450 prestatarios cada uno.
 

Pero la Ccf!ciencia de organizaci6n mayor en las avencias eztA en el
 
Area de InformAtica ya que no cuenta con un equipc que pueda er conectadc con
 
,rnIn dI' en la oflc na central ccrrezjcnd lentes a los subsiste ias4ela
es 


d!ferentes Sreas, tales comO gastoc, 
 cml:l6n dc cheques, prezupuezto.,

cr6dlto, :0ntabil![ad, captac16n de recursos, administraci6n de personal,

estadt:ticas, :obro, fondos de garintia bancarios -f fiduciarlos, activos 
fijc:, ,c:~f~zaci.n de cheques cn cuentas corrientes y cuales qulera otros
 
subsistemas, que mediante 
 el uso de software especificos faciliten la
producc 6n 1e informaciones b&sicas que permitan agilizar las operaciones y

que zoporten las tomas de declsiones nocesarlas para obtener una operac16n de
 
BANDESA c-ntlnuadamente exitusa ;iepr=itan el logro de los objetivos bAsicos
 
de la InstitUc[5n.
 

22. 
EVALUACION DE LA PROVISION DE CREDITO A LOS AGRICULTORES.
 
ENTREVISTAS CON LOS AGRICULTORES.
 

Aunque par ;ode: evaluar con ac~ertc c! -a prov!s!6n del cr6dito de
 
BANDESA a los agricultores es adecuada hublera requerido un muestreo
 
signiflcativo en cada una de !a-. regiones donde BANDESA 
provee los cr~ditos
 
bajo el proyecto, Io quo hubiera requerldo visitar una cantidad aprecable de
 
mInirlegos y entrevista5 a cientos de beneficlarlos, tarea para la cual no
 
ccntibamos con el tiempo necesario, pudemcs generalizar la experiencia que

obtuvimos en las regior:es V, VI, VII:
 

a) El 100% de los minirlegos fue financlado pOr BANDESA. El cr~dito fue
 
provizt con rapidez y eficiencia.
 

bJ En cuanto 3l cr~dito de !a produccifn podriamo3 aflrmia que

aproxlmadamente un 70% han obtenido pr6stamos en BANDESA en una forma
 
satisfactoria, y los que no I obtuvieron expresaron diversos motivos
 
entre los cuales, estAn haberlos obtenido de otras fuentes tales come
 
cooperativas y empresas exportadoras y organizaciones, por falta de
 
motlvaci6n, por no caner conocimiento do coma se realizan los trAmites
 
de solicitud, per entender que BANDESA no tiene fondos para prestar, por

temer a endeudarso y por no se. eleIbles para nuevos pr~stamos por
 
estar on mora con pr6stamos anterlores.
 

No cabe 1uda que no obstante !a:; !!mita:cne- administrativas y excesivo 
papeleo requerldc para prestar, 8ANDESA hacc un esfuerzo en proveer a tiempc

el cr6dito a los agricultores, siendo cl pr~stano para la construccl6n de
 
minlrlegos, ms 6ll que el crddlto la prcduccl6n. El crIdito a la
a 

comercializaci6n ha sido practicamentc nul.
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En las entrevistas pudimos comprotar "uO 1os *aricultores pueden pagar y

accptarian pagar una tasa de Interns del 24% al 
 30%. Ellos preferirlan un
 aumento en el tipo de intcr4s, pucstc que la 3lternativa seria obtener el

cr~dito de los usureros que cargan de 5% a 10% mensual.
 

Es obvio que los pequegos agricultores necesitan una asistcncia t~crica,
 
en
que los eduque el proceso de zolicitar prtstamos. Mientras mAs sencilic sea


el proceso mAs 6gl 
y accesible fluirA al a3ricultor.
 

Podemos concluir que la provisi6n del cr~d[to a los agricultores dentro
 
del programa ha sido adecuado.
 

La mayoria de los agricultores quo entrevistamos estuvieron satisfechos
 
:con el -roceso de cr4dito, aunque expresar;n que este proceso era demaslado

lento y la cantldad de cr6dito Insuficlente, sobre todo ultimamente por el
aumento del 
 costo de los Inzumoz , mano de obra. Todos expresiron que 5us

ingresos se hablan triplicado, y que, podrian pagar sus 
cr6dltcs sin problemas

y asi 
como intereses mAs altos. Sc queJaron de !a falti de azlatencia t~cnica

agricola por parte do BANDESA y DIGESA. 
Tambldn de la Inexlstente ayuda para

la comercialziacl.n Je sus productos y de Tus precios bajos. 7s 
obvio que

INDECA no ha realizado su trabaJo. 
 No obstante, estuvieron de acc2rdo en !n
100% que la cont~nuacl6n del cr~dito por 
 BANDESA les era riecesarto, ya que :!
 
no exlstlera tendrian que recurrir de 
 nuevo a los uzureros. Todos
reconocicron que su: condiclones 
 de vida y de su lamilia ha meJoradc

Zustanclalmente despu6s de estar e7 prornma en marcha.
 

Para la sustentaci6n del ;r:grnma, £:
auto .ecesarlo la supe:vi,,encia

Je BINDESA, por su amphla cobertura tcrr~toria! y si ;opel como provcedor e

crdlto, 21 pequego y medlano 3griculto:. Es necesarlo fortalcer a BANDESA.
 

23. RESULTADO DE LAS OPERACIONES DE BANDESA, COKENTARIOS
 

BANDESA ha venido sufriendo ptrdlda en Zt:z operaciones (Ver :uad.:
gr&ficos 1 y 2) que consigna las p6rdldas durante los 
 affos 1980-1990, que

ascienden a 3 41..7 millones. Para cnjt,ar -,as 
 p~rdidas el Eztadc dc Guatemala
ha realizado iportacicnes textraord!n r'aa al capital de 
 BANDESA de Q

ll.?45.389.S7, seg6n consta 
 en tl Esta~o de S.tuact6n cerrado al 3l de
 
Dicrmbre Ce 1990.
 

Durante ese eerc.1cio ln p!rca rue d2 (Q ..060.909.7!)
 

Es obvio qUL !a operaci'n derccita:a de Ia I"nstiui6n sozs-ten:
lurante varlo: 2jerc!clos seguidos, 'ebe llevar a una seria prcocupact6n sobre
 -uv!jbiU'ad in.tituciona on Il-crto 
 pli:o. Varlas tienen que ser laz
r ,Ii 'al lettr oo, 
aproxmadamente 1,200 empleadc:7 

Ia' .- pe.. 16-1cc..pen-ar que BANDESA, :c,.
 

I0 quc pcrla proporcionarle una capaclda 
,
Int., ,7,[ira mnj2r ,unaCmt ad w.t..rc'1aniente mayor de operaclones a 1,is 

que : actualente, l: :.tc o.. opcract6n y debe tener t,mbtn
 
una cartera do pr6stamos, no tan uolo dctlcitarla en su -endimiento respecto
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Je los Ingr~ios que genc'an su- pr6stamoz, sino tambi6n un alto Indice le 
morosldad y cuentas Incobrablcs. 

Es pues Imperativo procedr a i;3n2a: la 1n~tituc!6n, para deprcnd.:a
dc los ;cadoz laostre,_u Ia ar . 

Si el zancamiento ftiera :ealIzadc zeria plausible pensar en 
 una
racapitalizaci6n 
 no tan solo a cargo del Estado sino tambldn a cargo del
 
sector baricario privadc, imedIante la emisl6n de titulos de renta fija ;ue

estarlan 
 exentos de im-ucstoz conforzme a la Ley OrgAnica de BMDESA, 'ue
 
ser!an ofrecidcz a cse sector.
 

Para interesar al s2ctor bancairo privado en ese esquema de
:ccapltaltzacin :e propondria Incorporar a !a Junta Directiva de 
 BANDESA con
 voz y voto igual ndmero de representantez del sector privado a los que 
 tiene
 
el sector p~Tlico.
 

Debe consignarse que en el ato 19,6 se prepar6 
un Diagn6stlco de la

institutijn, en cl que se 
 determnaron su :ituaclfn y perspect'vaz. Es

necesario acLualizar ese dhagn67,tic para identificar todas las verdaderas

cau5as que originan :us debi',Idade3 operat.va, y que sirva de base para en uin
 proccso de zaneamrlncto y dc rncrgz.nizacl6n de la Instltucl6n, medlante la
modernizaci6n de los sistemas, procedimientos, politicas, edlficio ,

transporte, comunlcaci6n, equlpos y de admlnlstracidn de personal, con

Incentivos para evitar la fuga de talentos entre otros y si 
fuera posible, una
reforma de su Ley OrgAnica para darle eectlva autonomla. No se trata de
realizar nuevos estudlos o evaluaciones, lo quo cs necesario hactr es realizar
 
el trabajo para erradicar los problemas.
 

Como alternativas, propiciar la participacidn del sector bancario

privado un el capital social o crear una nueva Instituchdn que absorberla los
activos y pas.vos de BAHDESA y en cuyo 
caso se dotarla a la instltuci6n de una
 
base legal apropiada.
 

Lo basico es realizar camtloz suztancialcs, TI so quiere garanti:ar cn

el largo plazo la viabildad financ!ers y operativa de BANDESA.
 

24. EVALUACION DEL PLAN DE DESCENTRALIZACION DE BANDES,
 
ESFUERZOS Y RESULTADOS
 

Ctros 
 ;D"grawia
de o3 cbetlvoz -e! se relaciona con la
descentrallzaci6n de operaclonez de
las BANDESA, que fue requerido en 135
condiclones previas a lou lesrmbolri,, lei convenlo de donacl6n, Enmienda 3 enJulia-de 1989, BANDESA preparl un jIin i -Jcc'itarsc entre Septimbre de 1989 yDicicmbre de 1991, :uyo objctivo f;incial, zeria 
do reducir e! grado de
centralizacl n en la oficlna princlpal a f!n de obtener una fluldez en la toma
 
de dec!silones 3 nvcl reglc:,al y d !az 3;cnzias.
 

Desde el punto de vista territorial, 2ANDESA cuenta con 
 una situacl6n
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ideal para hacer efectiva una descentralizaci6n porque para realizar sus
 
operaclones cuenta con 38 agenclas, 31 cajas rurales y oficinas de
 
representacl6n en S D1stritos Reglonales. La infraestructura de base exIste.
 

LUs objet-voz Principa!cs del -lan de deacentralizaci6n serlan mejorar
 
Ico servicios generales del Banco, particularmente los de cr~dIto y asistencia
 
financiera a loz pequefos y medianos p:cductores agropecuarios, para mejorar
 
su producci,5:1,,ediante procesos Agiles de cr~dito. As! mismo, hacer mAs
 
eflciente3 las gestlones de recuDeraci6n de los prdstamos y la movillzaci6n de
 
los ahorros rurales, que incrementarlan los recursos disponibles.
 

24.1 	 Idcntificacifn de Problemas Administratv.os
 

En ul referido plan BANDESA identifica los problemas administrativos a
 
resolver, en la forma siguiente:
 

a] 	 Deficiente prestaci6n de servicios, e Inefectiva operaci6n del
 
Area bancaria y de cr~dito, a cznsecuencia de:
 

inadecuada prigramac Th de !as operaciones bancarias y le
 
cr~lito.
 
Inadecuada ubicacidn de aigunas agencias y cajas rurales.
 
Eccazc e Inadecuado control y supervisL6n en las agenc!a y
 
cajas rurjlez, deb! o a la escasez le recursos humanoS
 
:apacltadoz y matertale.
 
Incxlstcncla Ie polItIcas para Incrementar y movilizar
 
ahorros del Srea ruril, debido al desconocimiento de !a
 
:llcntela potancoa, y a faIla dc estimulos dc ahorro.
 
Slstema de comunicaciones radial y telef6n~co, altamente
 
!eficiente, debido a contar cort un equlpo de radio obsoleto
 
y una red telef6nlca insuficlente y en mal estado.
 

b) 	 Esquema de organizaci6n formal y funcional Inadecuado, al proceso
 
dinAmico de una banca de desarrollo, a causa:
 

Mala deZlnici6n de 1az Areas de acci6n administrativas 
(ndmero elevado de niveles jerArquicos, dispersi6n 
hor!zontil, centralizacLn ?c decizioneS). 
L!mitada efectivii.1 d dc! Dca:tamento de Organizaci6n y 
M~todos, dcbldc a cambics constantes en la estructura 
organizaclonal y talta le un Programa efectivo de 
'apacitacl6n.
Falta 	dep un Zztpeni 1c -Ijrmaci~n gerencial.
 

Inadecuado sistema de adminlstracl6n de personral, debido a:
 

lc 	 '3%del perscn&l 
ubicado un o: D1ztr!.o: Regionalez, Agenclas y CaJa3
 
Rurales; y 17* cn Iz: OficInas Centrales.
 
DesorganIzac!3n cn I ubtcci6n del personal, debido a que
 
gran parte del personal ozupa puestos diferentes pard los
 

D,!iclert~c ublc:ic!'l.'r perzonal: el 	 Est.
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que ha sido nombrado y en dependencia distintas.
 
Falta dc un programa efectivo de capacltacl6n del personal

del Banco.
 

inadecuadas cond~czonc: ambicntales de trab- o, a
 
consecuencia de insuficicnte 
 y deficiente Infraestructur3
 
fisica en lIn oflclnan centrales, distritos :egionales,

agencias y caja: rurales.
 

d) 	 Sistema contable parcialmente conputarizado, debido a:
 

Sistema operat"..: :nadec-ado (alta cCnt:a!:aci.
6.

cn(-entrn[.-n .1-I 
U'thlzac16n inadccuada del Centrc de Cmputo.

Falta do ca-acltac!!n a! pcrzonal encargado, en materia de
 
t~cnica3 moderna3 (4e -Ti temas contables.
 

f.) 	 Deficiente utilizacion del Centro de C6mputo, debido a la falta de
 
capacitacin contl-ua c! personal y usuarios del mismo.
 

f) 	 Altas pdrdidas anuales que disminuyen el capital contable, a
 
consecuencia de:
 

Tnadecuadoz controleo ;cra determinar los gastos y productos

generadc. por !as a~oncli y cajas rurales.
 
Alto costo por crddito concedido y altos costos
 
administrativos, debido al bajo nivel de operaciones, 
exceso
 
de personal capacltado y ;rocedimientos inadec.ados. En las
 
dependencias de Banco ocupan puestos personas que 
no poceen

la ;reparaci6n y experlencia adecuada a la: runcones.
 
Altos Indices de morosidad, por una deficiente e
 
insuficlente acclSn do recuperici6n, a consecuencia le
 
carencia de personal especifico para la tarea de cobranza.
 
Tambidn por una deficiente adjudicaci6n de los cr~ditos.
 

7) 	 Recuperaci6n deficiente de la cartera de cobro Judicial, a
 
consecuencia de:
 

Falta de MandatarioZ Judiciales, a nivel de regi6n.

Deficiente procedimiento y or~anizacidn para eJecutar el
 
cobro Judicial.
 
Debe legislarse en el sentido 
de dotar 3 JANDESA de un
 
procedimiento zumaric do cobro Judicial y de ambargo

Inmobiliarlo ab:evlado ta! como existe en otros palses

latinoamericano: en fivo: dc los Bancos Desarrollo
de 

Agr~cila.
 

h) 	 Deficlente administraci6n financlera, debido a:
 

DNficiente c:cloc,.in do :os recurzuz, provenicntes dc
 

http:c:cloc,.in


ahorro y dep6sltoB monetarlos.
 
InadeCUadas po1!ticas para 13 Concesl6n dc cr6ditos :
 
fondos bancarlos.
 
Inexistencla d~e polltIcas para Incrementar el ahorro.
 
Inl-uficiente y deficiente acci6n del Banco en la C01OC3Ci6
 
de los fondos, en valores de inrnediata convertIbilidad.
 

Se :econocn que astos problemaT y 11mitaciones afectan considerablernent
 
los uz.uarlos de). Ba-.c:c no tan solc en ul Srea crediticia, sino tamb!6n en e
 
irea de las 3ervicics generales quo la instituci6n presta al p~blico.
 

24.2 	 !et if I: r. 2e- -02"ctivos 

L;z objetivoZ espectficos se han defirnido rn !a sigulcnte formna:
 

a) 	 Lcqrar may':: eficiencla y efic:0.32: en~ !a concezi-n :rdt~a 
una mayor y reJ.: cote:tu,& Je servicios, a trav~s de -, 
floxitilizaciuln de o!s ;:ocedim~entcs. 

Ageiiiz: CI PrOC::: 1: n r . do- 3 :aZtera :did 
nivcl reg~ional, apoyado por locs sistemas de computaci6n 
comunicaclones. 

c" 	Ftable-cr ~'a~'~ adminiztr~tivon adecuados que pcrmiti
 
qfeCtU3r 13 3cciV~n e cabrc in fcrma eficiente y eflcaz.
 

d) 	 Agilizar el proceso de acci6n par la via legal, directarnentE e2 
!as regiones. 

e) 	 Mejorar la administracluln dE Io3 recursos financioros asignados
 
cadi regi6n en base a z':L nccesidade.
 

1,''' 	 ezitzblecerM)ujarar El ---0t ra0 :: rurgistros ccntables para 
,isemade informaci~n gerenzial1, juc sirva coma instruinentc par

!a toma de decizlones. 

1, 	 ME: jcr .- 1m.irn.-i: 1o. :'o-:a ;Z .acarlas, para Una mayo 
mcv~'.izaci6n :n !a z3ptaci&n de recvrsos del pdbllca, Nfn d
 
Jurnentar 133- rECUr:Os 11;,nltles del Blanco.
 

24.? 	 Eztrateclia 2 !-nplCinertac.I!':; 

a'a £stra=teg!.3 pars !a irnpleientac!65n del plan consistl6 en 2 
no.mbrair1ento de comisiones y subcomiz-!ane- de alto nivel, asistencla t~crnlc 
t'n rri, ez-c:If~ca: y capaciti&:16n l.ei :crsonal, segulda de un proceso d 
cvaluac.6n de los logros obtcnldos en 1.3 puesta en march3 del plan. 

Se selecc~on6 para la aplicaci5n inicial del plan, la reg16n VI.
 

http:cvaluac.6n
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0;-cldente y Stir Occidcrte c-on sede on l~a ciudad de Quezaltenango, para apl~cir

las experlencias coma modelo a otra3 rc;x,)es -n un plazo de 2 jos.
 

La elatoraci6n lei plan fu-2 ei resultado del traba~o conJunto l.e !a~ 
uni'anpafia1iccIn de BANDES A y '. unidad de administracj6n del proyecto

Ip Desarrollo Ag~ricola PDA, y se basa principalmente en la revisifn de los
 
estudios y evaluiclones anteriormente realizados de BANDESA, para defini: 13:
 
obictivos y los componentes cotrit~glcos para alcanzarlos. Luego so
 
identificar.- !is act IvIdadca 	 con ela realizar apoyc y particlpacifn de los
 
diferentes nivcles ierdrquicos e 13a Instituci6n; para tinalizar se
 
dctcrminaron el tiempo de ejecucic6n, las personas responsables, materiales y

los recursos financieros, huumanos necesarios para la ejecuci~n del Plan.
 

24.4 	 Financiarniento d1e. Plan
 

En cl ispecto fincriciero se formula un presupuesta par renglones le
 
gasto, con:ider~ndo-.e las posibles fuentes de Financiamlento.
 

re dleterminaron el programa de aztivi.lados por areas, escojin-cz~e !:-.z
 
Areas mAs- !uncionales 'Ic-l Oancc: C:6dito, F'1nanciera, Contable, Bancaria y

Sisterna de CUmputo y Comuniciclonen comoa poyo.
 

Cada Srca abarcarla logros espec! f~coa:: 

a) 	 C:6d,'-o: .: az de yCcnszci6n, A! 3dminizTtrici~n cartera 
;,ezti;ne e jr r-,t~narias- y 4udiciales. 

bi Flnamc~iera CCntjb'.: Elaiborac-5n, ejecucl6n y evaluaci~n 
prc--upueztaria y ::;storna :~~ 

C) Bancaria: Ahorros, dpst. ;lazo, dcp6:itoz montarlcn y t:
 
3ervicios bancaricn.
 

d) 	 (76mput~s: Establecimicnto Ic infcrimucl~n gercncIal a nlvl c-ntrjlyr Z2; 'A 

wee deterrninaron los rcquerimiento: !C 3ZI:'ecca tufcnica, capaC~tcI5'n
3istemas de :6mputo, infraeztructura !!zica, mobiliaria y equipo,
comunicaclones, zuministron y transportc. 

Para firtanciar el plcii -;-peIupuitaron 0 8.'-7?.7.00.00 'S 
3.0814.724.00. 7lpo de carnblo '.2.71 US" 1.00, 

como fueq,.c !p 4ni: t zr h!ntlficaron MOD CProgramis 
52-T2-1,4 K4604 PI-180) y contra~artlW: ' l Cobierno de Cuatemaij. BANDESA 
deblcra de haber con--Ignado !ondcs ;roplos.-

Ce Identificaron '.a:;c.dc .:: a para la eccuci,, clcl ,!an. 

J" 	 Zeiecul6n del Vc::unaI.
 

http:3.0814.724.00
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b) Motivaci6a.
 
C) D.LpOnrbhlicad de cquipo.
 
d) Organlzacl6n formal y operac~ona! a nivel central y regional.
 
el Pr -mc- 6f del plan :on !a clientela especialmente pequefos y
 

meliai:Ds productores agricolas. 
Adquisicifr equl, :ormunicac!n. 

e) Amblentacifn locales, Di~trltoz Regionales, Agenciaz, "aJas 
Ruraleb y OElcinas de Represcntaci6n. 

En Ma5::zo c e 991 2ANDESA rea!!zz -na valuacidn preliminar del plan en 
la7 dreas. indIca quc :e an roducldo ivances en la mayoria de las Areas, 
entre los cualo se puedcn citar !a el.hioraci6n de Hanuales de Normas y
PrcmintD :
 

3,' ne ri::uperacL6n de prstamo3 ;-.: via administrativa. 
t" Dc elIaboraci6n del presupulesto anual.
 

DcI proces, presupuestarlo.
 
De autorizaci6n de iastos en sedes reyionales, agcncias y cajaz

rurales. 

En Morzo de 1991 BANDESA produce otr:T 11cumentos, a saber:
 

a) Initrumcntos de Politica Crcditicia con Recurscs Bfancarios que
 
define los obJetivos y normas bAsIcas para el otorgamiento de
 
:r~dltos y la acc!ices c:pucialr!s de esa politica y -uc flja
 
nFvar zollt!:as !e Cr:d6to producto de la :evisi6n y
 
reestructuracifn d,± laz politica: vigentes para la conseci6n de
 
cr:dItos con recurzou bancarion.
 

) .trueno - e ,:.Itica para la rr'uperaci6n de pr~stamos, que
 
define los objetivos g2neralcz y :3pecflcos y establece nuevas
 
eetr~tejia: de cobro por la v'a adrinistrativa y judicial,
 
tondlcntes a pone- en pr.ctlca una serle de medidas pari que la
 
recuperaci6n de lcs- r~ I :-%a Agi! y eftclente, mejorando y 
actualizando los inanuile de cobros administrativos y Judiciales a 
nivel nacional, para -educ~r los .ndIces de morosidad y aumentar 
el - torno de los re.ur-os-r.ztadoz. 

En Febrero de 1991, SANDESA emite tambin un documento para !a
 
clasificaci6n de los usuarios que son atcndiuos en rccursc bancarlos y de los
 
diferentes Fideicomisos que admlini7tra, :uyo objetIvo es agilizar !a
 
asistencia financiera en cajos le los s y mnedlaros agricultores a fin 
de que 4ste Ilegue oportunamente y Io estimul a continuar zolicitandc 
prtztarnos, rehabilite el cr6dIto de los leudores morosoo y atralga nuevos 
usuarios Zeg±r, Sea su cumplimiento c-rn :1zpecto a deudas anteriores contraidas
 
y tabecen prerrogativas y condlciones sc-6n !as categorlas.
 

El plan de descentrallzaci6n no incluye la revisi6n del siztera de
 
admlnistraci6n de personal. Los salarios de los funclonarlos y empleados de
 
BANDESA sin sumamente baJos y deben s ' homologados co,' os del sector
 
bancarto privado.
 

gIx
 



No cabe duda que QI pan e ei:centralizacin tal como se es'!ej:cutandc ahora, ex un c:f.c: . plaunib dc BANDESA parr meorir 71: 
cr znez, p'., ':z._esn e,:env,1elv,! en un Ambito excesivamente burocrAtico. 

NO :re;c'n 
 ;.e el prnue:: .u f: nt:3!izaci n actualmente en prctici
produzca loi rc~ultades esperados en el mediano plazo, porque este "lan 3eestS reai!zando burccrAt!camento e;,2c 1i bate y no ne ha hacia 'adirigido
identificac[ n y se~alamiento e soluciones a los prnblemas fundamentaleo *l
 
!a instituci[n.
 

Se etA desarrollando un modelo de R..zcentralizaci6n, en la Regi6n V1 -jn

la Agencia de Quezaltenango. Aunque su ejecuci6n podria mejorar 1az
 
wperaciecres de BANDESA en la RegiMn zo 
n. contlene lis complementos de
modernlzaci6n y remdelac.6n 4uc ez:rI1.mos mA 
 adelante, no zreemos Te
obtengan los resultadoz esperadcz. De tda3s forma., lo meier hublera zi :
experinmentar cl modelo en una regi6n menos importante.
 

Tenemos el convencimierto de .ue lo que necesita BANDESA no es 
 un plan
le descentraliza:i6n, sino i.n Plan de Transformac16n y Modernizaci6n, quc
comience ifentificui5n rudefinlci6n cus
con una y de politicas, para
propictar un camblo sustancial en zus 
 sistemas y procesos adminiztrativos y
termine con un proceso de saneamiento de su cartera de pr~stamos,

reestructuraci6n de su personal, total 
 remodelacl6n de sus prcticas

operacionales, infracstructura fisica y de mob!llario y equipos.
 

25. EVALUACION DE LOS PROCEDIMIENTOS DE COBRO
 

Ton el prop6sito de tener una idea l de !aenalo crteri fepr~stamos, con base en lo: cuadros que nos 
 suministrara la Unid3d de
Planificacitn y I& Unidad de Tstudlos 
y Esta-ls'!ca de BANDESA; so calcul6 eltotal dC ;a artera de pr~stamss hechos tajo los fideicomisos AID-52o-T-'

(Prny. , AD-r20.-T-26 (Cnt), AID-520-T-00, -024, -037, -L-024, -K-T3S con
 
reslItatdo siguientes:
 

Cartera en Ccbrc Administrativc ,209,.72 .
 de 1i Carte:a Vericida
'artera en Tobrc Judicial 3,839,148 20.35% do la Cartera Venc!da
 

Cart.ra Vencida 
 12,E49, 021 33.29% dcl Total de !a Cartera

Cart:ra Sana 20,71%290 81.73% de la Cartera Vigente
Cartera Contaminada 4,525,060 
 17.89 de la Cartera Vigente

Cartera Vlgente 
 2!, id47,92,... 6S.71% !el Total dc !a Cartera
 
Total de !a Cartera 27,995,291 100.00%
 

.. altc p,=:ntaje de Ia "arteri Vencl.a lemuestra las ,,_biliradcidmin1n:ta1.3t/a- -,n la gestione: de :o5:o de. Banco.
 

Nlo tuvlmos !a oportunidad do indagar !a diferencla untre cartera vencida
 
y contan'ada. 'Ver. zuadr; 10:.
 

http:ez:rI1.mo
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Un detalle de !a: cuctas vencids :e encuentra en los cuadros 11 y 11.1 

26. PLANIFICACION USO DE RECURSOS, ANO 1991 (AID-520-t-037-GOBIERNO DE
 
GUATEMALA)
 

El Departamen' ,.de Planificaci6n formul6 el programa operativc dcl a!:
 

1991, dentro del -,al establece las politIcas creditic!a, bancarla y d(
 
!ortalecimiento de la Institucl6n. Tambi'n planifica el uso de los fondos de'
 
Fidelcomlso para el presente affo. En los cuadros 3e Indican la.
 
difcrentes partidas, asi :cmo el destino por origen de los recursos.
 

27. LIMITACIONES EN EL SflINISTRO DE INFORMACION
 

?or razones de ,ue BANDESA en :caz:'nes nos sIiniztrd .nforma_. 
fragmentada y tardia de a!guno; aspectcs ;,le hublramo: deseado Inclul 
nuestra evaluaci6n, lo que nos hubiese obli;ado a recomponer la Informaci6n, 
por la brevedad del tiempo, no noz tue posible determinar el valor total dE 
los creditos otorgados para el financlamiento de MinIrriegos y para 1: 
producc16n por rcgi6n y otras infirmacione: relevantes relativas a !a Cartcrz
 
-e Pr6stamc: !c o-oc 
Fidelcomisos.
 

