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Name of Country: Guatemala
Name of Project: Community Natural Resource Management
Number of Project: 520-0404

1. Pursuant to Section 103 of the Foreign Assistance Act of 1961, as amended, I hereby
authorize the Community Natural resource Management Project for Guatemala,
involving planned obligations not to exceed $4,200,000in grant funds over the life of
project, subject to the availability of funds in accordance with A.I.D. OYB/allotment
processes, to help in financing the foreign exchange and local currency costs of the
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2. The Project Purpose is to 1) develop and replicate sustainable community-based
natural resource ‘'management (NRM) models in upland watersheds, and 2) achieve
sound NRM policy improvements.

3. The Project Agreement(s), which may be negotiated and executed by the officer(s) to
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of Authority, shall be sutject to the following essential terms and covenants and major
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1.0 PROJECT SUMMARY

Guatemala still has a rural-based economy with 60% of its
population 1living outside of the cities. 70% of national
employment and 80% of economic product (GDP) is generated by the
natural resource-based production, processing, and marketing
system. If tourism is included, dependence of the national economy
on the natural resource base is even higher.

Unfortunately, the combination of accelerating population
pressures, limited agricultural 1land, unsustained fuelwood
requirements, increasing slash and burn agriculture on steep and/or
fragile lands, and unrestricted destructive logging practices, are
dramatically degrading the nation’s natural resource base at an
alarming rate. This array of serious environmental and natural
resource management problems converge into an overall problem
statement for Guatemala:

The present snvironmental deterioration and unsustainable
use of the natural resources base 1is seriously
jeopardiring long-term prospects for social and eccnomic
developrent.

In the past, this perceived problem has been addrassed by
technical interventions (soil management, reforestation...}
primarily oriented toward increased agricultural and forestry
production. These have had varying degrees of success within their
limited purposes.

What often has been missing in these interventions has been a
more comprehensive development model of sustainable production and
natural resource management (NRM), amenable to widesprecad
replication. Such a comprehensive apprecach should deal not only
with technological solutions to the problem, but also with the
underlying structural causes of the NRM problem, as identified by
the 1991 Concept Paper: .

¢ Inadequate NRM policy framework that defines the economic
and social envirconment that encourages misuse of natural
resources

. Inappropriate NRM institutional policy framework that has
created a confusing mix of institutions and overlapping
roles that have impeded improvements in the management of
natural resources

) Limited local community initiatives and participation in
the dacision-making and management of natural resources

¢ Limited cultivable land base and inequitable distribution

¢ Lack of NRM awareness and effective educational programs

¢ Rapid rural population growth that increases pressures on

resource use



The Community Natural :Resource Management Project (CNRM) has
been designaed to promote a balanced production/conservation
development approach, while addressing the above structural causes
of resource mismanagement. This more comprehensive approach to NRM
improvement, combined with proven technical NRM practices, is
expected to establish conditions and sustainable progress in
addressing the longer-term problem statement.

The Goal to which the CNRM Project will contribute in
Guatemala is to improve long-term social and economic well-being
of the rural poor thrcugh improved management and sustainable use
of natural resources. Project Purposes are:

) To achieve scund policy improvements that promote
sustainable management of natural resources; and,

¢ To develop and replicate sustainable, community-based
natural resources management models in upland watersheds.

The Project will be funded initially at $4.2 million over a
period of four years, with the expectation that an amendment to
define the Policy Improvement Components (PIC) and Monitoring
Evaluation (M&E) will be developed in FY 1994. The Project will
build on past successful USAID interventions that need additional
time to sustain their accomplishments, specifically in the area of
Integrated Watershed Management MICUENCA (IWM), and a start. -up M&E
activity to be implemented through a buy-in to the RENARM Project.
This and the components to be further developed next Fiscal Year
will be designed to be mutually reinforcing so as to contribute to
the achievement of the Mission’s Improved Natural Resource
Management Strategic Objective.

PIC will contribute to the development of an improved NRM
policy environment. It will develop an agenda of key NRM policy
issues, formulate policy resolutions, and promote these reforms
with decision-makers. The policy emphasis will be on local
community 1level management of -natural resources. Under the
direction of CARE, the integrated watershed management component
will introduce and promote improved technical practices in natural
resource management. The Monitoring and evaluation component will
measure progress in achieving project and program objectives and
overall impacts of the NRM program. The experiences and lessons
learned from this interim effort, along with experience gained in
other NRM projects, will help form the basis for integrating our
knowledge of improving natural resource management and
environmnental preservation into the design of a longer-term NRM

project in the future.



2.0 PROJECT SETTING ANDRATIONALE
2.1 Physical and Structural Setting

In contrast to much of Latin America, Guatemala still is a
rural-based economy with 60% of its population living outside of
the cities. 70% of national employment and 80% of economic product
(GDP) is generated by the natural resource-based production,
processing, and marketing system. If tourism is included,
dependence of the national economy on the natural resource base is
even higher.

Experts classify Guatemala as extraordinarily rich in
renewvable natural resources because of its biodiversity. However,
in terms of availability of agricultural land per capita to satisfy
basic human needs, and the distribution of that agricultural land
both in geographic and ownership terms, Guatemala is one of the
more-poorly endowed countries in Latin America. Approximately 15%
of all agricuitural land is located in the mountainous highlands,
where two-thirds of <the rural population and 40% of total
population live. This is less than 1.0 hectare of cropland per
farm family, and much of this is on moderate to steep slopes.
Mismanagement of this sloping cropland and deforestation tc meet
growing fuelwood and subsistence cropland needs, causes accelerated
rainfall run-off and high soil ercsion.

Experts estimate that with current prevailing conditions of
limited irrigation, traditional cropping patterns, and low levels
of productivity on small farms in the highlands, a farm family
needs 1.5 to 3.0 hactares of cropland for basic subsistence. 1In
1950, 90% of the estimated 350,000 fari families in Guatemala, the
majority in the highlands, cultivated an average of 1.75 hectares
each. Today, with annual rural population growth rates of 3.6%,
90% of the estimated. 650,000-700,000 farm families cultivate an
average of only 0.75 hectarese. Most mzke do with even less.
Additionally, some 30,000 new rural farm families (20,000 in the
highlands) now are being formed each year, of which no more than
half will be absorbed into urban areas. There are relatively large
tracts of agricultural land on the South Coast, but these are
inaccessible to excaees rural families from the highlands because of
the highly skewed ownership patterns favoring large landowners, and
the lack of a competitive land market.

Because of the conditions described above, "excess" rural
families from the highlands for the last 10 years or more have had
no alternative but to seek their livlihood by clearing unfarmed
lands (often public or common lands) on the steeper slopes of the
highlands or tc migrate to the fragile tropical lowlands of the
northern portions of the country, especially the Peten. Since most
of these areas cannot support cultivated crop production on a



sustainable basis, these families adopt a "slash and burn® systenm,
whereby cleared areas are abandoned every 1-3 years and new areas
are cleared for planting subsistence crops until these in turn must
be abandoned. An estimated 50,000-100,000 families currently
survive in this manner, and an additional 8,0006-12,000 families
annually adopt these practices in order to survive.

In the past decade slash and burn deforestation, combined with
destructive and often illegal logging practices, especially in the
Petén, has led to deforestation of an estimated 1.5 million
hectares. To illustrate the national impact of this trend on the
natural resource base, from 1960 to 1980 national territory covered
by primary forests decreased from 77% to 42% of the total. By
1989, primary forest area had dropped to 29% of the total. If this
rate continues, primary forests will virtually disappear from
Guatemala by the year 2010.

To the enormous natural resource destruction that takes place
directly on deforested lands, must be added widespread degradation
of the lower level agricultural resource base caused by resultant
accelerated water run-off and erosion from these deforested areas.
Further, most of the abandoned slash and burn areas do not reforest
naturally and remain degraded almost indefinitely.

This combination of accelerating population pressures, limited
agricultural land, unsustained fuelvood requirements, increasing
slash and burn agriculture on steep and/or fragile lands, and
unrestricted destructive 1logging practices, are dramatically
degrading the nation’s natural resource bace and are increasingly
foreclosing some of the most important development options for the
future.

For example, on the limited cropland, expanded irrigation is
an important option for generating increased employment and incomes
from diversified intensiva crop production for export. Irrigation
combined with diversification has as much economic growth potential
as a four-fold increase in cropland area. However, negative
impacts of resource degradation on the hydrologic regime are
undermining these important options for relieving population
pressures on ecologically fragile and over-saturated areas.

2.2 PYolioy Setting

The natural resource mnanagement (NRM) policy process in
Guatemala is discontinuous and ad bhoc. Haphazard legislative
efforts are often crafted by special interest groups with little
attention given to long-rance planning and technical policy
analysis. Legislation and regulations generally address each
natural resource separately (forestry, water, soils, etc.) in a
piece-meal way, without considering unifying principles that
transcend these resources. Similarly, separate national-level GOG
institutions are assigned regulatory functions for each resource.

4



There is only limited coordination among these institutions, yct
often confusing overlap of roles. Relevant policies promnote
inefficient centralization of decision-making and authority and
provide little support for mobilizing local initiatives to address
natural resource issues.

The institutional setting for implementing the NRM policy
improvement process in Guatemala is characterized by highly
dispersed public and private sector institutional interests,
combined with limited numbers of experienced policy talent. At
this point, no single institution yet has developed the capacity
needed to guide a technically and analytically-sournd NRM policy
framework, within which complementary resource-specific policy
changes car be formulated. Nevertheless, the Ministry of
Agriculture (MAGA) has recognized the need to take a more
integrated and analysis-based approach to NRM policy improvement
and has started ceveloping its technical capability in this area.
MAGA initiated, in mid-1991, a policy group (known as PARAGRO) and
attached it directly to the Office of the Minister. This group has
been supported by the World Bank (IBRD) and the United Nations
Develcpment Program (UNDP), and by the advisory assistance of
USAID’s policy specialist. PARAGRO promptly developed an
agricultural and natural resources policy improvement strateqgy and
agenda, which the Minister publicly announced would guide the
Ministry’s program and initiatives for the 13990s8. This strategy
takes a balanced approach, focussing on integrating resource
preservation objectives with those of sustainable production and
employment generation.

Implementation of the policy strategy is still in the
beginning stages. Nevertheless, PARAGRO has gained considerable
experience in developing terms of raeference for policy studies,
contracting individuals and/or firms to conduct analyses, and in
managing the technical quality of outpute. They also have begun to
initiate and manage information dissemination and dialogue events
to build consensus about proposed improvements. Although this is
still a developing capacity, PARAGRO showe considerable promise.

In addition to the more comprehensive approach initiated by
PARAGRO, several ad hoc efforts have been made to take a nore
analytical approach to NRM policy improvement, primarily through
Congressional formation of working groups supported by external
donors. Thae Congressional Commission on the Environment and the
Ccommission on Agriculture have been the twc most prominent
proponents of reform legislation to address environmental and
natural resource issues. For example, they have supported
different working groups developing proposals for a new forestry
law, a new water and irrigation law, and a new plant health law.
These initiatives have varied in quality but are being debatad and
will eventually form new legislation.



NRM-related organizations, whether public or private, are
relatively new. Most are less than five years old, are still
seeking financial viability, and have not yet consolidated their
purposes or “niche". Of these, the National Environmental
Commission (CONAMA) is the most important. It was created in 1986
with the general mandate to protect the environment. As of yet it
has no formal policy agenda but has developed a long-term strategy
which emphasizes its coordinating and support role for public and
private initiatives in environmental protection. It has been a
relatively weak institution in the past but is now starting to gain
credibility because of increased public awareness of growing
environmental problems. Important to note is that CONAMA has the
support of the Presidency, which will add to its influence in the
naticnal management and conservation of natural resources in the
future.

2.3 DMNonitoring and Evaluation Setting

Provisions for monitoring and evaluation of impacts of AID and
other donor-assisted projects, as wel)l as activities wholly funded
by the GOG, generally have been treated as a necessary
administrative requirement rather than as an integral part of the
program being supported. 1In addition, the generation and analysis
of sector level information and statistical data for monitoring and
evaluating changes in social, economic, and natural resource
variables has not been accorded high priority in Guatemala for many
years.

This lack in monitoring capability has not gone unnoticed in
MAGA and as the result of a recant Government (GOG) decision, the
Agriculturai Sector Planning and Development Unit (USPADA) within
MAGA has been assigned the responsibility for designing, organizing
and coordinating an information and statistical data system for
agriculturz and natural resources. with technical assistance,
USPADA has recently developed such a system to be initiated in
1993. Information and data collection and processing for
monitoring and evaluation purposes of all agriculture and natural
resource management programs will now be coordinated within this

sector-wide system.

USAID’s Highland Agricultural Development Project (HAD) has
organized a computerized information program over the past several
years intended to provide timely internal management and monitoring
information both at the institutional and field levels. This
system has furnished baseline and followup data for initial reports
of USAID/G's deveioping Strategic Objective monitoring system. The
HAD Project will be terminating at the end of FY93 and this
management lnformation program is expected to be incorporated into
the overall sector-level USPADA systemn.



2.4 Project Rationale

As indicated above, Guatemala still has a rural-based economy
with much of its population dependent on the natural resource base
for 1livelihood. The increasing degradation of that bkase is
threatening this livelihood, especially of the rural poor, with
lost inccmes, unemployment, and growing poverty. Given social,
economic, and environmental realities, there are various approaches
that should be pursued in effectively treating NRM issues.

Diversification of agricultural lands into high-value, labor
intensive irrigated crops for non-traditional export can help to
slow the exodus to urban areas, already suffering from excessive
and undirected expansion. It also can ielp to reduce migration to
the lowland tropics of the north, especially in the Petén. Small-
scale irrigation schemes (mini-riegos) have been installed in a
number of highland areas with encouraging results when combined
with diversification into non-traditional high-value export crops.
Resulting increased farm incomesz and employment and the attendant
multiplier effects show great potential in helping to alleviate
rural poverty and in providing livelihoods for increasing rural
populations. For irrigation and diversification to continue to
expand, however, increased attention must be accorded to overall
natural resource managenment. Without improved management, soil,
water, and forest losses will saeriously affect sustainability of
productivity and employment gaine over the longer run.

Considerable axperience has been gained in recent years for
improving NRM at the watershed level through 1local group
initiativesz. Tested practices include reforestation, on~-farm soil
and water conservation, and sustainable agro-forestry. These
provide an encouraging technological baseline for future management
improvement, as well as for productivity, income and employment
growth. Equally encouraging are experiences with integrated pest
management practices at the small-farm level, as well as innovative
options for stimulating producer initiatives in technology transfer
activities. Targeted support for these proven initiatives, as will
be provided by the CNRM Project, can provide the needed technical
base for mors effectively utilizing resources and reversing trends
in environmsntal degradation.

In ths recent past, international attention has focused on
preservation of natural forests and protected areas, with
relatively less amphasis on sustainable utilization of productive
agricultural and forestry areas. Earliar, the focus was almost
exclusively on production, to the detriment of biodiversity and
with insufficient regard for the sustainability of proposed
management systems. It now is being recognized (for example
through USAID’s Mayarema Project) that a viable natural
resourcemanagement atrategy for Guatemala must encompass a balanced
focus on environmental protection integrated with sustainable

7



productive use that rapidly increases both rural employment and
incomes.

There also is a growing recognition that the existing policy,
institutional, and legal framework is inappropriate and limits
potential for promoting NRM improvements. Changes in public
awareness and attitudes suggest that timing is opportune to change
direction and to initiate policies that facilitate and mobilize
leccal initiatives to manage natural resources on a sustainable
basis. While the Mission is not at this time prepared to define
the implementation arrangements required to achieve its NRM policy
objectives, the importance of addressing these issues is clear.
Based on negotiations between the Mission and new GOG leadership in
the areas of natural resources management and environmental
protection, these implementations arrangements are expected to be
defined in a Project Paper Supplement in FY 1994. At that time,
the Mission will establish a clear linkage between the Projects’
three components.

To date, proposed NRM policy changee generally have been
developed without clear estimates of long~term economic
consequences and often without consideration of cross-impacts among
sectors. The approach to policy improvement generally has sought
to achieve resource management and conservation compliance through
restrictions, controls and penalties administered by GOG
institutions. Little consideration has been given to market-linked
policy options that facilitate and encourage appropriate management
behavior through operation of market forces and economic self-
interest. These are areas where an innovative policy focus has the
potential to provide real paybacks in sustainable resource use and
long-term preservation that technical interventions alone will not
achieve.

Successful NRM policy improvement requires consensus-building
and popular participation. Mobilization and organization of
community initiatives, combined with appropriate divisions of roles
and responsibilities among public and private sectors at national
and local institutional levels, can achieve both participation and
common cause. In Guatamala, these are areas that have not received
sufficient attention in the implementation of NRM programs.
Consequently, programs often have not received popular support, or
have been ill-managed by overlapping institutions. Recognizing
these as key policy constraints to sustainable management of
natural resources, it is expected that CNRM will highlight these as
the initial policy agenda items to be analyzed and implemented

early on in the project.

2.5 Government of Guatemala MRM Improvement Btratsgy, Plans and
Activities

In 1986 the GOG formally started devoting attention to
environmental protection and improved management of natural



resources. In that year the National Environmental Commisgion
(CONAMA) and the National Council for Protected Areas (CONAP) were
established. This initiative formed the basis for creating more
public awareness of the state of the environment and efforts to
protect it. - Follow-on efforts of MAGA to develop a long-range
policy agenda and strategy for sustainable production and resource
management have further contributed to a growing GOG interest in
addressing natural resource policy needs.

GOG planning documents and position papers presented in
international environmental fora, focus on three major policy
thenmes:

¢ Effective and sustainable NRM must be "balanced,® in

terms of both increased income and employment generation
and resource conservation.

¢ Greater reliance must be placed on decentralization and
privatization of NRM.

¢ Successfully addressing chronic natural resource
degradation problems requires increased attention to
improved management of watersheds in production
agriculture and forestry areas, as well as in protected
areas.

The GOG has expressed specific concerne regarding natural
resource degradation in the highlands, which compromises long-term
sustainability of small farmer agriculture and national food
security. There also is concern about current policies related to
fuelwood production and marketing. Additionally, it is now
generally recognized that policy improvement initiatives must
encompass interactions between out-migration from over-populated
areas of the country, especially the highlands, and unmanaged
colonization of the northern tropical lowlands.

By lav the Ministry of Agriculture has a public mandate to
manage the country’s natural resources. MAGA functions include
design, coordination and implementation of agricultural and natural
resources policies (specifically soil, water, forests, fisheries,
oceans, lakes, rivsrs, natural habitat and wildlife), and promotion
of use, conservation, rehabilitation and protection of natural
resources, with special emphasis on preserving natural habitat and
wildlife. Recently, MAGA has focused increasing attention on
agricultural and NRM policy improvement issues. Its official NRM
policy strategy and agenda document, prepared by PARAGRO, defines
the problem of stagnant natural resources-based production and
growth in terms of inefficient resource use and degradation of the
productive resource base. The global policy objective is stated as
"integrated and efficient development of the sector, based on
rational utilization of renewable natural resources.” The document
also identifies as MAGA’s highest priority the establishment of an
improved policy framework to facilitate "development of production
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systems compatible with' and complementary to maintenance,
recuperation, and preservation of renewable natural resources."

The GOG also joined forces with the donor community (including
significant support from USAID) in 1991 to develop over a two-year
period of analysis and dialogue, the Forestry Action Plan for
Guatemala (PAFG). This effort, albeit with emphasis on the
forestry sector, represents an advance in planning for the
management of forestry resources (See Technical Analysis for
further detail).

