
2. Amend the Project Agreement as necessary, including new 
implementation arrangements and budget. 

4 f T J ~ L  
* 1 .  ! . 

i 3. The Government of Honduras will iaplement a va?iable pricing system for timber sales on national land. 

1 

I 

4. The timber sales contrac:: will be modified to assure better 
colnpliance 'with contract clauses. 

1 BEFCIAE FILLlrJO OUT THIS FORM. REAG 7 n C  A T T A i r i :  
INSTRUCT IOfJS 

2 LISE LETTER QUALITV TVPE, PJOT -DOT r . r~ra tu .  ~ l ' e . :  

5. An "environmental unit" will be established within COHDEFOR 
to contribute t o  forest management, timber sales and 
extension activities. 

i 

i 6. The FDP will increase the number of female social promoters 
1 and maintain at least as many women promoters as men I promoters. 

I 7. Additional long term technical assistance will be contracted. 
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EvaluoE~on Abstract r@o -01 r u c w  TM rr: Y. 
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ICI D'QVIOP~' - I 

The purpoee of t he  Foreetry Development Pro jec t  (FDP) (522-0246) is t o  improve th&management 
and euetainable product ivi ty  of t he  Honduran commercial p ine fo ree t  and t h e  e f f i c i e n c y  of 
i ndue t r i a l  convekeion and marketing of wood products. The FDP a e e i e t e  t h e  Govornment of 
Honduras (GOH) i n  r eo r i en t ing  t he  e f f o r t s  of t h e  Honduras Foreetry Development Corporation 
(COHDEFOR) t o  focue on f o r e s t  management, t o  implement improved f o r e s t  management p r ac t i ce s  
on a p i l o t  baeie, and t o  improve the  e f f i c i ency  of t h e  p r iva t e  sec tor  f o r e s t  industry .  The 
completion da t e  f o r t h i ' a  7-year p ro jec t  is December 28, 1994, and t h e  implementing agency is 
COHDEFOR. The midterm evaluat ion was c a r r i e d  ou t  by a team from Chemonics In te rna t iona l  
Coneulting Division, on 'ehe baeis  of a review of p r o j e c t  documents, f i e l d  inspect ions ,  and 
interviewe with pro jec t  personnel and members of f o r e s t  industry.  The purpose of t he  
evaluationwae fourfold: (1) review implementation e t a tue ,  ( 2 )  assess  progress  i n  a t t a i n i n g  
pro jec t  objectivee,  (3) aesese  t he  impact of t h e  p ro j ec t  on t h e  environment, and ( 4 )  def ine  
fu tu re  pro jec t  p r i o r i t i e e .  

I The major f indings and conclueione a r e  summarized below. I 
1 Overall,  t h e  FDP has been a euccess. The s tanding timber ea l e s  program, which has  been ' implemented nationwide, has been a major cont r ibu t ion  t o t h e  conservation and sus t a inab l e  use 

of t h e  f o r e s t  resource. Band sawmill production has increased from 60% t o  74%, reducing the  
use of less efficient c i r c u l a r  sawmills and improving log  u t i l i z a t i o n .  Two model f o r e s t  
management u n i t s  have been e s t a b l i s h e d t o  provide COHDEFOR with management p r ac t i ce s  t h a t  can 
be rep l ica ted  throughout t h e  country. 

Areas t h a t  e t i l l  need s p e c i a l  a t t en t ion  incAuda t h e  r e s i d u a l  value timber app ra i s a l  system, 
Fmprovmentof harvesting methods, reduction of s o i l  erosion,  and supervis ion of timber sa les .  
The fu ture  emphasis of t h e  pro jec t  should include add i t i ona l  support t o  t h e  t imber s a l e s  
program, a fo re s t  p ro tec t ion  component and t h e  implementation of t h e  annual al lowable cut  
concept nationwide. 

I n  eummary, t h e  FDP has been well  defined and its ob jec t i ve s  a r e  c l e a r ,  with perhaps t h e  
exception of t he  managerial reor ien ta t ion  of COHDEFOR. Continued t echn ica l  a s s i s t ance  and 
a t i m e  extension is v i t a l  t o  t he  fu tu re  succesg of t h e  pro jec t .  