28. CONCLUSIONES
 

i. 	 EANDE.A Tiene una infrae:t:uctura dnica, tantc territo:ial -c-c 
. Al 	 tener operacicnes en 8 regiones, con 30 agencias, .
I. t !t,uc.3I.. -aaz rurales y 11 fca I n 	 todo el territorin'crm.mcl6n, cubre 


N43Cinal y le da ventja~z :obrc teds lo0 otros bancos. T.enE
 
ixcep:1nmales facultdcz ile :-,2.-ar mndltiples activildades activa,
pasivas. BANDESA es pr.cticamente un banc m&ltiple o universal.
 

2. 	 2ANDESA es deftnitivamiintc el ,c3nal fe cr.ditc mAs acceFible en e
 
.
SVstema Dancario de Guat oa la, para proveer cr&Aito al peque~o y madianc
 

agricultor, que tradcionalmrate no tienen la posibilidad de obtenerlc
 
de :ctor bancario privado.
 

3. 	 BANDEVA juega un papel importante en !a concesi5n del cr~dito agrico!l
 
de Cuatemala.
 

4. 	 En u! ago 1989, el Sector Eancarlo Privado otcrg6 cr~dItoz a I
 
a;r 'cultu a por Q 2C2.16[.31Th BANDEVA otorg6 Q 68.320.400 un 31%.
 

. La maycr'i de los cr~dltos -c BANESA fueron para el puqueffo y melianc
 

3;: ICu tr. 
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6. El objetjvo fundamrental e MID, de nr~rncjorar sotndmne los

de los Pcque~os y modianros 3gricultores, ha 3idc exIto:;amcnte obtenido atr-av&s de !IAD, Fasc H del. Proyecto No. 520-0274 y suz erimiendas,Definitlvamentc el I'rgrra, h.3 irnpaclado .21 nivel de vida c 1c.agricul tcrez potres 
 en TCu3t P'n 3. La -ontinuac16n lei ;roye :t r, nt',n ua r ayudando ai ncremecntar ejo: condicionez de vida, de los! reficlarlozs. El Programa qua abe 3:tende:rse, _T1 se mejora:An loz procezos cpcrativoz del compvneite de :76dito.
 

En es 
 orden de ideas, RANDESA debe mejorar dram~ticamente su"proce(!irnientos de .sisi-encia czedit1c;j y cn t~rrn~no:; dc 
 :implifi:.j: a'

m~xirno Zu proceso de 
 z-licitud, aproba-6Ln y desembalso, haclendo mAc
Sencillos .os requerimientos. Debe 
 evitar dlidae yfomladS

innece:,aria- y 3uper abundantes. Debe revisar todos los tormularios para
simplificarliz al mdxlrno.
 

9. ANDFA d:he mo4-r zuan:, .:t ~ri~no de cotr-:. ;)c, !.
-!as adminizstrativa y Judi::.,a!. Te han realizado esfuerzos pero debenIntcnnsificarse. !.a ==31osiac! d,- a cartera del fdcIzorniso cc altd. 

9. ANE.'A d-ebe cor: en 1"-z -:-- -nedidos con Fondc EFideicomis,,7 abierl'.s bzj4n c', progrina, el tipo de Inter6s del mercado. 

10. SANDEEA en cumplirniento con rcqucrmiatoz de AID, ha ernpezzado u- ;Iandc dcs::trjlizjCi;,n. Hemos llegad,- a la concluslft que este plan,junque mejorar!a relatIvamento Zu-s operaciones, por provenir de la base
admnnIstrativ.' lo conv!erte e. nmuy bu.-ocrStIco; no est~i orientado
espvec!f-camente a~ 3 identifica:iMn y b~isqueda de soluciones dc'verdaderos problernas de !a ;nsti4tuci6n. Lo quc hay que hacer ;3Ct~alLI3: Q 62.1.ltmo diagnS:tI-_co del banco, para seffalar claramente los

problemas fundamentales y buncarle solucl6n, y 
empezar un proceso le
t ,ta IrnoI.-_,nizsc.;6n de !a instituci~n, de modo que pueda cumplir dc mancra eficiente sus operaciones bancarlas y fiduciariani, especialrnente

2-, !avcr 2c Los 
pequegoz y med~ancs agrIcultorez.
 

29. RECOMENDACIONES
 

1.MD dobe ontinuar apoyand) la reorganizzacidn de BANDESA,tcnay 

flnanclerarnente. 
 Su viabilidajd instituc!cnal es asencial para !a

sustentacl~n del Programa. Al 
 no debe reembolzar nuevos Fondos para elf.anclamicnto del plan de d :centrallzaclfn hasta que se tcrmine do
ac-tualizar cl 
 Dlagndstlco del Departarnento de Procesamiento Electrfnico
do Datos y sa le presenta un delh completo del curso de o fondos y
-inpresupueztc. 

2. ANDE.IA debe implcmentaz un zi t rn : to l ti i n o e r cd u 
permita analizar los costos de loL f~deicomlsos con tondos de AID y queal niurno tlempo stablezca aproplad!os mecanismosz de control para evitair
3u operacldn deficitarla; ;. lo: f Idelcomi.o zubs~den zus operaclonez. 



ArD dee eal iar ',ma audit~ril de 103 Iltimos tres affos, par3
determinar ].as :33tcs 40o pc:aci6n de BANDESA cargadoz 3 
de 1:am,~ rever-ar tis =aoFs: fuera posible. 

4 	 SANr'EZA debe.- easignar 1. n992.31 ;uctzalez an su pre:upue.-t: c 1?" 
pa:a la compra de nuevos equipos "It.radio 	y c6rnputc.
 

I aa 
Fideicomiso para !a con-trucci~n le minilegos, para la produccidn y
carnercialzacifn a lL 

Adc:ar .- d~itrsde Loz prdstamos das con Fcndes de 

tasas de rmarcado; actualmente un 28% anuales.
 
21 par politica gubernamental se decidlera mantener 
 el tipo de inter6s 
(10t *aclual J como in subzIdio, on fnvor de los agricultores, debe
nongclars-2 con el Goblerno de Cuatemala, la entreja. anual dc 
nuevos
 
3portes 1c 	 'J'2tL al;.t!*I ier-.n,!al de la tasa de inter~s
 
cobrada y la del mercado.
 

6. 	 Peducir el thrmino de I:z prLtamos le miniriego a t:ezs ilos y 27 
periodo dE a meses. En
grazia Seis 	 on amblente Je tenden:a
 
inflacionarta, al largo plazc es un subsidio an si mi5mo.
 

7. 	 4eloorar zustancialmntc sus procedimlentos de cobra par la via
 
administrativa y judicial. 

8. 	 MeJorar dramnAicamente sus prcccdirnientos de asistencla crediticia 1, e-7
 
tdrminos de simpliftcar el mixmc c-u proce~o de solicitud, ap-obaci6m
desembolso, liend, mki sunclc: !os requerimientos. Evitar 
duplicidadei y fcrmalidades innec:e,_arlas y zuper abundanteS Revizar 
todos los formularios para 31mpllflcarloz: 31 mAxcimo. 

9. Actualizar el '1Itimc diagn6sti-c de BANDESA, para sieralar claramente los 
prablemas t'ndamentales y b' :'_'cj-'C" y arnpezar i:n proceso de
tmi -nodernIzc!!I':- la :ttc~ 1 de mod.o que pueda :umplir, de 
mane.ra :fi1clentc, sus operaciancz tancar!3zs y !!dur-larias, cspecimrcnt, 
er. f!iv-r dc !os poque~os y mncdla.nc agr~cultores. 

SEll-ablo-z: 
 en los nuevos pr6ztjnoz- !e zornstruccA1An de minirie;o, 
;rc j11cc1.5n y :crnerc:alizacI6n, una :Ladsula quo permita la Revislir. 
Anuu' dc la Tasa 1c lnt,!rds. 

II. 	 !Cc 2:tatje:er un f~ndo e3;ec lal en Fideicomiso, para cr~ditos de 
mantcnimtento le Los min1:r'iz :on cl fnde garantizar la operaciA5n
4c 	I:: m:moz, .on 'L): venclmlentos de los pr~stamos y plazas de 
grac ia. 

1?. ATV debc tratar de comprcrueter a! Sw_tor Bancaria Privado, financiadorez 
1-1 :r4dito agrlcola do la: :~ trarf1:Ionales, on !as operdcionez

,de crddlto -dra La const:uc:!6Th dc m1Ii.z logos, produccl6n de cultivos y
comcrcialiair ndat ~ s;ead aata a trav~s de 'in 
Fldt2Icomlzo do CarantI.3 a cztableccr~e on BANDESA. En eso ordon do
 
idea.- BANDESA emitIria or, favor de Los bancos privados una carta de
 
cr6dito Irrevocable para garantlzar an o.n 1101 ls pr~stamos que estas
 
!n-,t1tuclocs hleran a favor del med!ano y pequeno a'jricultor. Se
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astableceran. !as !r.:rma: ,, P: -ced! ie n t.s qu regularlan tanto e! 
otc:r33m!ento e io: pr6zstarnc a los ag-r!7ultorp como el itlca'nce dt 

garant l'.
 

:. E!. pago .4e !a ;aran.! ., .v. *~:! eM~~ 2r,!crrna 

*= - :om"- c:Mp1emc~'t: del Videicomisc de Carant!a1 ;ara
:j-7!: 13- situaciones do ili;uidez quo impidan al sector Eancaric 
Priva&4- 3u participac!6n en el programa de pr6stamos *garantizadc-, ir. 
Fide iz:m.3o de Rede-.c-2nto, -.ar2 -u- -:,'iva comc fuente de r'eTu 2 

geundc piso para los pr~stamos otcrgadozs bajo el e';quom3. 

15.1 -1-~~ AD .- en el 	 d-e r:a ara ue ::rICn~E mercado de 
mediante !a emisiQ P de valore-, a u:.a taza competitiva Cde :ntert':. 

NESA actualizar cl2.2. 1 debe 	 diagn6zticc del Centro dp Procesamiernto 
Electr6nico de Datos, 
que abarque en tZoda su extensi6n el Departamento,

'par~ ga:antizarle una operacili modcrna y 2ficiente. AID y el Gobier'.c
 
'2e Guat-'rna'a deben a.i1;nar :~aFondos p~ra !a compra do equipc: 

1n!-	 3 2 TA ;an. dL2AN ' !.-2.: movilizac.i.r le Ah::r:I 
Ruralez a nivel na-4onal ,3: -s.s;rovc-har Configura::.-n!a amplia 


1- - * -,-B NM , 

19. 	 El Otniernc 2- 'uatemai dOte r1 3 Congrezo un proyecto 4-cle
 
on ci11ir. d dotar a BVT1IECA ~r, procedileito t-umarc le :otr c
 
Judicial y de ombargo Inoh!21ir-o abroviado. Legislacl6n similar existe
 
an o~tros passes .tr:aeis> *r ls~ Ban--os
e lc: do Desar:ol1.
 

19. 	 OJANDESA debe impecntir ::nn -r;e'.cla programas de asistencia ttkcnica 
para ',c. arI:-jtcultr3 es en planeamlento de 1.a producci6n, cr&Mlts y
ccmercial izacift. 

a iNCECA a 

productcs cosoechad-os por lo: 2;: ilto:ez.
 

20. 	 !~~u~s !etcipc~ -,n ccmr:ia1aci~n !c !os 

21. 	 Estimular a! m~xlmo ?cz mccanl.-o:- aprcpladcs para lograr que HANDESA 
realize t-das sUs onerac!oncs dc-nt.--o L: marco do su ley orgAnica, comc 
-:3an!L:c dr!:ccntralizadc - permitan last!.o, ;e' le e~ercer 

;;peraz:-nez bancarla5 de mancra !ndepend-entc, a-unque coordinada con !as
 
politicas do desarrollo Agri-ola del Goblernic do Guatemala.
 

22. 	 El Goblerno Je Guatemala dobE incorporar a su Junta Directiva para
aprovechar 3u experiencla t~cnico bancaria, Igual n~mero dc'
Irepresentantcs del Pr~vado
Sector 	 llgados a! Sector LOancario,
 
Industrial, Agrlcola, Agricola Exportador y de Seguros, a !as quo tiene
 
el Sector P~iblico.
 

23. 	 Como jltcrnati;vas: 3) p: p !a: !entro del ?squemra anterior, !a 
particl;aci~5n de cse sectc:- ern el zapital do BUDESA a travMs de un 



proceso de semiprivatizacift; y b) crear una nueva Instituci6n, con
 
amplia partlipac'.5n del 3ector privado antes descrito-que absorba Ics
 
activos y pazlivos de BANDESA, e3n cuyo zaso se le lotaria de una ba'-e
 
.egal 3prcplada.
 

24. FEL *'mb*erno I e juatem3lic et- hacer pc- 121- .-ombraricanto del 0aCren.tei1 
General d : BANDESA como P:ezldente Ie 13 unta Di1rect'.va cci'. vcto y en. 
un t~rmino de 2 affos, confiridndolc estatus de inmobilidad, a menos que 
cometa talta grave, debidamente comp:cbada. 

30. AGRADECIMIENTO
 

Q2uezernos dgrddeccr a! Oerent: eIjeneal -e 2ANDEEA, ya todos lcz 3!.t3
 
'Eunclcnario: administrativos de ]A Institucifn y a todas las personat: qut
entrevistam33, su :ooperaci6n. 

http:Di1rect'.va
http:0aCren.te
http:partlipac'.5n


ANEXOS
 



CUADRO I 
BANCOS DEL SI3TEMA 

PR STAMOS CONCEDI)OW POR DEINO ECONOM]CO
DEL I DE ENERO AL 31 DE DICiLMRE DE 198B-19B9 

(MILS DE QUZALE) 

VARIACION .S'UR -P
IDTINO 
 19B8 1989 ABLLTA 'RATA1988 1989 
TTAL 1,520,076.0 1, 59,292.5 69, 216.5 4.6 100 , 100 
Agricultura 151, 595.9 202, 161.B 
 40,565.9 25.1. 10.6, 12.7%
Gaderia 40, 772.5 48, 812.8, 040.3 19.7V 2.77' 3.1,Svicultura, cam y pezwa 5,467.7 4, 329.2 (1, 138.5 -20.a4 0.47 0.3%Mineria 2,007.2 2,808.1 800.9 39.9' 0.1 , 0.2Industria 501,492.4 444, 879.2 (56,613.2 -11.3c 33.07 28.0onstruccin 12B, 755.8 153, 364.5 24, 608.7 19.1 8.57 9.6,Comemio 
 379, 04r,.1 399 276.4 20, 227.3 5.30 24.9r 25.1TransporeServiius 17, 7?2.1 9,751.1I112Z, 7 6 9.2 (8,001.0 -45.1. 1.2Till1, 810.1 0.6 ,(979.1) -0.9 7.47, 7.0.1 
onsumo 94, 324.0 120, 616.5 26, 292.5 27.9. 6.2 " 7.0Tamferencis 75, 2B9.1 90, 785.0 15, 495.9 20.6. 5.0 5.7

761.0 697.8 53.2 -10.7 0.1 0.01 

FtuENMi Eemiv
-Ln i de Ban9y ria 
 - n d
Fstudio Emn~miko y Mennoria de Ihbores 1959 -Ban de 
Guatetnala-(Pim 113) 



CUADRO No. 2
 

DE PRESTAMOS CONCEDIDOS CON FONDOS EN BANCARIOS, PORBANDESA: NUMERO Y MONTO 
ACTIVIDAD ECONOMICA Y CLASE
 

ENERO-DICIEMBRE-1989
 

(En Quetzales)
 

ACTIVIDAD ECONOMICA 
y 

CLASE 

CIFRAS 
No. 

ABSOLUTAS 
Monto 

TOTAL 8 742 38 850 033 

8 506 36 134 818
AGRICULTURA 

192 2 425 975
GANADERIA 


1 5 000ARTESANIA 

43 284 240
VIVIENDA 


8 514 36 294 390AVIO 

8 476 35 847 930
AGRICULTURA 

37 441 460
GANADERIA 

1 5 000ARTESANIA 

PREFACCIONARIO 228 2 555 643 


30 286 888
AGRICULTURA 

155 1 984 515
GANADERIA 
43 284 240
VIVIENDA 


FUEN:E: Boletin EstadisLico, BANDESA, 1969.
 

CIFRAS 
No. 

100.0 


97.3 

2.2 

0.0 

0.5 


97.4 


97.0 

0.4 

0.0 


2.6 


0.3 

1.8 

0.5 


RELATIVAS
 
Monto
 

100.0
 

93.0
 
6.2
 
0.1
 
0.7
 

93.4
 

92.3
 
1.1
 
0.0
 

6.6
 

0.8
 
5.1
 
0.7
 



CUADRO No. 2.1
 

BANDESA: NUMERO Y MONTO DE PRESTAMDS CONCEDIDOS CON FOtIDOS EN FIDEICOMISO, POR 
ACTIVIDAD ECONOMICA Y CLASE 

ENERO-DICIF-MBRE-1989 

(En _Quetzales) 

ACTIVIDAD ECONOMICA 
y CIFRAS ABSOLUTAS 

CLASE No. Mcfnto 

TOTAL 19 707 48 491 339 

AGRICULTRA 17 175 38 182 265 
GANADEIIA 716 4 956 267 

ARTESANIA 659 1 163 180 
MICROE4PRESA 1 157 4 189 627 

AVIO 17 744 36 776 679 


AGRICULTURA 16 183 32 250 838 

GAHiADERIA 219 950 549, 

*ARTESANIA 658 1 1§0 962 

MICROEMPRESA 684 2 414 330 

REFACCIONARIO 1 96i -11 714 660 

AGRICULTURA 992 5 931 427 

GANADERIA 497 4 005 718 
ARTSANIA 1 2 218 

MICROEMPRF.SA 473 1 775 297 

-FUENTE: Bole-hEstadfsticb, BANDESA, 1989. 

CIFRAS 

No. 


100.0 

87.1 

3.6 


3.4 

5.9 


90.0 


82.1 

1.1 

3.3 
3.5 


10.0 


5.0 


2.5 

0.1 
2.4 


RELATIVAS 

Monto
 

i00.0 

78.7
 
10.3 
2.4
 
8.6
 

75.8
 

66.5
 
2.0 
2.3
 

5.0
 

24.2
 

12.2
 

8.3
 
0.1 
3.6
 

http:MICROEMPRF.SA


DISTRIBUCION SE REGIONES, AGENCIAS Y CAJAS RURALES 

SEDES REGIONLU, 

Regjin I, Metropolitana 

Regi6n I1, Cobhn Alta 

Verapaz, Norte 

Regi6n III, Zacapa, 

Nor-Orienta 

Regi6n IV, Jutiapa, 
Sur-Oriente 


Regi6n V Antigua Gua-
temala, Central 

Reqi6n VI, Ouetzalte-

nango, Sur-¢,ccidente 


RegLoSn 'II, Ouich6, Nor-
Occ dente 


Regu6n VIII, Pet~n 


FU[t$TE: SA?4OCSA.
 

AGENCIAS 

33 La Reforma 

10 Salamh 


11 Panz6s
 
12 Cobin 

16 Fray Bartolom6 de
 

Las Casas 


05 Guastatoya
 
06 Zacapa 

07 hiquxmula 

08 Enquipula
09 Puerto Barrios 
3"6,iorales 


02 Barberena 
03 Jalapa 


04 Jutiapa 


15 Chiquimulilla 


37 Asunci6n Hita 


01 Antigua Guatemala 
13 Escuintla 
18 Chimaltenango 


19 Nueva Concepci6n
 
38 PatzOn 


21 Totonicaphn 
22 SololA 
23 San Marcos 
24 El Tumbador 
25 

26 
27 
28 
30 


Malacathn
 
Coatepeque 

Retalhulto 
Mazatenango 
La M~quina, Such. 

34 Ouetzaltenango 


31 Ouich6 

32 Huehuetenango 


40 Playa Grande, Quich6 

41 La Democracia 

17 Santa Elena 


20 Melchor de Mencos
 

39 PoptOn 

CAJAS RURA.ES 

65 Rabinal B.V.
 

60 Santa Maria Cahab6n
 

58 Chisec
 

69 Gualhn 

70 Ipala 

82 Camothn
 

72 Choc6n
 

80 Naeva Santa Rosa
 
67 Mataquescuintla
 

69 Jalpatagua
 

76 Ciudad Pedro de Al

varado
 
81 Atescatempa
 

66 San Martin Jilotepeque 

841 San Juan C,ialapa 

83 Tecphn
 

79 Momostenango 
77 San Juan La Laguna 
51 Tejutla 

78 La Blanca, Oc6s 

75 San Carlos Sija
 

52 Neba 
53 Joyabaj 
54 San Niguel Uspantin 

55 Solama 
57 Santa Cruz Barillas 
73 Aguacat&n 

56 San Antonio Huista 

63 Sayaxch6
 
64 Las Cruces
 

61 El Chal. Dolores 

62 San Luis
 



CUADPO No. 4 

LOCALIZACION D ASENCIAS Y CAJAS RURALf 
FOR RIGCIONES 

~ 20.1 

170 

6 4 A 6 1 A I 

55 !5 '. A O" 09 

0 
63 A 

ALO>60 geca 

27 . s28- " , -, 

0 3Rrl a 

FUENTE: BANOESA. 



CUADRO No. 5
 

IILIICS GIIAI|L IIPCI[O -COIDIISIDO- 110 1515-1590 (KILlS of1) 

ICOCIFTO I I II 1 1 6 111111C1O! 111111Clo (m I 
f ------------------------------ .. F......--------..
-........ I......................
 

IICTIO I
 
Iisponlbilidades 31,541.41 41,1l1.61 34.54
e I 11,552.21 I 

Pridtilaos y dexcieltol (neto) 1 67,155.51 1 7.11.41 I1,353.50 I 16.161
 
Ilaversioees e valores I l,OO0.10 1 31,116.6l I(16,123.111 -35.26%1
 
lOtiol activos 31,115.201 31,057.1 1 1,241.10 I 13.331
 
Iuebles t inuvebles 2,ll3.00 i 2,13.10 I n.BOi -1.(0.
 
ICirgoI diferidos 4,155.29 1 3,515.1I (511.60)1 -13.7111
 
f...........................--------................ f................ 
.........I............ 

ISUNI D 31VO 115,151.31 1 113,112.61 15,144.30 I 4,311
 
f--------------------------------.f................I---------f-----f..............f
 
IFISITO I I
 
IDep6nitoi 135,5135.01 I 145,417.70 1,552.71 7.031
 
lOtris exibilidades I11,106.1 I ,311.21 (4,237.40 -31.5101
 
ICridito 11eco Central ;41.01 I 451.06 1 (150.11)1 -23.4111
 
IOtros Paslvos 41.1l I 22.10 1 (21.10)1 -53.171 
ISUNA DI PIS51O IIIGIILI 147,233.56 I 152,312.10 1 5,131.3 I 3.4911
 
IUTILIDADIS MFRIDAS 23,131.1t I 27,774.51 1 4,137.71 I 17.51I 

ISUNI 01 P1310 170,171.31 I 111,147.31 I 1,177.10 I 5.431
 
F................................................................. 
 ........ f 
ICIPITL COl|ILI 1 14,211.10 I 13,155.31 I (112.70)1 "4.41AM 
1.............................................................-----.........---...........---I
 
ISUNA MZL P111O I CAPIVIL I 115,1S1.36 I 113,162.10 I 1,144.31 I 4.371t
 
f........................ f..................*...............*............ f..............I
 
IOTA: lo ischIy cmtast de £ielcoisos.
 

L ifras eatre fatilttsli cottespondep a vir|iciomIs mtlativls.
 
FUINTI: Iltidos FisaIcierOs, Departameuto de Coatabilidid de Il1015.
 

http:1,144.31
http:113,162.10
http:115,1S1.36
http:13,155.31
http:14,211.10
http:1,177.10
http:111,147.31
http:170,171.31
http:4,137.71
http:27,774.51
http:23,131.1t
http:152,312.10
http:147,233.56
http:4,237.40
http:1,552.71
http:145,417.70
http:135,5135.01
http:5,144.30
http:113,112.61
http:115,151.31
http:4,155.29
http:2,ll3.00
http:1,241.10
http:31,115.20
http:31,116.6l
http:l,OO0.10
http:1,353.50
http:67,155.51
http:11,552.21
http:41,1l1.61
http:31,541.41


CUADRO No. 6
 

IHUMICR CI111L DI FIDICO1SOI -CONDZHSID0- 1103 1111-1151 (MILlS DI 01
 . . ..o . . .I.. . . . . - . . . . . .0 .. .. . . . . . . . . .......... ..... .
 

ICOICIFTO 15 8 9 1 9 O I IXICIO ITiIllCI0I ) I 

IICT!Y I0 I 

101sposibilldts
lutexllato em viloirt 

3,5143.20 I 41,515.76 111,056.51 I
2,155.70 I275.11 I(l115,|6)I 

32.5111-I1.ll11 

IfIstillls (Alt$) 
DlPderl0~ti@5 Ictivos 

51,314.6-
27,211.7t 1

Il.10 

15,411.6 1 (1,113.51)1 
2302176.4 I1 3.71

1.76 I .l+I 

-2.161 
33!,36l1 

lictivos txtraordlallos 543.0 1,26.361 I65.51 I 122.30%I 

ICridltos coctdldos par utIlilrIPi;.l 10ctalll 
I 6,355.10 110.O0 3,151.81 I (2,696.31)121.261 (53.11)1 -2.1311-1.2511 

lictivos flies ( t) 1 41.71 1 21.l 1 (21.71)1 -15.451 

hll I ICTIVO 
I.................................................. 
Inu1lO Ii 

I111,712.46 I 17,541.51 I 6236.56 I 3.1111 
................ .............. 

I 

1 1,151.51 4,551.11 1(4j211.1111 -11.511IObllgclestse corrleltes 

1 231.63 1 125.31 i (111.76)1 -14.O31IcUlstas pasivs por liquldar 

...........-4...........-- . --............ I 
f------------------............... 


15,1.6 40,17.16 1(1,40.411 -41.1211

SWII DIL 1111O IIGIILI 


I11050CU8 M00 HIMLl 15,215.40 1 21,111.11 l 1,332.46 I 6.5lI 
..-..-------------------.........
...--..-..................
f.................. 


1 23,31.16 25,156.56 I (3,18.1111 -66.121lIOTIL DI Ml3o 

f................
f.................................................... 


I .6J511
1S3,M11.11 1 114,156.11 I 11,313.16ICle1ta" do capilal 

(15,612.11)1 (20121.3111 (1,21.3!J1 .M111


Ilesiltados per Ilicit 
;11.11)1 -11.1711


t1fddiv y jainsclas I (1l.16)1 1.115. {1 
. ......... .I
 ................................
I..................................... 


1141.16 I 1,231.51 I 3.11l
 
ISM11t t; rlSlO T CIPIILL 1|11112.1 I 
 6
- ..............

f.................................................................... 


do ImAco$ y daphsltes do akaeto.
1011: Iscltya cuatnta 

trte a varlicloests 1etly ,
 

Comtabilidau do &JDVlJ1.
 
La ci1uas paatiis corrtupos'At 


FVItII: Istadd flaaclerou, Otpartanmto do 

p 

http:1,231.51
http:11,313.16
http:114,156.11
http:1S3,M11.11
http:25,156.56
http:23,31.16
http:1,332.46
http:21,111.11
http:15,215.40
http:40,17.16
http:4,551.11
http:1,151.51


CUADRO 7.
 

ESTADO DE RESULTADOS BANCARIO -CONDENSADO- AROS 1989-1996. (MILES DE QI 
..........................--------------------4..-------. -------------+---------.------------.
 