Establishment of CONAMA and CONAP has resulted in a higher
political profile for environmental regulation and protection
issues. Nevertheless, as mentioned earlier, there are continuing
chronic weaknesses among GOG institutions in terms of analysis-
based policy capability, as well as in field application of
policies and implementation of NRM programs. PARAGRO is the only
permanent policy analysis group in the Government dealing with
natural resource issues.

2.6 UBAID Involvement in MNatural Resources Sector Development
Activities

For mzny years USAID/Guatemala has supported NRM activities as
a part of its agriculture sector development strategy and progranm.
Since 1981, with initiation of the Small Farmer Diversification
Project (8FDP), USAID strategy has focused on improvement of the
livelihoods of highland small farmers through diversification into
non~-traditional export crops. The project supported small-scale
irrigation development and tasting of on-farm soil and water
conservation practices. The Highlands Agricultural Development
Project (HAD), initiated in 1983, «continued emphasis on
agricultural diversification through small-scale irrigation, and
included active promotion of on-farx soil and water management and
other sound agronomic practices.

In 1990, a HAD Project grant to CARE/Guatemala was approved to
develop and demonatrate pilot integrated watershed management
models. Many of these were 1linked directly to small-scale
irrigation schemes developed previously. Also, in 1990,
USAID/Guatemala initiated the Maya Bicsphere Project (Mayarema) in
response to Congressional mandates for reducing global tropical
deforestation and loas of biological diversity. Mayarema seeks to
achieve environmental management Iimprovements within the 1.8
million hectare Maya Biosphere Reserve in the northeastern Peten,
by strengthening appropriate public and private NRM institutions
and promoting community participation in sustainable forestry

management activities.

In early 1991, USAID/Guatemala embarked on an analytical and
planning exercise to axamine the full range of problems and
possible interventions that might be undertaken to assist in
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achieving the NRM Strategic Objective. A Concept Paper for
Sustainable Matural Resources Management in Guatemala resulted from
this effort and identified key underlying causes to environmental
degradation and the unsustainable use of resources in Guatemala.
Experience from all of these activities has contributed
considerably to the evolution of the Mission’s program from a
narrow production agriculture focus to a more comprehensive natural
resource management approach, which has been detailed in the
Mission’s published and widely-distributed Natural Resource
Management B8trategy.

With the advent of the AID program-focused strategic planning
system, Improved Management of ths Natural Resources Base has been
selected as one of five strategic objectives (SO) of the
USAID/Guatemala Action Plan. The Community Natural Resource
Management (CNRM) Project is the first new initiative under this
SO. It will contribute to all of the program outcomes as detailed
in the SO Framework in Annex 2. The project’s watershed management
component will directly support the increased use of natural
resource management practices in project areas. The policy
component will be the primary contributor to a more effaective
policy environment and will indirectly promote a more effective
public institution managing the (Maya Biosphere) Reserve.

2.7 Other Donor NRM-Rolated Activities.

Traditionally, donor activities supporting natural resource
management have been treated as elements of agricultural production
and integrated rural development projects. More recently, other
donors have redirected attention more towards environmental
concerns and issues of sustainable resource management. This new
orientation has resulted in several new area development and
environmental protection-type projects.

One such activity covering the Lake Atitlan drainage basin and
financed by the European Community (EEC), has been operating for 4
years. This project supports investments in infrastructure, such
as drainage, sewerage, potable water and reforestation, as well as
on-farm conservation activities and local institutional development
activities. Another EEC-financed protection/development project
supports similar activities in 15 municipalities in the Department
of HueHuetenango. This project is about to initiate a second
phase. The Internaticnal Fund for Agricultural Development (IFAD)
and the Dutch are financing an environmental protection and
forestry development project in Sierra Cuchumatanes. The German
Government is financing forestry protection and deforestation
monitoring in the Peten and is closely coordinating its efforts
with USAID/G’s Mayarema Project. The Inter-American Development
Bank (BID) is supporting forestry development in the all-important
chixsoy Valley and in several municipalities of Zacapa/Chiquimula.
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A recent "Phase I"™ BID Mission to Guatemala identified two
project ideas to explore; a "Green Belt" Guatemala City
environmental protection proposal to cover a 1,000 square kilometer
area around the Capital, and a sector program, encompassing water,
fisheries, forests, protected areas and wildlife, with support to
policy improvement and institutional strengthening. BID also
recently signed a US$2.0 million non-reimbursable funding agreement
for the institutional strengthening of CONAMA and establishment of
a national environmental protection program.

A recent World Bank team explored possibilities for future
activities. It recommended a first stage US$800,000 review and
study of environmental and natural resources problems and
alternative solutions, to be used in defining investment
alternatives.

USAID/G has coordinated closely with both Bank teams and
asgisted them in their fact-finding missions. USAID will continue
its collaborative role with donors, especially under the policy
component of CNRM, to ensure that key NRM policies are consistently
supported by donors in a cocordinated manner.

3.0 PROJECT PROBLEM STATEMENT, GOAL AND PURPOSES

3.1 Prodblen Statemont

People who live in poverty will do what is necessary to
survive in the short run, even if the result is destruction of
their natural resource base. This is now occuring in Guatemala at
an increasing rate, as described in the project setting and in more
detail in the Technical Analysis annsx.

While an array of serious environmental and natural resource
management problems exist, they all converge into an overall
problem statement for Guatemala:

The presant environmental deferioration znd unsustainable
use of the natural resources DbDase is seriously
jeopardising long-term prospects for social and economic
developaent.

In the past, this perceived problem has been addressed in a
variety of ways. Initially, reforestation was emphasized. Later,
increasing attention was accorded to improving on-farm soil and
water managament, and, more recently, integrated pest management as
an alternative to uncontrolled pesticide use has been an additional
area of focus. These interventions have been implemented within
projects primarily oriented toward increased agricultural and
forestry pr.-duction and productivity. They have had varying
degrees of success within their limited purposes.
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What has been missing too often in these interventions has
been a more comprehensive development model of sustainable
production and resource conservation, amenable to widespread
replication. Such a comprehensive approach should deal not only
with technological solutions to the problem, but also with the
underlying structural causes of the NRM problem, as identified by
the 1991 Concept Paper:

. Inadequate NRM policy framework that defines the economic
and social environment that encourages misuse of natural
resources

) Inappropriate NRM institutional policy framework that has
created a confusing mix of institutions and overlapping
roles that have impeded improvements in the management of
natural resources

) Limited local community initiatives and participation in
the decision-making and management of natural resources

¢ Limited cultivable land base and inequitable distribution

¢ Lack of NRM awareness and effective educational programs
¢ Rapid rural population growth that increases pressures on
resource use

The Community Natural Resource Management Project (CNRM) has
been designed to promote a balanced production/conservation
development approach, while addressing the above structural causes
of resource mismanagement. This more comprehensive approach to NRM
improvement, combined with proven technical NRM practices, is
expected to establish conditions and sustainable progress in
addressing the longer-term problem statement.

3.2 Projoct Goal and Purposes

The Goal to which the CNRM Project will contribute in
Guatemala is to improve long-term social and economic well-being
of the rural poor through improved management and sustainable use
of natural rasources.

CNRM is an interim project of relatively short duration when
considering the long-run nature of progress towvards Goal
achievement. Thus, CNRM Project Purposes are of an interim nature,
intended to establish the policy and organizational framework,
along with technological and operating knowhow, to permit future
longer-term projacts to efficiently and effectively contribute to
this Goal. These Project Purposes are:

] To achieve sound poliocy improvements that promote
sustainable management of natural resources (to Dbe
developed in subsaquent PP supplement); and,

¢ To develop and raplicate sustainable, coxmunity-based
natural resources managemsnt models in upland wvatersheds.
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4.0 PRQOJECT DESCRIPTION
4.1 Overall Project Btratagy

Worldwide experience and evidence from field projects in
Guatemala demonstrate that rational management of natural resources
is one of the lcng-term keys to sustainable social and economic
development in Guatemala. Successful NRM depends upon a number of
impcrtant factors =-- an appropriate and facilitating policy
environmnent and institutional structures, an aware population,
adequately trained human resources, and, most of all, the
initiatives and active participation of the people who use the
resources.

The Community Natural Resource Management (CNRM) Project has
been designed with these factors in mind. CNRM will comprise three
components: Policy Improvement (PIC), Integrated Watershed
Management MICUENCA (IWM), and Monitoring and Evaluation (M&E).
While only the MICUENCA (IWM) component has been developed at this
time, it is expected that during the LOP, CNRM will:

) improve the policy framework and related institutional
effectiveness which will enable and facilitate improved
resource manageument;

¢ develop and replicate effective technolegies and
organizational models for educating, training, and
mobilizing local communities to plan and carry out
sustainable watershed management;

¢ establish and apply methods for tracking natural resource
management and environmental impacts and for refining and
improving NRM technical and policy interventions.

Although each of the three components will be implemented as
separate initiatives, they will be closely integrated to build on
complementarities and to ensure a coordinated approach to
achievement of project purposes. This will greatly increase the
potential for replicability of the NRM models being supported by
the project-- a necessary element of sustainability.

4.2 Integrated Watershed Management (MICUENCA) Component

4.2.1 Introduction

This section describes the Integrated Watershed Management
Component (MICUENCA) for the Community Natural Resources Management
Project. MICUENCA (detailed proposal from CARE in ANNEX 1) will
enhance activities begun under the HAD Phase II Watershad
Management Component (COMPDA), which the Government of Guatemala
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and CARE Guatemala have jointly implemented since 1990, and which
is due to end in September 1993. CARE has assisted the Forestry
Directorate (DIGEBCS), and to a lesser extent the Agricultural
Extension Directorate (DIGESA), in implementing COMPDA in 20 small
or micro-watersheds distributed throughout Guatemala’s oriente and
altiplano regions in an effort to improve the management of the
natural resource base, to improve small farm productivity, and to
protect water supplies for small scale irrigation activities
downstream.

In developing this component, a special effort has been made
to build on the successes and experiences of the COMPDA and to
address shortfalls. This four~year effort has been designed to
help the typical farmer, residing in selected upper watershed
areas, to successfully challenge some of the critical problems
faced s8such as dwindling resovrce base; low and declining
agricultural productivity; increasing cost of inputs; limited
access to appropriate technical assistance; poor institutional
support; and little or no participation in shaping agricultural and
forestry policy.

4.2.2 Objectives of MICUEMNCA

The objective of MICUENCA is to provide appropriate technical
assistance to small farmers, in selected upper watersheds, in order
to stabilize and gradually ‘mprove management and productivity of
local soil, water and forest resources. This should lead to
improved livelihoods, favorably impact on the overall condition of
the watershed, and trigger a maximum of downstream benefits.
Ultimately, by 1997, this will improve tha socio-economic well-
being of up to 6,500 small farm families in as many as 30
watersheds, by increasing agricultural and forestry productivity in
a sustainable fashion.

A second ojective is to develop practical and effective
community-based watershed planning and improvement models that can
be replicated elsewhere in the country. Replicability will ensure
that benefits accruing to the irmediate project beneficiaries under
this short-term project can be magnified beyond to a larger
population and watershed areas.

4.2.3 Description of MICUENCA

The Component’s sub-components are: 1) Community
Strengthening, Training and Extension; 2) Watershed Planning and
Environmental Monitoring; 3) Envircnmental Education; 4)
Sustainable Agriculture, 5) Social Foreetry; and 6) Rural Economic
Programming. These sub-components have been designed to give
implementors the capacity and flexibility to respond to needs of a
diverse target population in an appropriate holistic manner.
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The starting point for MICUENCA will be the sub~-components
dealing with: 1) community organization, 2) training and extension,
and 3) envirconmental education. Guatemala’s communities,
particularly in indigenous areas, are coming out of a difficult and
violent period in which many traditional organizations were
debilitated. The community strengthening sub-component will help
address some of the organizational weaknesses by providing training
in organizational development, leadership skills and conflict
resolution; and grants for institutional strengthening. Given the
rapid environmental decline in most of the selected watersheds and
asgociated communities, MICUENCA will work with local NGOs to
develop and implement appropriate environmental education
strategies, both formal and non-formal, to raise levels of
awareness, and to create a favorable atmosphere for follow=-on
activities of 1) watershed planning, 2) sustainable agriculture,
and 3) social forestry.

MICUENCA will promote the process cf managing watersheds as
units of production and developing irstitutional capacity to
monitor results. To facilitate this effort, DIGEBOS’ Watershed
Planning Section will be strengthened through the provision of
equipment and training. DIGEBOS, DIGESA, Peace Corps, selected
NGOs, and communities will collaborate in developing and
implementing watershed management plans. For maximum effect,
component activities will identify areas of "critical impact" and
concentrate efforts there.

Under the sustainable agriculture and social forestry sub-
components, extensionists and community promotors will work closely
with communities, small farmers, local NGOs, and the GOG to
identity and prioritize needs and facilitate wide-scale adoption of
soil conservation, agroforestry, sustainable agriculture, agronomic
practices, small scale irrigation, reforestation and forest
management technologies. The objective will be to increase -- in
a socially, ecclogically and economically sustainable manner -- the
production of wood products, Lasic grains, non-traditional export
crops (e.g. fruit, vegetables),” and livestock fodder, on which
Guatemala’s rural population depends for its 1livelihood and
survival. Water supply, both in terms of quantity and quality,
will be improved.

None of the technologies or activities to be promoted through
these sub-components is new, each already has been proven by the
COMPDA and other projects, and many successful examples can be
found througliout the country. What is new is the opportunity and
official approval for mobilization of local initiatives to carry
out the activities. The implementation of participant developed
farm and forest management plans will provide numerous
demonstration areas in a large variety of settings.

Under the Rural Economic Programming sub-component, CARE w@ll
provide administrative and technical support to the on-going
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Private Sector Extension (FEAT) activity initiated under HAD II to
promote small scale forest-based economic activities. FEAT is an
innovative concept which provides private sector technical
assistance in agricultural production and marketing to farmers who
are willing to pay the cost. Since FEAT is still relatively new,
it will receive grant funding support on a declining basis, until
farmers adopt. the private extension idea cn a more widespread and
financially-sustainable basis. Technical assistance, monitoring,
and management oversight also will be furnished to extensionists to
continue building capacity. Training will emphasize pesticide
safety, integrated pest management, sustainable aqricultural,
agronomic practices, marketing, and forest management.

Participants will be trained in development and implementation
of the Farm, Forest and Watershed Management plans. This will be
complemented and strengthened by presenting participants with
opportunities to participate in small economic activities which are
directly supportive of the recommended technologies and add value
to production, particularly that derived from forests. This
program will be particularly important to female participants, who
have traditionally participated in these activities but have not
been provided extension support.

The MICUENCA component will work primarily in the 20 micro-
watersheds which are presently serviced by COMPDA in the eastern,
central and western regions of Guatemala, and up to 10 additional
watershuds. Criteria for the selection of expansion watersheds
will be refined later but will include percent of forest cover, use
of water rescurces, presence of small scale irrigation systems,
distance from a COMPDA watershed, presence of an agroforestry group
and visibility. Priority will be given to watersheds in eastern
Guatemala which are major sources of migrants to the Paetar region
of Guatemala. This focus will directly benefit two other Mission
initiatives, the Mayarema and Centro Maya Projects, which are
impacted by the continuing influx of poor highland migrants.
MICUENCA will cluster Component communities, providing maximum
coverage to wvatersheds and extending benefitse to non-Project
residents. Four prominent regional watersheds will be selected for
demonstration purposes: Rio Selegua, Huehuetenango; Rio Nahuala,
Solola; Rio San Jeronimo, Baja Verapaz; and Rio Salitre-Paz,

Jutiapa.

While MICUENCA does not directly address one of the key
factors of rapid environmental degradation =-- rural population
growth -- afforts, such as are being employed informally in the
Mayarema Project, will be actively promoted. In every community in
which MICUENCA is operational, project extension agents will
contact local APROFAM offices to invite outreach workers to visit
the project’s communities and present information on family
planning. Strong efforts will go towards establishing clgse
relationships with APROFAM so that the message of family planrning
will be scunded 1loudly within the context of environmental
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degradation and over-use of the natural resource base. At the AID
project officer level, the Office of Rural Development will
coordinate closely with the Cffice of Population, Health, and
Education, especially within the Strategic Objective and Sector
Implementation Committees, to facilitate and promote family
planning initiatives for the beneficiaries of this project.

4.2.4 cutputs

MICUENCA’s participants will be primarily poor farmers who
survive by subsistence farming on upland marginal sites and who
work seasonally as laborers on large farms. MICUENCA will directly
benefit as many as 6,500 families or 39,000 individuals, located in
up to 30 watersheds, belonging to some 150 communities, in 7 of
Guatemala’s 22 Departments. By working in these watersheds it is
expected that migration to the cities and relatively intact natural
areas, particularly El Peten where some of Central America‘’s last
significant tropical forests still exist, will be curtailed. Other
outputs include: '

¢ 39,500 Hectares under improved natural resource
management
) 50 DIGEBOS and DIGESA personnel trained in integrated

watershed planning
¢ Training provided to up to 60 community organizations and

watershed management committees

4.2.5 Inputs

In order to successfully implement this Component and have the
desired long term impact on Guatemala’s ever worsening problems of
natural resource degradation and poverty, AID will provide CARE
with US$3.9 million in donor rfunds. In addition to this amount,
CARE will contribute a minimum of 25% in cash and in-kind
resources.

4.2.6 Operational Arrangements

AID will sign a Cooperative Agreement with CARE to carry out
the Integrated Watershed Management component of the CNRM Project.
CARE in turn will sign Memoranda of Understanding with DIGEBOS,
DIGESA and USPADA, vwhich will be the principal implementing
agencies. Continuing Peace Corps participation will be formally
requested by DIGEBOS. CARE will provide grants to local NGOs to
strengthen them so that they assist communities in their Integrated

Watershed Management efforts.

CARE, with the support of DIGEBOS and DIGESA, will be
responsible for implementing the community strengthening, training
and extension sub-componant. DIGEBOS, with Peace Corps ard CARE'’s
support, will be responsible for implementing the watershed
planning and social forestry sub-components. DIGESA, with CARE’s
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support, will be responsible for implementing the sustainable
agriculture suvb-component. CARE will work independently with NGOs,
communities and the FEAT team to implement the environmental
education and rural economic programming sub-components. CARE will
act as MICUENCA’s catalyst and the coordinator of counterpart
efforts.

Development of local institutionul capacity is critical if
decentralized management of natural resources is to become a
reality. Local municipalities, NGOs, and community organizations
all have the potential to support and advance MICUENCA’Ss
development strategies. What is often lacking is basic techrical
training or simply opportunities to participate in worthwhile
activities. MICUENCA offers that opportunity for local
organizational support and participation, and every effort will be
made to identify and involve local organizations in the Project’s
activities. 1Involvement will create the learning experience so
necessary for future replication of prcject ideas. Identification
of local organizatiocns will take place in the course of initial
implementation. The focus will be on finding and utilizing the
best mix of counterpart support that will develop 1local
institutional and technical capacity, and ensure accomplishment cf
the project’s overall development objectives.

CARE will be rezponsible for managing all funds provided to it
by donors and ensuring that these are used to achieve the goals and
objectives set forth in this document.