- I The evaluators noted t h e  following lessons: I * The qua l i t y  of t he  t echn ica l  ass i s tance  var ied according t o  ind iv idua ls  appointed and was 
not dependant on paren t  organizations selected.  * Project  monitoring w a s  negatively a f fec ted  by t h e  lack of adequate r epo r t i ng  by t h e  long- 
term technical  a s s i s t ance  team. 

* Good, hands-on technica l  ass i s tance  i n  t h e  f i e l d  was e f f e c t i v e  i n  implementing change. 
* Managerial e f fec t iveness  and improvement was hampered by t h e  po l icy  of  h i r i n g  p o l i t i c a l  

appointees who a r e  not  profess ional ly  qua l i f i ed .  

I 

C O S T S  I 
I .  Evaluation Costs 

1. Evaluation Team 

hrarne Affillatian 

Chernonics International Consulting Divisim 
2000 lf St. N.W. 
Suite 200 
Washington, D.C. - 20036 

2. M~ssion/Oftice Professional Staff 3 .  8orrower:Grantee Profess~onal 
a 

Person-Days (Estimate) 10 I Staff Person-Days (Estimate) 25 
I ,  

Source of Furlas 

USAID/H 

Contract Number 06 
TOY Person Days 

185 person/daym 

Contract Cost OR 
TOY Cos: [ U . S .  51 

$129,681 



A.I.D. EVALUATION SUMMARY - PART I1 

S U M M A R Y  I 

J. Summary of Evaluatlon Rndrngs, Conclusions and Recommeridatlons (Try not to excsod the ttiree (3) pages providedl 
Address the following Item8: 

Purpose of evaluallon and melhodology used Prlnclpal recommendallons 
Purpose of acllvlty(les) evaluated Lessons loarned 
Findlngs and concluslons (relate to auestlons) - 

M~sslon or Olllce: Dale Thls Summary Prepared: Title And Data Of Full Evaluation Roport: 
Honduras Forestry Development Project 

USAID/HONDUR$S 1 July 1992 l~idterm Evaluation. December 1991. 

PURPOSE OF ACTIVITIES EVALUATEQ 
The purpose of the Forestry Development Project (FDB) (522-0246) is to improve the management 
and sustainable productivity of commercial pine forests, and the efficiency of industrial conversion 
and marketing of wood products. 

The FDP is composed of three integrally related components: (1) institutional reorientation of the 
Honduran Forestry Development Corporation (COHDEFOR), (2) forest management of model pilot 
areas, and (3) strengthening of the private sector forest industry. 

The planned life of the project is seven years with a Project Assistance Completion Date (PACD) 
in December 1994. The total project cost is $32 million. 

I 

PURPOSE OF EVALUATION 

The evaluation focused on: (1 ) the implementation status; (2) the attainment of project objectives; 
(3) the impact of project on the environment; and (4) the definition of future project priorities. 

The evaluation team reviewed project documents,~carried out field inspections, and interviewed 
project and private sector industry personnel. Each component was examined first, from the 
expectations outlined in the logical framework of the project paper, and second, from the 

I knowledge and expertise of the evaluation team members as they reviewed field activities. 

i Overall, the FDP has been a success. The FDP is a straight forward technical project with clear and 
well-defined ~bjectives that needs continued long-term technical assistance to be effectively 

I implemented. Specific findings and conclusions follow. 

I 
1 Institutional Reorientation of COHDEFOR 
I 

- A standing timber salr? program has been established nationwide. CQHDEFOR is now charged 
with the selection of ihe sale sites, layout of the sale, forest inventory and marking of the seed 
trees and saleable timber. Prior'to this system, the forest was harvested in a very wasteful and 
destructive manner without any supervision, extracting only the best logs from the best trees 
and completely disregarding the negative environmental effects.This is one of the most 
important achievements of the FDP as it successfully contributes to the protection of the 
environment and the sustainability of the forest resource. However, additional support, training 
and supervision is needed. If the supervision of the timber sales is not improved, the process 
cannot guarantee adequate environmental protection. 