CONCEPTO 1 9 8 9 1 9 9 0 :VARIACION :VARIACION (%I : 
f---------------------------------------------------------------------------------------
'PRODUCTOS DE OPF.RACION : 
,Productos financieros 13,609.7a 18,611.66 : 4,461.90 32.341: 

;Otros Product.-; de operaci6n 8,.69.10 : 10,378.50 1,909.40 : 22.55%: 

+---- ----------------------------------------------------------------------------------------
:TOTAL DE PFJDUCTOS DE OPERACION : 22,078.80 : 28,390.10 : 6,311.30 : 28.59%: 
.---------------------------------------------------------------------------------------------------

;GASTOS DE OPERAC[ON
 
:Gastos financieros , 5,876.30 : 8,792.40 : 2,9t6.10 : 49.62%:
 
:Gastos financieros y de Admon. 18,399.50 : 21,U16.36 : 2,716.80 14.77%,
 
:Jtros gastos de operaci6n : 5.59 : 29.66 : 23.50 : 427.27%:
 

4------------------------------------------------------------------------------------+---------------4. 
:TOTAL DE GASTOS DE OPERACION : 24,281.30 : 29,937.70 : 5,656.40 : 23.30%: 
+.------------------------------.------------------. -----------------+-----------. ---------------. 
:GAMANCIA (0PERDIDA) DE OPERACION : (2,202.501: (1,547.601: 654.90 : 29.73%: 

------------------------ I----------------------------------------------------------------------
:PRODUJCMS EXTRAORDINARIOS
 
:Recuperaciones 111.30 87.00 : (24.30): -21.83%:
 
:Activos ertraordinarios 286.70 195.40 (91.3011 -31.85%:
 
:Otros productos ' 244.10 157.20 : (86.90): -35.6#%:
 
:Productos e.ercic.os aiteriores : 3,633.10 1,340.10 : 11,693.011 -55.82%:
 

4--------------------------------------------------------------------- --------------- 4---------------. 
:TCTAL DE PRODUCTOS EXTRAORD(NARIOS : 3,675.20 : 1,779.70 : (1,895.50?: -51.58%: 
4--------------------------------------------------------+-------------------------------------------4. 
:.SUA 0 RESTA, 1,472.76 : 232.10 : (1,243.601: -84.24%: 
4---------------------------------------------------------------------------------------- I----------
: GASTOS EXTRAORDINARIOS 
:Activos extraordinarios 6e.26 229.76 161.50 : 236.80%: 
:Otros gastos ', . : 23.30 9.50 68.84V 
:Gastos de ejercicios anteriores ' 2,641.50 1,039.90 (1,601.6011 -60.63%: 
"..................................... ........... ... .----------------- ---------------------------. 
TOTAL DE GASTOS EXTRAORDINARIOS : 2,723.50 : 1,292.90 : (1,430.60): -52.53%: 
.---------------------------------------. -----------------. -----------------.-----------. ---------------
UTILIDAD (0 PERDIDA) . (1,250.80): (1,068.80p: 190.0 : 15.19%: 

4.------ --------------------------------------------------------------------------------------------
NOTA: La cifrzs eitre par~ntesis corresponden a vzrtaciones negativas.
 
FUENTF: Fstados Financieros, Departasento de Contabilidad de BANDESA.
 

http:1,250.80
http:1,472.76
http:1,895.50
http:1,779.70
http:3,675.20
http:1,340.10
http:3,633.10
http:e.ercic.os
http:5,656.40
http:29,937.70
http:24,281.30
http:2,716.80
http:21,U16.36
http:18,399.50
http:2,9t6.10
http:8,792.40
http:5,876.30
http:6,311.30
http:28,390.10
http:22,078.80
http:1,909.40
http:10,378.50
http:8,.69.10
http:4,461.90
http:18,611.66
http:13,609.7a


-----------

----------- ------ 

CUADRO No. 8
 

11IDS: ISt1O DR EISULTIDOS DR FIDIIC"MISOS -COIDIISIDO- 110S 1515-1191 (NILlS DRI) 
f .------------------------- -------------------------------- f.............------- f 
ICOICIPtO I 19 9 I 195 6 IVITIClOI llUIAC[OI 11M I
 
i -------------------------- ---------------- --------------------------- --------------

IPIODUCTOS OIL fJIRCIClI I I 
Ilatereses I 5,219.20 1 13,75221 I4,1M.11 I 11.301 
liecaperac. s/ctis. icobrables I 211.21 I 454.46 1 173.26 I 61.55%1 
IProductos laos I 19.50 1 62.161 43.16 1 221.131 
lictivos litraordiarios I 0.10 1 6.11 1 (0.1111 -1i0.101 
f -------------------------- f----------------#----------------f----------- f--------------4f 
ITOTAL DI PIODUCTOS DIL IJIECICO 5,510.00 I 14,261.20 ,169.21 I 41.1111 
# ------------------------- i----------------f---------------- f----------- f---4----------- f 
ICASTOS DR IJEECIO I I I I I 
Jflcionarios y Ilpleidos 1 4.70 1 6.16I 4.11 I 17.231 
lColisioles 1.50 1 616.50 i 0.00 I 315.471 
llpuestol y Costribuciones 0.20 1 0.10 1 6.21 1 100.I00i 
IDepreciacioes 1 1.40 1 6.5 1 (0.51 -61.251 
ICaltol Vari§s 1 6.06 1 0.66 1 t.66 1 .001 
lastoi Ispccificos 1 1,162.10 1J,1!1.1i 1 1,556.16 I 24.451 
ICautas y Valones Incobrables I 435.20 1 4,211.51 i 30146.71 I 613.1911 
lictivos Iztrioldiaario 1 2.20 1 36.76 I 34.51 I 1561.1111 
f-------------------------------------
f *--------------- --------- f ------------# 
ITOTAL DR fStOS Di IIRCIClO 1 5,616.06I 15,113.76 I6,47.71 1 75.3011 
f -------------------------- f---------------- f--------------4ff---------------- f-----------

IGAIIIll (0PIEDIOi OEL IJIICIO 1 554.16 1 (134.50HI (1,171.51)1 -117.471
 
$ --------- I---------------- ---------------- ----------- --------------4
f----------------

IICTIFC. IESULTHOS RJIEC. 1 I I
11111. I 

IProdectol Ijercichs Alteniotes I 2,414.711 343.56 I 12,1il.2111 -15.7211
 
Icastos Ijercicios Alteriores I 4,1177.661 114.16 I (31192.11)1 -55.5JU1
 
f -------------------------- f---------------- f--------------4f
f---------------- f------------

ITOTAL iCE. kISUL. JllC. 11TH. I (1,772.1111 151.70 I 1,531.60 I -101.5511 
f*--------------------------- i---------------- f-----------f---------------- f--------------4f
 

ICAlCA (0 100IDID1) ODL JIICICIO I (11.1l11 (615.1)1 113.11 1 -17.17%1
 
* -------------------------- f---------------- f----------- f--------------4i
f----------------


IOtA: La citas eutre pliattilis correspoedel ivaciicioes Aelatival.
 
TI11: Istados |iupcits, Departameto de Cotabillidad de 130131.
 

http:1,531.60
http:4,1177.66
http:15,113.76
http:5,616.06
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EXECUTIVE SUMMARY 

MIDTERM EVALUATION OF THE IRRIGATION COMPONENT 

HIGHLANDS AGRICULTURAL DEVELOPMENT PROJECT, PHASE II 

By George Hargreaves
 
April 18, 1991.
 

The project objectives are to reduce soil resource deterioration, benefit a small number of farmfamilies, increase and diversify agricultural production principally through the construction ofsmall-scale irrigation facilities. The project is not only accomplishing these objectives but isproviding a foundation for a more adequate rate of irrigation development. 

Irrigation research needs to be oriented towards improved crop selection, interactions of waterand the other factors of production on yields, and on irrigation methods. Training must beimproved at all levels including farm and professional. Some additional expatriate technical 
assistance is recommended. 

The current irrigation designs are fairly adequate but more emphasis is needed on evaluation andmonitoring of performance. The history of operation and maintenance of small gravity irrigationprojects has been good. Good maintenance of low lift pumps by the water users is anticipated.The deep well projects can be expected to have some pump, motor, or well failures. Contingency
planning for these events should not be postponed. 

From a brief inspection in Regions III, IV, V and VI it appears that most of the better sites forgravity supply for miniriegos have been constructed. There does appear to be a large potential
for new projects from hand dug wells using low lift pumps. 

Not enough attention has been assigned to development planning with the river basin as a unitnor to the competing uses of water. The consumptive use of water from wells depletes the dry 
season base flows of streams. 

Land titles and water rights need to be improved. This does not, however, seem to have beena significate deterrent to irrigation developments. However, efforts should be made to give those
who invest in irrigation clear titles to their lands. 



Introduction 

The project for Highland Agricultural Development (HAD) depends upon several considerations
for improving agricultural production and income. The Amendment, Phase II is not veryspecific relative to the role of irrigation. In agreement amendment No. 3 of 30 august 1988,
indicates the following objectives: 

Land 	and Water Management Component 

1) 	 270 Small-scale irrigation systems to be constructed to irrigate 2350 hectares to 
benefit 	6000 rural families; 

2) 	 Integrated soil conservation/agroforestry/forest management activities to be carried 
out on 6400 hectares to benefit 27000 families; 

3) To put in place acceptable standards within DIGESA for the design, construction,
implementation, maintenance and evaluation os small-scale irrigation activities; 

4) 	 To put in place regulations which describe a multidisciplinary institutionalized 
process to mobilize public and/or private resources to identify potential small
irrigation projects at the regional level through the COREDA's. 

The scope of work for the evaluation of the irrigation component of the evaluation of the HAD 
II project is given as follows: 

a) 	 Determine the adequacy of miniriego system designs from the point of view of the
technical suitability of the systems to their uses, adequacy for expansion, and from
the point of view of the ability of farmer organizations to operate and maintain the 
systems. 

b) 	 Evaluate the current shift from gravity systems to pump systems in the light of the
ability of the farmer organizations to operate and maintain the systems. 

c) 	 With the assistance of the Natural Resource Management Specialist, evaluate 
water use in the miniriego systems in the light of competing uses for water and 
of deteriorating watersheds. 

d) 	 With the assistance of the Institutional Development Specialist, evaluate the effects
of water and land rights on the design, operation and maintenance of miniriegos. 

This evaluation is based on field visits to 18 miniriego projects, two of the public irrigationsystems, on visits to some private irrigation developments, and on the results of previous studies 
and evaluations. 
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In consideration of the major role that irrigation should have in creating job opportunities andeconomic growth, it seems relevant to reevaluate the goals relative to irrigation. A much largerimpact from irrigation than is possible for this USAID and the GOG may wish to eitherrestructure the project or separate irrigation ont as a new project. 

The field visits did not indicate much potential for additional miniriegos by gravity. Many,probably most, streams observed were dry or at very low stage. A large potential for hand dugwells using low lift (centrifugal) pumps was observed. The best policy for the immediate futuremay be that of concentrating on the development of this obviously favorable resource. 

Irrigation Research 

One objective of the project is increased agricultural productivity. Irrigation related research ismentioned. Water is only one of several factors of production. Wa'er, fertility, climate, soildrainage or aeration, variety, and plant numbers or spacings largely determine yields. Irrigationprovides a means of advancing to a higher level of production technology. A 5 or 10% increasein productivity may make the difference between profits losses.and In some researchexperiments applying the right amount of fertilizer has doubled profits. 

Variety selection is largely determined by climate. Use of long records to develop a monthlyclimatic data base for the various climatic conditions can provide much assistance for selectingthe best variety and can provide a means for performing many of the variety trials on the 
computer. 

For some crop and soil conditions or combinations, furrow irrigation will produce higher yieldsand better quality than sprinkler irrigation. A change in frequency of irrigation may increase
yields significantly. 

Irrigation is a highly transferable science that can produce many benefits providing an adequateamount of attention is given to adaptive research and to the collection and use of the necessarybasic information. Tn each major irrigated area a good climatic data base should be establishedconsisting of records of maximum and minimum temperatures, days of rain, rainfall amounts,and extreme observation day rainfall intensities. The desirable minimum length of record is 15years. The data base should consist of means and standard deviations of these monthly values. 

The field capacities and dry weight densities should be measured and recorded for the varioussoil types. The best available irrigation technology from similar soil and climatic conditionsshould be transferred including fertilization practices. Applied research could then consist invariations from the amounts and practices considered best in order to evaluate the influence ofthe, -'hangeson yields. ICTA has demonstrated little interest in irrigation research. Cooperative 
p Ltins of applied research on commercial enterprises may be the best means of determiningoptimum practices on irrigated lands. Wherever possible technology transfer should be from areas
of similar climate. 
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Monies invested inirrigation research frequently produce several times the internal rate of returnsof those invested in the construction of irrigatioa facilities without adequate research. Short termtechnical assistance is recommended for a total of 3 persons months in order to develops a
detailed program and budget for irrigation research. 

Training, Technical Assistance and Supervision 

Very little training and technical assistance has been provided for the water users. Mostinterviewed indicated that there had been none. Some exporters provide seeds and technical 
assistance to the farmers producing for them. 

The irrigation component of the HAD IIproject has had little guidance, supervision, or directionfrom USAID, Louis Berger International, or PDA. Little evidence was found of a scheme ofworks or of national coordination. PDA provided few, if any, visits to the field activities forsupervision. The principal contribution of Louis Berger was the sending of 3 engineers to theUSA for a brief period of training. Two of the engineers financed by USAID are providing
training in design, construction, and irrigation related activities. Trained and experienced
engineers in irrigation are finding good job opportunities with private companies. 

A number of the professionals working inconnection with the project have received training from 
courses given here and abroad. The numbe of trained professionals in irrigation is small incomparison with current needs. Some of the USAID financed engineers are engaged in training
principally in design and construction. 

Training should not be considered as an expenditure but as an investment. Expansion inirrigated
agriculture needs to be accompanied by or preceded by training programs for farmers,technicians, ard professionals. Training of professionals to work in the public sector must makeadequate allowance for those who later prefer the private sector or find better positions abroad.
Training should therefore include liberal members and be also available to the private sector. 

Many water users in the miniriego projects irrigate on a fixed schedule and apply fairly uniformamounts regardless of stage of growth. Technical assistance is needed in training so as toindicate how requirements vary at different stages of growth and in the appropriate methods for
measuring uniformity and amount of applications. 

Jones, Wohanka, and Dulin (1987) described the insufficiencies of extension follow up and listed some recommendations. These recommendations appear to be as valid now as they were in
1987. The problems are listed as follows: 

-Promotion of incomplete or inappropriate technical packages that have not beenresearched based on local agro-ecology and socioeconomic conditions, local consumption
patterns and preference, markets and prices, and the experience of farmers; 
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-Lack of practical training of DIGESA extensionists, gufas agrfcolas, and representantes
agropecuarios, which in turn leads to the lack of practical training of farmers--indeed theonly formal training sponsored by HAD has leen that of sending DIGESA regional-office
technicians to Mexico and the United States for technical short courses (see Annex E); 

-Lack of supervision of DIGESA agencies in order to control the quality and quantity ofwork, and confusing institutional organization and planning activities at the DIGESA 
agency level (see also Section V on Organizational Structure, Managerent and 
Coordination); 

-Lack of good scientific data on application rates of irrigation waters for each crop for 
differing agroecologic zones; 

-Lack of sufficient human and logistical resources at the subregional and agency levels; 

-Lack of agricultural inputs (seed, fertilizer, pesticides, basic tools, and equipment),immediately available to farmers to apply to newly irrigated and/or conservation-treated 
land; 

-Communication problems, because of language barriers between DIGESA technicians
and extension agents (almost all are ladinos with only Spanish-speaking ability) and the 
target population, especially in Regions I, II and V, where Quichd, Keckhf, Main and/or
Cackchiquel are spoken; 

-Technical assistance to improve production of traditional crops is left out of extension 
effort in various agencies in favor of diversification; and 

-Lack of use or inappropriate application of existing promotion and extension materials. 

It is more economical and more training can be accomplished if training programs are carriedout in country. Agro Engineering, Utah State University (USU), and others have organized
irrigation courses taught inSpanish in various countries. Louisiana State University is attemptingto develop an exchange program for students and faculty with the national university and one ofthe agricultural schools of Honduras. Representatives, including the dean of engineering, from
the national university from Honduras have traveled to Logan, Utah (USU) in order to explore
similar exchange possibilities. 

The University of San Carlos in GuatemaLla City offers two courses in irrigation. There has been some irrigation research in connection with the university program. Ways for improving thecapability of the university for irrigation training and research might be explored, a proposal
developed, and a budget prepared for joint consideration by GOG and USAID. It isrecommended that HAD II provide 4 -weeks of assistance in order to attempt to develops
guidelines for a cooperative university exchange and research program. 
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In consideration of the obvious needs for guidance, supervision, director, coordination, andperformance evaluation it is recommended that an additional expatriate engineers be employed

for the remaining period of the HAD II project.
 

Adequacy of System Designs
 

Cisneros (1990) listed the operating irrigation units in Guatemala as follows:
 

TYPE NUMBER AREA No. OF FAMILIES BENEFITTED 

Public 26 14,775 Ha. 2,636 

Miniriego 279 2,118 Ha. 6,416 

Sources of Information: DIRYA and UCPC DIGESA 
Dec. 31, 1990 

Sixty nine new projects were constructed in the two years 1988-1989 or 627 ha to benefit 1,888families at a cost of Q 4.207,939 with averages per project of 27 families on 9.08 ha at a cost 
of Q 60,985. 

Engineers from DIGESA have indicated that an approximate 300 miniriegos are now operating.
This total includes construction since 1976. Of these about 46 are from deep wells, 2 from
shallow wells and 2 are with hydraulic rams. Attempts to use norias (water wheels) have not
been very successful. A total of about 200 small dams have been constructed. 

The on farm delivery systems are generally adequate. Most deep wells were drilled deeper than necessary. There are some deficiencies in matching pumps and motors but these probably result 
more from inadequacies in equipment availability rather than from design errors. 

On most miniriegos visited the parcels irrigated were widely scattered and usually not contiguous.
Some projects have diverted the entire flow of a small stream and created resentment andjealousy resulting from the preferential position of those who have access to the limited water 
supplies. 

Little consideration has been given to the competing possible uses for water within river basins nor to the fact that developments using groundwater and those using gravity supplies may becompeting for the use of the same water. No new feasible sites for miniriegos by gravity were
observed from small streams. Several fairly extensive areas were seen where conditions are 
favorable for irrigation from hand dug wells. 
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Jones, Wohanka, and Dulin (1987) indicated that they found an "arbitrary selection of prioritywork sites and a mediocre selection of project beneficiaries". An attempt needs to be made toassign priorities to areas with the longest dry seasons, the greatest effect of the "canicula", themost economical sources of water supply, the project areas that can be fairly compact andcontiguous, and where the highest ratios of project benefits to cost can be obtained. 

INSIVUMEH and PNUD and FAO (1985) can all be sources of information on the length of thedry season, the danger of frost damage, the effect of the canicula and other conditions. Thereneeds to be a review procedure for the selection process of new projects that are to beconstructed. This might be provided by an expatriate irrigation engineers. 

Time did not permit an investigation of drainage problems but significant areas on the south coastand on the Caribbean suffer from a lack of drainage. It was stated that fairly economical
drainage construction could bring these lands into agricultural production. 

Some drip and furrow irrigation was observed. A farmer who had developed his own systemfrom a hand dug well reported higher yields and better quality of onions from furrow irrigation
than from sprinkler irrigation. The soils were fairly heavy in texture (clay loam). 

From some crops on heavy textured soils reduced aeration due to wetting the entire surfacedecreases crop evapotranspiration and crop growth, particularly when the interval betweenirrigations is short. Onions have a shallow root system (0.3 - 0.5 m of depth) and therefore
require more frequent irrigation than deeper rooted crops. 

For field and vegetable crops ridges and furrows within level basins provides a system that isessentially level furrow irrigation. The ridges provide aeration for the plant roots while the soilin the furrows is saturated. This system is more labor intensive than sprinkler but is economicalwith respect to other costs, can result in very hiigh irrigation efficiencies, and is widely used in 
Asia. 

HAD II is providing valuable irrigation design experience that can provide basic knowledge foruse in future expanded irrigation developments. However, use of a wider variety of designs soas to match optimum design with soils and crops is suggested. Several irrigation engineers shouldbe offered on opportunity to participate in a cause on or farm irrigation design and management. 

Miniriego Constructioa 

Construction records are very incomplete. There is a need to review and assemble the availableinformation on well logs and aquifer locations and depths from the deep well drilling experience.Summaries of costs and quantities from construction records provide valuable information forfuture planning, design, and budgeting. Monthly reporting of costs and quantities relative toconstruction should have been routine from project initiation. Failure to provide such reports ona timely basis should result in a visit by a responsible engineer willing to stay in the region until
the report has been completed. 
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For most projects the designs and construction are not very complicated. The irrigation systems

generally work satisfactorily. Performance 
 should be monitored after construction anduniformities of water application evaluated. The overall efficiencies of the pump and motor
combinations should be evaluated and improvements made when desirable.
 

Project Operation and Maintenance 

ior the gravity projects the operation and maintenance consists of scheduling irrigations,

repairing broken PVC pipe, replacing worn or defective sprinkler heads, etc. Some

organizations are collecting fees per unit area and have hired a watermaster to open and close
valves so as to provide equitable distribution of the water. Smaller miniriegos probably do not

need a watermaster but the collection of fees for anticipated repairs is recommended as a general

practice.
 

The maintenance of irrigation delivery systems from wells is more complicated. A failure of the
 pump and/or motor must receive immediate attention. A delay may cause the loss of a crop on

the miniriego project. Presently there 
seems to be capacity for prompt response. Sometimes some improvision has been necessary. The costs of repairs or replacements are added to the

project costs and will be eventually repaid by the water users.
 

Contingency planning is required so that long range plans can be made. In the use of wellsoverpumping may collapse the well and seal the aquifer. The procedures for dealing with this
and similar problems need to be defined. 
 HAD II should provide grant funding for unforseen
contingencies and contract with a reliable pump company for prompt response to emergencies. 

The course on wells and pumps given in Guatemala in September-October, 1989, has been
described as very good but too theoretical. If a future course is to be given it should includeinstruction by someone with many years of field experience in dealing with pump problems. The 
course should include: well design, matching pumps and motors, responding to emergencies,
efficiencies, and evaluations. 

In the project documents the assumption was made that the miniriego pump projects would 
generate enough profits that the farmers would be able to finance the maintenance. Some
successful pump irrigation programs in developing countries have found it necessary to stock spare and replacement parts and subsidize the availability of mechanics so as to prevent down 
time of pumps and prevent crop losses. 

In Guatemala there has been considerable experience with wells and pumps for municipal watersupplies. However, continued monitoring of the efficiency of pump maintenance and repair is
needed in order to determine the needs for institutionalizing an organized maintenance and repair 
program. 

8 

I!1: 



The Role of Pump Irrigation 

The expansion of area irrigated from wells has been fairly rapid. Private enterprise is financingboth deep wells and shallow hand dug wells for irrigation development. The HAD project hasdrilled 87 wells of which 33 have not been equipped with pumps and 7 or 8 are considered
failures. The others are in operation. 

Several engineers have qxpressed the opinion that the potential development from groundwaterfor irrigation is very large. INSIVUMEH has a groundwater investigation program under thedirection of Josd Roberto Baldizon. It is possible that groundwater can and should be theprincipal source for new irrigation development for a significant period of time. For this reasonit is considered that a country-wide groundwater investigation should be assigned high priority.HAD II should provide a total of 6 month of technical assistance and some essential equipment
such as an electric logger to INSIVUMEH for this investigation. 

Several fairly large areas of shallow ground water of good quality are known to be available fordevelopment. It would seem logical to give immediate priority to irrigation development in these 
areas. 

In consideration of the fairly large potential for development from shallow wells and the potentialfor maintenance problems from deep wells it would seem desirable that few, if any additional
deep wells be drilled until the performance of the existing wells has been monitored for asignificant period of time. Those already drilled and tested should be equipped and placed inservice. Benefits from and cost of construction and maintenance of deep wells should be
compared and monitored for a considerable period of time. 

Competing Uses for Water 

The base flow of streams during the dry season comes from ground water moving into the riverchannel. Water pumped from a weil may deplete the stream flow by an equivalent amount.Water applied for irrigation in excess of crop evapotranspiration may recharge the groundwater
aquifer and benefit other water users. 

Water is a limited resource. Appropriation for irrigation may limit other possible future uses.Drillipg a well and its use for irrigation in the river basin that supplies water for a city mayreduce the water available for use by the city. Diverting all of the water from a river at onelocation limits downstream uses. These competing users for water have seldom, of ever, been
considered in the selection of HAD 11 irrigation sites. 

Because of these and other considerations it is usually desirable that the river basin be considered as a unit for planning purposes. After the resources of land and water are known and prioritieshave been assigned for water use then a development plan for the river basin can be formulated. 
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Land and Water Rights 

In theory and by law water belongs to the State and can be appropriated for beneficial use.Appropriations are supposed to be registered with DIRYA. Few appropriations are registered.
Beneficial use has not been defined. 

DIRYA has neither organization nor funds for administering control over the use of water. 
new water law has been.prepared and submitted to the Congress. This draft law represents the

A 

work of many well qualified professionals. 

Several Latin American countries have good water laws. Few, if any, have made provisions forimplementing the laws. Use of force or threats to use force have seldom been used to protect
appropriated uses of water. 

The uncertainty of water rights in Guatemala does not appear to have been a deterrent toirrigation deveiopment. However, if the farmer invests in the irrigation of his land an effort on
the part of the GOG should be made towards giving the farmer a clear title so as to facilitate 
further investments. 

In many cases land owners do not have titles to the land. Ownership is recognized by the
neighbors and by the municipality. This does not appear to influence the development of
miniriegos since land is not mortgaged to guarantee the loans given for irrigation development. 

Recommendations 

The following recommendations are made in the approximate order of importance: 

1. 	 The number of new miniriegos should be limited and be influenced by evaluation of
possible impact on future irrigation development. New deep wells should not be drilled. 
The 33 wells that have nor get been equipped should be considered for sources for mew
miniriegos. Benefits and costs from projects, particularly the deep well projects, should
be carefully monitored. Future 	 project emphasis should be focused on increasing
production on the existing projects and demonstrations that provide guidance for future
planning of irrigation developments. Priority should be as,;igned to the areas of grater
needs for irrigation and to areas of good potential for shallow wells. Development of
shallow wells in the areas that may eventually be served by large irrigation projects is
strongly recommended wherever feasible based on benefits and costs. 

2. 	 Expatriate technical assistance should be contracted for a total of 44 person months for 
the following purposes. 

a) 	 Full time expatriate assistance to assist in supervision, guidance, evaluation, 
coordination, and programming of irrigation projects and irrigation related
activities. A practical experienced engineers should be contracted for works 
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principally in the rural areas in order to promote the efficient and effective use of 
the irrigation facilities. 

b) 	 About six month of assistance in improving and facilitating the groundwater
studies being carried out by INSIVUMEH. Some funding for equipment will also 
be required. 

c) About 	3 moths for asistance for developing a program in irrigation research. 

d) 	 About 4 weeks of assistance to assist in the developing of an improved university 
program in education related to irrigation. 

e) 	 Assistance in organizing and teaching three courses in Guatemala. One should be 
on "on farm irrigation design and management", another should be on "pumps andwells", and the third on "crop yield functions and water fertility interactions". The 
engineers of the GOG should participate in the organizing and teaching of there 
courses. 

3. Grant funding to pay the loans and relieve the indebtedness or to restore the system in 
case of unforseen and no-fault failures of wells pumps or motors 	where the installing
companies responsibility for correcting the failure can not be 	established. 

4. The is recommended that a Guatemalan irrigations engineers fluent in English and Spanish
be assigned the full time tach of obtaining extension and professional irrigation materials
suitable for use or development, technical assistance, and training in irrigation inGuatemala. These should be adapted for locat conditions, published in Spanish, and made 
available for use. 

5. 	 New miniriegos should be approved only if requested by the potential users, if the lands 
are reasonably contiguous, if the needs and potendal benefits justify the construction, andif the project will be useful in promoting improved practices or experience for future
expansion of irrigation development. Emphasis should now shift to improving what exists.
New construction should 	 receive much less emphasis and be promoted principally bypotential water users, rather than to meet a goal of a specified number of projects. 
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-San Francisco 
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Ing. Oscar A. Gonz,1lez H. Coordinador Tdcnico, DIRYA-PNUD 
Ing. Cdsar Reyes, DIRYA-PNUD 
Ing. Te6fiio Alvarez M., Director Tdcnico de Riego y Avenamiento (DIRYA)
Ing. Ouzi David, 
Ing. Vfctor Arag6n 
Ing. Rubdn RarAhona 
Ing. Julio Franco 
Ing. Rolando Sdnchez 
Ing. Roberto Calder6n, Jefe Distrito de Riego III, DIGESA 
Ing. Hector Godinez Orozco, Cuatro Pinos 
Ing. Estuardo Velazquez, Director INSIVUMEH 
Ing. Fulgencio Garavito, Secci6n de Agrometereologfa, INSIVUMEH 
Ing. Jose Roberto Baldizon, Aguas Subterraneas, INSIVUMEH 
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RESUMEN EJECUTIVO
 

EVALUACION DE MEDIO TERMINO DE INVESTIGACION Y EXTENSION
 
PROYECTO DE DESARROLLO AGRICOLA -PDA- (FASE II)
 

Jose Ignacio Mata
 
Abril 18, 1991
 

En el 
 disefto original del Proyecto no se di6 6nfasis a la investigaci6n

y la extens16n. 
 Fud hasta la tercera enmienda que 6stas aparecen, ante la

necesidad de proporcionar, a los agricultores beneficiarlos de los miniriegos,

cultivos que tuvieran buenas perspectivas de mercado, y las tecnologlas

necesarias para su manejo.
 