Konitoring and evaluation is a critical part of the CNRM
Project and MICUENCA will play an important role in supporting the
intormational needs of the system. Component implementors will be
responsible for monitoring field activities and progress and
reporting results to CARE. Using this information CARE will submit
a consolidated quarterly report to USAID/ORD and to the MAGA’S
Sectoral Unit for Agricultural Planning and Development, whicn will
be implementing the CNRM Project’s monitoring and evaluation
system. Key land use and beneficiary data will form the basis for
measuring progress and impact in achievement of the Mission’s
Improved Natural Resource Management Strategic Objective. At the
same time, monitoring results coming back to CARE will be
especially valuable in making refinements and mid-course
improvements in its local-level resource management strategies.

Polisy reforms and improvements form a third important part of
the CNRM Project. The focus of this component derives directly
from the policy needs of local watershed communities. Conversely,
results from policy improvemente translate directly into the
effective implementation of MNICUENCA’s technical interventions.
Thus, the complementary roles of the policy and watershed
management components demand mutual coordination on planning,
implementation, and monitoring. CARE will ke responsible for
working with the Project’s policy group to ensure that local policy
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issues are surfaced for analysis and resolution, and that any
policy results are effectively used by MICUENCA.

4.3 Policy Improvement Component (PIC)/Preliminary Framework

As described earlier, the key causes of resource misuse are
basically policy-related. An appropriate natural resource policy
and institutional framewerk are essential to creating the
conditions that provide incentives and sanctions to promote
sustainable management of renewable natural resources. CNRM will
direct its support towards policy reform and link these initiatives
directly to its field activities and those of the Mayarema and
RENARM Projects, the other supporting element of the Mission’s
strategic objective.

These projects will serve as 1) field laboratories where local
communities --the primary users of natural resources-- will surface
policy constraints that impede their ability or willingness to
manage resocurces sustainably, and 2) pctential mechanism analysis,
policy dialogue, and integration of efforts on a regional and
national scale. Specifically, design of this component will
evaluate the potential applications of policy analysis already
completed under the RENARM Project. .

This comprehensive arzioach to resolving NRM policy issues has
not been implemerited in any consistent or formal manner in the past
and will require extensive negotiations with several GOG
MinistriessAagencies and regional institutions.

The common objectives, shared by USAID and the GOG, and tio be
build upon for future design work are:

¢ Improved policy and institutional framework to achieve
sustainable utilization of natural resources and increased
rural wvell-bkeing

¢ Better application of NRM policies and implementation of
programs, through more clearly defined roles and relationships
of public and private institutions, at both national and local

levels.

¢ Improved understanding and consensus by citizens,
stakeholders, and decision-makers about policy change needs,
options, trade-offs, and long-run benefits =-- leading to a
more dynamic and effective policy approval and application

process.
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. “Policy improvements to establish and apply incenmtives for local
‘community managemsnt of natural resources, by
promoting community participation in regional GOG development
councils, and

promoting municipal use of decentralized public funds for NRM
activities.

. Policy analysis and foraulation activities to improve legislation
and institutional structures that promota more effective NRM, by

modifying the Protected Areas and Forestry Laws to define clearer
dnstitutional maendates and responsibilities in managing natural
resources. 5 ' : _
T P S SN
Table 1l:laproved Natural Rssource Management Strategy Objective Policy
Agenda

'4.4 Monitoring and Evaluation (MER) Componant/Preliminary
Tramrework

M&E activities will be included as a project component because
of the importance of the Mission monitoring its overall Strategic
Objective in Natural Resources Management (ANNEX 2). CNRM'’s
information system, linked to the existing Mayarema Project and
other NRM activities, will provide a comprehensive picture of
progress and impact cof the Mission’s program over time. The
ability to access this information is critical for the Mission to
effectively use its limited resources to produce maximum benefit
and impact.

One of the key roles the M&E system will play will be to
inform on the overall development process that will take place.
Measurements of treated area, although important, will not be
enough to gauge the achievement of the project purpose. The
project needs as well to be sure that the technological
interventions it is supporting as part of sustainable natural
resources management are leading to direct, tangible and short-term
benefits for the community participants, for example. This will be
a pre-requisite for their maintaining continuing interest and
participation, and will likely lead to other community members
joining the effort, i.e, the multiplier effect. Process will also
be important for the policy component. Analysis and additional
studies must lead to a greater understanding of the policy process
and of the capabilities for both decision-making and implementation

of policy issues.

The project must ensure sound linkages and feedback mechanisms
between the field and policy review and analysis. The potential
policy agenda for natural resources management in Guatemala is very
large. Feedback to and from the field, emanating from community-
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based reviews of needs, will provide the rationale for choosing key
policy themes and thereby ensure relevance to the project purpose.

It is expected that on future negotiations with the GOG
relating to this and the Policy Improvement Components will result
in a Project and Strategic Objective M&E system that will
contribute to operational dimensions of project implementation,
facilitating annual planning and providing justification for course
changes if any are necessary. It will allow project, government,
and USAID personnel to track effectiveness of interventions and
provide the data base for evaluating efficiency issues. To allow
the start-up of this effort pending future design work,
approximately $100,000 will be authorized at this time to buy-in to
the RENARM Project. Through this mechanism, CARE and other NGO
(under MAYAREMZ) data collection plans will be reviewed and revised
to ensure compatibility with the Mission’s Strategic Objectives

performance indicators.

5.0 PROJECT BUDGETAND FINANCIAL PLAN

S.1 S8ummary 'Budgot

The Community Natural Resources Management (CNRM) Project will
be implemented over a four-year period at an initial estimated
total cost of U.S.$7.8 million, as follows:

- USAID Grant $3,900,000
- CARE Matching fundc $1,610,300
Sub-total MICUENCA CARE $5,510,300
- RENARM Buy-In $ 100,000
- Project Administration $ 200,000
Sub--total AID $ 300,000
TOTAL - - 5,810,300

S.2 Detailed Budget and Pinancial Plan for the Intagrated
Watsrashed Management

CARE will receive a grant for approximatcly $3.9 million under
a Cooperative Agreement for the activities included under the
Integrated Watershed Management component--including FEAT and the
estimated MICUENCA share of Monitoring and Evaluation Component
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field activities. The amount is expected to cover the following
budget lines and amounts:

ITEM AMOUNT

] ($000)
Personnel $1,256.7
Consultancies $ 408.0
Training $ 287.3
Operational Costs $ 894.3
Travel and Per Diem $ 105.7
Commodities $ 265.5
FEAT $ 400.0
CARE Indirect cost recovery (7.6%) S 274.8
TOTAL AID GRANT TO NICUENCA COKPONENT _83,891.8

In addition, CARE is committed to generate a match to the
USAID monies, both in-kind and in cash, equivalent to 38 percent of
the value of the Integrated Watershed Management component. This
provides additicnal resources equal to $1,610,300 over the LOP.
FEAT counterpart contributions are included in this calculation.
The FEAT participants are expected to pay 40 percant of the costs
of private extension assistance beginning in the second year. FEAT
payments are expacted to be completely phased out by the fourth
year of private extension assistance to a participant group. The
Cooperative Agreement will provide datails of CARE’s counterpart to
be provided to the project. In addition, as part of an Agreement
with CARE, it is expected that the GOG will contribute in the form
of in-kind personnel services for DIGEBOS and DIGESA personnel
involved in the project and operational expenses related to their
participation. The Peace Corps will provide up to 20 volunteers
for the LOP (80 person/years) at $25,000/person/year, equivalent to
$2,000,000. Community residents will also make a significant in-
kind contribution to the implementation of the project in terms of
their equity and labor for local level program management and
implementation.

~

5.2 AID Grant Funds Obligation Plan

AID grant funds will be obligated over a three year period,
beginning in FYS$3 as shown in the following table.
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GRANT FUNDS8 OBLIGATION PLAN (in U8S$000'’s)

Component FY93 FY94 FY95 TOTAL
Policy/M&E - 0 TBD TBD TBD
RENARM Buy-In 100 0 0 100
Direct FSN 75 75 50 200.0 i
contract

CARE HB 13 1,873 1,000 1,027 3,900
Grand Totals

* Pending PP Supplement
$.3 Judits and ¥inancial Reviews

CARE will be audited annually by their external auditors as
prescribed in the Single Audit Act and OMB Circular A-133. No
program funds have been contemplated for these routine audits,
since these will be financed from CARE resources. Based on the
design and negotiation of the PIC & M&E component, any funds not
included in the CARE cooperative agreement or A.I.D. direct
contracts will be subject to standard terms and conditions of the
Recipient Contract Audit program, in accordance with the
"Guidelines for the Financial Audits Contracted by Foreign
Recipients®™ isgsued by the USAID Inspector General and the
Government Accounting Office (GAO) "Government Auditing Standards®
(1988 revision). Since only activities to be implemented through
CARE and A.I.D. direct contracts will be authorized at this time,
no funds are currently allocated for audits.

During the implementation of the project, USAID will provide
most foreign exchange costs, _including 1long and short term
technica) assistance and <training required to design and
operationalize an effective system of technical services and
training. Enmphasis has been placed in the design to craft the
means for establishing a multipiier effect for the technical
assistance--through on-the-job and in the field training and
training of trainers. Materials will be produced to improve the
skills of watershed residents, and PVO counterparts, and to leave
sustainable programs to continue human and institutional resource

development.

CARE has already successfully sustained programs in integrated
watershed management. During this interim project, it is expected
that its institutions and their staff will be strengthened to take
on strategic planning, improve management and implementation, and
establish viable programs for human skills development. By the end
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of the four year project period, communities are expected to have
acquired and institutionalized a sufficient measure of technical
and managerial expertise to be able to initiate a more ambitious
program of community natural resource management in the future.

Detailed financial and budget tables are provided in Annex 7.

6.0 IMPLEMENTATION ARRANGEMENTS
§.1 Project Implementation Arrangements.

A Cooperative Agreement will be approved and signed directly
between USAID/Guatemala and CARE to provide administrative,
financial and technical management services, and both off-shore and
local procurement services, for all grant-funded inputs for the
Integrated Watershed Management. The required sole source
procurement waiver for the Cooperative Agreement contract action
has been approved. CARE in turn will enter into Memoranda-of-
Understanding (MOU’s) and/or sub-contracts, as appropriate, with
MAGA and/or other host country public and private organizations, to
plan, organize and carry out MICUENCA implementation ag¢tivities.

6.2 USAID/Guatemala Implementation Management Arrangemernts

A USDE Project Manager, located in the USAID Office of Natural
Resources Management (ONARM), will be assigned responsibilities for
USAID/G technical, financial and administrative management and
oversight of the CNRM Project. Initially, he/she will be assisted
by a FSN Assistant Project Manager, as well as by the ONARM/JCC
policy specialist presently detailed to USAID/G under an IFA
Agreement. Additionally, the project manager will be backstopped
by other USAID/G support and technical offices (including the
offices of Controller, Contracts, PDSO, ODDT and T&IO), as
appropriate. Long-term staffing.requirements will be analyzed and
justified in the PP Supplement.

The ONARM Sectoral Implementation Committee, comprising
representatives of relevant USAID technical and support offices
will meet periodically with project management to review project
plans, progregs and problems, and will provide advice and
recommendations for resolving implementation problems and/or for
making program adjustments or course corrections.

The Project Manager will assume primary USAID/G responsibility
for technical, administrative and financial management and
oversight of the contractor, and for other aspects of the policy
improvement component and monitoring and evaluation components,
including liaison with host country management counterparts. The
Assistant Project Manager, under the supervision of the Project
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Manager, will be assigned primary USAID/G responsibility for
technical and administrative management and oversight of the CARE
Cooperative Agreenment and other aspects of the MICUENCA Component,
including 1liaison with host country management and technical
counterparts.

The ONARM/JCC Policy Specialist funded for one year with PD&S,
will be assigned to serve as the USAID/G principal technical
advisor during development and expected start-up of the policy
improvement component. Possible longer-term responsibilities will
be analyzed in the PP Supplenment.

26



Summary of Methods of Implementation and Financing.
Project Method of Method of Approximate Obligation
Elements/Inputs Implementation Financing Amount Awvard
(8000)
1. Policy TBD TBD TBD TBD
Improvement,
2. Integrated Cooperative Federal $3,891.8 Aug. 27,
Watershed Agreement with CARE | Reserve letter
Management, of Credit

3. Mconitoring &
Evaluation

Buy-in RENARM/TBD

AID direct/TBD

Aug.

27,
TBD

4. Audity/ Competitive TBD TBD
I Evaluation contract

S. Policy PSC and | AID internal AID direct

FSN procedures/TBD pay/TBD
| assistant/other

admin. - » .v

6. IPA/JCC IPA AID direct TBD
| Reimbursement
] 7. Training TBD TBD TBD

TOTAL
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6.3 Integrated Watershed Managemunt Staffing

The CARE proposal plans to use the following mix of persons
to conduct the portion of the project under the Cooperative
Agreement:

) Share of CARE Sector Coordinator: 30% of full-time
¢ One Full-time Expatriate Project Manager.
¢ Local Hire Administrative Personnel

-Sector Coordinator Assistant: 30% of full-time;
-Two Full-time Project Coordinators;

-One Full-time Administrative Coordinator;

-One Central Office Administrative Assistant: 30% of
full-time; .
-One full-time computer assistant;

-Two Regional Office Administrative Assistants: 35% of
full~time;

-Three Bi-lingual Secretaries in Central Office;
-Two regional office secretaries: 35% of full-time;
-?ix regional office support personnel: 35% of full-
time.

The CARE Cooperative Agreement proposal specifies 30 percent
of the time of the sector coordinator as expatriate technical
assistance. Other local hire technical assistance personnel are
specified as follows:

Three regional coordinators: 50% of full-time;
Six full-time sub-component coordinators;

One full-time training and extension assistant;
Seven full-time technical assistants;

L K 2R ¥ 2

6.4 Training Plan

It is expected that all components will use a blend of
different types of training--short and medium term, in-country
and off-shore, US, CACM and locally led--in order to bridge the
gaps identiried by the training skills needs assessment conducted
during the project design. Th. ~ndeavors undertaken by CARE and
others in the Integrated Watershed Management activities tend to
be local and field oriented. The Policy, Monitoring and
Evaluation components have the potencial for a wider array of
types of training activities, blending field, Guatemalan and off-
shore courses. Policy dialogue seminars and workshops also form

part of this program.

The Technical and Institutional Analyses provide detailed
information on the availability in Guatemala of trained manpower
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requirements and professional capabilities in-country to carry
out the various technical and analytical tasks required for
implementing these components. The inventory of ENR
professionals (professional skills survey) carried out for the
Technical Analysis shows an impressive list of professionals in
several disciplines with some training and/or experience in ENR
related subjects and activities.

6.4.1 Integrated Watershed Management

Integrated watershed management requires both trained cares
of technicians/field staff and specialists in planning and
analytical techniques, including Geographic Information Systems
applications. This program will take into account the lack of
skills in these areas.

Under this component, six person/months of grant-funded
third country training are planned. In addition, grant-funded
in-country workshops are plannei during the project as follows:

-12 workshops for technical assistants
- B workshops for coordinators

- 8 orientation workshops

- 5 evaluation workshops

=13 workshops for technical assistants
- 4 workshops for coordinators

- 2 orientation workshops

- 5 evaluation workshops

Third country Masters’ lsvel training in integrated
watershed management is planned for gix individuals (twelve
person/years valued at $30,000 per degree).

The CARE proposal provides a more detailed description of
and budget for the MICUENCA in-country training program. The
respective roles and inputs into training by CARE, DIGEBOS,
DIGESA, PVO’s and Peace Corps volunteers, as well as counterpart-
funded training, will be defined through Memoranda-of-
Understanding and/or cooperation agreements between CARE and each
participating organization.

6.4.2 Long-term Training

Master’s level training is a central element for achieving
the long term objectives of upgrading the quality of NRM
improvement initiatives in Guatemala. A permanent installed
capacity to generate an effective NRM improvement program with
analytical skills applied to environmental and natural resources
management and policy issues is essential to the success of this
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Project. In the anticipated FY 1994 PP Supplement, options for
long-term training will be analyzed and up to 16 participants
could be trained under the amended Project at a Masters degree
level in the -‘following areas:

2] , Num) ; ible Instituti
Integr. Watershed Mgmt. 6 CATIE
Nat. Res. Management 4 INCAE
Environ. Education 2 University of Idaho
Sociology 1 Cornell, Wisconsin
Nat. Res. Econ./Policy 2 Iowa State, Duke, Yale
Nat. Res. Law/Policy 1 U of Florida

TOTAL 16

» Institutions with potentially suitable programs. No
commitment made or implied by their reference in this Project
Paper."

6.5 Implementation Schedule

The planned implementation schedule is as follows:

COMMUNITY NATURAL RESQURCE MANAGEMENT PROJECT

August 1993 - Project Authorized by USAID/Guatemala

August 1993 - HB 13 Agreement w/CARE signed

November 1993 - Sign MOU’s w/CARE/DIGEBOS/DIGESA/PEACE
CORPS/USPADA

December 1993 - Project Paper Supplement for PC/M&E
Component approved

January 1994 -

September 1994 - Internal Audit

March 1995 - CARE Sub-Grant Agreements

September 1995 - Internal Audit

June 1996 - Project Impact Evaluation

Auguét 1996 - Begin Design of Follow-on Project

September 1996 - Internal Audit
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August 1997 - PACD CNRM
September 1997 - Internal Audit
September 1997 - Begin Follow-on Project

7.0 SUMMARY OF PROJECT ANALYSES

7.1 Institutional Analysis

This section summarizes the more detailed Institutional
Analysis reported in Annex 4.

descrlbed elsewhere, CARE submitted to USAID a proposal for a
Cooperative Agreement to continue, expand and integrate its on-
going agro-forestry, resource conservation and watershed
management activities in Guatemala. The program proposed has
been accepted by the Mission and is being incorporated into the
CNRM Project as the MICUENCA Component. The proposal includes a
detailed review of prior CARE experience in community-based
watershed management, a review of the institutional arrangements
it has tested and those that will be usad for MICUENCA based on
that. experience, as described in more detail in the above
refoerenced annex.

These prior experiences offer the following lessons for
MICUENCA organizational arrangements:

1. Authority for exercising overall coordination and for
administration c¢f project resources must be delegated to a
management ovarsight organization that possesses appropriate
technical and administrative capabilities, and especially
appropriate socio-economic sensitivities;

2. Local community organizations must actively participate
in decision-making and implementation during all phases of

the project;

3. The single most important inter-organizational element
for success is the existence of a relationship of trust and
respect between the oversight organization and local
community leadership and members.

CARE has had 18 years of experience in Guatemala in managing
similar types of successful projects that have been supported
with Had project and other AID funds. They already have
qualified staff in place and on-going institutional relationships
with DIGEBOS, PEACE CORPS, local NGO’s and local community NRM
organizatxons. To these field level working relationships will
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be added extension personnel of DIGESA, and incorporation of the
current organizational structure of the private sector
agricultural technology extension fund which as been tested
successfully -under the HAD project.

The Financial/Economic Analysis concludes that benefits
justify costs in on-going projects managed by CARE. This
suggests that existiry institutional arrangements have been cost-
effective. Nevertheless, CARE proposes to review all
institutional arrangements now in place to identify ways to make
operations even more cost-efficient.

Under MICUENCA, on-going CARE-managed operations in many of
the 20 watersheds are expected to continue unimpeded. Those that
do not continue to receive support under IWM will be phased out
gradually on the basis of a thorough evaluation. CARE will
expand its community organization activities to cover up to 30
watersheds by the end of the project.