I - The projected residual value appraisal methodology fnr differential pricing of standing timber 
has not started, therefore, it needs to be developed and implemented. 

Forest Management of Selected Areas . 
- A forest management plan has been developed. The all~vvable cut concept has been 

implemented in the model pilot unit of La Unibn. This concept still needs to be adopted by 
COHDEFOR nationwide. 

- 
- 
- 

- COHDEFOR has recently been assigned responsibilities over all protected areas, therefore, it 
needs to strengthen its institutional capacity to protect and manage the entir i  system of 
wildland areas nationwide. 

- COHDEFOR1s forest fire prevention practices are poor. A management plan is needed to 
address specifically community participation in the protection of the forest management units 
(FMU). The only fires reported are those directly suppressed by COHDEFOR, hence, statistical 
data on forest fires is inadequate and misleading, 

- 

- 

Strengthening of Private Industry I - Strengthening of the forest indu.stry through technical assistance has had positive results 
among medium and large producers.   and sawmill production has increased from 60% to 
74%, reducing the use of less efficient circular sawmills and improving log utilization. 
However, over half the sawmills in Honduras, the smaller ones, have had little or no change 
in their operations. 

- FDP has been lax in distributing the rhanuals produced by COHDEFORfs technical 
assistance unit to the forest industry. 

Environmental Impact I - Efforts to mitigate the environmental impacts of logging operations have been minimal. 
Although the promotion of oxen logging has been a positive change in environhentally sensitive 
areas, traditional tractor skidding, timber falling, and truck loading operations are still very 
inefficient. 

- The focus of the project saems to be in the management of the forest. It has been noted that 
parallel activities aimed at the rural population are necessary to achieve the project's goals. 
However, the local people lack a perceived vested interest in the forest because COHDEFOR 
"owns" the trees and they cannot have free use of the trees on and near their land. 

- A number of environmental assessment activities have been performed by the project. 
COHDEFOR and the FDP need to create in-house capability to carry ~ ~ l t  impact evaluations and 
environmental analyses. 
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- 'he national program of environmental education focusing on forestry and related 
environmental management techniques has not really "taken off". More education and 
consciousness-raising concerning the environment is needed nationwide among the population 
in general, and resource professionals and the forest industry in particular. - 

- 

I 



Gender Considerations in Development (GCID) I 
Women social promoters in the La Uni6n FMU have been more successful than men because they 
work better with both genders. .- 

Management I 
- The project to date has not had a visible impact on COHDEFORts levels of awareness, 

commitment, and abllity to  formulate and meet its management objectives. I - There has been a lack of goal setting and follow-up as to what has happened and why. 
Although verifiable indicators were conceived during the project design to enable a 
comprehensive evaluation, the necessary baseline study was not conducted at the start of the 
project. A baseline study would be required to determine what effect project intervention has 
had on local economy. The long-term technical assistance team has not monitored the project 
in an efficient manner. 

PRINCIPAL RECOMMENDATIONS 

- Many managerial positions in COHDEFOR are held by political appointees who may not have 
adequate professional backgrounds. 

(1 ) Install a new long-term technical assistance team to provide support to the project. I 

- 

(21 Extend the PACD to June 30, 1996 to be able to accomplish the projected programs. I 

(4) Complete the FDP objective of instituting a residual value appraisal system for pricing standing 
timber sales. 

(3) Provide additional support, training and supervision to the timber sales program nationwide. 

(5) Fund a separate forest protection activity to address forest fires on a natibnwide basis. I 

I- 

(6) Assist COHDEFOR in determining the allowable annual cut nationwide. I 
(7) Establish an environmental unit within COHDEFOR. I 
LESSONS LEARNED I 
* The quality of the technical assistance varied according to individuals appointed and was not 

dependant on parent organizations selected. 

* Project monitoring was negatively affected by the lack of adequate reporting by the long-term 
technical assistance team. 

Good, hands-on technical assistance in the field was effective in implementing change. 

* Managerial effectiveness and improvement can be hampered by a policy of hiring political 
appointtres who are not professionally qualified. 