Investigaci6n:
 

La instituci6n responsable de la 
investlgaci6n en el pals, el ICTA, no
estaba preparada para responder a esta nueva demanda. Desde su 
 creac16n, su
investlgaci6n se ha concentrado con 
6xito en los cultivos de granos bAsicos,

principalmente enfocada al meJoramiento gen~tico. 
No estaba preparada, ni en
personal ni Instalaciones, para investigar sobre cultivos no 
tradiclonales,
 
con la rapldez que demandaba la mecAnica de producci6n en unos casos, y las

exigencias del mercado en 
otros. Su capacidad en investigacl6n ganadera era y

sigue slendo limitada, y se concentra mAs en alimentaci6n de ganado vacuno.
 

El ICTA no ha podido hacer efectiva su participaci6n en el Proyecto en
la medida en que su propia capacidad le hublera permitido. Su modelo de
investlgaci6n, adecuado 
a las necesidades de 
una aoricultura tradiclonal,

resulta lento para una 
 agricultura diversificada. Su organizaci6n en 
 el
 campo, sin embargo, resulta muy aprovechable para una lnvestigaci6n mAs
adaptativa, directamente con los agricultores. Pero su capacidad a nivel
central de proporcionar materiales para esa adaptaci6n sigue slendo limitada.
 

Hay interesantes propuestas de nuevo de
un modelo investigaci6n

adaptativa que reduce 
y agiliza el modelo tradicional de ICTA para los fines
 
del Proyecto.
 

El reforzamiento de su capacidad instalada ha sido limitado al apoyo en
la instalaci6n de algunas facilidades para la investigaci6n en frutales. No ha
"sido m~s extenso por la misma 
 incapacidad de la Instituci6n en plantear sus

necesidades, referidas muy claramente papel dentro
a su del Proyecto. Este

papel se debiera concentrar en proporcionar materiales y tecnologias, propios

o adquiridos en otras fuentes nacionales e internacionales, coordinar con las
dem&s, Instituclones la adecuacifn de los mismos en las &reas del Proyecto, y
en brindar a los productores de estas Areas los servicios de anAlisis de suelo
 
e Identiflcaci6n y medidas de control de plagas y enfermedades.
 

El rCTA debe formular 
 una estrategia para su participaci6n en el
Proyecto basada en los objetivos y en la duraci6n del raismo. 
 En esta
estrategia, la prioridad debe acceso a
ser su 
 materlales y tecnologlas ya
 



existentes sobre hortalizas y cultivos de exportaci6n y su adaptaci6n
 
Inmediata baJo las condiclones de la agricultura en las Areas del Proyecto.

Esta adaptaci6n debe apoyarse en la capacidad de proporcionar serviclos como
 
anAlisis de suelo e identflfcact6n de plagas y enfermedades. Una priorldad

secundaria deblera ser la investigaci6n de nuevos materiales y tecnologias.

Su reforzamiento institucional se deblera enfocar en este mismo orden 
 de
 
prioridades.
 

Extensi6n:
 

La extensi6n en el pals estA en manos de DIGESA para agricultura,
 
DIGESEPE para ganaderia y DIGEBOS para labores de reforestacl6n.
 
El Proyecto, al instalarse en las regiones y establecer su propia

organizaci6n, de alguna manera vino a desarticular un modelo de extension que

estaba siendo desarrollado en el campo. Desartlcul6 el modelo, pero no
 
ofreci6 un sustituto para el mismo. El resultado ha sido que cada instituci6n
 
estA haciendo labores de extensi6n con sus propicos enfoques, y no hay un
 
modelo ni metodolgia que integre los esfuerzos en este sentido. La asistencia
 
t~cnica se atomiza y no hay un mensaje uniforme hacia los agricultores.
 

El aporte del Proyecto a estas instituciones ha sido limitado.
 
Proporciona algunos tdcnicos financiados por el Proyecto, y fondos paira

operac16n en forma de vehiculcis, combustible, vi[ticos e Insumos agricolas.
 

El organismo encargado de las actividades con los agricultores es el
 
EIMAT, integrado por zepresentantes de las diferentes instituciones que

trabajan en el campo en las lab6res del Proyecto. No se ha logrado que este
 
organismo sea un elemento integrador de las labores de Investigaci6n y
 
extensi6n.
 

Esta situaci6n hace dificil asegurar que los aportes del Proyecto estd~n
 
siendo aplicados en el campo exclusivamente para sus objetivos y de una manera
 
eficiente.
 

En los contenidos de la extensi6n hay aspectos que no estAn siendo
 
suficientemente enfatizados, como La capacltaci6n de los agricultores en
 
mantenimiento de sus sistemas de riego, admlnistracidn de sus fincas, y

comerclalizaci6n. Estos aspectas ayudarAn a los grupos a conseguir una
 
progresiva autosuficlencla y autogestl6n de sus recursos, y son La base de la
 
ampliacidn de la cobertura de los servicios actuales.
 

Existen en al Proyecto propuestas interesantes para integrar realmente a
 
las instituciones en el marco de los EIMATs y hacia el logro comdn de
 
objetivos. Un trabajo integrado dentro de los EIMATs se podria concretar en
 
la formulac16n y ejecucl6n de proyectos especlficos en los que participen sus
 
miembros seg~n su especialidad. Los fondos se destinarlan a financiar las
 
acti~idades que requiera el logro de esos objetivos, y la evaluaci6n
 
analizarla la forma en que se alcanzan estos logros, y n6 como ahora la
 
cantidad y cumplimiento de actividades.
 

La forinulaci6n de la rmetodologia de extensi6n debe hacerse con la
 
particlpaci6n de las instituciones Involucradas y debe Integrarse en el modelo
 
de Investigaci6n, forando con 6ste un proceso integrado y continuo. Dicha
 
metodologla deblera contemplar el 
 uso de medlos didicticos de comunlcaci6n
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grAfica y radial, para la mejor capacitaci6n de los agricultores y la oportuna
 
difusl6n de informaci6n Agil sobre precios y mercados.
 

Todo lo anterior implica el establecimiento, a nivel de DIGESA, de una
 
unidad que represente los servicios de extensi6n en 
el pals, y los regule en
 
su administracifn y metodologia. La capacidad de las instituclones para el
 
uso de los medios de comunicaci6n debiera ser evaluada, racionalizada y

reforzada, para un efectivo servicio a la extensi6n y la asistencia t~cnica.
 

La incorlioraci6n Ce animales en el sistema de producci6n de agricultores
 
que no cuentan todavia con 
este recurso, debe ser tambin enfatizada en el
 
futuro. Los arnimales menores pueden ser no s6lo un valloso recurso 
para la
 
nutrici6n de las 
familias, sino un Instrumento efectivo para la participaci6n
 
de las mujeres en las labores productivas de la finca. Es necesaric explorar

formas para esta particIpacl6n, a travs del diseffo de proyectos especificos
 
que puedan ser evaluados y extendida su experiencia.
 

Todos los aspectos apuntados para el manejo eficiente del componente de
 
investigaci6n y extensi6n deben sustentarse en una capacitacl6n sistemAtica y
 
permanente de los profesionales y t6cnicos involucrados en su ejecuci6n, y en
 
la asignaci6n oportuna y suficiente de recursos.
 



OBJETIVOS DEL COMPONENTE DR INVESTIGACION Y EXTENSION
 

El componente de investigaci6n y extension se formul6 por la necesidad
 
de los agricultores de las areas de los miniriegos, de contar con tecnologias

apropladas para los cultivos que fueron Introducidos con el riego.
 

A trav~s de Este componente se espera lograr mejoras en: la calidad de
 
la tecnologla y hacer que dsta legue al agricultor; la calidad de los agentes

de extensi6n y del personal de ;nvestigaci6n; la programaci6n de los recursos
 
de extensi6n e investigaci6n; la disponibilidad de informaci6n y el apoyo

logistico a la transferencia de tecnologia:
 

El componente contemplai la incorporaci6n de la experiencia del ser=tor
 
privado en estos aspectos.
 

El objetivo final del componente de investigacifn y extensi6n dentro del 
Proyecto, es lograr que los agricultores en sus &reas de Influencla cuenten, 
en forma oportuna, con tecnolcyla;3 apropiadas a las necesidades que demandan 
los cambios a su sisteria de producc16n y mercado, y adecuadas a las 
caracteristicas de sus tierras, y a sus posibilidades socloecon6micas para
adoptarlas y ponerlas en prActica correctamente.
 

CUMPLIMIENTO DE LAS HETAS PROPJ1STAS PCR EL PROYHCTO PARA EL COHPONIN'.E
 

El diseffo original del Proyecto no did el 6nfasis neccario a este
 
componente. Fue hasta la tercs.ra enmIenda que se Incluyeron 
 estas
 
actividades, para proporcionar a los agricultores de los minirlegos los
 
cultivos para su nuevo sistema de produccl6n y la asistencia t6cnica para

manejarlos.
 

Es obvio que el Proyecto ha permitido a las Instituciones p6blicas

ingolucradas disponer de personal y algunos recursos para seguir desarrollando
 
labores en el campo, en momentos en que la crisis econ6mica ha reducido
 
enormemente su capacidad en este sentido.
 

Aparte de lo anterior, las metas establecidas para este componente no se
 
han cumplido en su mayorla. De los cuatro laboratorios que se planearon como
 
centros de Investigacidn y capacitaci6n, s6lo el Centro de Producci6n Labor
 
Ovalle en Quetzaltenango, ha recibldo apoyo efectivo del Proyecto, 
 quo aport6

algo mAs de la tercera parte de su costo. Se han hecho tambi6n pequefos

aportes aislados a otros laboratorios de DIGESA, pero no han sido
 
significativos. 
 Los cuatro bancos de datos tampoco han comenzado a
 
instalarse, y la3 actividades de manejo integrado de plaqas para el Area del
 
Proyecto estAn en la fase de planificaci6n, con pequefas acciones alsladas de
 
capaoitaci6n en algunas regiones.
 

El establecimiento de un sisteia simpliflcado para la investigac~in de
 
problemas de producci6n en Areas especificas dentro del Proyecto tampoco ha
 
sido logrado, aunque estA ya diseffado un modelo y exIste la disposlci6n de
 
ponerlo en prActica en el M&s breve plazo.
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La participacifn del ICTA en el Proyecto no se ha hecho realmente
 
efectiva, mas alla de la integrac16n de su personal de campo en los EIMATs.
 
Su modelo tradicional de investigaci6n no es 6til para responder adecuadamente
 
a Ins requerimientos de materiales y tecnologlas do los beneficlarios de los
 
mlniriegos. Aunque se ha propuesto un modelo alternativo para agilizar su
 
aplicac16n, 6ste no ha sido formalmente establecido todavia.
 

Una de las mayores necesidades del ICTA para integrarse eficientemente a
 
las labores del. Proyecto, es contar con un banco de informaci6n de materiales
 
agricolas (semillas, variedades etc.) y tecnologlas sobre los cultivos y
 
variedades qur se usan en las Areas del Proyecto. Partlendo de este banco, su
 
funci6n se debiera enfocar prioritariamente a hacer lnvestigaci6n adaptativa
 
en sus centros regionales o en fincas de agricultores, y pasar sus resultados
 
directamente a parcelas de transferencia. 

DIGESA y DIGESEPE han recibido un apoo limitado del Proyecto, 
fundamentalmente para acciones de campo y en fo:rma de Insumos 1,movilidades 
(vehlcalos y gasolina). No se cuenta con un modelo o metodologia uniforme 
para la extensi6n ni los equipos Interinstitucionales de trabajo de campo han 
logrado ser integrados. 

El modelo de investigaci6n adaptativa que se diseffe y desarrolle con el
 
ICTA, debe Integrarse a un sistema unificado de extensi6n, que haga que los
 
resultados de la investigaci6n alcancen a los extensionistas y agricultores y
 
sean adoptados y aplicados por 6stos correctawmnte.
 

No existen puntos de referencia que permitan medic el impacto de las
 
actuales acciones de extensi6n en conocimlento y adopci6n de te:nologlas
 
nuevas o mejoradas, y en Indices de produLci6n en los cultivos dn las Areas
 
del Proyecto. Los diagn4sticos regionales hechos por el Proyecto no sirven
 
para esta funci6n de referencia.
 

Mientras no se tenga un punto de comparacifn, no serA posible medir el
 
Impacto que la investigacl6n y la extensi6n tendrAn en la adopci6n oportuna de
 
tecriologias apropladas por parte de los beneflclarios del Proyecto.
 

La etapa polltica del pals, de transici6n entre goblernos en que han
 
debido ejecutarse las acclones del Proyecto, ha sido sin duda una variable
 
causal que debe ser tomada en cuenta para explicar el Limitado avance logrado
 
en este componente. Algunas buenas inIciativas, como la Iniciada para
 
establecer un modelo de investigaci6n adaptativa para el ICTA y una
 
metodologla unifIcada para la entrega de los serviclos de Investlgact6n y
 
extensl6n en el campo, no pudieron ser continuadas por este hecho.
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1. SITUACION DE LA INVESTIGACION DENTRO DEL COMPOKENTE
 

El modelo de investigaci6n del ICTA
 

Desde 
su creaci6n, el ICTA desarroll6 un modelo de investigaci6n que
aplic6 con exito en 
los cultivos de granos b~sicos. 
 Dicho modelo se enfocaba
principalmente al mejoramiento gen~tico y su proceso segula varlos 
 pasos de
evaluaci6n, prueba 
y adaptac16n de sus resultados, antes de transferirlos al
agricultor. Se aseguraba asl que 
 fuera minimo el nivel de riesgo de los
 
agricultores de bajos recursos.
 

Este 
modelo, a la larga, beneficiiS enormemente a la agricultura en gran
escala, que encontr6 variedades mejoradas y paquetes tecnol6gicos de muy bajo
riesgo y completamente valldados. Como 
 resultado, la produccif6n de granos
b~sicos en Guatemala ha llegado a cubrir perfectamente las necesidades del
 
consumo del pals.
 

El 1CTA ta~rbifn desarrollaba en el 
 pasado actividades de transferencia,
para las que estA permitido por su decreto de creaci6n. Pero 6stas se
ilevaban a cabo en las 61timas etapas de su modelo, en parcelas de prueba. 
 En
6stas se evaluaba la adopc16n de las tecnologlas, antes de pasar a parcelas de
transferencia en las que los agricultores podlan apreclar las ventajas 
 de las

mismas.
 

Las dificultades del ICTA 
para comunicar sus tecnologlas a lo:
extensionistas, 
 marcaron un tradicional distanciamlento entre ambas
actIvidades. El Proyecto PROGETTAPS adapt6 el modelo del 
 ICTA e integr6 a
investIgadores y extensionistas en las parcelas 
de prueba. El modelo
tradicional sigui6 
 siendo vAlldo al seguir slendo aplicado en los mismos
cultivos tradiclonales y con el mismo tipo de agricultor,
 

Con la diversificaci6n de la agricultura, 
el inodelo del ICTA result6
demasiado lento para responder a la nueva demanda. 
 La agricultura con
cultivos de corto perlodo vegetativo, enfocados a un mercado 
con exigencias
concretas, necesita un modelo mAs aglY.. 
 El agricultor con cultivos bajo riego
estA m~s dispuesto a correr riesjos, y para 61 es 
 mAs importante la
 
oportunidad que la absoluta seguridad.
 

El medelo del ICTA parte siempre de la determinaci6n de las necesidades
de los agricultores. 
Esto lo ha seguid'o haciendo a travs de su disciplina de
agrosocioeconomia, pero las ijecesidades de los agricultores de diversificaci6n

cambian con mucha mAs frecuencia que las de los 
 agricultores tradicionales.
HAs que un equipo de sondeo agrosocioeconomlco, lo que se necesItaria en el
nuevo inodelo es un sistema 
 Agil de retroalimentaci6n, que a travds de
t~cnicos en el campo 

los
 
y de los gulas agricolas y representantes agropecuarlos
lleve constantemente informaci6n 
 hacia los centris donde se almacenan las
 

respuestas tecnol6gicas
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Situacidn de la investigaci6n en el campo
 

La situaci~n en las Areas de miniriego es de que los extensionistas no
 
disponen de tecnologias adecuadas para ofrecer a los agricultores de los
cultivos diversificados, con la rapidez 
 que demandan las exigencias del
 
irercado al que se dirige su producci6n. Agricultores y tdcnicos tienen que

hacer sus propias investigaciones a su propio riesgo, o dependen de los
 
pajuetes tecnol6gicos que proporcionan las empresas agroexportadoras, que

importan y prueban por st mismas diferentes materiales agricolas.
 

La falta de tecnologias por un lado, y la presi6n de los agricultores
 
por otro, lleva a los t~cnicos en el campo a introducir variedades o
 
tecnologlas y probarlas sobre la marcha. Esta es la raz6n por la que los
 
extensionistas han pasado a eJercer un rol de Investigadores. En campos de
 
agricultores se llevan parcelas de prueba, de forma empirica.
 

Las fuentes mAs cornunes de tecnoligia son, en el campo, la propia

experiencia y capacitaci6n de los t6cntcos, la disponibilidad de alguna

literatura sobre hortalizas, y los materiales y paquetes tecnol6gicos que

traen las compadias comercializadoras, los que poco a poco so van extendiendo.
 

Pero hay aspectos fundamentales de la investigaci6n que no han estado
 
recibiendo suficiente 6nfasis y que estAn influyendo dc manera ir4portante en
 
la produccl6n. No hay investigaciones sobre el uso adecuado del aqua, su
 
relaci6n con la fertillzaci6n y con el desarrollo o control de 
 algunas

enfermedades.
 

Tampoco existen investigationes que adecden el manejo de los cultivos a
 
las necesidades de comercializaci6n. Los tdcnlcos de campo y los agricultores

aprenden a suspropio riesgo cual es la mejor 6poca de cosecha para lograr los
 
tamagos adecuados. Tampoco se cuenta con investigaclones para Manejo post
cosecha, por lo que se plerde parte de la produccl6n, que es desechada para el
 
mercado.
 

Particiaci6n del ITCTA t~n el componente
 

El ICTA no ha podido hacer efe~tiva su participaci6n en el Proyecto
 
fundamentalmente por:
 

-. La inadecauci6n de su modelo tradicional de Investigaci6n, a las 
caracteristlcas do la agricultura diversificada con cultivos no
 
tradiclonales.
 

- L6 l1mitado de sus recursos proplos y el limitado acceso real que ha 
tenido a los recur3os del Proyecto. 

- No contar con un banco de tecnologlas para cultivos no tradicionales, 
quo le sIrva de base para un enfoque de Investigaci6n mks adaptativo. 
- La desercl6n de su personal hacia el sector privado, y no cortar con 
personal suficlentemente capacitado en la produccion de los nuevos 
cultivos. 
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2. SITUACION DE LA EXTENSION EN EL COMPONENTE
 

Los agentes de extensi6n tienen una caracteristica comdn: mina alta
 
motivaci6n, a pesar de las dificiles condiciones en las que tienen que
 
trabaJar.
 

Pero tambi~n tienen en com6n una capacitaci6n muy desactualizada, la
 
falta de materlal'es educativos para desarrollar su labor y de rec'irsos para

movIlIzarse con la rapidez que exige su cobertura. Tampoco dlsponen de
 
lineamientos metodologicos claros y unilficados para desarrollar las labores de
 
asistencia t6cnica y transferencla de tecndlogla.
 

El programa de extens16n en DIGESA no tiene una oficina directiva a
 
nivel central; los extensionistas dependen de los directores regionales. Esto
 
hace que no se hayan desarrollado mecanismos unificados ni para una
 
metodologia de trabajo co:ndn, ni para una capacitact6n uniforme.
 

DIGESEPE desarrolla labores de extensi6n en el Area de su especialidad,
 
a travs de trabajos de sanidad animal e lntroducci6n de ganaderia, sobre todo
 
animales menores, en el sistema de producc16n de los agricultbres.
 

El modelo de extensl6n
 

Cuando el Proyacto HAD inici6 su trabajo, estaba comenzando a
 
desarrollarse en DIGESA un modelo metcdol6gico para los servicios de
 
extensl6n. Desafortunadamente, el Proyecto tom6 a partc de los t4cnlcos de
 
campo, asignAndoles labores en la promocion e instalacl6n de minirlegos y en
 
la posterior introduccin de los nuevos cultivos, pero no ofrecio ningdn

modelo ni metodologia de extensi6n.
 

Los extensionistas hacen su trabajo con los rrtodos tradicionales como
 
parcelas de transferencla, dias de campo etc. y a trav6s de visitas personales
 
a los grupos. Su labor estA apoyada por los gulas agricolas y los
 
representantes agropecuarlos, que son agricultores seleccionados y tienen
 
influencla y credibilidad en las comunidades.
 

Los agricultores de los miniriegos atendidos Vor los EIMATs reciben una
 
asistencia t6cnica atomizada y especializada por par:te de cada t~cnico. Siguen

dependiendo de cada uno de ellos para resolver cada problema especifico. Si
 
antes la asistencia dependia de que llegara el extehsionista, ahora depende de
 
que llegue el tdcnico especifico de la especlalidad que se necesita seg~in el
 

"pioblema. Este enfoque, en lugar de resolver el problema de cobertura, lo ha
 
complicado en la prActica.
 

La cobertura de los serviclos de extensi6n es baja, y han debido
 
priorizarse miniriegos, ante la Imposibilidad de atenderlos adecuadamente. La
 
cobertura es slempre una preocupacl6n, pero no es un objetivo que se est6
 
planificando adecuadamente.
 

La baJa cobertura de los servicios de extensi6n defttro del Proyecto
 
tiene cinco causas fundamentales:
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Los extensionistas que trabajan en el 
 Proyecto tienen obligaciones
 

planes que cumplir para sus propias Instituciones.
 

- La especializaci6n de funciones de cada t~cnico.
 

- Los m~todos de extensi6n tradicionales, que no est~n apoyados par

medios ni instrumentos de comunicaci6n Para ilevar 
 los conocimientos a
 
un mayor ntmero de usuarios.
 
- No se cuenta con planes ni estrategias enfocadas a la ampllaci6n de
 
cobertura.
 

- No se cuenta con los 
recursos de movilidad etc.
 

Los contenidos de la extension
 

Los confenidos de la extensi6n estAn 
mAs enfocados a la introduccion y
manejo de los nuevos cultivos, a la conservac[6n de suelos y a aspectos de
producci6n animal. 
 No se est& dando el 6nfasis necesarlo a aspectos coma
capacitaci6n de los agricultores en 
la
 

el manejo administrativo de su finca, o en
el mantenimlento 
de los sistemas de rlego, en manejo racional de plagas y

pesticIdas, ni en comerciallzaci6n.
 

Las deficiencias en los contenidos de extensi6n son 
resultadc de:
 

-La falta de lineamientos claros y unifIcados sobre hacia 
d6nde deben
enfocarse las 
labores de extensi6n y anistencia tdcnlce.
 

-La deficiente capacltaci6n de los extensionistas en los nuevos cultivos
 
y en los demAs nspectos relacinnados.
 

-La falta de un flujo de infornaci6n tdcnica permanente hacia los
extenslonistas 
 desde las fuentes de investigaci6n y de:sde las

instituciones que tienen objetivos en el campo.
 

Existe en el campo una demanda muy grande de informaci6n sobre preclos y
mercados de los productou. 
 Esta demanda no est& siendo cubierta absolutamente
 
par ninguna Instituci6n.
 

El Proyecto tampoco ha 
 dado el apoyo necesario a la introducci6n de
ganaderla dentro de 
 sus Areas de Influencla. Existen experlencias

Interesantes desarrollada3 per DIGESEPE 

muy
 
para la tntroduccl6n de animales en
los sistemas de producci6n, poro no 
 han recibido suficlente apoyo, ni se ha


sistematizado una estrategia evaluar
para estas experienclas y extender
 
aquellas que mejor se acoamoden a los objetivos del Proyecto.
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3. COORDINACION DE INVESTIGACION Y EXTENSTOR EN EL CAXPO
 

La partlcIpacl6n de las instituclones en las actlv~dades del Proyecto es
 
en forma de un conJunto de representantes Institucionales trabajando Juntos en
 
una misma Area geogrAfica o grupo de agricultores. No may realmente un trabajo
 
InterdisciplInario.
 

La coordinaci6n es resultado de la buena volurtad de las personas o de
 
la utilidad queen un momento dado pudiera tener el uso en com6n de un mismo
 
recurso (oficina, carro, Insumo, presupuesto etc.)
 

Duplicidad de acciones y planes de trabajo
 

El ICTA, DIGESA, DIGESEPE y DIGEBOS tienen t~cnicos trabajando en el
 
campo con Areas de cobertura y metas que cumplir de acuerdo a los ?lanes de
 
cada instituci6n. Los miniriegos que estan dentro de la cobertura de esos
 
t~cnicos son atendidos por dstos a trav6s de la participaci6n de los mismos en
 
los EIMATs.
 

Cada t6cnic:o tiene un plan de trabajo y unas metas que cumplir como
 
parte de una instltuc16n en su Area de cobertura, pero tambi6n e3tAn los
 
planes de trabaJo y las metas del ETHAT al que pertenece. Esto Ileva a una
 
duplicidad de metas y planes de trabaJo.
 

En la prActlca, es muy difIcil determinar cu&ntas de las acciones
 
programadas se superponen en los informes que .iepresentan al Proyecto y a las
 
Instituclones. Es tambi6n difIcil determinai cuntos de los recu,:sos del
 
Proyecto se usan Indistintamente para unas u otras.
 

Duplicidad de lineas de autoridad
 

Cada t6cnicc, como parte de su instituci6n, estA bajo las 6rdenas y la
 
supervisi6n de un supervisor regional L subregional en lo que se refiere al
 
plan de trabajo Institucional. A su vez, en ics casos en que ese t~cnico
 
pertenece a un EIMAT, sus planes y actl~vdades dentro del mtsmo son
 
supervisados por el secretario regional del Proyecto. Esta situaci6n lleva a
 
una duplicidad de autoridad.
 

Aunque las acciones de los integrantes de los RIMATs, conto tales, estAn
 
Incorporadas a los planes como t~cnicos de las instituciones a las que
 
pertenecen, el sentimiento general es quie ambas se Interfieren y que su
 
ejecucl6n se subordina a la .fuente que fluya los recursos. Estos se usan en
 
la prActica para cubrir aquellas acclones de uno u otto plan en lav que el
 
tdcnico tenga mayor presl6n en ese momento.
 

La duplicidad de iutoridad y supervisl6n crea tambi6n a veces
 
sitdaciones conflictivas cuando el supervisor de la Instituci6n, por ejemplo,
 
exiJe al t~cnlco el cumplimiento de determinadas actividades que Interfleren
 
con otras planeadas como integrante del EI'MAT. En la prActica, en estas
 
situaciones el t6cnico ejecuta las 6rdenes de su supervisor, ya que de 61
 
depende administratvamente para efectos de evaluaci6n.
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Estos conflictos operativos se estAi resolviendo en la prActica con
 
buena voluntad, cierta capacidad de llderazgo en algunos casos, o la
 
disponibilidad de recursos, que suele ser deterninante. Pero no se estan
 
aplicando lineamientos o procedimientos para el trabajo unificado. Hay ya

propuestas interesantes en este sentido, que debieran ser aprovechadas, pero

adn no han podido implementarse en el campo.
 

Una situaci6n similar en cuanto a organlzacl6n y autoridad se refleja en
 
la relaci6n entre los extensionistas y los gulas y representantes

agropecuarios, cuando 6stos estAn integrados a un proyecto particular de 
una
 
de las instituciones partictpantes.
 

Debilidad en la organizaci6n y coordinaci6n Interna de los ErMATs
 

No todas las instituclones tienen la misma cantidad de t6cnicos para

participar en los EIMATs, por lo que no es fAcIi la conformaci6n completa de
105 mlsmos.
 

La selecci6n de los integrantes de los EIMATs no slempre se hizo con
 
criterios de capacidad t~cnica, motivaci6n etc. sino que a veces se trat6 de
 
favorecer a algunas personas ante la expectativa de recursos que representaba
 
el Proyecto.
 