7.2 Technical Analysis

The Technical Analysis reported in Annex 5 describes an
extensive array of problems and constraints to improved
management and sustainable utilization of renewable natural
(biological) resources. In addition, the analysis concludes that
although there is a considerable store of knowledge and
information about technological solutions to decelerate and
revert natural resource misuse and degradation, the application
of this technology is severely constrained by instrumental,
organizational and process limitations. Two such constraining
limitations amenable to alleviation through appropriate external
assistance are: 1) lack of an adequate policy framework for
encouraging sustainable management and use of natural resources
by stakeholders, and, 2) insufficiently defined and tested
processes for mobilizing and organizing local initiatives to
manage natural resources in an integrated manner at community and
watershed levels. The detailed analysis found that
implementation of CNRM Project components and activities, and the
resulting expected outputs, are technically feasible.

The analysis indicates that the two constraints specified
should be accorded highest priority for USAID assistance and
should be addressed together for several reasons. First of all,
AID experience in Guatemala and elsevhere has demonstrated that
without effective mobilization of local initiatives in natural
resources management, investments to improve capacity of national
institutions to carry out natural resources management
improvement programs are largely wasted. Secondly, investments
and compliance mechanisms to protect and manage resources will
not succeed in the absence of a policy framework that encourages
stakeholders to sustainably utilize resources out of self-
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interest. Third, positive interactions from successful
interventions that simultaneously alleviate both of these
constraints will have a multiplier effect that cannot be achievad
with only one or the other intervention. Finally, success in
alleviating these two constraints will have a positive effect on
a number of additional socio-economic variables (e.g., family
incomes, long run economic viability of families, improved
information and a broader knowledge base, social cohesion within
and between communities) linked to other serious constraints,
thereby generating considerezble spin-off benefits.

From a technical design perspective, the MICUENCA component
is the most refined of project interventions in terms of
appropriate natural resource management technologies to be
applied at the farm level and on publicly-owned upper slopes and
rainfall catchment areas. Additionally, there already exists a
base of experience relevant to the process dimensions (i.e., the
approach and necessary steps for effectively mobilizing and
organizing communities to plan, decide and activate improved
natural resource management practices both on-farm and uff-farm
in an integrated and mutually supportive manner. This existing
knowhow is the result of a number of assistance activities during
the past several years. Especially notable in this regard are
the USAID-supported and CARE-managed activities in agro-forestry
and watershed management that havae bsen carried out since 1991
under the HAD Project.

The CARE-managed integrated watershed management component
of HAD, with DIGEBOS as the primary host-country counterpart
institution, has made important progress in learning how to
mobilize local initiatives for improving natural resources
management. However, there is a need to consolidate and further
improve the adaptation and application of technologies and local-
level operationalization processes before a technically sound and
locally-based integrated watershed management "system" can be
considered ready for full-scale replication. This interim CNRM
project will permit that conaolidation and refinement process to
proceed uninterrupted. The detailed technical analysis, and the
companion CARE proposal, provide a detailed review of the
elements of that system which should receive special focus.

Another important technical reason why MICUENCA should
continue on a pilot basis for an interim period is related to the
close interaction between the effectiveness of interventions to
stimulate locally-based improvements in natural resources
management and the objectives of the policy improvement
component. The four year interim project period will provide
opportunities to effect at least some of the more urgent changes
required to improve key elements of the policy framework within
which stakeholders maks natural resource management and use
decisions. Thus, the timing for making available a reliable
locally-based MICUENCA system will coincide with having achieved
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some basic improvements in the natural resources management
policy framework. The synergistic cffects of these two factors
is expected to make follow-on activities more effective both in
terms of replicability and efficiency.

Technical feasibility of the policy improvement component: is
based on somewhat limited natural resources specific technical
and operational experience in Guatemala and other developing
countries. Although there is considerable AID experience in
macro-economic and agricultural policy analysis and formulat.ion,
experience in natural resources policy improvement in a
develcping country context is rather limited. Nevertheless, the
ROCAP/RENARM Project has initiated some ground-breaking work in
developing a practical process for carrying out analysis-based
natural regources management policy improvement. Some of the
steps in that process have been applied on a preliminary basis in
Guatemala and other central american countries with the
asgsistance of RENARHM.

Additionally, experiences in Latin America in AID-supported
agricultural policy improvement work (analyzed in a recent CDIE
evaluation) are instructive. Furthermore, Guatemala has been
involved in an analytically-based agricultural policy improvement
initiative for the past two years. This experience provided
especially helpful guidance in framing the proposed operating
methodology and implementation arrangemants for the natural
resources management improvement component.

The detailed technical analysis reviewed the above-
referenced sources of technical and methodological information.
This was complemented with a detailed analysis of the natural
resources-related legal structure in Guatemala. The results of
these technical and legal reviews became the basis for designing
the policy improvement process to be used in this component.
Although implementatio) involves testing and refining this
process and its detailad activities, it also is intended to
achieve specific prioritized policy changes determined to be
necessary to facjlitate locally-based improvements in natural
resources management. Thus, while achieving these specific
policy change outputs, process methodologies and analytical and
dialogue approaches will be refined and made more effective and

efficient.

An inventory of natural resources expertise was carried out
during the technical analysis. From this, it was learned that
there are considerable numbers of experienced natural resources
professionals in several relevant academic disciplines but that
these are primzrily located in the private sector and are quite
dispersed among a number of institutions oi. operate as
independent consultants. These human resource conditions,
combined with other considerations such as effective
internalization of the process and funding limitations, resulted
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in a process design that can be implemented primarily by host
country profesgsionals with only modest external technical
assistance. Additionally, for this and other

technical, institutional and cost-effectiveness considerations,
this component will be implemented with heavy involvement by and
initiatives from the private sector.

Finally, the technical appropriateness of this project, as
an interim project, relies significantly on the inclusion of
monitoring and evaluation as an undertaking of equal status with
the other two components. Adequate baselines and continuing
analyzed information about impacts in the field are essential if
the interim purpose of the project is to be achieved: to develop
processes, nethodologies and systems that can be replicated
efficiently in subsequent fully operational projects.
Ldditionally, monitoring and evaluation activities will serve as
the vehicle to link the other two components. Likewise, these
activities will serve to focus national and local community and
watershed activities on a common purpose and joint results:
improved management and sustainable utilization of Guatemala’s
diverse and potentially much more productive biological resource
base.

7.3 Pinancial and Economic Analysis

As specified in Handbook 3, the purpose of project financial
analysis is to compare present value of benefits from the project
with present value of costs incurred by the project and its
actors/beneficiaries. On the other hand, the purpose of project
economic analysis is to estimate the present value or "net worth”
of a project to the country in terms of making the best use of
scarce resources. Financial and economic analyses generally
apply the same cost~banefit methodologies to determine net
present values (NPV’s) and internal rates of return (IRR’s). The
difference is that financial analyeiz uses nominal values and
discounted cash flows to determine project and beneficiary level
profitability, whereas economic analysis uses "real" resource
costs or "opportunity costa® to determine net benefits of the
project to the country as a whole, i.e., its social
profitability.

For certain types of projects, Handbook 3 guidance suggests that
least-cost methods be applied to determine both financial and
economic appropriateness. CNRM qualifies on three counts for the
non-standard least-cost approach. This obviates the usual
Handbook distinction between financial and economic analysis.

CNRM qualifies for a non-standard approach because:

1) It is an interim project which will develop, test ard refine
elements of an improved natural resources management system for
subsequent replicztion on an expanded basis.  Thus, an
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unspecified but significant share of total project costs are
chargeable to R&D investments that benefit society as a whole.

It is inappropriate to scrutinize such investments under the same
set of cost-benefit criteris as those used for commercial or
infra~-structure capital investments.

2) It is focussed on benefits aggregated to the watershed level,
as opposed to the individual farm or farmer level. Furthermore,
these benefits derive from the interactive and combined impacts
of improved NRM activities on enough land in the watershed to
positively affect overall watershed natural resource conditions,
togehter with changed behaviour of stakeholders resulting from an
improved policy framework. Thus, as in the case of most
environmental improvement projects, costs and benefits often are
not easily linked either in time or spatially. This often limits
the ability to realistically link and value costs and benelits.
Results based on approximations and assumptions tend to be highly
speculative and may be misleading.

3) The components of CNRM that will be developed in the PP
Supplement are expected to stimulate analytically~based policy
change, and to measuring impacts of such policy changes combined
with changes in the way NRM is carried out at the local level.
Such impacts are first manifested through intermediate changes in
local organizational and economic functions, roles and
relationships, while measureable changes in natural resource
physical conditions at the watershed level may not become
apparent until after the end of the project. The intermediate
changes are more qualitative than quantitative. Also much of the
benefit will come from follow-on projects that will rely on the
now-proven methods and knowhow. Under these conditions,
meaningful cost-benefit analysis is not possible.

For projects with one o1 more of the characteristics described
above, Handbook guidance suggests application of least-cost
criteria as the preferred method for determining financial and
economic appropriateness of the srliected impiementation
alternative. Additionally, because inputs and direct outputs of
the policy improvement and the integrated watershed management
components are separate and distinct, each is analyzed
separately. Also, monitoring and evaluation costs are allocated

between these two components.

In addition to the least-cost analysis, financial data from
previous CARE on-farm prcmotional activities were used to analyze
cash flows, costs and benefits for individual farmers who adopted
recommended NRM practises. These analyses show quite high NPV’s
and IRR’s. From this, it was concluded that benefits aggregated
to the watershed level reasonably may be expected to
significantly exceed costs sufficiently to justify the testing

activities proposed under CNRM.
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Results from the analysis of least-cost implementation
alternatives and of farm-level data on costs and benefits are
summarized below. The detailed report of these analyses is
attached as Annex 6. ‘

Both in absolute terms and when compared with traditional
systems, NPV'’s and cost/benefit (C/B) ratios are quite favorable
(using 20 year cash flow projections and a 10% discount rate).
NPV’s for agro-~forestry systems ranged from Q13,576/hectare to
Ql17,564, with C/B ratios from 2.10 to 2.92, while those for
traditional systems were Q4,862 to Q10,086 for NPV’s and 1.58 to
2.48 for C/B. Differences between the "with" and "without"
systems range from Q5,424 to Q8,911 for NPV’/s and from 0.27 to
1.58 for C/B ratios.

In the analyses summarized above, there was no reduction
estimated in cash flow returns to the traditional system :
resulting from soil and fertility losses over time (which in tur
results in reduced yields or added costs for increased fertilizer
needs). These soil and fertility losses are avoided under the
agro-forestry system. Traditional systems often need two or more
years of fallow every five years, or fertilizer increases of 10-
20% annually, to maintain yields over time. It is estimated that
these added costs (or yield reductions) would reduce NPV’s and
C/B ratios for traditional systems by as much as one-third.

Thus, comparative net kenefits of the "with" system would be even
more favorable than those shown.

The above analytical results suggest that financial returns
to farmers from MICUENCA interventions are quite favorable. To
estimate economic benefits, a proportionate share of component
implementation costs must be allocated to each hectare of land
converted from the traditional to the zgro-forestryv production
system. The component is projected to directly influence change
from traditional to improved NRM compatible systems on a total of
39,500 hectares of farmland, and indirectly through demonstration
effects among non-participating farmers, on another 10,500
hectares. Project inputs to this component are estimated at
approximately $7.5 million (including $600,000 allocated from the
M&E component).

Furthermore, the component will provide several off-farm
benefits. For example, reforestation of rainfali catchments will
result in increased fuelwood supplies and better water management
for improved downstream rainfed yields and expanded irrigation
opportunities. Likewise, soil erosion will be significantly
reduced, both upstream and downstream, thereby promoting
infiltration and reducing siltation and natural fertility loss.
Many other tangible (but difficult to quantify) and intangible
benefits also will result (e.g., availability of tested and
refined local organizational and operational models which will
permit more rapid and lower cost replications in the future).
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It was assumed that off-farm benefits will offset 50% of
component costs. Thus, $3.45 million of component costs must be
allocated as investment costs to be charged against hectares
benefitted. This project level investment cost per hectare then
is $69, an annual cost of $6.90 (Q35.00) at 10% interest. This is
not a significant added cost when compared to the amount of
additional net positive cash flows resulting from the shift to
agro-forestry systems as compare to traditional systems.

The current data base for doing financial or econonmic
analyses of NRM improvement activities is very limited in
Guatemala. It is even less feasible to analyze economic impacts
of policy changes (or the costs of not changing). In Guatemala,
as in many countries, the policy framework and poor compliance
enforcement result in gross undervaluation of natural resources.
Accurate valuation of resources is a prerequisite to formulation
of policy instruments that reduce market fajilures and encourage
economic decisions by stakeholders compatible with effective NRM.
The M&E component of this project will make a valuable
contribution by improving measurement of costs and benefits of
NRM improvement interventions.

7.4 Bocial Analysis

This section summarizes the detailed Socia’ Soundness
Analysis reported in Annex 8.

. CNRM is a bottom up, people-
based Project. The central premise is that individual men and
women residents of watersheds are the primary stakeholders in
sustainable management and utilization of renewable natural
resources. As such, they also are the primary decision-makers
and actors in natural regsources management and in this project.
Primary stakeholder organizations expected to aggregate natural
resource management improvement decisions, actions and monitoring
within watersheds are: 1) individual household units; 2) local
community organizations established by decision of primary
stakeholders; and 3) watershed-level organizations that serve as
a vehicle for joint decisions and programs, if and when local
community NRM organizations decide to join together in solving
NRM problems.

The household unit is indigenous and already serves as the
vehicle by which individual family members interact to decide on
and carry out on-farm NRM actions, as well as to determine their
position vig a vis more aggregated levels of organization. Local
community organizations may be indigenous and charged by
stakeholders (through their household spokesperson) with NRM
responsibilities, or may be created by st§keh01Qers for this
purpose. These community-level organizations will decide on,
manage and monitor project-sponsored (and gther) programs that
assist or impact across households and residents of the community
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and/or property within the community. A watershed organization,
if and when formed by decision of a group of communities, will
decide on, manage and monitor programs that assist and/or impact
across NRM community organizations, their households and property
within the watershed.

Support Role of Other Organjgzations. Top=-down

international, GOG, and host country national, regional and local
private sector organizations will play a secondary and
complementary, albeit quite important, role in the project.

These include the lead organizations responsible for management
of funds and provision of technical assistance and other products
and services to be made available under tiie project, as well as a
number of other support organizations that in varying degrees
will assist in accomplishing the purposes of the project. It is
important that personnel at all levels of these organizations
understand and accept their secondary and supplemental role in
the project, and that this be reflected in their attitudes,
approach to and relationship with local community residents,
households and organizations.

MPpRALTA 1q_Lvajlud on rponent.
Given the central premise and operating model of this project, it
is a2 gina qua non that successful implementation depends on a
thorough knowledge and understanding of local household
conformation and decision-making processes, as well as those of
the communities. Attitudes towards natural resources and
production or conservation technologies in their use, concepts of
sustainability, and linkages between national policies and
problems of natural resource management at the farm, community
and watershed levels all are factors that must be understood and
taken into account in project planning and implementation.
Knowledge about different roles of men and women and their
decision-making interactions, interactions for decision-making
among the head of household (man or woman) and other family
members, interactions across households that influence decision-
making, differences or similarities in decision-making based on
ethnicity, and differences in community decision-making depending
on ethnic mix, all are important variables which should influence
the way the project interacts with a given community.

The detailad sccial soundness analysis found that there is
only limited information available to help understand the
characterist!cs of the social variables referred to above. There
is even less analysis of this information to provide insights
into how interactions among variables affaects management and
utilization of natural resources, or how and what inputs from
outside the community can be expected to encourage desirable NRM
responses. This was a major factor in the decision to design
CNRM as an interim project and to accord M&E the status of
component. Without a detailed local-level socio-economic
baseline and continuing information, as well as information on
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local decision-making at each level of aggregation, the project
cannot develop workable models for refinement and/or replication,
either of the NRM policy improvement process or of community-
based integrated watershed management.

e i . There are serious gaps between national
and local level institutions and individuals. Linking mechanisms
and/or umbrella institutions must be sought out or be established
to £ill this gap. Likewise, it is important to identify
community leadership and existing local organizations that now
are involved in, or have the appropriate characteristics to
become involved in NRM improvement initiatives. Often, rather
than single out one local organization for participation (e.g., a
munlclpality) which may not be representative of the community,
it often is more productive to work with local leaders from
several community organizations.

ilderations, There are a number of

misconceptions concerning relative roles of men and women in
rural Guatemala. Urban residents tend to stereotype rural women
as passive, non-participatory, and with only minor roles in most
household economic decisions. However, the existing data and
information base, although quite thin, indicates that koth women
and men exercise important household and community roles
especially in production and natural raesource use decisions.
Thus, since both men and women have responsibilities in
activities and decisions that affect natural resources, both
women and men should be participants in related training and
technical assistance activities.

In many agricultural and natural resources projects, the
most disaggregated unit of analysis is he househcld and the male
is assumed to be the head-of-household. In Guatemala, the person
who represents the household in public is often the male, except
where no adult male is present. _Consequently, the roles of other
household members frequently are ignorel to the detriment of the
project. Gender analysis will be an integral part of the
monitoring and evaluation compenent of this project in order to
recognize and accommodate the diversity in division of roles and
decision-making among men an¢ women in beneficiary households.

Data generated for baselinc and continuing analysis purposes
should also be disaggregated by ethnircity. Even though all
ethnic groups are users and abusers of the natural resource base,
the approach to and the manner in which different ethnic groups
may be encouraged to participate may vary. Also, ethnicity
should be determined by ‘“self-identification™, rather than on the
basis of some objective measure such as language.

Project implementation staff, from the national level to the
local level, should be trained to understand gender and ethnicity
considerations. Data collection and analysis, training and
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technical assistance programs should reflect these
considerations. Additionally, a goal should be to reflect the
gender ratio of the beneficiary population in the staffing
pattern and training programs of the project.

e A
number of lessons have been learned about social considerations
from past CARE activities in integrated watershed management.
These have been incorporated into the design of the project and
should enhance its social soundness. However, there is an urgent
need to better document a more reliable baseline together with
on-going results, and to assure that the latter can be measured
effectively against the baseline. Likewise, RENARM project
experience shows the importance of an appropriate baseline and
local-level percveptions of NRM problems linked to specific
policies. Without these, it is not possible to prioritize a
policy analysis and action agenda that is responsive to local
needs, or to measure local-level impacts when a policy change has
been achieved.

The M&E component will assist to assure social soundness of
CNRM. It will provide the information base to enhance social
responsiveness of the other components. Project management must
incorporate on & continuing basis lessons learned from the M&E
analysis of impacts on social and socio-economic variables
discussed above. Gender, ethnic, local leadership and
organizational factors will receive special attention.

The analysis summarized above found CNRM to be socially
sound.

7.5 Environmental Analysis

More than 80% of Guatemala’s GDP is ultimately generated
from the natural resource (NR) base. This coupled with the
severe rate of environmental degradation is prompting both public
and private sector antities to take more active roles in managing
the country’s NR. 1t’s visible that the GOG overall strategy in
addressing the question of natural resource management is
considering the anvironment as a basis for developing the rural

area.