3 1330-5 (10-87) Page 5 



A T T A C H M E N T S  

(Llcl otlrchnwntu rubml1l.d wllh lhlr Evalurllon Summrry; atwry# atlrch copy of full ovrluatlon raport. oven If one war subrnlllod 

earllor: attneh rludler, ruwoyr, etc., from 'oo-aolna" evsluallor~. If relrvant to tho evnlustlocl remrl. 1 - 
Attachment A: Basic Project Identification Data 
Attachment 8: Complete List of Recommendations 
Attachment C: Midterm Evaluation Report 

I NOTE: Evaluation Report was submitted to AIDIW on February 19, 1992. 

C O M M E N T S  

L. Comments R v  Mlsslon. AlDlW Olflce and BorrowerlGrentee On Full Rsnort 

I The Rural Developmeilt Office believes this evaluation was effectively carried out and addresses 
all project issues in an objective manner. 

The report covered the aspects outlined in the scope of work and the lessons learned and 
recommendations will help program future project activities in a more efficient and prioritized 
manner. 

Despite the lack of base line data from direct field inspections, the evaluators were able to draw 
well-documented conclusions and the ~ission's staff and project technicians concur with the 
lessons learned cited. 

Some of the proposed recommendations will have to be modified as a result of the new 
Agriculture Modernization Law which was enacted after the evaluation was completed. Among 
other things, the new Law changes Honduras policy regarding forest ownership and forest 
management regulations. 

The two recommendations the Mission fully disagreed with are: (1) the proposal to eetablkh a 
model logging unit by the Forestry Project. The Mission believes that the model logging unit 
should be a private sector activity and the project involvement should be limited to the provision 
of technical assistance and training. (Attachment B, Recommendation N6. 10); and (2) 
strengthen ESNACIFOR, make an in-depth analysis of the school to determine its needs, and 
assist it accordingly. (Attachment B, Recommendation No. 14). Regarding ESNACIFOR, the 
Mission believes that it is already providing it strong support with approximately 35-40% of 
ESNAClFOR',s budget. 

The evaluation's environmental report indicates that the management of the protected areas "is 
justified by the fact that (1) t w ~  ecologically significant protected areas have been established 
within the project area and thus, needs to be properly protected and managed, (2) the protected 
areas, especially La Muralla Wildland Refuge, could effectively become a model management unit 
and training ground in support of the building of COHDEFOR's institutional capacity to plan and 
manage protected areas across Honduras, and (3) such action by FDP is in line with USAlD 
recent policy statements in relation to the protection of biodiversity in the tropics." However, 
in an oversight, no recommendation was made to increase the project's involvement in protected 
areas. The Mission, conscious of the importance of improving Honduras' capacity in this area, 
will provide technical assistance and training for protected areas within the project and for 
COHDEFOR's Protected Areas and Wildlife Department. 

I 
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A T T A C H M E N T  B 

SUMMARY OF EVALUATION RECOMMENDATIONS AND MISSION RESPONSE 

USAIDIHonduras should install a 
new TA team to develop 
baseline data for the balance of 
the project, to monitor the 
project by providing monthly 
reports (which has not been 
done), and to provide the needed 
on-the-ground training and 
follow-up evaluation for the 
timber appraisal system, sale 
layout, preparation and 
supervision, road location and I 

construction supervision, etc. 
The team is needed to assist 
over half the sawmills in the 
country, which have made no 
improvements. Because of the 
workload to be accomplished 
and the delay in hiring a TA 
team, the project should be 
extended until June 30, 1996. 

2. GOH should eliminate political 
appointees that have no 
professionai background and 
btiild CO.HDEFOR into a 
competent professional 
organization at all levels with 
jncentives for all em~loveeg. I f  
this is not accomplished, it 
would justify a halt to the 

USAIDiHonduras concurs with the 
recommendation of installing a new 
technical assistance team. However, 
the number of persons and level of 
effort of this team will be smaller than 
the amount recommended because 
the Mission considers that the 
evaluation team recommends too 
much technical assistance in the area 
of forest industry. Regarding the 
extension proposed to January 1996, 
the Mission agrees that an extension 
is necessary and because of delays in 
hiring the TA team, the extension 
should be until December 31, 1996. 
Also, the evaluation team did not 
,consider the new Agriculture 
Modernization Law because it was not 
in existence at the time of the 
evaluation. To comply with this law, 
the project's forest management plans 
will have to be completely changed. 
A project implementation letter to 
extend the project's PACD will be 
issued and Annex I of the Project 
Agreement will be modified to include 
the nsbv technical assistance team 
and activities. (Actions No. 1,2 & 7) 