No so estA siguiendo un modelo de trabajo ni lineamientos sobre c6mo
 
deben funcionar los EIMATs en la prActica. Se han desarrollado algunas

capacitaciones en el marco de la "etodologia 
de Trabajo Interinstituclonal y

Entrega Integrada de Serviclos". Estas capacitaciones fueron descontinuadas
 
por lo que no ilegaron a cubrir todas las regiones.
 

Los Integrantes de los EYHATs visitados parecen tener la idea de que el

EIMAT ofrece la oportunidad de que las Instituclones trabajen juntas en un
 
mismo lugar, para que de esta manera los agricultores de ese lugar reciban
 
todos los servicios. Pero dichos serv!cios, aunque se den todos, se siguen

dando en ferroa paralela. Ccordinaci6n parece entenderse como trabaJar en un
 
mismo lugar y apoyarse en las labores. No parece tenerse conciencia de lo que

significa la interactuaci6n e interdependencia de los componentes del sistema
 
de produccl6n y de 
 el por qu6 es necesarlo que la asistencia t~cnica
 
Interact6e de acuerdo a los mismos.
 

Duplic!dad de modelos y m~todos 
transferencia de tecnologla 

en .as labores de generaci6n y 

su 
Las instituciones participantes en este componente hacen, 

lado, iaboris de investigaci6n y extensi6n. 
cada una por 

Pero el enfoque de especializaci6n de ambas funciones en el trabaJo de 
campo ha llevado a la necesidad de que cada institucl6n aplique para si un
 
modeto metodol6gico con caractirlsticas ,tmilares.
 

Este modelo estA mA3s claro en lo que se reflere a la Investigaci6n. En
 
el cao de ITA y DIMEA, el modelo de Invstlgac6n es el que ha venido
 
desarrollando el ICTA desde su creac16n y luego el Proyecto PROG'TTAPS. Muchos
 



de los t~cnlcos de DIGESA han tenidn acceso al mismo por diferentes canales.
 
El problema es que Cada tina de estas Institucl6nes Io aplIca por su cuenta y a
 
su manera.
 

DIGESEPE tiene a su vez su proplo programa de investigaci6n y sus
 
propios t6cnicos encargados de valldarla, aplicarla y transferirla en el
 
campo.
 

ICTA reali.za sus diagn6stlcos en forma de sondeos cualitativos a trav4s
 
de su oficina de agrosocloeconomia. Los EIMATs, a su vez, estAn realizando
 
sus proplos sondeos como actividad previa a la formulact6n de sus planes de
 
trabaJo.
 

Los t~cnicos de DIGESA dicen verse obligados a realizar labores de
 
bfsqueda e identlflcact6n de tecnologias y vailidacl6n y prueba de las mismas
 
porque ICTA no se las propurciona en la fornia opnrtuna y adecuada que ellos
 
requieren. Los equipos de prueba de tecnologias, de ICTA, a trav6s de sus
 
represontantes en los EIMATs, prueban las tecnologlas generadas por su
 
Instituci6n. Pero estas tecnologlas, a Juiclo de los t6cnicos de DICESA,
 
estAn desfasadas y no responden a Io que el]os necesitan. Esta situaci6n se
 
presenta peor on aquellos miniriegos mAs intiguos o con una produccidn
 
enfocada al rmercado externo.
 

Los t6cnicos de ICTA, por su parte, asumen labores de transferencia
 
porque el decreto de creaci6n de ICTA deja una puerta legal para que asuman
 
estas funciones y purque, do acuerdo a su modelo, 6stas son parte del proceso
 
integrado de generaci6n y transferencia.
 

Algunos tdcnicos de ambas institucio;ies sienten quo no hay una clara
 
divisi6n entre d6nde termina la Investigaci6n y d6nde comienza la extensi6n.
 
Esto provoca algunas tensiones entre ellos en el campo. Una formi de resolver
 
esas tensiones ha ido, en alguno do los miniriegos visitados, repartirse el
 
establecimlento de las parcelas de validaci6n y prueba para diferentes
 
cultivos.
 

En realidad,los tdIcos do arbas instituciones no han sabido Integrarse
 
en un enfoque en el que ambas disciplinas lnteract6en en un proceso comdn.
 

DIGESEP3 realiza labores de investigaci6n pecuaria porque ICTA es d~bil
 
en este aspecto, sobre todo en animales de patio (ayes, cerdos y rumiantes
 
menores). En la mayoria de los minirlegos los agrcultores no tienen
 
capacidad para tener ganado mayor. Los programas de investlgacI6n do ICTA
 
estAn enfocados principalmente a allmentacifn de ganado mayor y mejoramiento
 
de pastos para ese fin. DIGESEPE tiene adem~s sus propios t~cnlcos do
 
extens16n en el campo con funciones especiallzadas.
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4. CONCLUSIONES
 

4.1 	 !nvestigaci6n
 

4.1.1 	El modelo do investigaci6n que el ICTA ha venido desarrollando podria

adaptarse para responder a las necesidades de la agrlcultura
 
diversificada
 

El modelo de investigacldn que el ICTA ha venido des~rrollando con 6xito
 
en el pasado, no se puede aplicar adecuadamente a las necesidades de una
 
agricultura diversificada. Es un modelo que se ha aplicado en el rarco de las
 
Investigaciones enfocadas al mejoramiento gen~tco en cultivos tradicionale y
 
para agricultores de bajos recursos.
 

Conlleva demasiados pasos en el proceso de generac16n y validaci6n de !a
 
tecnologia, por la necesidad de )os pequefos agricultores de cultivos
 
tradicionales de no correr riesgos.
 

Este modelo hace qua no se pueda responder con la rapldez requerida,a !a
 
demanda de materiales validadoF y tecnologlas para el manejo eficiente de los
 
cultivos en !os minirlegos. No obstante, puede adecuarse a esta clrcunstancta
 
y aprov(:char5e la amplla experlencia del ICTA en este tipo de enfoque.
 

4.1.2 	La organizaclr de la Investigacifn por rubros o cultwivs no es la mAs
 
adecuada en unj agricultura diversificada
 

El enftcue por cultivos, utilizado actualnente por el ICTA para !n
 
cultivos tradicionales, no servlr& para el caso de la agricultura
 
dIversifIcada. La producci6n de cultivos dIversificados en las Areas del
 
Proyecto exige investigar c6mo diferentes cultivos puiden cornpartir las mismas
 
condiciones agroccoldgicas y rotarse en ellas con las miximas potencialidade3
 
de produccin.
 

Los i9gricltores de los minirlegos necesitan respuestas rApidas para
 
diferentes cultivos que ellos trabajan al mlsmo tiempo y que deben totar. Un
 
enfoque InstItuclonal por cultivos se reflejaria a la larga, en una tendencla
 
a la especlalizacl6n de grupos de agricultores en un cultivo especifico y esto
 
no favorecerla 13 diversificac!6n ni el sostenimlento del sistera do
 
producci6n.
 

4.1.3 El ICTA cuenta con personal altamenite capacitado en la metodologla de
 
, Invest!gaci6n, ?ero no Io tiene a.n en cultlves dlversificados
 

EL ICTA no cuenta actualmente con nuficler te personal capacitado para la
 
Investigacl6n en cuitivos diversificaios, ni rn.grlcultura baJo riego.
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Reclentemente ha enviado personal a ser capacitado en el exterior, y ha
 
Instalado en alguna de sus estaciones regionales, condiciones bajo riego para
 
adecuarse a 	las circunstancias de la agricultura en las Areas del Proyecto.
 
Sin embargo, en 6stas Instalaciones se hacen Investigaciones de todo tipo de
 
m~todos de riego, aunque en la mayoria de las Areas del Proyecto, el m~todo
 
casi exclusivo es de riego por aspersi6n.
 

4.1.4 	El ICTA no cuenta con un banco de datos con informacion tecnol6gica
 
sobre materlales, ni manejo de los cultivos de Inter6s en las Areas del
 
Proyecto
 

El Proyecto cuenta entre sus metas la instalaci6n de bancos de
 
informaci6n agropecuaria en las regiones, pero todavia no se ha avanzado en
 
ese sentido. El ICTA ha establecido en sus oficinas regionales pequeffas
 
bibliotecas de consulta, y los centros de Investigaci6n cuentan tambin con
 
este seviclo, pero es a6n Insuficlente y desactualizado.
 

4.1.5 	los agricultcres de las areas del Proyccto necesitan servicios bAstcos
 
de anAlisis de suelos, de agua y de problemas fitosanitarios en sus
 
cultivos
 

AdemAs de materiales adaptados a los requerimientos de la agricultura
 
diversificada enfocada al mercado, las mayores necesidades de los productores
 
son de serviclos como anAllsis de suelos y de agua, ientificaci6n de plagas y
 
enfermedades e investigaci6 de soluciones adecuadas para resolverlos.
 

Las capacIdades actuales del ICTA en estas Areas estAn limitadas al
 
nivel central y no cuenta con estos servicios en las reglunes.
 

4.1.6 	Los recursos que el ICTA ha recibido del Proyecto han sido insuftcientes
 
para una mcs efectiva participaci6n
 

El TCTA tiene concentrados sus recursos en sus investigaciones
 
tradiclonales y no puede distraer 6stos fondos para su efectiva par'..ipaci6n
 
en lo2 objetivos del Proyecto. Los recursos que ha recibido de dste han sido
 
limitaidos.
 

En el caso de equlpos, el ICTA no ha presentedo su solicitud al Proyecto
 
con la:. especificaciones del caso.
 

4.2 	 Extensi6n
 

4.2. 	 Las instituciones que trabajan en extensi6n, no tienen un modelo
 
ni metedologia de trabajo unificado
 

A diferencia de ICTA, que cuenta con un modelo de investigacion y una
 
organizaci6n que responde a ese modele, DrGESA y DIGESEPE no cuentan con un
 
modelo unificado de transferencia de tecnologia, ni los extensionistas reciben
 
lineamientos en este sentido. Cada t~cnico de cada instituci6n hace labores
 
de extensl6n y transferencla de acuerdo a su propio criterio y a los recursos
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con que cuenta. ta capacitaci6n de los tdcnicos, adem~s 
de escasa, no es
 
uniforme en este sentido.
 

El m~todo de los extensionistas, en la mayoria de los casos, se limita
al trabajo con grupos en parcelas de transferencla o demostrativas, y visitas

individuales sigulendo rutas determinadas. 
 Estos m6todos no ofrecen adecuadas

coberturas. Esta 
 limitada capacidad para alcanzar cobertura, ha obligado a

priorizar miniriegos, quedando muchos sin atenci6n alguna.
 

4.2.2 Los extensionistas no cuentan con medios 
de comunicaci6n educativa para

hacer 
 su trabajo, ni se utilizan medlos de comunicac16n masiva para
 
apoyo a las labores de extensi6n
 

Los t~cnicos y extensionistas de las instituciones 
 no cuentan en la

prActica, 
con ningdn tipo dc matcri.ales educativos para los agricultores, que
pudleran reforzar y complementar su labor. 
 Aunque alguna de las instituciones

han hecho esfuerzos en este sentido, sus productos no han liegado ni siquiera
 
a los extensionistas.
 

No se utilizan medios de comunicaci6n de mayor cobertura, como la radio
 o algdn tipo de materiales grAficos de bajo costo y amplia difusi6n. 
Dado que
en los cultivos diversificados, sobre todo in el caso de las hortalizas, las
recomendaciones son mAs f&cilmente ext'apolables, el uso de estos medios es
 una opci6n muy tll. Con ellos, seria m~s 
 fAcil si difusidn a amplios grupos

de agricultores dentro de-sus dominios de recomendaci6n.
 

4.2.3 En los contenidos de lI extensi6n se descuidan aspectos 
 muy importantes

del sistemna de produccl6n
 

Los contenidos de la transferancia estAn mAs enfocadns a la introducci6n
 
y maneJo de los 
nuevos cultivos, en menor medida a la conservaci6n de suelos y

a aspccto: de producci6n y sanidad animal, cuando los agricultores cuentan con
 
este recurso. En las reqiones donde trabaja DICEBOS se llevan a 
cabo
 
actividades de reforestac16n.
 

Se estAn descuidando temas cuya informacifn e~tA disponible y es de 
una
validez permanente. Tal es el caso del nintenimiento de los sistemas de
 
riego, administraci6n de finca y comerclalizaci6n.
 

Los extensionistas tampoco 
 est~n haciendo suticiente educacl6n de

agricultores en el uso y manejo de pesticidas. Fsta informac16n le llega 

los
a


.los productores mAs 
a travs de las casas comerciales de venta de agroinsumos,

o compalas. Esto lleva a menudo a aplicaciones calendarizadas y dosis

inadecuadas, con el consiguiente efecto en la agricultura y en el 
rechazo de
 
algunos productos en el mercado externo.
 

oTampoco los agricultores tienen acceso a lnformacldn 
sobre preclos y

mercados, que les ayuden a tomar decislones sobre cuAndo, d6nde y a qu6 precio

vender. Esta 
 Informacl6n, por la varlablildad constante a que estA suJeta,

podria hacerse llegar fAcilmente por medlos como la radio. 
Estos aspectos son
fundamentales para lograr la autogestl6n progresiva de los 
 grupos, y 6sta es
 muy necesaria para poder ampliar la cobertura con 
los recursos disponibles.
 

12
 



4.2.4 	Los serviclos de extensi6n no tienen suficiente cobertura en las Areas
 
del Proyect-


So ha tenido que priorizar miniriegos en las regiones, por no poderse
 
atender todos los instalados. En los miniriegos atendidos por los EIMATs, !"
 
planificaci6n es de una visita al grupo al menos cada 8 dlas. Esto no slempre
 
se cumple y a veces no es necesario que vayan todos, lo que hace que algunos
 
de los integrantes del EIMAT sientan que estAn perdiendo el tiempo.
 

Los mtodos tradicionales, como se apunt6 anteriormente, no son
 
sufEclentes para ampliar la cobertura.
 

Algunos t~cnicos y tienden a trabajar con los mismos grupos, los que al
 
irse especlalizando, ofrecen una mayor garantia de resultados y una mejor
 
facilidad para el cumpllmiento de los objetivos de un plan. La planlficaci6n
 
del trabaJo con los grupos no incluye la autogesti6n entre sus objetivos, ni
 
los criterlos para determinar c6mo el grupo lo va logrando. Tampoco se
 
planifica c6mo se pretende crecer en cobertura progresivamente.
 

Los recursos de movilidad estAn concentrados en los niveles de
 
coordinaci6n, asesoria y declsl6n, mAs que en los niveles operativos de
 
trabajo en el campo.
 

4.2.5 Las mujeres y los nidos no estAn suficientemente considerados dentro de
 
las labores de la extensi6n
 

El componente social dentro de DIGESA es uno de los mAs pobres y menos
 
atendidos. La introducci6n de los cultivos diversificados cfrecia
 
oportunidades de incorporar mAs fLcilmente al slstema de producci6n a las
 
mujeres y a los nios. Algunas labores culturales de los cultivos de
 
hortalizas no exigen un esfuerzo tan grande como en el caso de los granos
 
bAsicos, y en ellas podrian Incorporarse las mujeres. Las mujeres organizadas
 
podrian tener proyectos especificos, enfocados mAs a la producci6n como
 
instalaci6n y ,ranejo de viveris, procesamiento de hortalizas para encurtidos,
 
o proyectos pare el aprovechamiento de los animaler .'sus productos.
 

4.2.6 	Hay algunas experlencias existosas de introduccl6n de animales en el
 
sistema de producci6n del agricultor, que deben ser evaluadas para ver
 
si se deben adoptar y extender
 

Existen varias experiencias interesantes de DIGESEPE, en Introducci6n de
 
m6dulos pecuartos fundamentalmente con ayes, ganado caprino y porcino en
 
algunas de las Areas atendIdas por el Proyccto. Estas actividades no estAn
 
recibiendo el apoyo que requieren, dada la Importancia que signtfican para una
 
m~s efectiva participaci6n del n6cleo familiar en las labores de producci6n y
 
genetac16n de Ingresos.
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4.2.7 Los Culas Agricolas y los Representantes Agropecuarios representan un
 
recurso que debe ser aprovechado mAs adecuadamente
 

La participaci6n de los Gulas Agricolas en las parcolas de prueba y de
 
transferencia instaladas por los t6cnicos de ICTA o DICESA, no es 
mucha en la
 
realidad. Los contactos de estas 
 personas con los tdcnicos no son todo lo
 
frecuentes que debleran, y su capacltacl6n es todavia Insuficlente.
 

4.2.8 La capacitaci6n de los extensionistas no es uniforme y no se ha dado
 
sufIclente Importancla a la actualizacl6n de la mlsma
 

No todos los extensionistas tienen la misma capacltaci6n formal, ni
 
tienen acceso a una capacitaci6n de caricter m~s permanente. La mayorla de
 
los extensioniztas entrevistados no hablan asistido desde hacla afos, a algdn

curso de capacitaci6n sobre algdn tema a su trabajo, o
rclativo dirigido a
 
proporcionarles habilidades para eJecutarlo meJor.
 

La forma de actualizaci6n de la mayorla de los extensionistas en el

conocimiento quo necesitan para el manejo de los cultivos diversificados, es a
 
travds 
 de los tdcnlcos privados de las empresas agroexportadoras y Ic

cualquler fuente de informaci6n disponible. 
Las publicaclones de las oficinas
 
regionales de ICTA sobre recomendaciones para algunos cultivos y crianzas de
 
la regl6n, no llegan a los extaEnslonistas.
 

DIGESA no 
 tiene un modelo. de trabajo en su campo de actividad tan

definido como ICTA, y los servicios de extens16n no tienen on el nivel central
 
de la Institucl6n, una oflclaa quo los represente. Esto hace que las

capacitaclones de los extensionistas no suelan ser fruto de una planiflcaci6n

Instituclonal, sino de las Infriativas de un proyecto o actIvidad especifica,
 
que busque con ello el cumplimiento de sus propias obJetivos.
 

4..3 Coordinaci6n entre Investlga:i6n Y Extens16n 

La participaci6n de las Instituciones en lar actividades del componente
 
en el campo, es en forma de un conjunto de represe rantes Instituclonales
 
tzaDa>ando juntos en una misma Area geogrdflca o grupo de 
 agricultores. No en
 
forma de un trabaJo realmente interdlsciplinarlo e interdependlente. No
 
existe un modelo an este sentldo.
 

En este marco, la coordinacl6n es resultado de la buena voluntad de lar
 
personas a de la utilidad que en un momento 
dado, pudiera tener el uso en
 
com6n de un mismo recurso (oficina, vehiculo, Insumos, presupuesto, etc.
 

4.3.1 Hay una duplicidad de actividades en las labores actuales de
 
lnvestigaci6n y extensl6n on el campo
 

Las Instituclones partIcipantes en este componente hacen, cada una a su
 
manera, labores de investlgaci6n y extenzA6n.
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4.3.2 	La duplicldad de acclones y planes de trabajo de las Instituciones en el
 
campo afecta en forma decislva la Integraci6n de los EIMATs
 

F! ICTA, DrGESA, DIGESEPE y DICEBCS tienen t6cnicos trabajando en el
 
campo cor Areas de cobertura y metas que cumplir de acuerdo a los planes de
 
cada instituci6n. Los miniriegos que estAn dentro de la cobertura dE 
esos 
t~cnicos son atendidos por 6stos, a trav6s de !aparticipaci6n do los mismos 
en los EI1ATs. 

Por un lado, cada t.cnico tiene un plan de trabajo y inas retas -jut 
cumplir como parte de una instltuc6n en 5u Area de ccbertura, y por otre,

estAn 	 los planes de trabajo y lan metas (e1 E1MAT al clue pertenece. Esto l1eva 
a una 	duplicidad de metas y planes de trabajo.
 

En la prActica, es mruy dificil ..uAminntr,t s e.e , icc r c
 
programadat se :uperponen en lo- Info:mes que se pr.sentin al P-oyecto y J ls
 
InstituClones. Es tarnbifn dificil ',eterminar cuAntos de Ion rec'irsos 


.
 

!el
 
Proyecto se usan Indistintamente para unas u otras.
 

4.3.3 	Los irtegrantes do Io:i EIHATS tienen una dup.cldad de lIneas de 
autoridad que afecta su coordlnacl6n Interna y sus acclone2 

Cada t6cnilco, corno parte de su instituci6n, estA bajo las 6rdenes y la 
supervisl6n de un supervisor regional o subreglonal, en lo que so reflere al 
plan do trabaJo institucional. A su vez, en los casos en que ese t6cnico 
pertenece a un EIMAT, sus planes y actividades dentro del nismo son 
supervisados por el secretarlo regional del Proyecn. Esta situac'6n Ileva a
 
una duplicidad le autoridad.
 

4.3.4 	La organizacifn y coordinaci6n interna ce los actuales EIAT: necesita
 
mejorarse
 

No todaz lzs instituclones tlcnen la misri cantidad dc tcnilcos para
partlklpar en los EIMATs, por lo que no es fAcil la conformaci6n completa de 
los mismos. 

No so estA siguiendo un modelo de trabaJo ni de lineamientos sobr2 c6rnc 
deben funcionar loai EIMATs en la prActica. Se han desarrollado capacitaciones 
en el marco de la "Metodologla do Trabajo Interinstituclonal y Entrega
Integrada do Servicios". Estas capacitac!ones fueron descontinuadas por lo 
que no llegaron a cubrir todas las regones. 

5. RECOKENDACIONS GENTRALES
 

El Proyecto deberla:
 

1. 	 Definir con el TCTA un nuevo modelo de Investigaci6n adaptativa que sea
 
&gl y en el que siga particIpando el agricultor. Para su
 
funcionamiento deberA proveerse al ICTA de un banco de Inforinact6n sobre
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2 
materiales y tecnologlas 
 para agricultura diversificada, 

proporcicnarle acceso a los mismos.
 

2. 	 Definir, adoptbr y aplicar una motodologla unificada para la integraci6n
de las diferentes instituciones en las 
 acciones del componente en el
 
campo.
 

3. 	 Definir, adoptar y aplicar en 
 el campo una metodologia de extensi6n
unificada y propIclar el establoclmtento dentro de DIGESA de 
 una unidad
 
a cargo de normar y supervisar su funcionamlento. Esta metodologla debe
 poner nfasis en estrateglas de autogestl6n de 
 los 	 grupos de

productoren, y de ampliaci6n de cobertura.
 

4. 	 Redefinir la planificaci.n de acciones
las 	 institucionales 

componente --% las Arcas dcl Proyecto y pasar, de la 	

del
 
actual planificaci6n


por actividades, a una planificacj6n unificada de las instituciones por
proyectos, con objetivos y metas cuyo impacto pueda ser 
 evaluado. Es
necesario establecer una investigaci6n de base que sirva de referencia
 
para nedir lo cambio2 que va3n Dcurriendo en la adopci6n de tecnologlas
mejoradas por los agrlcultore3.
 

5. 
 Torar jlgunas de las expericncias desarrolladas por DTGE UE en la
introducc6n de animales menores (aves, conejos, cabras ,cerdos) en las
Sreas del Proyectn, y aplIcarlas en determinados lugares en forii de
proyectos de investigacl6n. Evaluar las 
mis adecuadas y extenderlas.
 

6. 	 Evaluar !as necesidades de Lapacitaci6n del personal de las

InstItuciones del componente y disefar 
- aplicar un plan de capacltaci6n

sistemAtlco. Este plan debe 
 contemplar la capacltacl6n permanente de

los investlgadores y extenslonistas en el campo.
 

7. 	 Evaluar la capacidad de las diferentes Instituciones para incorporar

materiales de 
 comunicaci6n educativa para agricultores, y propiclar un
organismo coordinador de 
 su producci6n y distribucl6n en apoyo a las
 
labores de extensI6n.
 

6. RECOMIDACIONES ESPECIFICAS
 

6.1 	 lfvestigact6n
 

6.1.1 El modelo de investigacl6n que ha venido manejando el ICTA debe
adecuarse para los objetivos del Proyecto, haci6ndose mAs simple y A91l
 

El 
nuevo 	rodelo debe adecuarse a un tipo de lnvestigacit6n adaptativa. Elmodelo planteado 
 n "Propuesta 1e un Modelo Tecriol6gico p~ra el Desarrollo,
Adaptacl6n y Dtner-Inaci6n de Tecnologlas dentro 
 del PDA", en adecuado a los
fines 	que se pretenden. Ya 3e 
 han Iniclado, al parecer, actividades de

capacltacl6n sobre esta metodologla en diferentes regiones.
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6.1.2 Es necesarlo que ICTA cuente con un 
banco de datos sobre materiales y

tecnologlas para cultivos diversificados
 

Este banco de datos 
 seria la base para identLificar y locilizar
materiales que respondan 
 mejor a las demandadas del mercado, y contar con la

informaci6n necesaria para su manejo.
 

Este banc 
 de datos 3e debiera alimentar perrranentemente con laInformaci6n sobre 
 m:r'-:s materiales y sobre el comportamiento, problemas y
soluciones de los 
que se vayan adapta.do en las Areas del Proyecto.
 

6.1.3 Es necesario crear !as condIciones para que ICTA modifique su modelo y

se Integre a los objetivos del PDA
 

El ICTA por 
su mismo decreto de creaci6n, estA enfocado al desarrollo de
los pequeflos agricultores de baJos recursos. 
 Deblera haber, de alguna manera,
un mandato en sus objetivcs para 
 Integrarse a estas ntevas circunstanclas de
Investigar para Ltna agricultura de mercado, tanto nacion,l como 
Internaclonal.
 

Para la efoctiva integraci6n del ICTA en el 
 trabajo del Proyecto por
medio de la investlgaci6n adaptativa, es 
 necesario proporcionarle los
 
recursos para ello.
 
La capacltacl6n de su personal dpbe tamblfn set 
reforzada.
 

Su 
 actual "Curso de Adiestramiento de Produccl6n Agricola" 
 (CAPA),
utiliza una buena metodologia de capacltacifn-accl6n 
y podzia servir para
entrenar personal tanto de ICTA 
como de DICESA, en la produccl6n de cultivos
 
diversificados.
 

6.1.4 ICTA debe concertar con las empresas agroexportadoras para ser quienvalide y adapte Ion materiales que 6stos usan, 
 as! como para realizar

investigaclones que sean de inter6s para las mismas
 

Este trabaJo, adem~s dc no ofrecer r1esqo3 para 
 ning6n agri:ultor,
ofreceria a las empresas una 
mayor calidad en la adaptaci6n y seguridad en los
 
resultados.
 

Este trabajo podria representar para ICTA un Ingreso adiclonal.
 

6.1.5 Aparte de id investigacl6n adaptativa, al 
 ICTA debiera ofrecer en las
regiones, serviclos de 
 anAlisls de suelo e Identlficaci6n de plagas y

enfermedades
 

Estos dos aspectos son tal vez, lo que mAs necesitan los tdcnicos y los
agricultores zn 
las Areas del Proytcto 
para raximIzar los resultados de sus
 
cultivos.
 

El apoyc a ICTA en laboratcrlos deblera hacer 
 ntasis en estos aspectos
en las Areas del Proyecto. Unidades bAsicas 
 de anAlists de suelo podrian

cumplir esta funcl6n sin Inversiones muy grandes.
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Txiste ya en 
ICTA un Programa de Minejo Integrado de Plagas, que podrA
ofrecer a los agricultores servicios e informacidn en este sentido.
 

6.1.6 L3s actividadei de investigaci6n del ICTA, financiadas por el Proyecto,
debieran ce~irse exclusivamente a responder 
 a los obJetivos y las
necesidades del mismo
 

La investigaci6n 
 de hortalizas 
 del ICTA debiera hacerse !as
en
condiclones de riego por aspersl6n, que 
son "as m~s generalizadas en 
las Sreas
del Proyecto. Los resultados obtenidos 
 en cualquler otro tipo de condlcione3
beneficiarAn a otros, pero n6 
a loo agricultores de las Areas del Proyecto.
 
6.1.7 1s 
 necezario reforzar la capacitaci]n formal de personal de ICTA, a fin
de asegurar el sostenimiento 
 de las acclones en agricultura


dIversIficada en el pals
 

Para esto, 
 el ICTA debiera presentar un 
 plan de necesidades de
capacitaci6n en aquellos aspectos que son 
de interds para el Proyecto.
 

6.1.8 Para que el ICTA participe en 
las labores del Proyecto, es necesario que
reciba el apoyo financiero de acuerdo 
 a la disponibilidad 
de los
 recursos presupuestados para ese 
fin
 

Una fcrma efectiva de 
 asegurar la concentracifn de los 
 recursos en los
Intereses del Proyecto, 
 serla que los presupuestos se presentaran en forma de
11royectos especificos de Investigaci6n 
con un costo establecIdo de acuerdo a
 su naturaleza e Insumos.
 