In the other hand the USAID/Guatemala Mission completed an
Initial Environmental Examination for the proposed project
"Community Natural Resource Management, (No. 520-0404)" six
million dollar 4-year program designed to continue the watershed
management component of the HAD II Project (No. 520~0274). The
new Project Description includes three components: Integrated
Watershed Management; a special fund for Private Technical
Assistance (FEAT) and Natural Resource Management Policy.
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For the four million dollar Watershed Management Component,
USAID/Guatemala recommended that no environmental review needed
to be taken since in general, the component will carry out many
of the same artivities implemented under the HAD II Project,
which had already completed an Environmental Impacts Assessment
containing a lengthy set of mitigation measures for foreseen
negative impacts. USAID/Guatemala related that Components 2 and
3 (FEAT and Policy) are to provide technical assistance that will
promote sound natural resource management and that no field
activities nor purchase of commodities were envisaged under these
latter components. AID/ Guatemala therefore requested a
categorical exclusion according to Section 216.2 (c) (2) (i) of
22 CFR. Based on those arguments, the Mission recommended on
12/21/92 that the new project be given a negative determination
requiring no further envirormental review.

On January 27, 1993, the LAC/DR/E Washington issued an
Environmental Threshold Decision (LAC-IEE-93-08) acknowledging
the potential value of the HAD II Project EA, and stated that
prior to approval for the use of this EA for watershed management
activities under the new project, the document should be
evaluated to assess its strengths and weaknesses and discuss how
recommended mitigations could be applied to the Community Natural
Resource Management Project.

Components 2 and 3 were categorically excluded. Fainally,
LAC/ER/D mandated that the project cannot involve the procurement
or use of pesticides nor support for procurement of equipment or
for activities that could lead to deforestation without first
receiving the LAC Bureau Environmental Officer’s approval of the
appropriate Environmental Assessments.

There were identified 4 areas where negative environmental
effects may be related to Project activities. The areas are: 1)
Pesticide contamination. 2) Soil.and water quality changes
arising from intensive cultivation and use of high doses of
chemicals, 3) Soil and water conservation, and 4) Homogeneous
plantations and secondary forest management. In addition, it was
recommended that the EA shall include:

- Identification of the potential problems related to
pesticide and fertilizer use, and other potential impacts
resulting from Project activities;

- Evaluation of the environmental, economic and social costs
and benefits of the current practices related to these
activities;

- Recommendations of specific measures to mitigate the

potential negative environmental impacts under the Project;
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Evaluation of institutional capabilities, laws and
regulations, and constraints for effective implementation of
recommended measures.

The Regional Environmental Advisor was requested by the

USAID/Guatemala ORD to perform these duties and he suggested 18
mitigation measures for Project:

1)

2)

3)

4)

5)
6)

7)

8)

9)

10)

11)

12)

13)

Continue implementation of certain mitigation measures under HAD II EIA.
(Table 2).

The CNRM Program must interface with existing AID and other Family
Planning and Child Health programs as a componsnt of the environmental
education programs of CARE to disseminate child health, and child
spacing information.

Continue with strong interaction of pesticide/IPH component of RENARM
Project, but include traditional agriculture aspects of IPM as well,
such as crop rotation, and fallowing.

Provide ratall agrichemical outlets in and nsar project watersheds with
Technical Aesistance in pesticide management for local communities.

FEATS cannot rascommend pesticides that are not USEPA - approved.

Perform periodic measuring of environmental pesticide loads in the dry
season (Fab - April) using bioindicators such as boat-tailed grackles or
turkey vultures or mother’s milk plues wator and soils, since HAD IIX ‘
indicated soil contamination during the rainy season. This monitoring
activity shouls be kept simple, relatively inexpensive and applicable to
pragmatic solutions. The Office of the Regional Environmental Officer
could lend techbnical assistance in the design of such a monitoring
system. Local Guatemalan pesticide residue laboratories currently have
the capacity to assess soil, water and tissue samples. A budgetary line
item in the Project shculd be entablished for completion of this
monitoring. Bestimated costs should not exceed $3000-$5000 every other
year during the life of the project (Total maximum of $10,000).

Continue with roadside stabilization plantings with willow (3Salix),
Aliso (Alnus)., Brythryvng, etc. Use native species where possible.

Continue with sufficient Technical Assistance on irrigation activities
to prevent excessive runoff and soll saturation.

Continue with courses on maintenance on irrigation systems, springs,and
other compconents of existing irrigation.

In lanis under mini irrigation for 5 years or more, comparative tests
should be msade for nutrient content and salinity.

Terraces need to be maintained for long term. Community Policy for
terrace maintenance responsibility and training neead to be
accomplished.

Same with living barriers. Grass species should be appropriate species
that have multiple uses (such as vetiver grass).

Same with living fences and dividers. Should include as many species as
possible. Link to Madelefia Project.
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14)

15)

16)

17)

i8)

Fruit work to build upon AID-DIGESA fruit improvement programs.
Existing fruit varieties within community nurseries should be gradually
replaced with improved varieties. If not possible, apples should be
phased out of program and not be included in the agroforestry program
due to théir special grafting and disease control requirements.

Some forest stands should not be managed on a sustained yield basis of
timber products. They have greater value as protectad watersheds
(sustained yield of water) than timber. These watersheds should be
identified and protected.

During forest management, practicing clear cutting and block cutting are
to be avoided. Purchase of chainsaws &nd other extraction and
processing equipment for timber management must be accompanied by a
specific timber management plan based on sustained yield per watershed
baefore purchases are permitted for the project.

Yorest Management and Parm Managemsnt. Before exotic specles are
introduced into the watarshed for planting or for nursery establishment
and improvemant, the plant material must be inspesctad by authorized
professionals for piant health. Diseased or infestaed stock should be
destroyed before introduction of said materiale into Projoct watersheds.
Exotic fruit tree stock ie to be included in this category.

During program monitoring and evaluation, compliance with mitigations

should be determined and adjustments made if necessary as devermined by
Mission Environmental Officer or Regional Environmental Advisor.
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Project Title & Mumber:

NARRATIVE SUMMARY

Program or Sector Goal: To
improve the long-term social and
economic well-being of the rursl
poor through improved msnegemont
and sustainable use of natural
resources

sustainoble Managemant of the
Natural Resource Base

Project purpose

To schieve sound policy
{mprovements that promote
sustainable menagemsnt and use
of natural resources

To develop end replicate
sustainab\e, coamni ty-based
natural resources Banagemsnt
models in upland watersheds

OUTPUTS

Watershed Management:
Improved incomes for ssalt farm
families upleand uatersheds

PROJECT DESIGN SUMMARY
LOGICAL FRAMEWORK *

OBJECTIVELY VERIFIABLE
IMDICATORS

Incressed sustainsble {incomes
from natural resource-based
production

Decline In deterioration rates
of natural resources (soil
erosion, deforestation,
pesticide contaminetion...)

laproved NRN policy
impleméntation and/or
enforceaent by public
institutions

New or revised policy
legislation

Incressed use of sustainable NRH
practices among target groups

Increased tand area under
{mproved natural resource
sanagesent

6,500 farm femilies in 30
watershed with iIncreased in
fncomes

MEANS OF VERIFICATION

National statistics/surveys

Basel ine and fol lowup surveys of
project’s N/E System

Project N/E System beseline,
followup and impact analyses

Mew donor initiatives reticating
project ideas

Project M/E System reports and
evaluations

Life of Project:
From FY 93 to FY 97
Total U.S. Funding
Date Prepared:

IMPORTANT ASSUMPTIONS

Sus-.ained politicel will to
promote legistative and
{nstitutional support for
natural resource management
programs

Sustained policital and scciat
will to decentralize decision-
making authority to community
levels

Sustained political will to
enformce NRM legisiation

Public Sector NRM institutions
will receive sufficient
financfal snd technical support
to increase effectiveness

Through sufficient training and
education local commmnities witl
sccept and adopt improved NRM
practices

GOG sgencies and tocal
crganfzations can be trained
sufficiently to provide proper
and sustained technical service
to the commmities

* Note that policy and MAE related indicators are fliustrative and mey be ajusted end part of the development of FY 1994 PP Supplemeat. The will serve
as preliminary framework for that effort.



HARRATIVE SUMMARY

increased upland tend area under
{mproved manspesent

Improved technicat capacity of
publ ic-sector NeM institutions

1sproved locel technical
capscity to plan and impicsent
{mproved WM practices

Policy:

More effectiva legal ond
fnetitutional  framework fer
policy change

Design and {mplementation of
policy snalysis sgende

Active policy dislogue and
educational swarenses programs

Trained cadre of  policy
forsulation sepecialists and
decision-mekers

monitoring & Evaluation:

An operational MLE system that
is monitoring schisvemant of the
strategic Objective and
measuring/reporting on the
fmpects of the NRN prograa

Local capacity developed ord
effectively cperating KIE system
effectively

OBJECTIVELY
INDICATORS

VERIFIABLE

39,500 hectares under improved
sanagement

S0 DIGEBOS and DIGESA technical
extension sgents trained in
{mproved WER practices

6,500 small farmers end up to 60
cocamunity organizetions troined
in improved NeM prectices snd
community orgenizstion

4 major legislative actions
fnflusnced that change NRN
policles

8 policy anslyses conducted and
results disseminated

2 field lavet k2m surveys of WPN
prectices and perceptions

25 policy dissemination end
dislogus events held
40 policy specialists trained

15 MRE technicians trained

1 completed KLE system operating
w/i project progress {n office
11  information dissemination
svents held

Nidterm and final project
cevaluations completed and
rasults utilized to {mprove
project  implementation and
{mpact

MEANS OF VERIFICATION

Project W/E System reports

IMPORTANT ASSUMPTIONS

AlD snd GOG
comaitments

fully

fund



NARRATIVE SUMMARY OBJECTIVELY VERIFIABLE MEANS OF VERIFICATIONS IMPORTANT ASSUMPTIONS
INDICATORS

----- USPADA and project
specialists trained ond
operating MLE system effectively

Inputs:
Matershed Nanagemsnt: T
USAID Technical Assistance Yech Asst $ 408,008

Training Training $ 287,300

Commodities Commodities $ 254,950
spec. Fund. for Private FEAT $ 400,000
Tach. Ass. .

Operational Support Operstions 22,531,503
CARE/FEAT Tech. Support/Opst. Yech/Oper $1,610,300
USAID Personnel - personnel $ 200,000
Monitoring & Evaluation Mis $ 100,060

U:DIDIUI\IX'n\
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ANNEX 2: INSTITUTIONAL ANALYSIS.
I. DESCRIPTION OF ANALYSIS METHODS AND RESULTS.

Each component of the CNRM Project will have distinct
administrative and institutional arrangements for implementation.
Thus, administrative and institutional aspects for each will be
analyzed separately. Additionally, institutional arrangements need
to assure appropriate inter-action, complementarity and feedback
among the three components of the project. This analysis addresses
both aspects.

ROVEME ONE C).

1. Setting. The policy improvement process in Guatemala can be
characterized as being ad__ hog, special-interest driven,
discontinuous, and with little analytical input. The process of
improving policies that impact on sustainable management,
utilization and protection of renewable natural resources (NRM
policies) is no exception. In fact, since NRM policy areas
invariably cut across traditional public sector (and often private
sector) institutional lines, NRM policy tends to be viewed by a
number of institutions as their province. However, no
‘institution(s) appear to be willing or able to assume primary
responsibility for achieving technically and analytically sound
policy changes. 1In fact, most institutions in Guatemala with a
possible or perceived role in improving NRM policies do not even
recognize the complex and demanding process required to assure that
policy changes are appropriate and effective.

More specifically, the institutional setting for implementing a
policy improvement process is characterized by highly dispersed
public and private sector institutional interests in NRM policy
improvement, combined with limited numbers and highly dispersed
professional talent with specialized knowledge and experience
relevant to NRM policy improvement. No one organization appears to
have a "minimum mass" of instituticnal capacity or qualified talent
sufficient to successfully assume leadership for in-house
implementation of PIC. Nevertheless, dispersed among the various
organizations, and among the ranks of individual consultants, a
modest level of well-qualified and experienced professional talent
exists in a number of specialized areas needed for PIC
implementation. Additionally, some organizations have a minimum
mass of qualified professionals, or the capacity to assemble then,
sufficient to permit successful execution of discrete actions
and/or activities required in implementing PIC.

The setting for PIC implementation also is characterized by
relative newness of analytically-based NRM policy improvement
initiatives and of organizations that might become involved:

-A systematic approach to indicative (as opposed to directive)

1
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policy change efforts in Guatemala began with macro-economic
policies in 1985, stimulated and supported by advice and
encouragement from IMF and World Bank; modest systematic
sector level policy analysis (especially in agriculture,
livestock and forestry) began in 1991 with the change of
government, also with World Bank encouragement and support;
efforts to take an analytical approach to NRM policy
improvement began in 1991 on an ad ho¢ basis, primarily
through formation of working groups supported by external
donors. For example, different working groups have put
forward proposals for a new forestry law, irrigation law, and
plant health law. Lack of an institutional mechanism to
exercise quality control and to coordinate/cross-communicate
has resulted in widely disparate quality within and among
proposed bills, some of which have gone to congressional
committees, and in inconsistencies and cross-purposes among
proposed dispositions from one proposal to the other.

~-Also, in general, NRM-related organizations, whether public
or private, are relatively new. Most are less than five years
old, are still seeking financial viability, and have not yet
consolidated their purposes or "niche". Since NRM policy
improvement per se is not usually the primary focus for these
organizations, none as yet has made much progress in
consolidating more than minimal capacities in policy work.

The Technical Analysis Annex provides a detailed description of the
technical complexities of an orderly and analytically sound policy
change process as applied to NRM policies. These technical
complexities also mirror the organizational challenges presented by
PIC.

2. Ige o 3 2 . d

. Selection of implementing

organizations, and their respective roles, is the single most

important design challenge for successful implementation of PIC.

A number of often competing and- seemingly incompatible needs are
involved.

As in most AID assistance projects, the organizations involved and
their capacity to bring to bear appropriate professional talent
will determine the aextent to which interventions are made in a
technically and analytically sound manner. Additionally, in policy
improvement interventions, a host of other rather unique
institutional talents are required, of a variety and in
combinations seldom necessary for AID projects: 1) ability to
access and interpret local NRM problems will determine relevance of
policy chanyes sought; 2) the public and political image, and
linkages to policy "legitimizers" and decision-makers, (and those
which are maintained or can be formed in the future) will determine
the fate of their policy change proposals in the legal approval
process; 3) ability to dialogue with and educate the general
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public, opinion-leaders and interest-groups in a manner that
achieves understanding and willingness to compromise will deternine
acceptance of changes. The latter in turn determines whether or
not policy changes that have hecome law will make a difference in
practice, i:e., whether or not they will change behavior in
practice or become a "dead letter."

The versatility required in such a politically sensitive setting as
the NRM policy change process places a much greater than normal
burden on implementing organizations for PIC. In this respect, an
oft-used solution 1in AID projects for resolving managerial,
technical and administrative weaknesses of host country
institutions is to contract external technical assistance to fill
the gaps. Such a solution must be approached with extreme caution
in the case of policy change, since sensitivities to "foreign
interference in internal affairs" are quite real. Neither will the
option of focussing resources (financial, training and TA) to build
needed capacity in one or a few institutions achieve the desired
results when the subjeci: matter (such as NRM policy changes) cuts
across so many sectoral and economic, as welli as public and
private, often vested and conflicting, interests, and directly
affects geographic areas as diverse as the Central Highlands and
the Northern Petén. ’

Nevertheless, there are feasible organizational options available
for successful implementation of NRM policy changes in the context
of current conditions in Guaterala.

3. QOrganizational Alterpnatives for PIC. An important axiom for

selecting implementing mechanisms in any project design process is:
"Do not establish, or expand the role of, an orgarnization before
its time®. In other words, AID resources may be used to create a
new organizational structure, or to establish a new role within an
existing structure. However, if the result does not fit a
compatible niche within the existing institutional context, the
creation likely will not gain needed host country support, either
from the GOG or the private sector. Furthermore, it is not likely
to survive beyond the period of AID funding.

A companion axiom is: "Where institutional roles are unclear or
unstable, do not put all your resources in one institutional
basket". In other words, in an unsettled institutional situation,
prefer flexible arrangements over rigid ones. Thus, for PIC, which
is to be implemented in an institutional and organizational milieu
that is as yet quite unsettled, one should seek flexible
organizational arrangements that can be adjusted as institutional

evolution progresses.

To establish an objective basis for applying the above axioms and
other operational needs criteria to reach realistic conclusions
about arrangements for implementing PIC, a capability analysis was
carried out of public and private organizations of national scope
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whose functions and/or demonstrated interests relate to improving
policies impacting on sustainable management and utilization of
natural resources. Additionally, these capabilities were linked to
institutional roles and activities that will be required for PIC
implementation. This analytical undertaking was carried out by two
well-qualified and experienced Guatemalan NRM institutional
specialists, with guidance from the ORD/JCC policy advisor.

4. i e .

a. Preparation of a List of Relevant Organizations:
Knowledgeable persons known to USAID staff were contacted to
assist in compiling a list of 21 natural resource-related
public and private sector organizations with probable interest
and/or capability in NRM policy improvement activities. This
list was sub-divided into a primary group with relatively
broad-based interests and capability in the subject, and a
secondary group whose interests appeared to be more narrow
and/or collateral to the subject. Ten organizations comprised
the primary group, and 11 the secondary group. In both
groups, there Wwas representation by dependencies of
Ministries, semi-autonomous public organizations and private
research organizations. The primary group also included
SEGEPLAN and two limited-purpose organizations that had been
formed through agreements between the GOG and external donors
(one through multi-lateral donors and the other through a bi-
lateral donor). These latter organizations are not legal
entities and therefore cannot directly administer funds. In
addition, one private university (and an associated research
institute) was added to the in-depth review.

b. Interviews and Self-Evaluation Surveys of Organizations:
Personal interviews of representatives of .the primary
organizations were conducted by two Guatemalan specialists.
These were guided by a checklist of questions related to
organizational-characteristics, legal status, experience in
the subject matter, staffing, finances, and attitudes and
views about natural resources and related pclicies. Responses
were recorded in writing by the interviewer. Additionally,
the interviewed representative of each organization was asked
to complete a ngalf-evaluation” matrix-type questionnaire
(either with the interviewer immediately after the interview,
or later, as convenient). This questionnaire requested
information about the organization’s past experience, present
and potential capacity to carry out specified functions within
distinct activities expected to Dbe required in PIC
implementation. Respondents were asked to indicate the
capacity of their organization in each of the 210 combinations
of ten functions within seven activities, each in terme of
past, present and potential, using a scale of 0 to 3, where 0
represented no capacity and 3, high capacity. Respondents
were encouraged to provide supplemental comments Or
observations. The questionnaire was designed to require 20-30
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minutes to complete.