The evaluation team's perception that 
persons with no professional 
background are being hired is 
inaccurate. However, it is correct to 
statc: that one of the main 
government wide problems is a hiring 
policy based more on political criteria 
than on technical merits. Within the 
project, political interference has been 



project because the long-term 
project objectives will not be 
met. 

3. Complete the FDP objective of 
instituting a residual value 
appraisal system for pricing 
standing timber sales. This will 
go a long way toward 
encouraging private industry to 
modernize both its harvesting 
and milling operations. 

4. Include in the timber sale 
contract the requirement for a 
performance bond to enforce 
compliance with timber sale 
contract clausbs. If this is not 
accomplished, it would also 
justify halting the project. 

minimal up to now, but the Mission is 
willing to terminate the project if the 
political interference becomes too 
high and negatively affects the 
project. Regarding incentives to 
employees, it is the Mission's policy . 
not to get involved in GOH personnel 
incentive policies. The International 
Development Bank is now in the 
process of providing technical 
assistance to the GOH in changing its 
forestry organization and developing 
an appropriate personnel management 
system. 

When the evaluation was carried out, 
COHDEFOR had the authority to 
determine the price of timber 
nationwide. Now, however, as a 
result of the new Agriculture 
Modernization Law, the private forest 
owners can market their timber 
directly according to their own price 

.determination. This situation will 
create a competitive market price for 
private forests that may permit 
CBHDEFOR to adopt other 
alternatives besides the residual value 
system in national lands. The project 
will continue to support the 
establishment of a variable pricing 
system, but further analysis will be 
required in order to determine the 
most adequate system. (Action No. 3) 

The Mission will provide technical 
assistance to develop an appropriate 
system to assure compliance with the 
timber sale contract clauses. 
However, a performance bond might 
not be the best alternative, and 
consequently, it is not justified to halt 
the project if the performance bond is 
not implemented. (Action No. 4) 



5. Establish an "environmental 
unitw within COHDEFOR to direct 
monitoring activities or I timber 
sales atid contribute to forest 
management and extension 
activities. Also coordinate 
actions related to the 
establishment, protection, and 
management of critical 
ecosystems within the project 
area. 

The Mission and COHDEFOR agrecl 
with this recommendation and next 
year, the FDP will include funds to 
dovelop this "environmental unit!' 
within COHDEFOR's budget. The 
technical assistance team will also 
provide support in establishing this 
unit. (Action No. 5) 

6. FDP should assist COHDEFOR in The Mission agrees with .this 
determining the allowable annual recommendation, and will reprogram 
cut nationwide using the model the project to be able to assist 
FMUs as examples. COHDEFOR in determining the 

allowable annual cut of the public 
forests. Annex I of the Project 
Agreement will be modified to include 

, this responsibility. (Action No. 2) 

FDP should fund a separate 
forest protection activity to 
address fire prevention and 
suppression on a nationwide 
basis. The education program 
should include environmental 
awareness as well. A first step 
would be an in-depth analysis to 
determine needs and cos:s. 

The project is already addressing this 
issue through technical assistance 
from the Bureau of Land Management 
(BLM) of the Department of Interior of 
the United States. Based on a BiM's 
analysis of costs and needs, if 
feasible, the project's implementation 
plans will be adjusted to fun$ this 
activity. (Action No. 2) 

8. Provide additional and continuing The FDP will continue to provide 
technical assistance to that technical assistance to the forest 
segment of the industry that has industry, but the industries selected 
not made changes En their will be those that can best use the 
operations. Continue to support assistance provided. (Action No. 2) 
with technical assistance that 
portion of industry that has 

, made changes. 

9. FDP should publish and The FDP has begun to implement this 
distribute COHDEFOR's technical recommendation, One of the manuals 



assistance manuals. 