DIchos proyectos 
 debleran contemplar en sus presupuestos,
especifico para un rubro
la difusl6n de sus resultados 
 entre los extensionistds
t~cnlcos rA y
campo, a travs de matetlales gr~ficos de enseffanza para ese fin.
Est,! rubro Irta, poco a paco, reforzando la Unidad de Comunicacl6n Tdcnica del
ICT;,, ahora sin fondos para operar.
 

6.2 Extensin
 

6.2.1 El Proyecto, con las instituclones 
 Involucradas en extensi6n, debe
definir una metodologia unIficada 
 para aplicarla en sus Areas de
 
Influencla
 

Un requinito para la tormulacin de 
 un modelo metodol6gico unificado
para los servicios 
 de extensl6n serla el estableclmlento en 
 el nivel central
de DICES), de una dependencla rcsponsable de la extensil5n. 
 Esta dependencla
podria eitablecer los lineamientos sobre la metodologia unificada y la
capacitaci6n uniforme de ios extenslonistas.
 

Cuancdo exista un 
 modelo metodol6gico unIficado, 
y unos procedimientos
sobre c6mo 11evarlo a la pr~ctica, cada Institucl6n, proy(cto o 
programa que
tenga algo 
 que decir a los agricultores deberA Integrarse al modelo o
canalizar su mensaje a travs de 6ste, sin duplicar acclones, affadir personas,
o desarrollar 
nuevas metodologlas.
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El modelo metodol6gico para la extensi6n, dbiera 
incorporar el uso de
 
materlales de comunlcacl6n eduratlva 
 en apoyo a la transferencia de

tecnologia, 
 asi como el uso de la radlo para comunicar a los productores

informaciones puntuales y oportunas 
 sobre precios y mercados, aparicin de
 
plagas y su control, etc.
 

Esto hace necesario tambidn 
isignar 3 esta funci6n de la comunicaci6n,

una 
dependenci3 dentro de !a organizaci6n de DIGESA y dotarla de los insumos
 
necesarios para cumplir su funci6n.
 

6.2.2 	La planificaci6n debiera enfocarse 
a la formulacidn de proyecto
especificos, en los que !as Institucioncs trabajen en forma integrada
 

Act.almente las planificacione2 se 
enfocan m~s a cantidad de actividades
 que al logrc do objetivos especificos do Impacto en las Areas del componente.

Los recursos so dan a las instituciones y es dificil saber en qu6 forma ;,n
contribuldo a los objetivos del ?royecto. 
 Las evaluaciones se enfocan tambi|n

a medir acciones y n6 resultados de las mismas.
 

Una planificaci6n por objetivos, 
 para 	 la ejicuci6n de proyectos

especlflcos formulados y ejecutados por las 
Instituciones y los agricultores

en forma integrada, seria un mejor medlo de asegurar y medir Impacto.
 

6.2.3 Es necesario que los extensionistas aean capacitados de manera uniforme
 
y permanente en los tei s relat!vos a su trabaJo
 

Esta capacitaci6n 
debiera partir de un diagn6stico de necesidades de
capacitaci6n del personal tdcnlco dc las Instituclones que trabaja en el
 campo, asi como proporclonar informacl6n sobre la situacl6n actual del 
recurso
 
humane en este sentido.
 

A las necesidades planteadas por los t'-cnlcos debleran agadir, si
se 
 no
 
aparecen, temas sobre:
 

Objetivos, organizac.6n y metodologla dcl Proyecto PDA.
Mantenimiento de sistemas do riego. 

- T~cnicas de adminiL; a-!6n do fincas do produccl6n.
 
- Conceptos de mercadeo y su aplicacldn a la agrlcultura


diversjticada.
 
- Mancjo integrado de plaga 
 y u:o 	rac!onal de pesticidas.
 

6.2.4 	Se deben formular estrategias de ampliaci6n de c~bertura de los
 
servicios de extensifn
 

So deben establecer criterios claros para evaluar los de cada
avances 

grupo o miniriego en el logro do su autogesti6n, para decidir como Ir

progreslvamente dejando unos grupos y pasar a atender otros.
 

Las movilidadez on el carnpo est~n mal distribuldas. Hay una inversi6n
desproporcional y exageradamente mayor 
 en movilidad par, personal asesor,

administrativo, de planiflcaci6n etc. que para el personal para el que es una
 
herramienta Indisperisable de trabajo.
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6.2.5 Deben analizarse y evaluarse formas de incorporar el ganado al sistema
 
de producci6n del agricultor que no dispone de este recurso
 

El ganado significa mucho para los agricultores como un bien de capital
 
seguro y como fuente de recursos, fuerza de trabajo y nutrici6n. Pequeffos
 
m6dulos combinados de ganaderia y agricultura intezactuando en el sistema de
 
producci6n serian de gran utilidad. El crddito bancarlo podria incorporarse a
 
apoyar estns m6dulos.
 

Se deben evaluar 'as diferentes modalidades que ha venido utilizando
 
DIGESA para este fin, y extender aquellas que demuestren tener menos riesgos y
 
mAs utilidades inmedlatas para el agricultor.
 

6.2.6 	Es necesario preparar un plan para integrar de manera mAs efectiva a laz
 
mujeres y nilon en las labores de prcducrl6n y generacl6n de Ingresos
 

Este plan no debiera 3e: ambicioso en principio, sino formular pequefcs
 
;royectos especificos en Areas determinadas, enfocados a generar ingresos y
 
que interrelacionen diferentes componentes del sistema de producc16n. Esto3
 
proyectos recibirlan financiamiento para su Qjecuci6n, insumos y asistencia
 
tdcnica; su seguimiento y evaluaci6n, permitLIra extender las experiencias
 
exitosas progresIvamente. El Componente Social de DIGESA podria ser reforzado
 
conforme el modelo vaya demostrando resultados.
 

6.3 	 Coordinaci6n entre Tnvestlgaci6n y Extensi6n
 

6.3.1 	Los planes de trabajo de los EIMATs deben orientarse a la ejecuci6n de
 
proyectos especIficos a nivel de cada minirlego bajo su responsabilidad
 

Los EIMATs deben hacer en su Area de influencla, diagn6sticos de la
 
problemAtica y necesidades de lis agricultores en los diferentes componentes
 
de su sistema de producci6n. Para ello podrian ser capacitados por la unidad
 
de agrosocioeconomla del ICTA.
 

En base a la problemAtica identificada en los dlagn6sticos, los EIMATS
 
debleran hacer su planiflcaci6n en forma de prayectos, con obJetivos y metas
 
especificas y medibles. Un proyecto podria Incluir varlos minriegos, a un
 
minirlego podria tener uno o varios proyectos.
 

La participacidn de los diferentes Integrantes del EIMAT en un proyecto,
 
dependerA de la naturaleza del mismo.
 

Los recursos se asignarian para :ada proyecto, de acuerdo a su
 
presupuesto, y se enfocarlan al logro de las metas programadas.
 

La los proyectos formulados 

medir el cumplimiento de les objetivos y las metas, con relac16n a la
 
planificacifn y a los recursos asignados.
 

L evaluac16n de 	 Dara cada minirlego, debiera 

El ErMAT deberA definir los criterios a travs de los cuales se pueda
 
evaluar el nivel de autogest16n, que el grupo de agricultores de cada
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minirlego vaya adquiriendo. La autogesti6n se debe establecer 
 como un
objetivo en el a fn de
tlempo, planificar la progresiva ampllaci6n de

cobertura del EIMAT hacla otrs grupos.
 

La experiencia del trabajo con cada grupo 
debe documentarse en forma de
estudio de 
 caso, que permita formular modelos de desarrolIo que puedan ser
extrapolados y ajustados 
en el trabaJo con los nuevos 
 grupos en el futuro,

facililtAndolo.
 

6.3.2 Los EIMATs deben depender del COREDA, a travs del COSUREDA
 

Los proyectos formulados por los EIMATs deben 
 ser :evisados y avaladoz
 por los COSUREDA y aprobados 
 pot los COREDA, de acuerdo z las politicas y
prioridades, y a la disponlblildad de recurso5. 
 Estas instaricias debieran ser
 
reforzadas.
 

6.3.3 La "Propuesta de un Modelo Tcc "i!co 
 para el Desarrollo, Adaptaci6n y
Diseminaci6n de Tecnologlas DentL 
 del Proyecto de Desarrollo Agricola -
PDA" ofrece un 
 punto de partida para la definici6n de la metodologla

unifcada del Proyecto, y debe se: analizado y tomado an cuenta
 

Esta propuesta ofrece un modelo simplificado de Investijaci6n adaptativa
con un enfoquc participatorio y un 
 modelo de planlficac16n y trabajo
Interlnstituclonal unificado. 
 Se debe concertar con el ICTA, DIGESA, DIGESEPE
 y DIGEBOS su participacl6n en la aplicac16n del modelo. De ninquna manera debe
ser aplicado en forma paralela a los demnds planes de 
 las mismas.

Instituclones, para participar en 

Las
 
el componente, debleraii adeptar forma
en


unificada este modelo y preparar sus 
planes de acuerdo al mismo.
 

7. EL FONDO DE INVESTIGACION AGRICOLA (ARP)
 

Es muy pronto adn para evaluar el ARF, puesto que ha Iniclado sus

operaclones muy reclentemente.
 

Aunque el acuerdo para su ejecuci6n se firm6 en Diciembre de 1989, fu6
hasta Nayo de 1990 que se Instal6 el ConseJo Consultivo y en Septlembre de 
ese

afo se nombr6 el Director EJecutivo.
 

El Director promovi6. la formulacidn, discusl6n 
y aprobaci6n del
reglamento de operacl6n del Fondo y comenz6 
 las acciones de promoci6n de los
objetivos del mismo 
 entre las compafflas y organizaciones de productores que

pudleran estar Interesadas en aprovechar sus 
beneficlos.
 

JUna de las primeras actividades fud tambidn la elaboraci6n de una quia
para la presentaci6n de proyectos, para facilitar 
 esta labor a los

solicitantes y uniformizar la misma.
 

Hasta la fecha se han presentado nueve proyectos 
de diversa Indole, de
los cuales uno ya estA en 
operaci6n, con un monto de $ 130,)00.00; dos mAs han
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sido aprobados y estAn en 
 proceso de concurso para su ejecucidn; dos han sidc
rechazados y el 
resto estd en diferentes etapas de estudio. Se han iniciado ya
conversaclones 
 sobre otras dos posibles investigaclones, que pasardn en 
breve
 
.a convertirse en 
Solicitudes.
 

El Fondo o.'rece una ventajosa oportunidad para investigar problemas
especIficos 
en 'ultivos Oe 
 alta potencialidad de 
 mercado, o
perspectivas de abrir nuevaT
productos destinados a esto
:ornienzo fin. Su experiencla puede ser el
de una" maycr participac16n del 
 zector privado en la investigaci6n

agri ola.
 

Observaciones y recomendaciones
 

1. El 
 Fondo necesita 
 ser promovido en 
 forma mAs agresiva, y algunos
recursos 
 debleran destinarse 
 3 este fin. El Fondo ha editado un
sencllo trifollar, pero su contenido rno 
ha sido adecuadamente enfocado.
Los 
 objetivos planteados son muy 
 generales y no estS 
suficientemente
explicado el mecanismo 
y las ventajas especificas que el 
 Fondo ofre'e
para qulenes quierar utilizarlo.
 

No s6lo las compaffias agrlcolas pueden ver 
ventajas en
lebleran verlas los Investigadores, el Fondo, tambi6n
tanto Independlentes como Universidades
organismos y
o ehipresas relacionadas con 
 la investigaci6n agricola.
investigadores SI lo.
lo ven como una oportunidad

investlgaci6n fInanclada, puedery 

de hacer trabajos dtiles de
convertirse en 
 promotores
Fondo. Un investigador quo gratuitos del
 no encuentra patrocinador para una
encontrarlo Idea, puede
mAs facilmente presentando 
 el Fondo como un alternativa
compartir su financiamiento. Actualmente hay alguna 
de
 

dificultad para quo
empresas solicitantes formulen las
 sus proyectos. Esto no seria problema 
 si 6stos
estan hechos de la mano de un 
investigador que los haya promovido.
 

Por o anterior, ademds de la 
 promocl6n entre las empresas
estar Interesadas que pueden
en comprar el servicio, se
promocl6n entre Io: clentifIcos dedicados a 
deben enfocaf tambi6n acciones de

la investigacl6n, universidades,
coleglos profesionales etc.
 

Un nuevo instrumento de promoci6n, cnfocado a los Intereses de estos dos
tipos de "usuarios" 
en forma mas clara y convincente seria muy dtil.
 
2. El Fondo debe 
 coordlnar estrechamente con
investigacl6n dentro del pals (ICTA, 

los centros dedicados a la

Universidades etc.) 
y tener acceso
a sus bancos do Informaclon 
sin restrIcclones. 
 Esto fundamentalmente.
En el 
caso del ICTA o cualquier Institucion que establezca su banco do
datos con 
tondos de AID, se justifica establecer accanlsmos formales de
coordinac6ri 
oara el 
uso en com6n de este servicio por parte del Fondo.
 

3. Se 
 debe analizar culdadosamente c6mo el 
 ICTA, dada 
 su alta capacidad
t~cnlca en Investigacl6n, pudlera particIpar de las ventajas que ofre~e
el Fondo. Sus Instalaclone; y 
sus tdcnIcos son un
contraparte valloso recurso de
para cualquler propuesta. Podrlia a vez
su difundir
ampllamente los resultados que obtenga, por 
 medlo de sus proplos

t~cnicos en el campo.
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ICTA no puede beneficlarse de los tondos de donacl6n de AID, por ser a
 
su vez receptora de donaclones de la Agenca. Pero su partlclparlin podria

negociarse con los aportes de los prcductores o compa~fas solicitantes de las
 
investigac!ones.
 

Pero, por otro lado, habria gue tener cuidado de no crear en esta
 
Instituc,6n una especle de "611te" de Investlgadores y t6cnicos de apoyo,

dedlcados exclusivamente a eite tipo de proyectos "rentables'. Esto podria

ocaslonar que 5- de cuiden las demos obligaciones y compromisos de la
 
Instituci6n con otras actividades dentro del Proyecto HAD, o con sus objetivos
 
institucionalEs en general.
 

4. Se debe analizar bien que los proyectos en los que ICTA participe de 1n3
 
, otra manera del financiamiento del ARF no esten siendo a su vez 
finaciados ya por otra fuente. Actualmente ICTA estA participando de un 
proyecto de ARF, el proyecto de ARVEJA CHINA en el Altiplano del Pais, 
curt un costo de US 130,000.00. Este proyecto tiene el prop6sito !e 
establecer un programa 1P 7anejo !ntegrado de enfermedades. A traves 
del mlzmo se espera reducir el rle5yo del uso excesivo de pesticidas.
Los mismos objetivos de Investl'acion referidos al mismo cultivo estAn 
incluldos como prioritarlos en el "Pi.in de Fortalecimlento Institucional 
del Instituto de Clencia y Tecnologla Agricola, Componente de la 
Investigacion del Manejo integrddo le Plagas en Algunas Hostalizas del
 
Altiplano y el Orlente de Guatemala", el es financlado por AID, CATIE,

ROCAP y la Escuela Agricola de El Zamorano, con un costo de $
 
1,191,719.00.
 

Otro tanto estA ocurriendo con el Proyecto de l3rdcoll de ARF, enfocado a
 
controlar la "plutella" en dicho cultivo, y para cuya ejecucion 5e esta
 
firmardo actualmente un convenlo con TCTA. La mk!ma actividad 
 estA inclulda
 
en el Proyecto antes mencionado y con el mismo obJetivo.
 

Hay otrss do proyecta:i de ARF .;ue puc iaran rtferlrse a otros dcs carnpcz 
de Investlgacl6n incluldos en el proyecto ICTA-ArD-RCCAP-CATIE-Zamorano. Lon
 
el de TOMATE, actualmente autor~zado y listo para concurso pdblIco, y el de
 
mel6n, cuyos obJetios eran Iguales a] componente del proyecto de ICTA y que
 
fue desechado por los meloneros.
 

Se debe analizar cuidadosamente la valldez de esta duplicidad. Si se
 
encuentra un mecanismo de Integrar ambos intereses en un s6lo inter6s comn,
 
de alguna maner, este acuerdo debt repercutIr en 1o presupuestado, reduciendo
 
de alguna manera la participact6n de una u ot:a fuente por la participaci6n de
 
ambas en el financiamlento (se supone que el costo que 5e ha presentado a
 
ambas fuentes de flnanclamiento es real).
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8. EL FONDO ESPECIAL DE ASISTENCIA TECNICA (FEAT)
 

El Panda Especital de A~~ec~Ttcnica (FEAT') es un medic prActi:c ?'e 
Incorporar la azistenzia tknrica privada 3 loz servicias que lo5 prcductore3 
necesitan ca c campo, ante !a. Ieficenclas de los servicias que ofrece el 
E:tado. 

Diterentes -alse3 han inicado ya e.-ta experiencl'. con dift::ewtes mco eloz 
y la estAr ranel~. '-) con diferentes nivele~ c'.e ftlto, seq~n su-, circ,,ns:t-,c;3. 
y caracteristicas eartIculares. Chile r~s tcii vez el. pals de Amt:1ca !_it.in3. 
que r.As 6'.itc ha ten Ida en este enfoque, y 3u indelo exitoso QstA ivis~ 
para introducir el concepto 2nl :tro,_- p2Aje3. Los ms rcclentcei en Alrj: 
Latina en implerrentar un enforjue ler este tipo, con dos rnadclos ic2t~ 
Perd y Guatemala. 

El Fonda eztA recit~n comenznando aoperar, dc'ipuC~s de nu aprobac , r. F 
par lo tanto muy tempranc, para emitlr urn jul-lo a li idecuacl~rn d. si 

a su funcionamienta. 

Su concepci~n y dizefto ;arecc-, Adecuado5 y s e han p r ev i to.:, tc h c 
detalies para asegurar su Ifunclanarilento. ulero 561o h acer aIni: 
observaclones que canSidera seria 5til torvir en :uenta para preveer p~~ 
abst~culas a 3u tunclonamlento en el futura. 

i. 	 La asistencia t6cnica pdblica busC3 y presupone un etecto multlpWlildcr 
de bOu in-tervencidn: lo que aprenda una, se emtiende a lus deAs -,I v .r 
los resultadus, que obt hene. Este mismo ten6meno se dete zuporner que ,( 
darA Con la asistencia privada. Pero en cEati caso, 6sta deJa 11! 30r 

negoclo y ll1ega on micmento en que ja no nay mercad,: para 2 li o o 
clientes potenciales han visto que puedin aprendur 7irn partilpir 1'2! 
cobto. 

7. 	 En el modela propuesita, el acgricult-r conninza a pagar mA:s cu.Indrh 
supone debe 5abcr ya mAs; e Ir idquilendo m&:; autosu!1c1enc~i. !_j 
derranda del agricultor par azi~tencla t~.cnicz no pocdt± ser '~fcIi" 
por el L6cnlcc. de .cuerda .i ning~in plan, coma ec el ca ro I ' 
asistencla t~cnlca r7.ratulta. 

Los cultivos como in5 hortalizas tienen ciclos 'v:etatiiasr cartos 
la misma, un w,;rlcultor con asintencla tdcnica tiene mfAs oportuni~ad lo 
aprender su maneJa en menos a~as. lina vez rue el agri!,ultor slenta que y~j 
conace c6mo I.idlzr con los problernas de :;us cultivo5, puede to estar ya 
Interenado en soe'ulir pagando uva asl 7tpncla t~cn1ca que cs precisartente cuarvl' 
m47, caira le va resultando. 

Ci v-sto :e traduce tn deserclone5 ai partir 11cl tercer aa, y dadao' U2 
pago de t6cnlco es ciue aI , no!tn privado mayor (proporclon3linnte n me: 
agqrrlct.c" ju -. atender) le t6ciaico :lector p6bllco, pir-Ice :wporxc cl in del 
resultar riue en realldad el costa de lai asl5tencla t6cnica privada ilo~' 
parjando e~n su mayor parte la fuente !Innciera, y n6 reairnente el agricuitor. 
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3. La competencia que generard la asistencia t~cnica privada no 
 serviri de
ninguna maneza para mejorar la asisteILc~a t~cnica p~blica, salvo pot elhechn de -ue 
se puede reduwr Area 4e influencla, ahora difIcil Je
 
cubrit.
 

La asjstencia tdcnica pdblica pasarA a zer ya no 
 "pdblica" sino
"gratuita" a los ojos de los agricultores. Lo que es gratis no puede set
exigido qu.: 
alcance la calidad de lo pagado. Los t4cnIcos del sector ptblico
van a sentirse mAs frustrados a~n de recibir menos Ingresos que los privados
por (en su concepto) los mimos servicios que dan 6stos. 
 Esta frustracin
 
puede set una 
variable que ileve a dos consecuenclas:
 

a) 
 que bajen adn mAs la calidad de sus servi:ios
 
b) que traten por tcdos los medio: de desertar del sector ptblico 
 e
 

-ncorporarse al modelo privadc
 

Esto 6ltimo puede pensarse como un logro, si la meta es 
liegar a
privatizar todos 
 los serviclos de asistencla tdcnica. 
 Pero este logro es
vAlido s6lc En aquellos casos en que la agricultura es totalmente comercial y
ha recuelto factores que no entran directamente en la ley de la oferta y !a
demanda y el mercao. Aspectos como 
conservaci6n de suelos, reforestaci6n,
manejo 
de cuencas etc. estAn resueltos on paises desarrollados y en Areas de
topografla plana y abundantes recursos de 
 agua. Pero 
aqul estos rescursos
dependen todavia de los 
t~cnicos del sector 
 pdbllco, y saldrian perjudicados
 
por una deserci6n de ese tipo.
 

4. Hay una variable que debe tomarse 
en cuenta y es la diferencia de
utilidades 
 que dejan los diferentes cultivos. 
 No gana lo mismo un
productor de br6coll que uno 
 de repollo. No puede pedirse que todos
slembren br6coll, porque todas las tierras no 
tienen la misma vocac16n,
ni todos tendrian los mismos resultados adn con la misma Inversi6n en
asistencla t~cnica. 
 Aunque esto no represente un problena en el papel,
sI puede representarlo en la cabeza de 
 los productores cuando iomparen

utilidades y est~n pagando Io miamo.
 

5. Los mecanismos de control deben ser cuidadosamente manejados para
asegurarse que 
 los t6cnicos estAn cumplIendo su funci6n en forma
eficiente. Los agricultozes pagan poco al principlo y el t6cnico puede
renunclar a esa "poo" a favor de lo que recibe del fondo, y no hacer 
en
realidad las vsiLas o que 6stas 
no tengan la.calluad requerida.
 

Paralelamente a los mecanismos de control, resulta muy 6til el 
uso de un
sistema de Incentlvos por resultados obtenidos, como volumenes de producci6n y
venta a de utilldades generadas par el grupo.
 

6. Los t~cnicos no debcn dejar que se 
les acumul.n los pagos pendientes por
'parte de los agrlcultores o perderAn mucho tiempo cobrando. 
 Y cuando el
agricultor vea quo no pagando recibe las 
 visitas ext:as que representa

el cohro, podria 
 usar esto coma un Instrumen0to para recibir mAs
 
atencl6n.
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9. ANALISIS DEL PLAN DE MANEJO INTEGRADO DE PLAGAS DEL ICTA
 

El Plan "Manejo Integrado de Plagas en Algunas Hortalizas del Altiplan(

y el Oriente de Guatemala" 3e estA desarrollando dentro del ICTA con Il
particpaci6n de AID, ROCAP, CATIE 
y la Ecuela Agricola Panamericana de E
Zamorano. Sus objetivo; son investigar, generar, comprobar y validar alguno:
drogramas del manejo integrado de plagas en 
los cultivos de repollo, br6coli,
arveJa china, mel6n y tomate, en 
las Sreas de minirlego, enfatizando el uso de
algunas medidas de control tales como 
 el control biol6gico, el control
 
cultural y el uso de plagicidas mas selectlvos.
 

Comentarios y recomendaciones
 

1. 	 El Proyecto estA bien justificado y los avales t6cnicos del CATIE, ROCAP
 y la Escuela Agricola Panamericana de El Zamorano, con una amplia

experiencia en este campo, ofrecen una 
indudable garantia.
 

2. 	 Alguno de los cultivos y temas de la investigaci6n son los mismos a los

enfocados por el Fondo de Tnvestigaci6n Agricola (ARF) de la Gremlal de

Exportadores de Productos no Tradicionales (GEXPRONT).
 

El ICTA estA desarrollando ictualmente, con recursos de dicho fondo ( $
130,000.00 ) un proyecto de ARVEJA CHINA, con 
los mismos objetivos y en la
misma 	zona apuntados para este cultivo 
 dentro de los objetivos del presente
 
proyecto.
 

Otro tanto ocurre con un proyecto del ARF sobre el control de 
 la
"plutella", sobre el cual estA firmando
se 	 un convenlo para que el ICTA lo
lleve 	a cabo. 
 Este mismo cultivo, objetivos y zona de investlgaci6n, estA

incluido en las prioridades apuntadas para este proyecto.
 

Los otros dos cultivos priorizados: tomate y mel6n, estAn 
 tambidn
Incluldos en proyectos de ARF. El de tomate ha nido aprobado recientemente y
se estA sacando a concurso pdblico su ejecuci6n.

El de mel6n fud descartado por los meloneros, pero tenfa 
 los mismos objetivos
 
que el presente proyecto.
 

Es necesario analizar esto para que establece
si se 	 una coordinaci6n,
dsta sirva para un mejor aprovechamiento y racionalidad de los recursos de las
•fuentes no para duplicar un presupuesto con los mismos objetivos para ambas.
 

3. 	 El documento del Proyecto estA pobremente formulado, aunque 6sto no
dismlnuye su vali'dez en t~rminos de 
 necesidad y prioridad de sus
 
Intereses.
 

La eotrategia no esta suflcientemente explicada y, en el marco de la
misma, no se especifican bien 
 las metas. Por ejemplo, la capacitacion

(cuantos, cuantas veces... et:.), la 
 producclon de materlales de divulgacion,
edicion de libros etc. 
 (a los que, de acuerdo al Jocumento "se pretende dar
mucha 	Importancla"). Estos son aspectos que 
 no est~n especificados, tomando
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en cuenta qun su costo presupuestado sera de $ 68,500.00, los que suran
 
pagados en su casi totalidad por Louis Berger, que son los mismos fondos de
 
AID-HAD.
 

No se especifica qui6n, dent:r 2e 7CTA, desarrollarA 6stas labores de
 
capacltacl6n de !os usuarios, ni qu6 persona u oficina se encargar& de 
 !a
 
edlci6n y producci6n de loo matcalez educativos, cu~as radlales, libros etc.
 
que se mencionan. El ICTA contaba el pasado con oficina de
en 	 una 

comunicacl6n ahora practIcamente Inactiva; 3eblera especlflcarse si es 
 esta
 
oficina quien se encargarA de esta func6n. Como actualmente no cuenta ccn
 
equlpos para estas labores, deblera especiflcarse sl se le van a proporcicnar
 
y de qu6 tipo etc.
 

4. 	 La urgencia de rcopuestas a los problemas de plagas y enfermedade: en
 
las treas del Proyecto PDA exige una priorizaci6n en la secuencia de
 
acclones.
 

La primera necesidad de los productores es el uso adecuado de lo que

actualmente usan: los pesticidas y plaguicidas, mientr3s se encuentran ctras
 
medidas de control. La segunda prioridad r.cela la adaptacin de otras medidas
 
de control experimentadas con 6xito en el exterior, para aquellas plagas

identificadas tambifn en Guatemala. La tercera serfa li investigacion de
 
nuevas medidas de control, tenlendo primero cuidado de no repetir

investigac!ones de centros con maynr capacidad, que pueden obtener resultados
 
mrs r~pidamente.
 

Este acercamiento progresivo a la realidad del problema producir!a

resultados mAs aceptables para Ics productores. No se puede esperar que un
 
productor, acostumbrado a ver morir de inmediato una plaga con la aplicaci6n

de un pesticida quimico, cambie 6ste por un biologico, cuyo efecto mas
 
retardado no puede comprender.
 

La estrategia debiera ser replanteada on t~rminos de que sus resultados
 
puedan tener aplicabilidad )rogresiva, y no que los productores tengan que
 
esperar a que termine el largo proceso de la Investigacl6n para acceder a
 
resultados. Puede que entonces el deterloro agroecol6gico en aigunas zonas
 
haya modificado las variables Iniciales en las que se bas6 la Investigact6n.
 