Oorganizations on the secondary list were not interviewed.
However, they were invited to complete the self-evaluation
questionnaire. Eight gquestionnaires were completed and
returned by these organizations.

c. Survey of Guatemalan Experts: Based on information
gathered in the interviews and on personal knowledge, the two
interviewers prepared a list of 30 Guatemalan experts in
natural resources-related policies considered to be the most
knowledgeable and experienced among their peers. An "“expert
opinion" survey was conducted for this group. This survey
used a matrix-type questionnaire with the seven expected
activities included in the self-evaluation questionnaire

matrixed with the ten primary organizations. Experts vwvere
invited to rate each of the organizations, for which he
consjdered himgself to have sufficient knowledgqe, in terms of
perceived capacity to implement each of the indicated
activities. Ten experts completed and returned the
questionnaire.

d. Drawing Conclusicns and Summarizing Results: At this point
in the analytical process, the two experts who carried out the
interviews became institutional analysts. Based on their
expert knowledge of the Guatemalan NRM institutional setting,
together with information from interviews and questionnaires,
these analysts prepared reports reviewing results of the
interviews and surveys, and their conclusions about relative
and absolute capacities and potentials of each of the
organizations to participate in PIC implementation.
Additionally, together with the policy advisor, they
participated in a consensus-building exercise for reaching
agreement about choices from among the ten primary
organizations (and other organizations, if appropriate) to
perform different roles . for implementing the various
responsibilities and actions required at the overall PIC
program level and at the various activity levels (using the
same activities as those used in the questionnaires).
Responsibilities and actions considered, by program and
activity levels, are as follows:

(I). PIC PROGRAM ADMINISTRATION AND HA?AG!MBNT LEVEL
vers
-Planning, programming & budgeting (PPB)
=Program level (LOP & Annual)
=Activity level (LOP & Annual)
~Manage execution of PPB
=Develop detailed activity plans
=Develop terms-of-reference (TOR’S)
=Select sub-contractors
=Supervise/monitor contract execution
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o
=USAID Funds
=Counterpart Funds
(C). Provision of lLogistic Support
- <=0Offices, equipment, support personnel
-Management of Training Program

(IX). PIC ACTIV;TY IMPLEMENTATION LEVEL

-Technical management/coordination
-Select/apply methodology

-Collect information

-Interpret results and prioritize

-Technical management/coordination
-Select/apply methodology

-Carry out inventory

-Synthesize inventory

-Relate inventory to problems
-Prioritize policy analysis agenda

-Technical management/coordination
-Technical/institutional analysis
-Socio-economic analysis
-lLegal/jurisprudence analysis
f

-Technical management/coordination
-Conceptualize framework and elements
-drafting

=draft legal dispositions

=analytical annotations

i

-Technical management/coordination
-Preparation of materials
-Organize/execute events

-Technical promotion
-Political promotion
G, .
~Plarn structural adjustments
~Manage/execute training

For each responsibility and action listed, the possible role of the
organization was first identified by selecting from among the
following choices: (A) Leadership/Oversight Role,

Supporting Role, (C) Minor/inferior Role, and (D) No Role. For
those organizations identified for a possible leadership/oversight
or auxiliary/supporting role within a responsibility or action,
consensus also was sought on other qualitative measures of the
appropriateness of selecting that organization to perform the

assigned role:
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(A) Capacity level to perform the assigned role: Superior,

average or low.

(B) Mode by which the organjzation could be e te 0

erform - the e specjfied: Primarily using "in-house"
capacity, by contracting for the majority of the personnel
and/or execution of responsibilities, or by a combination of
both modes.

iSD4____LQ!Ql__Qﬁ__I2§QBI£§§__i!h§£h§I__iIQm_£DEHEL_IHDQ§__QE
e Tred : isf S :
t jcate r to have the cagac;tx to
§g¥; factorily carry gg; the duties or actjons indjcated:
Limited, "normal/average" for external assistance projects, or
"high" for external assistance projects.

5. Results of the Analvsis.

The institutional analyst’s reports and the consensus building
exercise served to synthesize and focus the information collected
from the interviews and surveys. The results are summarized below
(organizations with similar results are grouped together).

DIGEBOS and DIGESA: For these two organizations, the consensus is
that they will perform only minor roles at the overall program
level and for most activities. They could be helpful as a conduit
for information from watersheds, and through participation in
working groups related to technical aspects of PIC programs and
activities. For the Problem Identification Activity, the role of
both organizations becomes more important as a source of more
detailed information about policy-related NRM and utilization
probliems manifested at the watershed level, and for purposes of
monitoring and evaluating impacts of policy changes in watersheds.
Thus, for this activity, they likely would perform a supporting
role and may receive and administer counterpart funds to defray
associated costs. As a footnote,.this important information supply
role of DIGEBOS and DIGESA for PIC probably should be one of the
outputs built into the IWM component as its contribution to
interaction among CNRl components.

CONAMA: The role that CONAMA should perform in PIC implementation
is difficult to assaess. ©On the one hand, the law creating CONAMA
assigns it important responsibilities related to NRM policy
improvement. On the other hand, CONAMA is an organization with
little technical and/or analytical capability. Additlonally, it
operates at a very high political level where it is difficult, if
not impossible, to bring forward technically and analytlcally sound
policy change proposals without immediately castlng them into a
politically charged context that often may compromise success in

the legal approval process.
In this respect, evaluations of AID-supported policy improvement
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projects in Latin America are instructive. Orderly and analysis-
based policy improvement initiatives are most 1likely to be
successful when major activities associated with that process are
sponsored by an organization not closely icdentified with one
political persuasion or politically prominent person (and
especially not with the party in power towards the end of their
administration). If one political persuasion or politically
prominent person becomes an advocate during the
dissemination/dizslogue phase of the change process (especially if
this is combined with support from several other groups, thereby
diluting the "ownership" of the proposal), prospects of an
initiative being branded as politically motivated (or of suffering
from political backlash) are considerably diminished. At the same
time, it must be recognized that political support is an essential
part of the policy change approval process. Ideally, that
political support can be achieved on a broad popular base through
proper dissemination and dialogue.

The institutional analysts concluded on the basis of the
information gathered, that CONAMA should be associated with PIC in
an auxiliary or supporting role, both at the program and activity
levels. Nevertheless,it must be accepted that if that role
requires more than token technical or analytical input, CONAMA
capacity to respond is, and is likely to continue to be for some
time, rather low. Thus, a two pronged strategy is recommended for
optimizing potential benefits from CONAMA participation in an
auxiliary and supporting role.

At the program level, CONAMA leadership should participate in the
review and consensus-building process through membership in a high-
level Consultative Group and in a program management working
groups. To the extent that CONAMA has technical talent available,
they should participate in specific task forces for specific
actions and priority setting in the following activities: policy
identification/prioritization, dissemination and dialogue, and
facilitating both legal approval and initial application. They
should receive transfers of counterpart funds for direct
administration to defray costs of performing these supporting
roles.

Additionally, in order to increase over time the level and quality
of CONAMA supporting contributions to NRM policy improvement,
project counterpart funds and grant funds, as appropriate, should
be made available to provide short-term TA and training, both in-
country and off-shore. Basic office furniture and equipment could
also be provided on a selective basis if and as available from
prior AID-funded projects or USAID surpluses. Finally, if progress
in assuming statutory duties and responsibilities warrants, a key
technical management level staff member could be sent to the US for
long term training at the Masters level in one of the social
sciences, with specialization in applications to NRM policy impact
analysis. This training will assist CONAMA to assume a more
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effective role in monitoring NRM policy impacts, as discussed in a
later section. It also should be kept in mind that a recently
approved $2.0 million non-reimbursable grant from BID for CONAMA
institution-building will eventually upgrade CONAMA'’s technical and
managerial capacities.

CONAP and UAP: These are discussed together, not because of any
organizational similarity or commonality of purpose, but rather
because neither appears to have more than a minor role to perform
in PIC implementation, with one possible exception. UAP is a
special purpose organization (not a legal entity, i.e., not a
"Jjuridical person"), formed under an external assistance agreement
with the Ministry of Agriculture. UAP has only one possible role
in PIC: Because of its functions as the administrative and
programming unit for many of the activities of host country
organizations under HADS, UAP presently controls considerable
office furniture and equipment procured with grant funds and
occupies facilities constructed with HADS funds. All of this will
cease to be used for its original purpose when HADS terminates at
the end of this fiscal vyear. With Ministry of Agriculture
approval, this logistic support capability could be made available,
as individual items, to fill the logistic support needs of PIC.
Counterpart funds could be made available to pay associated
operating costs. Since none of the personnel of UAP have any
experience with technical or analytical aspects of NRM policy
improvement, UAP has no capacity to execute any technical or
analytical activities contemplated for PIC.

CONAP exercises regulatory, administrative, management and control
functions related to national parks, reserves and protected areas
in The Petén. Thus, they have a peripheral interest in NRM policy
as it may help or hinder their functions. However, it became clear
in the interview that they have no capability and only peripheral
interest in NRM policy improvement activities. Furthermore, it
apparently is not an area in which they wish to become directly
involved. -

Nevertheless, PIC should maintain liaison with CONAP. They can
serve as a source of information about policy-relevant problems and
issues of importance at the local level in The Petén. In addition,
where protected areas will be affected by proposed policy
improvements, CONAP may be able to contribute input into activities
of dissemination and dialogua, in facilitating legal approval and
initial application, and in feedback of impacts of policy changes.

SEGEPLAN: SEGEPLAN was included in the ten organizations for in-
depth analysis because of its central role in developing medium and
long-run public investment plans and growth targets, coordination
of external assistance, monitoring and evaluation of trends in
private sector investments and incomes, and tracking overall
national economic performance. They were the primary architects of
the GOG eccnomic and social policy program for 1991-96, and they
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have provided some input into recent initiatives in NRM policy,
such as the proposed forestry and water laws, since these have
impacts at the macro-economic level. 1Information obtained in the
interview and self-evaluation clearly identify SEGEPLAN as an
organization with some interest in proposed NRM policy improvement
interventions, particularly when such interventions involve
external financing, or when proposed changes may impact on public
investment requirements, private sector investment patterns, affect
economic growth trends, etc.

SEGEPLAN can be a source of statistical and analytical information
at the macro-economic level. They also could contribute to some
types of economic analysis required under PIC. In operational
terms, it would appear that SEGEPLAN could make useful
contributions from a macro~-economic perspective as a member of the
Consultative Group, and perhaps by participating in working groups
or task forces that may be established from time to time to advise
on methodologies for particular analytical issues. Additionally,
their contribution could be significant by contributing a macro-
eccnomic perspective in the NRM policy dialogue process, and in
facilitating legal approval and initial application of policy
changes, especially if the latter involves significant
institutional adjustments and/or has significant public investment
implications.

ASIES, CIEN, FUNDARY and Universidad Rafael Landivar (and the
associated Instituto de Investigacion Economico y Social) --
URL\IIES: These are four private sector organizations reviewed in
depth. ASIES and CIEN both have been functioning for approximately
five years, and in that time, have become respected research
consulting organizations. They both have made valuable analytical
contributions to policy dialogue, primarily at the macro-economic
level and oriented toward the business community. Nevertheless
they both have expertise in some agricultural and NRM policy areas
as well. Although their permanent professional staffs are modest,
they can access a considerably larger number of experienced
professionals on a consulting basis when the need arises. Both
also have considerable experience in dissemination and dialogue
activities, including preparation of informational materials,
o.,ganizing and managing seminars, workshops, technical meetings and
similar information transfer/discussion events.

Both ASIES and CIEN have been USAID contractors, and therefore have
experience in working under AID regulations and administering AID
funds. ASIES currently is the contractor for a USAID activity
providing analytical and informational support to the Guatemalan

congress (managed by the USAID/ODDT).

FUNDARY is a young and small organization, having initiated its
activities in 1991, and with a current professional staff of six.
Of the four organizations, this is the only one focussgd
exclusively on natural resources. It has an expressed interest in
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the full range of NRM, except fisheries (i.e., forests, water,
soils, flora and fauna, and bio-diversity). Currently, FUNDARY
appears to be more involved in field implementation of projects
than in analytical activities related to NRM policy improvement.
Furthermore,” it‘’s activities are concentrated primarily in
protected areas.

FUNDARY expressed strong interest in focussing greater efforts on
NRM policy improvement activities. Staff professionals are
experienced in planning, technical and administrative management of
NRM~related activities, but not necesszrily policy improvement
activities. They also have installed capacity and experience in
administration of external donor funds. They have administered AID
funds under the MAYAREMA project.

The Universidad Rafael Landivar (URL) was selected for in-depth
review because it is a private university that recently has
demonstrated strong initiatives in giving greater prominence to the
natural resources management aspects of its teaching and research
programs within the Faculty of Agronomy and Natural Resources.
Additionally, the university'’s companion "Institute for Economic
and Social Research - IIES" has demonstrated effectiveness as a
vehicle for 1linking professors and students tbo research
opportunities. Also, URL has some experience in implementing
USAID~funded programs in the past.

URL\IIES potentially could play an important institutional role in
NRM policy improvement if a decision were to be made by the GOG
and\or USAID to base the analyt.ical, formulation and
dialogue\dissemination steps of the policy improvement process in
an apolitical private sector organizational setting.

The analysts agree that all four of these private sector
organizations fulfill many of the characteristics needed to perform
an important and perhaps major role in most of the activities
associated with PIC implementation, both at overall program and at
separate activity levels. Their technical and managerial
experience and capabilities in these types of undertakings suggest
that they could make important contributions to nearly all of the
PIC activity areas, except for ASIES and CIEN in the problem
identification activity. They also have experience and installed
capacity to qualify them to administer PIC funds.

The analyste discussed extensively the feasibility of one or more
of these organizations assuming the leadership role for overall
program management and oversight. They concluded that the
technical and managerial competance exists to consider this as an
option. However, several caveats were raised that resulted in a
consensus decision to recommend that they be considered for
auxiliary and supporting roles, both at the overall program and
activity 1levels, until and unless the GOG and\or USAID makes a
policy decision to the contrary. The caveats are as follows:
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a. Even though the private sector can and often does make
important and critical contributions to the policy change
process, policy change must ultimately depend on public sector
approval. For this analysis, it was assumed that the CNRM
project ‘'will be signed by a high-level representative of the
GOG, thereby committing it to provide counterpart and, through
the official representative, to "be vigilant® in assuring
achievement of project objectives. Thus, even though many of
the activities and operational elements of PIC likely will be
sub-contracted to the private sector directly by a U.S.
institutional contractor, general program management and
oversight must be exercised through an organizational
mechanism acceptable to the official representative. Thus,
this role must be exercised by a person (regardless of who
pays the salary) who enjoys the confidence of and serves at
the pleasure of that cfficial representative. Such an
organizational and personal relationship 1is difficult
(although not impossible) to achieve with a private sector
organization, especially if it operates essentially as a
consulting firm (regardless of its legal configuration).

b. ASIES and CIEN both tend to be identified with a particular
political persuasion, not necessarily that of the current
administration. Even if it is, -when the administration
changes in 1995 (or when a Minister changes), it may not be.
The general program management organizational mechanism should
be sufficiently broad-based and institutionally flexible to
assure continuity through political changes. In this respect,
URL\IIES may be the most neutral of the four organizations.

C. All of these organizations compete with each other and with
other similar brethren for business. Much of the work of PIC
will be through sub-contracting. Could one of these
organizations be impartial in deciding whether or not to
execute a particular activity in-house or by sub-contract?
Could one of them be expected to be impartial in awarding sub-
contracts? It appears that URL\IIES would be the most
acceptable of the four organizations in this aspect as well.

d. All of these organizations are small with practical limits
to their capacity to absorb expansion and additional
responsibilities. By selecting one of them to assume this
complex and politically sensitive general management and
oversight responsibility, are we in danger of encouraging that
organization to over-extend itself and expose it to risks that
it may not be able to manage? Here too, because of its rather
broad university base, URL\IIES may be the least subject to

this limitation.
PARAGRO: Like UAP, PARAGRO is a limited-purpose and limitgd—life
organization created to operationalize an external assistance
agreement (World Bank/RUTA and UNDP both provide grant funds) with
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the'Ministry of Agriculture. Thus, it is not a separate legal
entity or "juridical person". There the similarity with UAP ends.

PARAGRO (previously known as "PAP") was originally formed and
staffed for the precise and exclusive purpose of developing the
analytical basis for formulating the agricultural and renewable
natural resource (ANR) policy agenda for MAGA. Under the terms of
the Phase~II agreement which runs through 1994, PARAGRO has assumed
additional responsibilities in ANR policy analysis, formulation and
implementation that will be highly complementary to those
activities to be implemented under PIC.

The Minister of Agriculture is the titular head of PARAGRO.
PARAGRO is managed by a Director designated by the Minister with
the approval of the external cooperators. The organizational and
operational model for PARAGRO is instructive for responding to PIC
requirements. Since PARAGRO is not a legal entity, it cannot
directly administer funds, either counterpart or external
assistance grant funds from RUTA and UNDP. UNDP serves the role of
funds administrator (including counterpart funds). However,
PARAGRO performs all planning, programming and budgeting functions,
including administrative and technical management of program and
budget execution. Thus, UNDP serves essentially as the controller
and disbursing agent.

All staff, whether professional, technical or logistic support, are

contract personnel selected by the Director with the approval of

the Minister. Scopes of work and personal services or studies

contract terms are prepared by PARAGRO, while contracts are

nginistratively approved, signed and payments made thereunder by
DP.

Because of the nature of policy improvement responsibilities of
PARAGRO, their expancded activities under the current agreement are
almost co-extensive with those described above for PIC. For
carrying out its responsibilities, PARAGRO operates with a very
small professional core staff (currently +two Guatemalan
professionals and fthe ORD/JCC policy advisor; this is being
expanded to four professionals as increased responsibilities are
assumed under the Phase-II agreement). This small core staff is
feasible because PARAGRO contracts out most of the analytical and
other specialized activities, such as analytical studies, and
dissemination and dialogue activities. PARAGRO core staff carry
out coordination, management, supervisory and oversight functions.
This includes preparation of terma of reference (TOR’s) for
contracts with firms or individuals (UNDP does the formal
contracting), technical as well as administrative supervision of
these contracts, and coordination among contractors. PARAGRO also
provides liaison with the Minister and with other public officials
and private representatives. PARAGRO also is responsible for
interpreting the results of analytical work in terms of specific
recommendations for policy changes to be pursued. The PARAGRO
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operating model is very cost-effective (as analyzed in more detail
in the economic¢ analysis) because there is no need to maintain and
support a large full-time staff of specialists. Specialists are
contracted on an as needed basis. Thus, there is no "“down-time".
The institutional analysts agree that PARAGRO is the organization
whose purpose, capabilities, prior experience, current activities
and mode of operation most nearly respond to technical and
organizational requirements of PIC. on the other hand, it is
recognized that PARAGRO has, until recently, focussed relatively
more effort on agricultural policies than on NRM policies per se.
Furthermore, PARAGRO currently is somewhat constrained by its own
success, i.e., having consistently been responsive in a high-
quality manner to its agreement responsibilities, as well as to the
Minister’s policy concerns. Because it has gained a reputation of
technical competence and objectivity, it is being asked to assume
a number of new responsibilities that require more and more staff
tinz2. As core staff is expanded, this problem will be alleviated,
but three further actions nust accompany this: 1) more difficult
choices must be made as to what respongibilities will be accepted,
2) stricter prioritization of activities through time must be made,
and, 3) sub-contracts must be formulated within a broader framework
of contractor responsibilities for longer periods of time and with
more technical pmanagement responsibilities assumed by the
contractor.

The analysts concluded that PARAGRO is the organizational structure
most able to respond to the leadership roles required for PIC
implementation both at the general program management and oversight
levels (with the notable exception of funrds administration), as
well as at activity levels. This is not to recommend however that
PARAGRO be asked to assume these roles for PIC with existing staff
limitations. Rather, it is to recommend that the PARAGRO model be
adopted and adapted for PIC implementation, and that technical
assistance Jrofesisionals be contracted to carry out added staff
functions wuntil more permanent institutional arrangements and
staffing are possible. As specified in the annual work plan of
PARAGRO, options for permanent institutionalization of the ANR
policy improvement function will be presented for a decision by the
Ministzi: before the end of 1993. The selected option will be
implemznted in 1994.