10. FDP should establish a model 
logging unit to demonstrate 
environmentally sound 
harvesting and roading practices 
and to introduce a uniform cost 
accounting system for the 
industry. This unit could also 
function as a teaching example 
for the timber appraisal portion 
of the new standing timber sale 
program. 

1 1. Further implement an 
environmental education 
program involving public at 
large, forest industry, students, 
and the communities directly 
affected by project activity. 

12. FDP should closely monitor 
transportation maintenance and 
allocation and provide additional 
vehicles and motorcycles to 
timber sales supervisors and to 
social promoters, where 
necessary. 

on Grading Pine Lumber has been 
publlshsd and is being distributed to 
the private sector. 

The Mission believes that this should 
be a private sector's activity, 
therefore, this recommendation is not 
accepted. Instead, the development 
of improved logging systems will be 
promoted through technical assistance 
and training to the industries 
operating in the project's area. (Action 
No. 2) 

The Mission agrees with this 
recommendation and the project's 
future implementation plan will 
include this activity. (Action No. 2 
and 5) 

The Mission agrees that there is a 
deficiency in the control of vehicle 
maintenance and allocation and steps 
are being taken to improve this 
situation. The project's on-going non- 
federal audit, will provide more details 
in this area. At the project level, 
adequate controls will be in place by 
September 1992. Regarding the 
purchase of additional vehicles, this 
situation will be analyzed during the 
development of the new 
implementation plan for the remainder 
of the project's life, but due to poor 
previous experience by COHDEFOR, 
the Mission will not consider 
purchasing motorcycles. 



13. Provide male social promoters 
with more training so as to 
increase their effectiveness in 
working with both genders. 

14. Strengthen ESNACIFOR,, makc 
an in-depth analysis of the 
schooll to determine its needs, 
and assist it accordingly. This is 
particularly important as the 
school becomes independent. 
Bring it back into the FDP as a 
primary training vehicle. 

I 

The Mission considers that it is a 
better option to hire more female 
social promoters to attend the 
project's social community 
development activities. The FDP will 
increase the number of female social 
promoters by 100% and maintain at 
least as many female promoters as 
male promoters. (Action No, 6) 

The Mission disagrees with providing 
support to ESNACIFOR in .the manner 
and amounts indicated by the 
evaluation team. However the 
Mission is already providing strong 
support to ESNACIFOR. Thirty six 
students, one of every three 
Hondurans, rrow attending 
ESNACIFOR are financed by the FDP, 
a contribution that amounts to 35- 
40% of the school's budget. Due to 
ESNACIFORts weaknesses in several 
areas, the Mission does not consider 
adequate to designate ESNACIFOR on 
any other training institution, as the 
primary training vehicle for the 
project. Instead, the FDP will carry 
out its training program without ties 
to any particular institution seeking 
those opportunities that provide the 
best service and training. Regarding 
an in-depth analysis of ESNACIFOR, 
one is now being funded by the 
German government. 

15. FDP should provide additional The timber sales program is one of 
support, trainirig and supervision the most important project outputs 
to the timber sale program and the project has concentrated 
nationwide. heavily on this activity. During the 

duration of the project, the efforts on 
this area will, continue. The new 
implementation plan and Annex I of 
the Project Agreement will be 
developed accordingly. (Action No. 2) 



16. FDP should continue to provide The project will continue to work in 
short-term tectwical assistance this area, and the new plans will 
in the form of short courses for include additional technical assistance 
industry and COHDEFOR. and training programs. (Action No. 2) 

17. One of the TA team members The Mission considers that AMADHO 
should be a forest industry has already been provided sufficient 
expert with hands-on ability to long-term support and any future 
work out of AMA3HOts office in long-term TA for AhBADHO should be 
conjunction with the COHDEFOR financed with their own funds. The 
technical assistance unit. project's assistance to the forest 

industry will be through training and 
short term technical assistance. 

18. The FDP needs to provide a Range management is part of the 
capability regarding traditional project's agenda; however, the 
practices in range management I implementation of activities in this 
within forested areas. area has been neglected. Technical 

assistance will be contracted to 
address this problem. (Action No. 2) 