5. 	 AID, por ser el dnico de los participantes que no cuenta con ninguna

Infraestructurn propla de Investlgaci6n ni personal que dedicar 
 al
 
Proyecto, tiene una contrIbuclon "neta" de mayor Importancia. El monto
 
de esta contribuclon en Io que se reflere solo a carros, gasolina y

mantenimiento, es de casi el doble de lo que Fe ha presupuestado para

equlpo de laboratorlo por parte de todas las instituclones Involucradas
 
(incluida AID con mas del 50% de dicha contribuclon especifica).
 

Considero que el presupuesto debiera revisar tamblen sus prioridades.
 

6. 	 El plan explica que la Disciplina de Proteccion Vegetal se CedicarA casi
 
exclusivamente a la eJecucldn de este proyecto. Los programas de
 
Hortalizas, Socloeconumia - Prueba de Tecnologlas dedicarn parte de su
 
tiempo a este proyecto. El Proyecto HAD en sus Areas de influencia
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necesita un enfoque agresivo de investigaci.Sn adaptativa en 
 hortaliza:
 
para responder a las urgentes neces~dades de adaptaci6n de material(

etc.; no queda claro en qu6 forma 
 esters programas fundamentales van
atender estos objet!vos pricr!tarioz del Proyecto HAD, 
 al que en otr,
planes y presupuestos estAn pidiendo recursos con este fin, si zu 
tieml
 
va 
a dedicarse a este proye:to e-pecifico.
 

Se debier' revisar que las actividndes de este Proyecto no desplacen ;ccomplete 
 a los prog:famas y disciplinas del rCTA de sus responsabilidades cc
el Proyecto HAD como un todo. 
 SI, como dice el presente plan, el personal
Proteccion Vegetal se 
dedicarA "ca.- exclusivamente" a este proyecto, hay quver si se puede contar o no con ou partIc1pac16n en las necesidades inmediata 
y constantes de los mintriegos. Otrc tanto ocurre con los demAs programd:

discliplinas.
 

10. 
 ANALISIS DEL PLAN DE INVZTIGACION Y EXTENSION PROPUESTO POR DIGESEPE A
 
PROYECTO
 

El dItimo plan presentado por DICESEPE al PDA 
tiene fecha de Octubre,
1990, y se denomina "Plan de Trabajo que Define las 
 Acciones Operativas de
Componente Pecuarlo". 
 Dicho documento consta 
de un plan y un "adendum", ei
los que se describen los procedimlentos y actividades a ejecutar 
 por dich,

instltuci6n en el 
marco del Proyecto PDA.
 

Comentarios al Plan
 

En la primera parte del 
plan se d mucho 6nfasls a la sanidad animal,
con un enfoque epidemiclgico de las acciones, 
lo que parece inclinar el plar
hacla una 
 perspectiva eminentemente veterinaria. En segunda
la ;arte,
adendum, se exponen con detalle 
 una seric de instrumentos de promocl6n de 1i
actividad ganadera en el campo. 
 Su enfoque es mAs zootecnista, enfocado a !a
introducci6n de diferentes especies de ganado en 
los sistemas de producci6n de
 
los agricultores.
 

La sanidad animal no es un problema muy grande todavia en la mayoria Je
las Areas del Proyecto PDA. Son muy pocas las cabezas de que
ganado con 

cuentan los agricultores an los miniriegos en que hay algunas.
 

La introducci6n de ganado en 
 el sistema de produccidn de aquellos
agricultores que no 
cuentan con este rccurso, ayudarS sin duda a varios de
objetivos del Proyecto. 
los
 

El ganado representa para los agricultores como el

dinero en el banco para la gente de la 
cludad.
 

- Hay sobre el particular alu,;nas buenazs Ideas 
 en el papel, pero s6lo
algunas han sido llevadas a la prkctca. Desafortunadamente no hay
evaluaci6n formal del Impacto de la- mismas, 
una
 

que pudlera avalar su aVopcif6n
definitiva y dlsemlnac6n. 
 Sin embargo, pudieran ser suficientes para
comenzar una serle de Investigaciones sobre este tema.
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Pero la introducci6n de ganado mayor en una zona debe ser cuidadosamente
 
analizada en base a la disponibilidad real de pastos o desechos para su
 
alimentacl6n. Esta ha sido la dlficultad mSs grande que los agricultores
 
entrevistados manifestarcn en el m.nCj4 do su ganado. Tampoco la
 
disponibilidad de tierras es su'fciente para cultivar pasts..


La introducci6n de ganado debiera comenzar en forma escalonada: primero
 
ayes, ccnejos o runmlantes menorcs, y 'iego, cuando el agriciltor ha 3dqu r!o
 
ya un poc3 de autosuficiencla, Ir introducciendo el ganido porcino, hasta
 
llegar pr:greslvamente 3 la 1 vacuno. lmpide que1blida, '7sto no
'erade 

se pucda responder a Lind dernaa 'dc - 4'12J. t..c 2.. n momento etrm.nadc,
31 surgiera, -ero el plan debc ten,- :a trategia dfnica. 

todas las opciones sin priorizarlas reprcenta una Invo.-i6n do esfuerzo en !a
 
prcmoci6n de aigunas cuyc 6x~tc pud!era ,er muy relativo y mnS i large 1,3z.

Una priorizaci6n Ilevarla a concentrar el efuerzo en un s6lo sentido. hacla
 
lo que represente para el agricultor mns beneflclo Inmedlato con menos riesgo.
 

El ganado menor proporci na 1-iZ mujeres una buena oportunidad dr 
particlpar en el proceso productivo de la firca. Les permite generar Ingresos
 
para el n6cleo familiar y mejorar Ia alimcntaci6n de sus mlembrcs.
 

En varica miniriego: vi,tad:c, !-z agricultores que hab-an t -enif
 

acceso a comprar una balsa avicola, manifestaron haberla aprovechado muchc.
 
En el r .e er gados los
mismo en.do pron:inci1r-n lo-: de botiquines
 
pecuarios. ie acuerdc i las nt ' izta . realizadao 
 en ci campo cn
 
agricultorez y ttcnicos, las bcl:a3 dvicula: son las cue han representado
 
mayor ganancia para Ics benefIclaricn, :guldais de los proyrctos caprinos,

ganado porcino y par 61timo, ganado vacuno.
 

Sabre el particular, el -anadc vacuno, do acuerdo a un estudio de
 
Impacto econ6micc do los m6dulos pecuarios realizado en la regi6n VI, no
 
representa realmente una utilidad neta do pronto u.o. La ganancla estA al
 
parecer en Io que significa el animal en 71, en valor de venta. Los costos de
 
su alimentaci6n son, en el mejor do los caso., cazi Iguales a los derivados de
 
los productos que so ubtlenen do 65te.
 

En !a estac!6n experimental do El Ohasls plantearon el problema de no
 
poder alimentar, por falta de fondos, al animal quo tienen para servicios de
 
monta. SI esto es asi en una estaci6r experimental, que puede generar

desecho3 de la produccl6n an: Icola, es f~cIl Imaginar que un agriculto: : n
 
poca tierra y us,ida en furma Intenniva tendric an !!ftcultades mayores.
 

El documento on refe-encia menc:ona una seie de instrinento:, cone
 
bolsas avfcolas, botiquines pecuarlos etc. y los describe, pero no define
 
claramente una estrategta para en qu6 furma utilizar estoc Instrumentoa para

Introducir en los agricultores el manejo de animales de patio con una
 
finalidad especIfIca.
 

Aunque el documento no lo menciona, sI hay un procedImlento para ]a
 
entrega de las bolsas avicolas y demos Instrumentos, que so ha ventdo
 
siguiendo hasta ahora. Este procedimiento so planifica de arriba a abajo,

marcAndose en 
 el nivel central unas metas do cuAntas bolsas se distribuirAn o
 
cuantos m6dulos se ImplementarAn, I pasando al extensionista en el campo !a
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responsabilidad de 
 cumplir con esta meta. Oeria m~s adecuado desarrollar un
 
modelo de plan~ftcac16n desde abajo, promoviendo primero las bolsas y m6dulos
 
en los minirIegos y creando el inter6s en los agricultores par desarro!lar
 
estos pequeos proyectos pecuarlos a nivel familiar. La planIflcacifn al
 
nivel central, dpblera entonces adecuarse a la demanda que venga desde los
 

Reccmendaciones
 

1. 	 El Anfasis de la actividad de DITOTSEPE debiera concent-arse, en el
 
tiempo del Proyecto y con los recursos del mismo, a la introduccidn de
 
panaderla un los mlnlrlegoz. E:ta Introducci6n debe hacerse en base a
 
una planificaci6n desde abajo, de acuerdo a los intereses y ca~acidades
 
de los productores, pzevilmunt :onsitados.
 

2. 	 La introduccln de animales en el siztema de producci6n 2ebe se:
 
progresiva y corenzando con aquellos que representan menos riesgo y

mayoru5 beneficios comparatives para el agricultor.
 

3. 	 La Intr:duccion de mdulo3 Pecuaricl con ganado menor debe hacerse en 
formna de proyectos, enfocados prircipalmente a la participaci6n de !a
 
mujer en el proceso productivo. Dichos proyectos serian Inclutdos en la
 
planlficacidn del EIMAT para su aprobaci6n y financiamiento. Una
 
muestra selectivi de estos proyectos se tomarla coma estudlos de casos
 
para evaluac16n de su Impacto. En base a esa evaluaci6n, se extenderla
 
la experiencia mAs ampllamcnte.
 

4. 	 Algunos de los mecanismos que actualmente se estn manejando a nivel de
 
Ideas, para Introducir las diferentes especles de ganado en los
 
minir!egos (come el pr6stamo o donacl6n de hembras preffadas etc.)

debleran plantearse en forma de proyectos de Investlgacidn e Instala:se
 
coma tales en diferentes Areas. La evaluacl6n de los resultados de los
 
mismos seria la base para decidir su adopcl6n o para descartarlos.
 

5. 	 En la capacitacl6n que los EIMATs hagan a los agricultores sobre
 
admInlstraci6n de sus fincas, deben enfatizar la Importancia del ganadc
 
en la economla de las mlzma. BANDE2A 'Jobe apoyar con crdditos !a
 
compra de ganado en las mismas condiciones con que apoya la Instalacifn
 
de los minlriegos.
 

6. 	 La Introduccldn le ganado mayor debl,,r dejarse s6lo para aquellos caso3
 
en que los agricultores lo sollciten. 1i este fuera el caso, deblori
 
enfocar . mAs coma un prcyecto Ied grupo organizado quo como
 
partlcipaci n individual de un agrlciltor por [nterds personal. 1_
 
capacldad de los agricultores de lan Aruad de minIrIego para rnntener
 
ganado mayor es llmitada, po: !o que nc serfan tantas laz poslbllldades
 
de tener mucha demanda. Ante esta 'ltuaci6n, 3l se atienden casos
 
Ind!vlduales, se corre el riesgo de atomIzar la aslstencia a muchas
 
personas, dlstantes entre s, ccn !a consigulente dificultad para una
 
atenci6n eficlente.
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11. ANALISIS DEL PLAN PARA REFORZAR LA DrRECCION DE SANIDAD VEGETAL
 

La Direcci6n T6cnica de Sanidad Vegetal sufre, como la mayorla de las
 
Instituciones p~blicas, de una falta absoluta de recursos. Esto no le permite
 
cumplIr con sus funciones instituclonales. Su personal estA altamente
 
motivado.
 

El plan presentado es un reflejo de ezta alta motivaci6n. A trav~s del
 
plan se puede ver que existe el conocimiento do Io que la institucln deblera
 
hacer y que existe la voluntad de hacerlo. Desafortunadamente, el Proyecto nc
 
puede por si solo resolver todos !os problemas y necesidades del pals en las
 
Areas quc ccmpeten a esta Direcci.n.
 

Resolver todos los problerma. que apunta, y realizar todas 'a
actIvldades que plantea, demandarla mna tnversi6n y un plazo de tfempo
 
muchisimo mayor del disponible.
 

1. 	 Los cbjetivos del plan son 7ujmamente 3mb-ciosos. Tmposibles de cumplir
 
dentro de 1O3 recurscs con que 3e cuenta ni con lo que el Proyecto
 
ofrece. Se corre el riesgo de que pot querer abarcar todos los
 
aspectos y necesidades de la Instituci6n, no se logre mejorar realmeate
 
nada de manera substancil.
 

Uno de los obj(:tivos especificoz, pot ejernplo dice: " Desarrollar 
campata3 regionales y nacionalcs Lftlizando todos los medlos posibles 
(radio, television, prcnua, folletes, visItas etc.) para un :nanejo 
seguro de plarj :Idas". La DTSV no cuenta con Infraestructura n! 
personal do procuccl6n de este tipo de matedlales, y tampoco contempla 
en el plan presupuesto suficiente para hacer este tipo de actividad en 
!a forma planteada. Otro tantc ocurre con varlos de los demAs objetivos 
especificoz. 

2.. 	 Hay una cierta zonfusi1n entre cbJetlhoz a cumplir y funciones de
 
quienez van a cumpl!rlos. Tztc -e ! en !a descripci6n do funciones de
 
todos los componentes del plan. No estSn muy claras las estrateglas que
 
se van a seguIr para lograr lo,! obetvos que plantea.
 

3. 	 El plan deblera revlsarse y reducirse baotantc sus expectativas hacia
 
objetivos y metas realizables y medlLls, estrateglas para Ilegar a
 
ellas, y requerimientos especlficos para desarrollar esas estrateglas.
 

So debiera comenzar pot etab2acer prioridades ent:e la amplia qawa de
 
problem,s que prctcnde resolver. Una forma de establecer esas
 
priorldades podria set separar muy bien Io que son las causas, a fin de
 
enfocar hacia 6stas las primeras estratagias. Las estrateglas debieran
 
ccairne a lo obJetivos y-Areas de trata~o del Proyecto.
 

4. 	 Una de la3 prioridadez debiei:i ier .a educac16n de los agricultores
 
extensionista3 y los comerclintes de agroinsumos en el manejo de los
 
plaguicidas. Para cada uno do estos ,egmentos so deblera establecer una
 
entrategia especIfica. Esta funci6n de comunicacl6n debiera ser la
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prioritaria del personal!9 :3eteo 
fin:;ectores regionales), pero para
ello necesitan contar con lcs 
 recuros educativos aproplados. ba
producci6n 
 de materiales de comunicaci6n educativa enfocados .3agricultores debieza scr 
'-:z
 

uria actividad prioritaria.
 

5. Se debiera brindar az-tencla i !a Direcciun Tcnica de Sanidad Vegetalpara reformu!ar el plan en for.. ; Pr~orldades y estrategias concretas,
y para desarrollar 
-e 


una estrategla que se de 
 capacitaci6n de losagrIcultores 
y er, la prcparac!6n de materlales cducatlvos y
comunlcaci6n para eue fin. 

' 
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EXECUTIVE SUMMARY
 

As part of a 10-person team, two natural resource management (NRM) specialistsparticipated in the Midternm Evaluation of the Highlands Agricultural Project, Phase II (HAD II)between March 12 - April 26, 1991. The expatriate and Guatemalan consultants investigated thecontributions --at the half-way point-- made by the project's soil conservation, watershedmanagement, and forestiy activities in: 1) ensuring agricultural productivity and profitability ofsmall-subsistence and commercial farmer,, and protecting the investments they made in
constructing mini-irrigation systems. 

General Conclusions 

After ;xtensive interviews, review of various project documentation, and several visitsto field sites throughout the country, the consultants concluded that on-farm impacts of thevarious NRM activities are benefiting the targeted beneficiaries. For the most part, the NRM.",-.miques, practi-es, and technologies promoted by HAD Ifappear appropriate, effective, and
'Yl'.-adapted to specific project sites. 

However, the cumulative effects of the NRM activities are not as significant or effectiveas they could be. At the watershed level, the project is having less of an impact than is possiblegiven the somewhat arbitrary fashion or shotgun approach of locating technical interventions.Many of the forestry. watershed management, and soil conservation activities promoted byProject staff are not working in unison, nor are they well-coordinated. Consequently the longterm project goal of sustained productivity and profitability of small-scale irrigated agriculture
is in jeopardy. 

To date, the Project has not developed an integrated (holistic) watershed managementstrategy -- as prescribed in Project Amendment III. HAD II is currently beset with numerousbureaucratic, administrative, management, and technical problems and obstacles that hinder
virtually all phases of project implementation. 

At all levels --whether national, regional, or field-- better coordination and communicationis required as well as a simplified decisionmaking process to guarantee that all institutionalmembers are working together. Achievable workplans and targets are crucial to project success.Given the myriad setbacks in making HAD 1I fully operational, project goals and objectives ofHAD Ifwill be difficult, if not impossible to attain within the next 2 1/2 years. 
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General Recommendations 

Among 	those steps or actions HAD II must take in the near-term are the following: 
1. 	 Establish realistic targets and clearly define the institutional and individual roles of each 

project menber involved in natural resource management, conservation, or protection; 
2. Develop rudimentary watershed management plans to serve as planning and coordinating 

tools 

3. 	 Devote more attention to protecting upland areas of those watershed in which small
irrigation systems are situated 

4. 	 Abandon or stop inappropriate, ineffective project components that do not coincide with 
project NRM goals and objectives 

5. 	 Consolidate limited project resources --especially personnel, financial, and physical
(equipment); and 

6. 	 Develop a NRM monitoring system to track project activities as well as a series ofwatershed-specific land capability maps to assist inlocating soil conservation, secondaryforest management, or watershed management interventions. 
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INTRODUCTION
 

This report presents the joint findings of the expatriate and local natural resourcemanagement (NRM) specialists for the Midterm Evaluation of the Highlands Agricultural
Development (HAD) Project, Phase II. 

Scope 	of the Evaluation 

The consultants were responsible for evaluating the appropriateness, effectiveness, andsustainabiliy of the HAD II Projects' soil and water conservation and forest resourcemanagement activities. More specifically, the consultants were to evaluate the following: 

1. 	 The various watershed management and forestry activities being undertaken by theproject, including PROMIM and the Bosques Comunales programs, in terms of
overall effectiveness, relationship to other project activities, and sustainability. 

2. 	 The project's soil conservation program from the point of view of overall
effectiveness, conservation works, and effectiveness in teaching farmers the 
necessary principles and convincing farmers to undertake soil conservation works. 

3. 	 The technical interventions being used in the soil conservation program. 

4. 	 The use of pago social as a motivator for undertaking the construction of soil 
conservation works and other conservation activities. 

5. 	 The need for coordination between DIGESA soil conservation efforts and 
DIGEBOS led watershed management and forestry efforts. 

Each consultant's scope of work can be found in Annex I. 

Evaluation Meth d 

The evaluation was conducted by a combination of interviews of project beneficiaries,field staff, technical and managerial personnel; a thorough review of pertinent project documentsprepared by participating institutions; and field visits to selected project site- across the country.The expatriate NRM specialist conducted his portion of the evaluation in Guatemala betweenMarch 12-April 12, 1991, while his local counterpart vas contracted by USAID/Guatemala for 
the period April 1-26, 1991. 

Given 	the limited time available to carry out the evaluation, the ,ctensive area coveredby the 	project, the number of discreet NRM (defined here as including forestry, watershed 



management, and soil conservation) interventions undertaken as well as the large number ofparticipating institutions and individuals, this evaluation can best be described as a "snapshot"view of the entire NRM portfolio. Howevr, of the seven regions where the project is operating,the consultants were able to visit more .nan 20 field sites in all but Region 11. The two NRMspecialists also interviewed more than 45 people -- from participating farmers to Ministry ofAgriculture (MAGA) program coordinators. Individual workplans and lists of people contacted
and documents reviewed can be found in Annexes 2 and 3. 

Problems Encounterd 

Several obstacles arose while conducting this evaluation that contributed to a less thandesirable level of interaction between the two NRM specialists and their coverage of projectactivities together. Initially, there was a delay in finalizing the contract between the localconsulting firm and USAID/Guatemala. The local NRM specialist also had to complete a relatedstudy on HAD IIfor USAID during the first two weeks of the evaluation; Furthermore, he hadto split his time between assisting two of the expatriate team members. The evaluation team alsohad the misfortune of trying to visit field sites and conduct interviews during Holy Week, when
for all intents and purposes, the country shuts down. 

Decisions ht hp LhiLTs Evaluatiqn 

Early on in the evaluation, it became readily apparent that distinguishing between thevarious NRM activities previously completed by HAD I (1983-1988),or currently underway byeither HAD 11 (1988-1993) or HAD 11 (1990-1993), :-virtually impossible. In some instances,HAD I project funds are still supporting forestry activities --namely, short-term training-- whileHAD IIactivities --such as the integrated watershed management efforts of the PROMIM Project
- overlap with scheduled soil conservation interventions of HAD II. 

Inan effort to simplify this complicated situation and reduce confusion, all NRM activitiesthat were either ongoing or began in 1988 (the actual start-up date of HAD 11), or have since 
gotten underway, are evaluated in this report. 

geoo Structure 

Section Iof thik_ report provides a summary of the NRM goals and objectives of HAD IIas well as brief descriptions of similar activities under HAD I and HAD II!. Section Ifpresentsthe consultants' findings. Recommendations are provided in Section III. 
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1. DESCRIPTION OF NATURAL RESOURCE MANAGEMENT ACTIVITIES UNDER 
HAD PROJECTS I, II, AND III 

1.1 Highlands Agri.,ltural Development Project, Phase II 

The HAD 1I Project is designed to stimulate economic growth throughout much of ruralGuatemala (except the Peten) by increasing agric iltural productivity and profitability of smallsubsistence and commercial farmers. Over the five year life-of-project (1988-1993), technicalassistance will be provided to small-scale agriculturalists in an effort to: 1) diversify cropproduction; 2) further develop existing irrigation infrastructure; improve crop production
technology; and 4) upgrade marketing services and access. 

Central to the HAD II Project is the belief that "a holistic approach which combinesactivities to increase production with natural resource protectior, activities..." is essential toensuring "... that environmental conditions remain propitious for continued high production" (p.3,Project Amendment III, HAD II, 520-0274). Concurrently, the project aim is to ensuresustainability of the various project interventions as well as help the intended beneficiaries tosuccessfully compete in an increasingly competitive marketplace. 

By 1993, under the Land and Water Use Component, the Project is expected to havecompleted various site-specific soil and water conservation, agroforestry and secondary forestmanagement activities that complement and protect small-scale irrigation systems within selectedtributary watersheds. These activities are expected to benefit approximately 27,000 rural familieswhile protecting or improving 6,400 hectarcs of farmland and secondary forest.
Under HAD 11, an effective conservation package will be developed to include appropriatesoil conservation measures, soil management, and agronomic practices, as well as conservationstructures. The implementation of a priority area identification system for soil conservation,agroforestry, and reforestation activities will ensure development of sound management plans. 

A trust fund established by BANDESA will be used in part to provide social paymentsto farmers for their labor in constructing soil conservation structures on individual or communallands. Under HAD II, social cost payments will be used only to introduce soil conservationpractices in areas where they are not presently used; payments should be based on schedules foreach type of activity on a per unit and one time basis. The interested farmers will be selected by
D),GFSA agents to receive payments. 

Technical assistance ($450,000 AlI) in1put) and a variety of long-term, short-term, andin-country training activities ($212,000 in All) funds) will also be provided to staff of theDirectoiate of Forests and Wildlife (DIGEBOS)and the Directorate of Agricultural Services(DIGESA) within the Ministry of Agriculture, Livestock and Food (MAGA). In addition, 15motorcycles for DIGESA field personnel and various other commodities totalling $102,500 will
be purchased to support project staff. 
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1.2 HAD Phase I 

As the predecessor to HAD II, this project functioned primarily as an infrastructuredevelopment project in the western highlands between 1983-1988. The project focussed on twoprincipal activities: 1)natural resource conservation, which included the constniction of smallscale irrigation systems, various on-farm soil conservation interventions, and community-based
forestry activities; and 2) a niral access road. maintenance program. 

A major thrust of the project was soil conservation. Social cost payments were used asan incentive to motivate farmers to constrtct primarily bench terraces or dead (rock) barriers.AID loan funds contributed $200,000 to BANDESA's social costs payment trust fund. DIGESAreceived $142,500 in loan funds to cover operational expenses, while the GoG contributed
Quetzal equivalent of $222,938 in counterprt funds. 

The forestry component, which began in 1985, was initially focused on developing 130hectares of community-based forests in three Highland villages. AID contributed $200,000 inloan funds and the GoG added the Quetzal equivalent of $145,477. Eventually, the projectexpanded to cover 32 communities throughout the western Highlands. In 1986, the followingsubcomponents were added: establishment of 24 voluntary community forest fire brigades($120,000 in AID loan funds and the Quetzal equivalent of $366,332 in GoG counterpart funds);identification and control of tree diseases and insects ($110,000 in loan funds and the Quetzalequivalent of $11,000 in GOG counterpart funds); short-term training ($285,000 in grant fundsand the Quetzal equivalent of $61,220 in GoG counterpart funds); and -ranagement of natural 
forests. 

At first, the project offered a social payment to encourage farmers to participate in thecommunity forestry activities, but was later discontinued for various reasons. Accoiding topersonal accounts, the project surpassed the original goal of hectares of trees planted. 

In 1988, the forestry component shifted its emphasis from promoting community foreststo management of secondary forests. Inparticular, the project became active in developing forestmanage.ment plans with community involvement. Two management plans were eventuallycompleted for sites in Totonicapan (La Paqui) and San Marcos (San P, ro Sacatepequez). 

Although HAD I officially ended in 1988, project funds for the forestry component havebeen used since then to support various activities such as field-based demonstrations, trainingextensionists and community residents, -'q production of two informational videos on thecommunity forestry initiatives of HAD I and forestry-related problems specific to the western 
highlands. 
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1.3 HAD Phase.III
 

This phase of the HAD Project (Amendment No. 4) is intended to strengthen and expand
existing HAD II activities. In particular, 
 the Project will benefit from: an Environment andNatural Resources Management Component ($4.0 million of AID input) consisting of aWatershed Management Subcompcnent ($2.5 million) and an Institutional Strengthening
Subcomponent for the Plant Protection Division of DIGESA ($1.5 million); and a Research Fund
for Non-Traditional Agricultural Exports Component ($1 millioi of AID input; $715,000 in GoG
counterpart funds) which will include an Institutional Strengthening Subcomponent for the Non-
Traditional Products Exporters' Guild, or Gremial ($2.0 Million AID of input; $512,000 in GoG
 
counterpart funds).
 

The watershed management subcomponent is being implemented through a Cooperative
Agreement with CARE. The PVO is responsible for executing integrated watershed
an
management project (PROMIM) in 20 targeted tributary watersheds in which HAD miniriegosare operating. AID input is $2.5 million; GoG counterpart fund totals $369,000; and Peace Corpswill contribute $381,000. The project will provide technical assistance and organizational skillsin community-based forestry activities, agroforestry, secondary forest management, soil
conservation, and environmental 
 education to 4,500 small farmers in 100 Upper watershed 
communities. 

Attention also is being directed at resource conservation activities on community-andmunicipally-owned land. Project outputs are to include approximately 7,100 hectares of improved
or protected land. In addition, an estimated 1,000 HAD small-scale irrigation users will benefit
from natural resource measures undertaken to protect their water sources in the upland areas of
 
thc. watersheds.
 

DIGEBOS is the cooperating GoG institution, providing national level project management
staff, regional coordinators, technicians, and promoters; Peace Corps is also currently providing5 volunteers to work alongside village-based promoters. This number may grow to 35 volunteers 
over the life-of-project. 

2. FINDINGS AND CONCLUSIONS 

Trying to quantify or verify whethl,. specific field-based natural resource management
(,.e., soil conservation, watershed management, and community forestry) measures werecompleted --such as the number of meters of dcad barriers or bench te.races constructed-- waswell beyond the scope of this evaluation. This was attributable to the difficulty indifferentiating
between several HAD I and HAD II activities. Furthermore, neither national- nor regional-levelinfc mation was available that provided sufficient detail to make a proper assessment. However,
it is safe to say that only a relatively smq.' percentage of NRM activities uder HAD II have 
been performed to date. 
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The following sections present the consultants' observations and conclusions for the
completed NRM activities spanning HAD I, II, and III. 

2.1 	 Genera; Observations 

At the farm level, the NRM activities appear to be benefiting the intended beneficiaries - small subsistence and commercial farmers. Overall, the NRM techniques, practices, andtechnologies promoted by HAD II appear appropriate, effective, and well-adapted to specific
project sites. 

However, (he cumulative effects of the NRM activities are not as significant or effective as they could be. At the watershed level, the project is having less of an impact than is possible
given the somewhat arbitrary fashion or shotgun approach of locating technical interventions.
In short, the var'ous forestry, watershed management, and soil conservation activities are notworking in tandem, nor aic t.- y well-coordinated. Other general conclusions are provided below. 