Thersz would be a number of additional advantages in integrating PIC
with the existing PARAGRO organization: 1) it would permit PIC to
enjoy the =same close but politically independent linkage to the
Minister; 2) it would permit NRM policy work to be coordinated with
agricultural policy work, a linkage that is not only conveqient but
technically imperative because they are inextricably 1linked in
terms of their impacts in the field; and, 3) it would assist to
assure complementarity and coordination of donor support to NRM

policy work.
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It should be noted that PIC integration with PARAGRO is important
for reasons of long-term viability as well. Under the PARAGRO
agreement, an important output during CY1993 is to formulate for -
the Minister’s approval and for future donor support an
organizational mechanism for permanently institutionalizing ANR
policy improvement work. According to the terms of the donor
support agreement, implementation of the permanent institutional
mechanism will take place prior to termination of WB-RUTA/UNDP
support, scheduled for the end of 1994. When this institutional
change takes place, PARAGRO and PIC can be incorporated into the
new structure.

The analysts visualize an arr: .gement whereby PIC organizational
needs will be established within the organizational structure of
PARAGRO as a separate program, but with parallel and integrated
technical management, coordinated by the PARAGRO Director. The PIC
management program will have its own technical program manager and
its own small technical management core staff. These functions
will be carried out by host country technical assistance personnel,
at least during the first three years of the project. Towards the
end of the project period, it is expected that permanent
institutional arrangements for NRM policy improvement will be in
place, and that host country professionals trained under the
groject will assume core technical management roles on a permanent
asis.

An AID-selected external contractor will provide grant funds
administration, and general administrative management services
(including procurement and sub-contracting of administrative
services) for the PARAGRO/PIC program, along with procurament and
administrative management of off-shore inputs, such as short term
TA and training.

B. _INTEGRATED WATERSHED MANAGEMENT (IWM) COMPONENT.

The IWM component is intended to.serve a broad-based technical and
institutional testing and demonstration objective, as well as to
achieve important and cost-effective improvements in management of
natural resources in approximately 30 watersheds expected to
receive support. DBecause of the pilot nature of the component,
several combinations of A&I roles and relationships will be tested
involving both local and national organizations.

1. . As described elsewhere,
CARE submitted to USAID an unsolicited proposal to continue, expand
and adjust its on-going agro-forestry, regsource conservation and
watershed management activities in Guatemala (See Annex 1). This
proposal, which is being incorporated into the CNRM Pro;ect as the
IWM Component includes a more detailed review of prior CARE A&I
experience in community-based watershed management, and a review of
the range of organlzatzonal arrangenents pxopoaed for testing.

2. Pr'or Experience. Considerable expesrience already has been
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gained in achieving effective institutional cooperation and
workable administrative relationships for watershed level
management of natural resources. Of special 51gn1f1cance is the
experience galned in the two CARE-managed on~going activities in
Guatemala. One is an agro-forestry and resource conservation
prOJect (ARCP) that has been operating since 1974 and which
receives USAID financial support. The other is the small watershed
management component (COMPD2) of the HADS Project. COMPDA has been
operating since 1990, ard currently is working in 20 small
watersheds.

For the two referenced activities, CARE exercises overall
management and coordination responsibilities, administers project
resources, and provides needed specialized technical and training
assistance not available from other participating enrganizations.
A number of national and local organizations (including national
and local branches of external assistance organizations ancd PVO’s)
collaborate in implementing activities at the watershed level.
DIGEBOS (a dependency of the Ministry of Agriculture), through its
national, regional and  local offices, is the primary GOG
participant, while several PVO’s and the Peace Corps provide
technical and administrative personnel at the community level. 1In
addition, at tne local level, municipalities and community groups
organized by the activity participate in decision-making and
implemmentation at every step of the process.

These prior experiences offer several valuable 1lessons for
successful interventions to improve natural resource mnanagement
(NRM) at the watershed level. Three of these lessons are
especially relevant to successful organizational roles and
relationships:

First, a management oversight organization that possesses
sufficient technical and administrative capabilities, and
especially appropriate socio~-economic sensitivities, must be
delegated adequate authority, and accept responsibility, for
exercising overall coordination and for admlnlstratlon of
project resources.

Second, municipalities and local community organizations must
actively participate in decision-making and implementation
during all phases of the project, beginning prior to site
selection, during the diagnostic phase, and on through
planning, implementation, monitoring/evaluation, and feedback.

Third, the single moet important inter-organizational element
for success is tha existance of a relationship of trust and
respect between the oversight organization and local community
. leadership and members. Other organizations and relationships
may ebb and flow or otherwise change, but if this relatlonshlp
never is established or is seriously damaged, success is not
likely. Thus, the single most important capacity of the
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oversight organization is to know how to seek and gain and
hold the confidence and trust of the communities with and
through whom the project operates.

3. Incorporating Additional Organizational Innovatjons. IWM will

incorporate at least one innovative institutional arrangement that
was tested on a pilot basis during the HADS Project, independently
of CARE activities. Under HADS, & special fund (FEAT) was
organized to stimulate establishment of private technical
assistance (TA) services to small farmers, with beneficiary farmers
voluntarily paying an increasing share of costs as increased
profits demonstrated to them the economic value of the TA service.

The FEAT experience to date has been positive and justifies
continuation and expansion. Thus, the IWM component will
incorporate this innovative institutional arrangement on a pilot
basis to provide technical assistance services to market-oriented
smal) farmers. FEAT will be introcduced into watersheds where NRM
activities are progressing soundly, and farmer productivity
potential for increased commercial sales is sufficient to expect
farmers to eventually assume an increasing share of the costs of
providing the service.

4. Selection of CARE as Manadgement Oversight Organization. CARE
has had 18 years of experience in Guatemala in managing similar
types of successful projects that have besn supported with AID
funds. Their responsibilities have included management oversight,
coordination with and guidance to other involved organizations, and
administration of AID funds. They also have had extensive
experience in managing similar projects in several other Latin
American countries with similar cultural, natural resource and
production conditions. .

CARE already has substantial qualified staff in place and on-going
institutional relationships that will continue into the IWM
component. They have activities under way in 20 watersheds, many
of which are expected to be incorporated into the IWM component,
subject to evaluations to be carried out in the second half of
FY93. Ancther important aspect of CARE qualifications is their
demunstrated ability to gain the trust and confidence of local
communities, and to organize and stimulate them to actively
participate in NRM improvement decision~making and actions.

Consideration was given to the possibility of "graduating" one of
the Guatemalan institutions presently cooperating in implementation
cf on~going activities. The "graduating” institution might either
replace CARE saltogether, or assume one or more of the current CARE
functions, such a3 management oversight, c¢oordination, and/or
administration of financial resources. Unfortunately, this was
found not to be a viable alternative. DIGEBOS, the only national
level organization with the scope of mission to be considered as a
candidate, suffers from weaknesses common to most GOG line
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institutions, inadequate budgetary resources, bureaucratic
imbalance, low salaries and low esprit de corps. Consequently,
DIGEBOS is managerially, technically and administratively quite
weak. Furthermore, it does not appear likely that DIGEBOS will
receive from the GOG the kinds and levels of support necessary,
either politically or financially, to attain the required
competence levels in the future. 1In fact, a proposed new forestry
law would eliminate DIGEBOS and absorb its functions into a multi-
sectoral organization.

Lessons learned from past experience should be incorporated into
IWM. Of special importance is to integrate forestry management and
agro-forestry initiatives at the watershed level with on-farm soil
and water conservation and management practices for intensive
agriculture. Although CARE has been promoting both types of NRM
improvement activities, it tends to be in separate activities at
separate sites. The CARE proposal clearly recognizes the need to
integrate these activities within the same watersheds. This is one
example that illustrates CARE’s institutional flexibility in making
appropriate adjustments as experience teaches better ways of doing
things.

The Financial/Economic Analysis concludes that benefits justify
costs in on-going projects managed by CARE. This suggests that
existing institutional arrangements have been cost-effective.
Nevertheless, CARE proposes to review all institutional
arrangements now in place to identify ways to make operations even
more cost-efficient.

Other consicderations in the decision to continue with CARE as the
management oversight and financial administration organization for
this component are the costs and risks of changing to another
institution. Under IWM, on-going CARE-managed operations in many
of the 20 watersheds as expected to continue unimpeded. Those that
do not continue to receive support under IWM will be selected out
on the basis of a thorough evaluation. Current support will be
phased out in an orderly manner, not as the result of institutional
disruption. Furthermore, changing the activity management
institution invariably involves delays in start-up, extra start~up
costs, loss of momentum, risk of incompatibility, etc. Finally,
CARE, to & large extent, already has internalized the lessons
learned from experience to date. This gives CARE a "“head-start",
a benefit not available to a new institution.

Past AID experience suggests that where an activity in a new
project is based on continuation, expansion and/or improvements to
activities initiated under terminating projects, major
institutional changes for implementation are advisable only where
past institutional performance has been unsatisfactory. Such is
not the case with CARE. On the contrary, past evaluations and
USAID review of CARE performance in the tvo activities referenced
above indicate that performance has been quite satisfactory.
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Furthermcre, its proposal indicates that CARE is quite ready to
incorporate lessons learned from previous experience into the new
IWM component.

c 0 o] IO 9) c).

Monitoring and evaluation activities have been elevated to the
status of a separate component in this project because of its pilot
nature. This is in response to its interim nature, and its major
purpose to provide & blueprint for a future long-term project that
adopts organizational and operating models found to be successful
under this project. -

Institutional linkages for this component are straight-forward. A
recent GOG decision was made to incorporate agricultural and
natural resources sector information and statistical data (I&SD)
system functions into USPADA, the MAGA Minister’s staff unit for
sector planning, programming and budgeting. An important
complementary role, beginning in 1993, is to organize and
operationalize a capability to collect (directly and through other
organizations) and process data required for sector management.
This responsibility includes monitoring and performance evaluation
information needs.

USPADA has had some on~-going sector-wide information and
statistical data collection and processing responsibilities in the
past, but its capacity to implement has been minimal. It must now
expand this capacity to assume respongsibilities previously held by
the National Statistics Institute (INE) and the Central Bank
(BANGUAT) . Although USPADA is the responsible institution for
organizing and making the system operational, primary sector data
collection will be primarily through MAGA line and associated
agencies, such as DIGESA, DIGEBOS, DIGSEPE, ICTA, INTA, etc, as
well as from private sector product and trade associations. Also
USPADA will interchange data with counterpart agencies in other
sectors. Additionally, over time, USPADA must develop a capacity
to not only assist primary data source agencies to improve the
range and quality of data, but also a capacity to carry out
periodic surveys for special needs, especially those related to
socio-economic performance indicators tracking and analysis.

Thus, although M&E component activities will be organizationally
integrated into the USPADA I&SD system, project resources must
provide host country technical assistance to plan, program and
manage the MiLE component program for most of the project until
training and budget adjustments permit USPADA to absorb these
functions with permanent technical staff and regular budget
resources. During the period of the project, USPADA is expected to
provide a professional staff member to serve as technical liaison,
and within one year should be expected to provide other office
logistic support. Additionally, USPADA will facilitate access to
primary data sources through line and associated sector agencies
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and to counterpart offices:from other sectors.

II. PROJECT ORGANIZATION & IMPLEMENTATION MANAGEMENT ARRANGEMENTS.

Organization- andi management arrangements for implementing the
project respond to practical requirements mandated by current
public and private sector institutional conditions in Guatemala.
These conditions are amply treated above and in other detailed
project analyses and can be summarized as follows: 1) outmoded,
conflicting, confusing and disperse public sector responsibilities
in NRM, 2) serious organizational and capability weaknesses
throughout public sector organizations with major responsibilities
.in NRM improvement, 3) the evolving environment and attitudes in
Guatemala with regard to public vs, private sector roles in
national economic and social development, in general, and of
relative roles of national institutions yg. local communities in
NRM management, in particular, and, 4) the relatively nascent and
evolving nature of private sector involvement and capabilities,
both at the national and 1local 1levels, in NRM improvement
initiatives.

These institutional and capacity constraints, and the evolving
nature of the Guatemalan institutional structure for organization
and implementation of the types of NRM interventions planned for
the project, were key factors in selecting from among possible
options for project and component organization and implementation
management. First of all, separate arrangements were determined to
be necessary for the IWM and the PIC components. Of course, there
is considerable integration of arrangements for these two
components and the M&E component, but, even here, lead
responsibilities are different. Key considerations have been to
seek mechanisms that assure inter-institutional coordination, and
that are flexible over time. This will facilitate access to widely
dispersed Guatemalan expertise, and will permit project
implementation arrangements to adjust to institutional
modernization initiatives that are likely to occur during the life-
of-project (LOP). Institutional modernization initiatives that
will impact on NRM policy development and improvement are
receiving, and will receive in the future, support from the World
Bank and UNDP. Thasa are described in more detail in the section
on other donor activities. Likewise, HADS (and in the future, the
CNRM projact) provide technical asslstance, studies and training to
complement other donor support in modernizing institutional
arrangements for dealing with all aspects of NRM improvement.

A. POLICY IMPROVEMENT COMPONENT (PIC).

CAPACITY SETTING, As described in detail in the
first section of this analysis, Guatemala has only limited and ad
hoc experience in organization and management of orderly, analysis-
based NRM policy improvement activities.
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The above-described analysis examined formal and informal
responsibilities and interests in policy improvement activities of
more than 20 public.and private organizations in Guatemala. On the
basis of this analysis, it was concluded that two GOG institutions,
MAGA and CONAMA, have major formal responsibilities in NRM policy
formulation that strongly suggest their inveolvement in this
component. However, neither separately nor together do these
institutions have the capacity to assume complete or even major
technical, administrative and/or management responsibilities
necessary for PIC implementation. Additionally, a number of other
governmental, non-governmental and\or university organizations have
varying degrees of formal responsibilities and/or on-going
activities in NRM policy improvement. Furthermore, much of the
human resource capacities available in Guatemala for PIC
implementation likewise are scattered among these various
organizations, and several NRM policy-related professionals operate
as independent consultants.

In conclusion, there is no "minimum mass" of capacity and expertise
in any one or two of the organizations analyzed to assume full
management responsibilities, even with complementary inputs from
the project. Nevertheless, the legal mandates of MAGA and CONAMA
strongly suggest that these two organizations should participate in
PIC implementation.

As discussed in more detail in the Technical and other supporting
analyses, the Constitution, the Environmental Protection and
Improvement (EPI) Law, the Law creating the current Agricultural
Public Sector Institutional Structure (SPADA), as well as various
other legal dispositions define the respective policy related
duties and responsibilities of CONAMA and MAGA in enpvironmental
protection and improvement, and in repewable natural resources
management, conservation and utilization. These are summarized
below:

1) CONAMA has advisorv and coordination responsibilities vis
A _visg all state ministries, with respect to actions related to

formulation and application of national policies related to
protection and improvement of the environment. CONAMA does not

have authority to direct or impose pollcy formulation and
application decisions and actions on ministries. Rather,
CONAMA is charged with providing advice to ministries and
promoting communication across traditional ministerial
sectoral lines. Thus, CONAMA should exercise a supporting role
to MAGA in policy formulation and appllcatxon. Furthermore,
the subject matter scope of this role is defined in terms of
environmental protection concerns, rather than NRM management
concerns related to conservation and sustainable use, per se.
_ Thus, CONAMA’s subject matter involves primarily impacts of
human activity on the quality of the environment, e.g., water
and air pollution effects, and effects of other threats to
natural ecological systems, such as encroachment on bio-
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diversity, damage to fragile eco-systems, etc.

2)CONAMA currently has gquite limited technical capacity to
provide advice and promote inter-ministerial coordination in
the formulation and application of environmental policies.
Nevertheless, because of its statutory responsibilities in
this area, CONAMA should participate in PIC implementation to
the extent that activities may focus on environmental policies
related to protected areas and to air and water pollution.

3) MAGA functions relate directly to NRM, conservation and
sustainable productive utilization; MAGA and its dependencies
have far-ranging responsibilities, not only for policy
analysis, formulation and application, but also for
regulation, promotion and direct intervention in research,
technical assistance, promotion and management, as these
relate to conservation and sustainable productive utilization
of most renewable natural resources, vjiz: land and soil,
water, forests, fisheries and wildlife.

4) MAGA line agencies and semi-autonomous institutions of the
sector (collectively known as SPADA) focus primarily on
regulatory, promotional and direct intervention aspects of the
ministry’s natural resources-related responsibilities. SPADA
organizations have little or no capability in policy analysis
and formulation. Neither does the Agricultural Planning and
Development Unit (USPADA), which focusses primarily on
financial programming and budgeting aspects of the MAGA
interface with the Finance Ministry. In recognition of these
limited capabilities of the traditional SPADA organizations,
nearly three years ago, the Office of the Minister, with
technical and financial support from World Bank-RUTA, UNDP and
USAID/HADS, initiated a policy review and analysis program
(now called PARAGRO). This effort initially focussed largely
on agricultural policies related to marketing and trade, and
public versus private sector institutional roles and
functions. However, the current agenda includes considerable
focus on the aeffects of policies on NRM, conservation and
sustainable use. The PARAGRO program alseo now has
incorporated policy dissemination and dialogue activities, as
well as greater efforts to facilitate adoption and application
of policy improvements. The PARAGRO program was recently
approved for an additional 20 months.

Another important consideration has influenced the choice of
organizational and management arrangements for PIC. One activity
of PARAGRO during the next 20 months (and in which PIC could
participate) will analyze alternatives for (and propose a preferred
choice to the Minister), a permanent organizational and operating
arrangement for inatitutionalizing agricultural and .natural
resource policy improvement activities. Organization and
management arrangements being proposed for PIC are sufficiently
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flexible tc permit merging PIC into the new institutional
arrangements, 1f and when these are approved.

PIC PROGRAM MANAGEMENT. Based on findings and conclusions of the

analyses, organization and management arrangements for the PIC
program build on the model now being used for PARAGRO.

The MAGA Office of the Minister will be responsible for overall
management and implementation of PIC, as well as for PARAGRO. To
carry out this responsibility, the Minister will designate a
Director of a Policy Development Program Unit (PDU) attached to his
Office. This Director will be responsible for general management
oversight and coordination for both PARAGRO and PIC. This will
permit PARAGRO and PIC to maintain program integrity required by
their separate funding sources, while at the same time assuring
appropriate complementarity and integration of effort in
implementation.

A PIC Program Manager, contracted with project grant funds and
reporting to the Director of PDU, will be responsible for general
program management and oversight of all aspects of PIC
implementation. The PIC program manager and a small core staff
(PIC program management staff-PIC/PMS), will be responsible for
preparing and managing execution of life-of-project (LOP) and
annual implementation plans, programs and budgets (PPB) at the
overall program level, as well as at sub-program and specific
activity levels as detailed in the technical analysis.

In this respect, the PIC program will be divided into two sub-
programs, one for policies related to management and sustainable
use of NRM focussed at the watershed level (NRM/MSU policies), and
the other for policies related to broader environmental policies
with primary application to protected areas (E/PA policies).

Annual implementation plans for the NRM/MSU sub-program will be
jointly developed by both PARAGRO and PIC, with parallel
programming and funding that share common output targets. This is
intended to achieve complementarity of Agricultural and NRM policy
improvement initiatives flowing from the two programs.

A qualified technical specialist designated by CONAMA (paid from
grant funds if necessary to obtain a qualified person) will be
detailed to the PIC/PMS as leader of the E/PA sub-program. This
specialist will function as a fully integrated member of the
PIC/PMS technical team, but will bring to that team the
institutional perspective of CONAMA. This will promote
complementarity of EPA sub-program activities with both CONAMA and
MAGA policy improvement priorities and technical objectives.