A. 	 Sustained agricultural productivity and profitability of small- and medium-sized farms 
Under rrigation isquestionable unlessgreater attention is focussed on integrated (holisti.watershed manag -- as prescribed in Project Amendment 111. Protecting upland areas
of the tributary watersheds where miniriegos are located is essential to ensuring reliable
supplies of irrigation and potable water as well as wood for fuel and construction 
purposes. 

B. 	 No overall strategy or vision exists tinder HAD II thatviewstributary watersheds where
miniriegos arelocated a~s iipningunits, To date, a number of separate forestry and soilconservation activities have been completed, but they do not add up to a comprehensive
watershed management program. Considerable amounts of energy and time have been
devoted to trying to link forestry, watershed management, and soil conservation efforts
with small-scale irrigation activities --from 	technical and institutional points of view. 

C. 	 Many of theforestryandwatershed management goalsandobecivesofHADII willbe
difficult, if not impossible to attain in the remining life-of-or._l. This is due in part to 
the long time periods needed for reforestation (tree growth), developing and executingwatershed management plans, and establishing functional community forests for firewoodproduction. The Bosques Comunales Project clearly demonstrates that at a minimum, 4-7 

attention is given to watershed protection activities that occur in the upland areas, which 

years are needed to implement community-based reforestation. 
D. Th e ma rii6ty_i2f HAD !I w ilershc._wcio a il_l occur on individua~l 

D. 
landholdings andcome 

q__g prt c
inthe formof bench t 

tiv ti ctUolly 
ri Only minor 

are for the most part, communal or municipal lands. 

6 

Uti2 



2.2 Institutional Coordination and Management of NRM Activities 

Ingeneral. coordination between DIGESA, DIGEBOS. USAID. CARE. Peace Corps, andLouis Berger International (LBll)is weak, thus creating confusion and overlap of duties for 
certain administrative, logistical, management, and technical functions, This isdue in large partto poorly defined institutional and individual roles, the lack of a team approach to problemsolving, and the absence of a commonly held project implementation strategy. 

Lack of coordination of forestry, watershed management, and soil conservation activitiesis also evident at the regional and field levels. In particular, the two GoG institutions responsiblefor managing Project NRM activities --DIGEBOS (forestry and watershed management) andDIGESA (soil conservation) do not have in place an effective institutional coordinating,reporting, or communication mechanism to ensure that both agencies are working in tandem. Fewrealistic workplans or monthly status reports exist; moreover, verifiable targets are not set byinstitution or individuals. Several representatives of MAGA institutions mentioned that HAD II
is not their project, but that of UAP. 

To date, the coordinating function of UAP for HAD lI watershed management activitieshas been inadeqtiate. Since 1989, until early this year, the technical advisor to the UAP forwatershed management and forestry activities was --for all intents and purposes-- seconded byMAGA (with USAID approval) to serve as the national coordinator for the development of the
Forestry Action Plan for Guatemala (FAPG). 

According to most accounts, the ad'. isor spent between 90-95 percent of his time workingon FAPG, at great expense to the oversight of HAD NRM activities. Furthermore, since theNatural Resource/PSC was not invited to UAP meetings, it can be safely assumed that forestryand watershed management activities, and coordination with other HAD II components, suffered 
during this time. 

Although the FAPG was recently pAblished in March 199! aJ there are in-dications thatthe UAP technical advisor will now be available to resum- near full-time Ct 1.s to HAD II, itis unclear whether this will be possible. This assessment is based on the assumption that MAGAwill continue to seek the assistance of the UAP technical advisor on other future FAPG matters 
or high profile projects of national importance as they arise. 

CQompoLnding__itpr -in.ISAID d. ot h-vg_ i,!e naturalresoicmanagementspecili t to monitorllpoictforetry, thdmntngcient and .5_ilcrlQS rvtion ctivities,A USAID direct hire oversees the Bosques Comunales Project while the USAID HAD II ProjectManager handles soil eciservation and watershed management efforts. 

A..aetisapr micot-w totrackforstrynitoringyse anaemeandsoilconservation ,liviti.s The lack of such a system prevents sound planning or verification
of whether project goals and objectives are being achieved. 
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Compared to other MAGA agencies participating in HAD . DIGEBOS has relativelyfew ualified staff available to work on the proiect, Those DIGEBOS project staff interviewed
while conducting this evaluation appeared to be highly competent technically; however, they areoverextended and do not have an adequate number of vehicles, equipment, or financial resources.
Counterpart (operational) funds are not available to pay salaries or purchase gasoline and otherbasic necessities. Nevertheless, the motivation and dedication of DIGEBOS staff remains high
and should be commended. 

DIGESA on 	 is onethe other hand, of the better-funded and staffed of the MAGAinstitutions but is operating without a national Project coordinator for soil conservation. Regionalproject coordinators for soil conservation do not have adequate representation at the national levelto assist them in resolving technical, management, or policy issues and problems. 

An unforeseen outcome of the Project has been the creation of a small cadre of better paidcivil servaonts (with salaries as much as 50 percent higher than nonroiect governmentemployees). Once the project is finished, many DIGEBOS and DIGESA staff paid by HAD IImay not return to lower wages in their respective agencies. Instead, they are likely to seekemployment in the private sector. Thus, institutional sustainability may be in jeopardy. This isespecially serious for DIGEBOS which already suffers from inadequate numbers of experienced
forest planners, managers, aild technicians. 

2.3 MuesComiina,1es 

1. 	 Selected field activities have been well-executed. in particular, the forest management
plans for La Paqui and San Pedro Sacatepequez are technically sound and professionally
prepared documents. It was observed that the longstanding technical assistance provided
to La Paqui's forestry committee has been instrumental in producing a highly motivated
and energetic group. Although there are bureaucratic delays in implementing La Paqui's
plan (DICEBOS has yet to approve it), community members have taken matters into their 
own hands. 	They have hired a lawyer to try and remove the bureaucratic obstacles thatexist. 	Residents of La Paqui are anxious to harvest the overaged stids of pine and cedar 
to meet local fuelwood and construction needs as well as supply wood to several forest 
product microcnterprises in the community. 

The reforestation efforts in La Capellania is another example of project success. Over 20
hectares of cedar have been planted in an exceptionally difficult site and are doing well.
Approximately 75% of the trees (planted in 1987) have survived. Pasture grasses have
also returned inside the fenced-in community forest. The area has now been re-c~ened 
to limited grazing. Community residents are very proud of their accomplishments and are 
interested in planting more trees. 

2. 	 Overall. BsuesComunales functions essentially as a separate proiect qhd has only 

limited Jildirect relation to the HAD II Proiect. Most activities-- whetner they be 
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communal forest development and management, fire control and prevention, control andidentification of tree diseases and insects, or long- and short-term training-- occur outside
of the tributary watersheds where miniriego systems have been constructed or are
planned. Both UAP and USAID have failed to effectively monitor project activities. 

3. 	 Eg.v'Comunales lacks vision and clear definition of how each ativity relates to oneanother, and more importantly. how they relate to HAD II Proe aL,. To date, the 
project has comjleted a number of disparate activities that do not add up to a wellstr-uctured project that supports HAD II. Overall, project accomplishments have been 
minimal in relation to the need. 

4. 	 T id-term Evaluation of HAD I pointed out that the forstactivities were_offtrack"a, n...Iweli-integrated wihoter project activities. namely. the soilconservation
and small-scale irrigation consruction efforts, Part of the problem was due to poorproject design and the failure of USAID to stop the forestry component from becoming
a separate, independent project. Recommendations were made to refocus the forestrycomponent into an integrated watershed managemc .t component and remove any existing
forestry activity not located within watersheds where small-scale irrigation systems werebeing 	built from the project. Most of the conclusions and recommendations of this
evaluation are still valid. 

2.4 	 P&RQMTM 

I. 	 Overall, the proiect is well €nceive . anddesigned. PROMIM correctly views each ofthe 10 tributary watershed where it is now operating as a distinct planning unit andattempts to employ a systems approach to its development activities. However, mostproject activities appear to be farm-specific. Less attention appears to be devoted to thelarger community needs (i.e, taking collective action to protect critical upper wate,'shed
areas that serve as water sources for the miniriego systems downslope). 

2. 	 Like s sCnmnales PROMIMalofu! tin mewhat independently as aseparate 
proiec withinthecontextof thelargerHAD Ict 

3. w projectareementsignedand othersetb&_ks PROMIMactiviesarpproximatelysixmnhscehindschedule. The delays have hindered startup activities. At the national level, CAFE-DIGEBOS lack a clearly-defined strategy ofhow to get the field activities up-and-running and make up for lost time. Initially, there was an over-emphasis on collecting large amounts of socioeconomic data for each selectedwatershed; much of the data does not apXr to be useful. However, a new survey
instrument is being planned. 

4. 	 Pr]QLf .r g__w._ng1in oth I There is a fair degree of frustration on thepart of DIGEBOS Project staff, village promoters, and Peace Corps volunteers that thedecision ma;ing and disbursement of funds in highly centralized by CARE/Guatemala. 
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2.5 

5. 


a. 

b. 

C. 

d. 

e. 

a. 

Following the CARE tradiion, great attention has ben given to 
community relations as well as identifying and training local promoters ai the project
outst However, given PROMIM's ambitious objectives, it is unlikely that all of them can be attained during the remaining life-of-project. This situation iscompounded ty the
fact that there is an inadequate level of field-based personnel, especially promoters and
regional coordinators to implement all stated project activities. Some promoters also need
additional training in certain subjects like agroforestry. 

Soil Conservation 

1. Technical Interventions 

The cmativ_f snncting bench terraces anrid dead barriers under HAD I &11 has had a ition impact on water infiltration and groundwater recharge in selected 
locales, As an example, small farmers living is a watershed outside of Zacapa havenoticed that a limited amount of water remains in the riverbed during the dry season. Thisdid not happen before construction of a series of rock barriers two years ago. 

Limited attention has been given to focu'ssin.gsoil conservatiQnativiti in the tip
reaches of rntwatersheds, These fragile areas are often inhabited by poor, traditional 
farmers. 

-Moreemhasis is Py;n o ntructing bench terraces 'han maintaining the,.Once social 
payments hive been made, some farmers do little to repair terraces throughout the year. 

DIGF3A a n-.yet developed a land capability jar.p__Qv rhlyam to be used in
selectin_, hedmnd gement activities, as Proc Amendment No. 3. A simple
set of basic maps is needed to assist Field staff. Tie iack of maps also impedes field staff
from visualizing the watersheds where they work as management units. A computerized 

conservation "package". Amoai other comments, the HAD I Mid-term evaluation team 

Geographic Information System (GIS) should not be developed. 
The of the 1AD I Mi-tcr _v o.1rjn 5 ilconserv iona 

still valid, In particular, the soil conservation program still lacks a standard soil 

also found that ther, was ,,, "over-emphasis" on constniction rather maintenance of bench 
terraces; an arbitraiy selection process for locating irrigation sites identifying farmers; and 
poor use of DIGESA field staff. 

2. Social Cost Payments (Pago Social) 

PacaL Lfl n5if _ngmall farmin LQgc truc_.,i 
co 9.a.iQ1iLcL However, in some locations, pago social is an impediment to thesuccessful execution of soil conservation activities promoted by PROMIM. 
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b. 	 Clear. well-defined criteria f.r evaluating and lyelmeine.farmers eligible for soial cost 
payments do not exist. The process used appears to bk highly arbitrary and in some cases 
may reduce overall impact of protecting fragile slo,. ,s in selected watershed areas. 

c. Ln some locations, social cost payments serve as a deterrent to seasonal migration by
small. marginal farmers. One DIGESA extensionist indicated that the payment forconstructing dead (rock) barriers in the dry season was enough to keep farmers on their 
land year-round.' 

3. RECOMMENDATIONS 

The Highlands Agricultural Development Project, Phase 1I has approximately 2 1/2 yearsremaining to achieve an ambitious set of NRM goals and objectives. To accomplish them --inlight of current conditions-- a concerted effort must be made by Project staff at all levels tocontinue building on known successes and assets, and abandoning those activities or practices thatstand in the way of overall project advancement. Central to the success of HAD 1I is the redefinition of institutional and individual roles that encourages teamwork, and a consolidation of
iimited human, financial, and physical resources. 

There is no single, quick technical or managerial solution. The following sections provideproject-wide and activity-specific recommendations that should be considered by Project staff as ways to improve or strengthen existing NRM activities for the second half of HAD II. 

3.1 Genera1 Rec mmr.ncndattions 

1. 	 Thetributarywatershed -- not the area occupied bya miniriego system--should be used 
a jhe~nciona!oroperational planning unit for all HAD I1 Project activities 

2. R.Pi~tively jt!. Dlansqim should be prepard_.Li c_.guie . sgistiria,irt 
vgcy.pmentof the tributary watershd whedreminingos currentlyex; r. planned.This will ensure sound use of forest, water, soil, and otfer natural resour,es by local

communities and protect the investments made by small farmers in installing and 
maintaining irrigation systems. 

A priority system to identify watersheds in greatest need of treatment and mastcrplan
development should be established. Given the limited availability of resources, plans
should be developed first in the 10 PROMIM watersheds. 

Each cooperating MAGA agcncy involved with HAD II should be rcsponsible fordeveloping a poition of each pl!an (e.g., DIGEBOS would prepare a forest management
plan that-- depending on the condition ut the watershed-- would cover such topics asfuelwood and commercial timber production, management of vegetative cover to optimizewater infiltration and groundwater recharge, timber stand 	 improvement, pastur., 
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management, and promotion of natural regeneration). Preparation of the different
components of each master plan will supported by UAP i'nd Louis Berger technical
advisors. This will help foster the notion of a team approach to the HAD II Project. 

3. 	 Assure that natural resource management activities receive the pro level of attention
and support by UAP and USAID. USAID needs to identify a HAD II natural resourcemanagement coordinator to oversee and ina:age all HAD li related activities. UAP mustguarantee that its Watershed Management Specialist be available to HAT) II on a full-time 
basis or else consider hiring a replacement. 

4. 	 Athree-day working session should b,held to define the role of each institution involved
in the mnagement, proection, and conservation of forest, soil, and water resource
during the remaining life-of-proiect. Institutions should include: DIGEBOS, DIGESA,LBII, USAID, UAP, CARE, and Peace Corps. The session would be chaired by the UAPNational Coordinator and assited by the USAID HAD II Project Manager. 

5. 	 A one-day follow-q session shoiLd be held in which the Natura/Resourcc.r/PSC. NaturalResources Pjec Coordinator/USAID. Watershed Management AdvisorLBlH. NaturalResource Coor_,injtr/USAID Direct Hire, r__!
and N_a Resource Advsor/UAP worktogether to definetheir individual roles within the revised organizational structure of the 
projet The group will work together to prepare a new scope of work for each 
professional. The UAP National Coordinator would chair this session. 

Possible new job responsibi,lities would be as follows: 

LBII Watershed Management Spe-ialist - will serve as inter-institutional Projectcoordinator, and will develop a NRI-' planning, monitoring, and reporting system 

UAP Watershed Advisor - will provide planning and technical assistance to PROMIM
watershed activities, including forestry and soil conservation 

Natural Resource Coordinator/USAID Direct 	 Hire - will be the principal USAIDcontact/backstop for all NRM activities and will monitor funds for the project's NRM 
activities 

Natural Resource Advisor/PSC - will prepare forest management plans for PROMIM
watersheds and be in charge of community forest extension activities 

6. 	 Realistl y .*v goals or t,rgenpjcd to ' 
 bhed for each institution and
ind'vidi'i- "reremaining tife-of- prjet. They should be developed for the national,
regiond, and field levels. 
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7. 	 New channels of communications need to be established, Project pians, monthly progress
reports, etc. should be required and widely distributed. This will help guarantee that 
project activities remain on-target. 

8. 	 Asimpleifrmtion system should be developed to monitor proJect forestry, watershed
management. and soil conservation activites completed. those underway, disbursements. 
e USAID and UAP should work together to set up th:- system. 

9. 	 Bi-weekly programming meetings between PROMIM, DIGEBOS. CARE, DItGESA.
UA. Louis Berge. and USAID should be held to "refocus" project activities., This willhelp foster a team approach in addressing HAD II technical, management, or policyproblems and issues. The meetings should continue only as long as they are productive. 

3.2 	 Community Forests 

1. The BosquesComunales Proiect. as itcurrently existshould bedisconti. USAID,
DIGEBOS, Louis Berger, and CARE should meet to discuss how to integrate selectedcomponents of Bosques Comunales into the PROMIM Project. Such a merger would
result in a better use of limited staff and resources. 

2. 	 The exwrtiseof the Natural P ,rscQ SAvor/P5Cand DIGEBOS/Bosques Comunales
regional field staff should be redirected to inuortthe PROMIM forestry and watershed 
management activities, In particulhr, the Natural Resource Advisor/PSC would be atremendous asset to PROMIM. The PSC should concentrate on deve!oping forest andwatershed management plans for the targeted watersheds. His work should focus onmanagement of secondary forests thanrather reforestation activities since naturalregeneration appears to be good-excellent in most upland areas visited. The PSC should,
however, continue providing assistance to the two communities (Paqui and San PedroSacatepequez) for which he was instrumenta' in developing their forest management
plans. 

3. 	 All future short-trm trainingactivitiesoriginiliy._planned for Bosques Comunales should
be re-rg iLabitantsof PROMIMwaershedsPR M Mromoers Peae Corpsvolunteers, andDIGE1j S ieB staff, Special emphasis should be given to deliveringtraining sessions on topics specific to secondary forest managemen, of upland pine forests.
Sessions siinuld include such topics as forest stand improvement (i.e. thinning, enrichmentplantings), harvesting, watershed management, reforestation, harvesting of forest floorlitter for organic mulch, nursery construction, and environmental education. 

4. 	 All future fire control and prevention efforts originlly- ned fo I omunale5h,',Jdbere-targetedtotIF afPROMIM watersheds. This includestraining and consciousness raising sessions for community members, PROMIMpromoters, and DIGEBOS field personnel about the dangers and benefits (i.e., gained 
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from prescribed burning) of fire. Fire brigades 3hould be formed for each community
within a PROMIM watershed. 

5. 	 The tree disease and insects control and identification subcomDonent of Bosgue,
Comunales should be removed from HAD 11. This activity does not mesh with Project
goals and objectives and should be handed over to DIGEBOS to manage separately. 

6. 	 In return for gaining the full-time support of the Natural Resource Advisor/PS forPROMIM. CARE should continue providing technical assistance to thecommunal f&)M1.
activities in La Capellania and elsewere under the CARE-DIGEBOS-Peace Corp
Agroforestry Project. 

7. 	 Miscellaneous activities, unrelated to PRGMIM, such as.pecific studies, video 

production. and providing presentations to school children and university students should 
be discontinued,
 

3.3 	 PROMIM 

1. 	 CARE. DIGEBOS. and Peace Corps must reassess what the project can realistically
accomplish in the remaining two and one-half ,ears and revise their implementation planaccordingly, Otherwise, USAID should consider giving PROMIM a no-cost extension in 
order to reach the proposed project goals. 

2. 	 PROMIM hould use the Natural Reource Advisor/PSC toworkwithproict field stff
in developing forest management plan for the upland prtions of each tributary
watershed, See recommendation B.2. 

3. CARE should consider hiringa watershed management specialist (forsix monthi)toassistheNtural _ourc Advisor/PSC and field staff in develping watershed managem 
plans for all PROMIMtributary wtersh~e0d The consultant would also be responsible forconducting training sessions for DIGEBOS and DIGESA staff on how to preparewatershed management plans. CARE and DIGEBOS should consider the UAP Watershed
Management Advisor for this role. If deemed inappropriate, ('ARE shc. dcontact CATIE 
about qualified specialists to assume this post. 

4. 	 AdditinalpromQers and regional coordinatorsshouldbehired an There shouldbe one promoter for every two-three communities covered rather th'a cunent one-to-fiveratio. Consideration should be given to purchasing bicycles or horses to increase coverage
by pro moie:.. 

5. 	 A.,&al consultant orfirmshouldbe_._d.to. fijn.a conduct the base-line studies
frLl i._watershed. This would lessen th.c hurden of the PROMIM regionalcoordinators --who are now spending too much time colleciig this data. Such action
would free them to do other more important managerial tasks. 
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6. 	 DIGEBOS/PROMIM counterpart frds should beu for trainin2a__hnical staff inselected forestry. watershed ran.gement. and soil conservation practic,.s and techniquesrather than developing management plans for eight additional watersheds. 

7. 	 PROMIM and DIGRSA should develop joint soil conservation plans for those watershedin which both are working. PROMIM regional coordinators and technicians should work
with DIGESA regional coordinators and field staff to ensure that there is no duplication
of effort and moie importantly, that the farmers are not receiving conflicting messages. 

3.4 	 5oil Conservation 
1. 	 The use of "pago social" to individual farmers should be reconsidere- Greater attention 

should be given to community groups interested in conducting soil conservation
interventions on communal or municipal lands. Such activities might include gabion and
gully plug construction as well as tree planting along roads prone to landslides or 

washouts. 

2. 	 A shift away fro n t,,_sution of bench terraces-- as the primar soil conservation
practice-- should be considered in certain sites, Successive terracing and greater use ofdead or live barriers should be more vigorously promoted. AIore consideration should begiven 	to maintaining soil conservation structures. 

3. 	 DIGESA should develop a land capability map overlay system based n various phyik,and social factors such as sloe...e, sil depth. ctual lnd use. and lcation of soilconservation structures or racticeL This will enable project planners to identify what
kinds of soil conservation activities can be or have been completed in each Project region.
Emphasis should be give tiitialtin in the 	10 PROMIM wate;heds --which are 
designated tor masterplan development. 

4. 	 Gmtr coordination between DIGFA, DIGEBOS. and ROMIM staff .t the field level 
ineed inthosewatershed where PROMIM is working,. Effort should be given topromoting a team concept, one working to achieve a common goal, rather than competingagainst each other and duplicating efforts. Bi-weekly coordinating meetings at the regional
level should be held. DIGESA, DIGEBOS, ICTA, and PROMIM should work together
to develop a "unified" soil conservation package for small farmers. This will held 
alleviate redundancy or competition among DIGESA, DIGEBOS, and PROMIM field
staff working in the same communities. 

5. 	 The Prject shouldg a DIGESANa'ional Coordinalorfor SoilConservation. 

6. 	 All future soil conservation activities should be concentrated i, watersheds where 
ire ocate=d to ensrehat the invslments niade by farmers areprotected, 



Annex A 

SCOPE OF WORK FOR THE
 
EXPATRIATE NATURAL RESOURCE MANAGEMENT SPECIALIST
 

The Natural Resource Management Specialist will be responible for evaluation of the 
project's efforts in soil, water, and forest resource management. Specific responsibilities include: 

a) 	 Evaluate the various watershed management and forestry activities being
undertaken by the project, including PROMIM and the Bosques Comunales 
programs, in terms of overall effectiveness, relationship to other project actvities, 
and sustainability. 

b) 	 Assist the Local Natural Resource Management Specialist to evaluate the project's
soil conservation program from the point of view of overall effectivenecs,
effectiveness in convincing farmers to undertake soil conservation works, and 
effectiveness in teaching farmers the necessary. 

c) Evaluate the use of pago social as a motivator for undertaking the construction of 
soil conservation works and other conservation activities. 

e) Evaluate the need for coordination between DIGESA soil conservation efforts and 
DIGEBOS led watershed management and forestry efforts. 

16
 



SCOPE OF WORK
 
FOR THE


LOCAL NATURAL RESOURCE MANAGEMENT SPECIALIST
 

The Local Natural Resource Management Specialist will work with the expatriate NaturalResource Management Specialist and the expatriate Irrigation Engineer to evaluate the project's
efforts 	in soil, water, and forcst resource management. Specific responsibilities include: 

a) 	 Evaluate the project's soil conservation program from the point of view of overall
effectiveness, effectiveness in convincing farmers to undertake soil conservation
works, and effectiveness in teaching farmers the necessary priciples. 

b) 	 Evaluate the technical interventions being used in the soil conservation program. 

c) 	 Assist the expatriate Natural Resource Management Specialist to evaluate the
various watershed management and forestry activities being unde:taken by the
project in terms of overall effectiveness, relationship to other project activities, 
and sustainability. 

d) 	 Assist the Irrigation Engineer to evaluate the design, maintenance and operation 
of the miniriego systems. 

e) 	 With the Irrigation Engineer, evaluate water use in the miniriego systems in light
of competing uses for water and in light of deteriorating watersheds. 

0 	 With the assistance of the Local Institutional Development Specialist, evaluate theeffect. 	 of water and land rights of the design, operation and maintenance of 
1 iniriegos. 
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PEOPLE CONTACTED 

Last Name First Name Position Institution 

Alonzo Tomas Natalio PROMIN Promotor 
Aragon 
Arias 
Arreaga 
Barrientos 

Mario 
Gregoiio 
Eric 
Luis 

Trust Fund Department 
PROMIN Regional Coordinator 
Regional Coordinator 

USAID/Guatemala 
BANDESA. 
Huehuetenango 
Region VII Soil 

Berganza 
Bran Taracena 
Brewer 
Burnhorst 
Cardona 
Castahieda 

Luis 
Miguel A. 
Jeffrey 
Ted 
Carlos 
Guillermo 

Trust Fund Department 
Extensionist 
Team leder 
Peace Corps Volunteer 
Extensionist 
Regional Coordinator 

Cons. DI GESA. 
UCPC DIt_SA 
Region IV Soil Cons. 
LBI. 
San Martin Sac. 
Region IV Soil Cons. 
Region V Soil Cons. 

Castefieda 
Catu 
Conrado 

Luis Alberto 
Larencio 
Edwin 

Natural Resources Advisor 
Watershed Management Section 
Regional Coordinator 

DIGESA. 
UAP-DIGEBOS 
DIGEBOS PROMIM 
Region III 

Cooper 
Diaz 
Diaz 
Diaz Toro 
Dfaz 
Flores 
Fo 

Blair 
Carlos 
Eddie 
Raphacl 
Andrs 
Israel 
Alfredo 

Agricultural Development Officer 
Trust Fuwi Department 
PROMIM National Coordinator 
Regional Chief 
Extensionista 
Subregional Chief 
Regional Coordinator 

DIGESA/Soil Cons. 
USAID/Guatemala 
BANDESA. 
DIGEBOS 
DIGESA Quet. 
Region V Soil Cons. 
Tejutla DIGESA R. VI 
Region I Soil Cons 

Fry 
Garcia 
Johnson 
Lima 

Kirby 
Andres 
Kirsten 
Saul 

Peace Corps Volunteer 
Presiaent Junta Directiva 
NRM Program Director 
Coordinator de la UCPC 

DIGESA 
Huehuctenango 
La Capellenia 
CARE 
DIGE.SA 

L6pez 
Miranda 

Guadalupe 
Oliverio 

Extensionist 
Regional Coordinator 

Region IV Soil Cons. 
Region I! Soil Cons. 

Morales 
Morales 
Moreno 
Nittler 

Josuelo 
Marcos 
Sergio 
John 

PROMIM Regional Coordinator 
PROMIM Regional Coordinator 
Extensionist 
Watershed Management Sp. 

DIGESA 
Region V DIGEHOS 
Region VI 
Region IV Soil Cons. 
L o u i s Be r g e r 

Olivares Luis Regional Coordinator 
International 
Region IV 
DIGESA/Soil Cons. 
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Ordofiez 
Ortiz 
Ortiz 
Pineda 
Rodriguez Chang 
Sambrano 
Sanches 
Sosa 
Sosa 
Tubac 
Vargas 

Velasquez 

Williams 

Xon 
Zanotti 

William 
Lionel 
Ramiro 
Edgar 
Carlos 
Byron 
Luis 
Jorge 
Nery 
Felipe 
Rene 

Dionidas 

Wayne 

Ramon 
Rolando 

Executive Regio,.al Secretary 
PROMIM Regional Coordinator 

Coordinator a.i. de la UAP 
Trust Fund Departament 

Trust Fund Departament 

PROMIM Promotor 
Technic 

Technic Soil Conservation 

Regional Environmental Advisor 

PROMIM Promotor 

Regions I & V (UAP) 
Region IV DIGEBOS 
PSC/USAID 
USAID/Guatemala 

BANDESA. 
DIGEBOS. 
BANDESA. 
DIGEBOS 
Cufil Chimaltenano 
R.I Soil Cons. 
DIGESA. 
D I G E S A 

Quetzaltenengo
RO C A P / U S A I D 
Guatemala 
Chimaltenango 
PSC/USAID 
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