As explained in

detail in the first section of this analysis, in order to achieve
cost-effective utilization of the currently available disperse and
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nascent NRM policy improvement institutional and human resource
capacities in Guatemala, PIC activities will be implemented through
memoranda~-of-understanding (MOU’s) and/or sub-contracts with
several public and private sector institutions (including
universities) that have relevant interosts and capabilities,
PIC/PMS will be responsible for developing terms-of-~reference
(TOR’s), organizing and managing competitive selection of sub-
contractors, supervision and monitoring of contract execution, and
approval of products and payments.

- ic vi , i . An essential role of
PIC/PMS, and perhaps the most critical role in terms of achievement
'of project objectives, is to carry out advisory and staff functions
for the Minister (and through the detailed E/PA sub-program leader,
for the Coordinator of CONAMA) in all matters related to NRM policy
improvement. These advisory and staff functions will include at
least the following: Agenda-setting, strategy development and
application, dialogue and consensus-building, and leadership in
MAGA and CONAMA direct and/or indirect involvement in initiatives
that facilitate formal approval and initial application of NRM
policy change initiatives generated with PIC support. Analytical
and technical outputs generated by PIC activities will become
important inputs for assuring high quality in the execution of
these staff functions.

=Technical Secretarjat Services, Another role to be fulfilled by
PIC/PMS, and which is considered critical to the overall success of
PIC in achieving its objectives, is to provide directly or through
sub~-contracts technical secretariat services for the inter-
institutional coordination mechanisms being established for
assuring that PIC planning and implementation incorporates cross-
sectoral considerations as described below.

= - i - i As
indicated above, providing technical management for sub-contracting
of products and services, and supervision of contract execution,
are central responsibilities of the PIC/PMS. It is contemplated
that some contracts will be broad-scope level-of-effort type
agreements in selected activity and/or policy areas, while others
will be for clearly defined products. The analysis identified some
institutions with capacities to permit them to assume commitments
of the former type, while others with more 1limited and/or
specialized capacities, could assume latter-type commitments. The
selection process will be competitive, but is expected to involve
a pre-qualification process to generate short lists of institutions
for different types of TOR'’S.

=Financial Administration. As described in more detail in the
section on Financial Plans, an expatriate general technical
assistance contractor will provide financial and administrative
services to PIC, including those reguired for 1local sub-
contracting. Thus, for local contracting and contract management
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purposes, PIC/PMS will fulfill the equivalent functions of a USAID
technical office (e.g., ORD), while the financial/administrative
services contractor will perform the equivalent of USAID
controller, executive office, and contract office functions.

-Operating Mode. At the operational level of PIC implementation,
activities will be carried out using a team approach (often multi-
disciplinary), organized around well-defined activities within
specified policy areas or groupings. Although individual team
members will be assigned specific tasks to perform, they will
function as members of a team even though they may be from
different institutions. In this way, PIC/PMS interaction is
channeled through the team leader, even though regular meetings
will be held with the entire team.

PIC COORDINATION ARRANGEMENTS. An important purpose of PIC is to

bring together talent :nd institutional interests of both the
public and private sectors in NRM policy improvement activities.
Thus, although the PIC implementation structure is attached to the
Office of the Minister, 2 number of coordination, communication and
inter-action mechanisms will be utilized to facilitate input from
other relevant public sector leaders, and, at the technical level,
among both public and private sector actors. The objective of
these arrangements is to achieve a cross-sectoral collaborative and
collegial style of implementation. This should result in
continuing consensus-building both at the technical and policy
decision levels that translates into broad-based public and private
sector support for policy change initiatives flowing from PIC
activities.

Inter-institutional coordination mechanisms to be established are:

BIC Consultative Council(CC) - This is the highest level of
public sector coordination for PIC. The MAGA Minister is the

official representative of the GOG for purposes of Project
implementation decisions requiring written agreement of the
signatories. The purpose of the CC is to provide a formal
mechanism that facilitates consultation on PIC plans and
strategies by the Minister and the USAID Director, with heads
of other organizations with important responsibilities and/or
contributions to make in NRM policy imprcvement. The MAGA
Mirister, the Coordinator of CONAMA, the General Secretary of
SEGEPLAN, and the Director of USAID/Guatemala will be
permanent members of the CC. These members may agree to
invite heads of other public and/or private organizations as
temporary or permanent members, as they consider appropriate.

The MAGA Minister and the USAID Director, as Official
Representatives for the Project, will call and co-chair the
first CC meeting. The agenda for the first meeting will be to
review and discuss the PIC LOP and first annual work plans, to
agree on the CC role and functions, its internzl organization,
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and any specific deIEga;ions of responsibilities. It is
anticipated that the CC will meet annually to hear and discuss
progress and problems, and to comment on proposed annual work

plans.

While the purpose of the CC is not to make operational or
technical management decisions, it is expected that their
discussions of implementation plans, progress and problenms
will build consensus, serve to facilitate necessary GOG
decisions and/or actions needed for satisfactory PIC
implementation, and serve to orient PIC management to priority
national concerns.

.. - This 1is the
permanent quality-control mechanism for PIC. It is expected
to function as a permanent technical oversight group, serving
as the vehicle to make management decisions. This group will
be comprised of PARAGRO and PIC technical managers, and
leaders of sub-programs.

' JPPORT, Office facilities, office
furniture and equipment procured under the HADS project and
currently occupied by the HADS external Technical:. Assistance
Contractor and the Project Administrative Unit will no longer be
used for that purpose when the HADS Project terminates at the end
of FY93. These facilities, furniture and equipment will be made
available for use in implementation of the Policy Improvement
Component and the Monitoring and Evaluation Component of the
project, as agreed between MAGA and USAID in an Implementation
Letter prior to disbursement of grant funds for these components.

B. INTEGRATED WATERSHED MANAGEMENT COMPONENT (IWM).

This component will be implemented under the on-going
administrative arrangements and management structure now operating

for HADS-supported watershed management activities. A new
Cooperative Agreement with CARE will be negotiated to provide
overall component management, technical leadership and

administration of project grant funds. DIGEBOS and DIGESA will
continue to be the lead GOG institutions providing technical
personnel and logistic support inputs required for field
implementation. They also will directly administer counterpart
local currencies allocated to them for these purposes.

The existing decentralized organizational structure of CARE,
DIGEBOS and DIGESA will be continued for IWM. The core element for
implementation of activities at the watershed level will continue
to be communitv beneficiary <roups organized and trained with
project support. These community groups are assisted by locally
active PVO’s, participating through agreements with CARE, and by
Peace Corps volunteers. The objective of IWM is to develop
organizational arrangements and technical and management
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capabilities of community groups and participating PVO‘s that will
permit them to gradually assume full day-to-day decision-making and
operational responsibility for watershed and forestry management
activities, requiring only intermittent technical support from
DIGESA and DIGEBOS specialists.

A more detailed description of organization and implementation
management arrangements for IWM is included in the CARE proposal in
Annex 1. In addition, detailed organizational charts for all
activities under IWM are shown in ANNEX 6 of that proposal. As can
be seen in chart 6E of that Annex, FEAT will be implemented as a
separate but parallel complementary activity with its own
implementation staff. However, at the 1local 1level, FEAT
impiementation will be fully integrated into project-supported
programs o community beneficiary groups.

AI-ANX.604
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ANNEX 3: TECHNICAL ANALYSIS
A, Natural Resources Management Problems and Constraints.

1. Related.to Human and Biological Resources. Guatemala, with a
population of approximately 10 million and 850 people per square
kilometer is the second most densely populated non~island nation in
the Americas. Nearly 60% of the population is culturally
indigeneous living largely in rural areas where literacy is less
than 40% and conditions of poverty are severe.

In contrast to Latin America as a whole, Guatemala still is a
rural-based economy. In the former, two-thirds of the population
is urban; in Guatemala, 60% of the population is rural. 70% of
national employment and 80% of economic product (GDP) is generated
by the biological resource-based production, processing and
marketing system. If natural resource-based tourism is included,
dependence of the national economy on the natural resource base is
even higher.

Because of population growth and distribution patterns in
Guatemala, the current high dependence on the natural resource base
for 1livlihood is expected to increase during the foreseeable
future. CELADE projects, at least through 1995, a 2.8% total
population growth rate in Guatemala (compared to a 2.2% rate for
all of Latin America) and, after adjusting for net migrations, a
2.2% growth rate for rural populations (while for Latin America as
a whole, that rate is projected at 0.6%). These hign rural
population growth rates in Guatemala place an ever-growing burden
on an already over-saturated biological resource base, thereby
intensifying the severity of the man/resource relationship problem
at an accelerating rate. Net urban populations of Guatemala also
are growing much more rapidly than in Latin 2America as a whole
(3.6% annually as compared to 2.2%). A robust urban economy (which
does not characterize Guatemala at the present time) would be
sorely challenged to productively absorb these projected increases
in urban populations. Thus, there are no reasonable prospects for
solving the excess rural population problem by absorption into the
urban economy at rates higher than those projected.

The problem of accelerating population pressures on a limited
resource base 1is exacerbated by the characteristics of the
biological resources endowment. Natural resource experts classify
Guatemala as being extraordinarily rich in biological resources
bhecause of biodiversity. However, in terms of availability of
agricultural land per capita to satisfy basic human needs, and the
distribution of that agricultural land both in geographic and
ownership terms, Guatemala is one of the most poorly endowed
countries in Latin America.

only 16% of the land area is tillable (i.e., suitable for clean
cultivation), and another 11% is considered suitable for less
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intensive agricultural uses such as permanent crops, pasture and
agro-forestry. Due to high population growth rates and
degradation/abandonment, tillable land per capita has diminished
from 0.65 hectare in 1950 to an estimated 0.18 hectare in 1992,
Including land suitable for permanent crops and extensive
agriculture, the reduction is from 1.0 hectare to 0.3 hectare
during the same period.

The limited availability of agricultural land in absolute terms is
exacerbated by its geographic distribution. Approximately 15% of
all agricultural land, and one-~fourth of tillable land (450,000
hectares), is located in the mountainous highlands, where two-
thirds of the rural population (40% of total population) 1live.
This translates into an average of less than 1.0 hectare per farm
family. To make matters worse, this cropland is dispersed among
hundreds of small watersheds generally characterized by severely
broken topography. Because of relatively small extensions of
cropland in each watershed, agricultural productivity in these
areas is quite vulnerable to what happens on surrounding steeper
slopes, which serve as rainfall catchments and infiltration zones,
while forest cover retains the soil. Mismanagement of these steep
slopes through deforestation to meet growing fuelwood and
subsistence cropland needs by increasing rural populations causes
accelerated rainfall run-off and attendant high soil erosion. This
in turn exacerbates soil and water management problems of lower
level croplands and compromises their productivity.

The South Coast is Guatemala’s most productive agricultural area
with over half of the tillable land in the country. This cropland
is located primarily in relatively large extensions on reasonably
level terrain. However, it is essentially inaccessible to small
farm ownership because of highly skewed ownership distribution in
large farms over 50 hectares in size, and due to the absence of
corrective or offsetting policies. To illustrate, based on 1979
census data (the latest census), the national Gini Coefficient (a
measure nf land ownership concentration) for Guatemala is the
highest (worst) in Latin America-at 85.05. It is 91 on the south
coast. 50% of this tillable land in large farms is in pasture,
rather than in more intensive crops for which it is well suited.
This pasture land amounts to one~fourth to one-third of all
tillable land in Guatemala. Furthermore, in 1979, 10,000 out of a
total of 600,000 farmers owned 65% of all land in farms, while
nearly 90% (530,0000) owned only 16%. It is quite likely that
these distortions have worsened significantly since 1979, as the
total number of subsistence farm families increased by another
50,000 to9 100,000.

From another perspective, experts estimate that with current
prevailing conditions of limited irrigation, traditional cropping
patterns and low levels of productivity on small farms, in the
highlands and surrounding areas, a farm family needs 1.5 to 3.0
hectares of cropland for basic subsistence. In 1950, 90% of total
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small-farm families in Guatemala cultivated an average of 1.75
hectares each, while today, 90% of the estimated 6€50,000-700,000
farm families cultivate an average of only 0.75 hectares. Because
of skewed land distribution, even among small farms, considerably
more than half of these farm families make do with considerably
less cropland.

Additionally, some 30,000 new rural farm families (20,000 in the
highlands) now are being formed each year, of which no more than
40-45% will be absorbed into urban areas. The remaining new
families must earn their livlihood on the existing over-saturated
cultivated land base, or seek new land to bring into cultivation.
Since the agricultural frontier (i.e., uncultivated land
appropriate for agricultural purposes) essentially was exhausted
many years ago, and small farm sizee have been well below
subsistence leveis for more than a decade, "excess" rural families
for the last 10 years cr more have had no alternative but to seek
their livlihood by clearing unfarmed lands (usually municipal or
state lands) on the steeper slopes of the highlands, or by
migrating to fragile tropical lowlands of the northern portions of
the country, including The Petén. Since such areas cannot support
sustainable crop production, these families adopt the "slash and
burn" system. Under this system, lands are cleared of, forest and
vegetation to plant subsistence crops for 1-3 years, then
abandoned, and new areas are cleared and farmed until these in turn
must be abandoned. An estimated 50,000-100,000 families currently
survive in this manner, and an additional 8,000-10,000 families
migrate annually and adopt these practices in order to survive.

It is estimated that in the past decade, this "expelled" family
survival strategy han deforested more than 1,000,000 hectares.
Without concerted effort to reverse the trend, this process will
continue to accelerate. Slash and burn deforestation, combined
with destructive and often illegal logging practices in the Petén,
has led to deforestation of an estimated 1.5 million hectares
during the last decade. The national impact of this trend on the
bioclogical resource base iz devastating. From 1960 to 1980,
national territory covered by primary forests decreased from 77% to
42% of the total area. By 1989, primary forest areas had dropped
to 29% of the National territory. If this rate continues, primary
forests will virtually disappear from Guatemala by the year 2010.
To the enormous natural resource destruction that results on
deforested lands must be added widespread degradation of the lower
level agricultural lands caused by accelerated water run-off and
erosion from these deforested areas. Further, much of the
abandoned slash and burn areas do not reforest naturally and remain

degraded almost indefinitely.

The combination of accelerating population pressures,
relatively low absolute limits to the agricultural resource base,
excessive fuelvood requirementsg, increasing slash and burn
agriculture on steep and/or fragile lands, and unrestricted
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destructive logging practices, is dramatically and exponentially
degrading the natural resource base. Erosion, loss of vegetative
cover, increased run-off, decreased infiltration, rapid
sedimentation, destruction of natural areas, and loss of biological
diversity are increasingly foreclosing some of the most important
development options for the future.

More specifically, impacts of resource degradation on the
hydrologic regime are undermining potentials for irrigation and
hydroelectric energy generation. The otherwise considerable
potential for expanded irrigation is an important option for
generating greatly increased sustainable output and employment from
vegetable and fruit production for export on the limited cropland
base. Because of excellent climatic conditions in the Highlands,
farmer capacities to produce quality fruits and vegetables, and
seasons that permit accessing U.S. and European high-price market
windows, these diversified crops generate 2 to 7 times more farm
income and 3-4 times more person days of direct employment per unit
of land than do traditional basic grains crops. Thus, irrigation
combined with diversification has as _much economic growth potential
as a four-fold increase in cropland area. Likewise, water and
energy linked to industrial development must eventually provide
off-farm employment opportunities to reroute populations from
ecologically fragile and/or over-saturated areas.

2. Related to the Policy Framawork. The NRM policy framework in
Guatemala is discontinuous, out-dated in many aspects and highly
normative. In general, legislation and reqgulations address each
natural resource separately in a piece-meal way, without unifying
principles that transcend resources. Similarly, separate national-
level GOG institutions are assigned regulatory functions for each
resource, e.g., forestry, water, soils, etc. There is little
coordination among these national level institutions, and relevant
policies provide little support for mobilizing local initiatives in
NRM.

Until the mid-1980’s, NRM policies generally had been formulated as
incidental to biological resource-based production objectives,
especially in agriculture and forestry. In 1986, encouraged by AID
and other international organizations, GOG approved policy
initiatives focused on broader environmental concerns and on the
establishment of protected areas, especially targeted to the
fragile and bio-diverse Petén region. These recent policy
initiatives are strongly oriented toward protection and enforcement
objectives, with little or no attention to sustainable production
objectives. This change to & protection focus resulted in a 1986
Evironmental Protection and Improvement (EPI) Law that also created
an environmental policy coordinating Commission, CONAMA. In 1990,
another law was approved re-organizing protected areas enforcement
arrangements through the establishment of a Protected Areas
Commission, CONAP. During the past year, based on initiatives of
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World Bank/RUTA and UNDP, and with technical support from USAID/G-
HAD, MAGA has demonstrated increasing interest in a more
integrated approach to NRM policy improvement. As a reflection of
this increasing interest, in early 1992 the Minister of MAGA
announced an.agricultural and natural resources policy improvement
strategy and agenda. This strategy and agenda emphasizes the need
to develop a set of policies that balance and integrate NRM
objectives with those related to increased sustainable agricultural
and forestry production and productivity. Planning for organizing
to implement this strategy and agenda is still in its early stages.

Currently, initiatives for most policy change in Guatemala
generally are ad hoc, special-interest driven, discontinuous, and
with erratic analytical input. The process for changing policies
that impact on sustainable management, utilization and procection
of renewable natural resources (RNR policies) is no exception. 1In
fact, since RNR policy areas invariably cut across traditional
public sector (as well as private sector) institutional lines,
resource-specific policies tend to be viewed by many institutions
as their exclusive province, while cross-cutting policies tend to
become the province of none. Thus, no single institution seems to
be able to assume primary leadership for guiding a technically and
analytically sound overall RNR policy framework within which
consistent and complementary resource-specific policy changes can
be formulated. Most if not all institutions in Guatemala with a
possible or perceived role in improving RNR policies do not
recognize the complex and demanding process required to assure that
policy changes are appropriate, balanced and effective.

More specifically, the institutional setting for implementing a
policy improvement process in Guatemala is characterized by highly
dispersed public and private sector institutional interests in RNR
policy improvement, combined with limited numbers and highly
dispersed professional talent with specialized knowledge and
experience relevant to RNR policy improvement. No one organization
appears to have a "minimum mass® of institutional capacity or
qualified talent sufficient -to successfully assume major
responsibilities for in-house implementation cf an NRM policy
improvement. program. Nevertheless, dispersed among the various
organizations, and among the ranks of individual consultants, there
exists a modest 1level of well-qualified and experienced
professional talent in a number of specialized areas needed for
initiating a NRM policy change process. Additionally, some
organizations have the capacity to assemble a minimum mass of
qualified professionals sufficient to permit successful execution
of some of the discrete actinns and/or activities required in
implementing such a process.

The setting for NRM policy change also is characterized by rglative
newness of analytically-based RNR policy improvement initiatives
and of organizations that might become involved:
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-RNR-related organizations, whether public or private, are
relatively new. Most are less than five years old, are still
seeking financial viability, and have not yet consolldated
their purposes or "niche". Since RNR policy improvement per
se is nat usually the primary focus for these organizations,
none as yet has made much progress in consolidating more than
minimal capacities in this specific area.

-A systematic approach to indicative (as opposed to directive)
policy change efforts in Guatemala began with macro-economic
policy changes in 1985, stimulated and supported by advice and
encouragement of IMF and World Bank; modest systematic sector
level policy analysis (especially in agriculture, livestock
and forestry) began in 1991 with the change of government,
with World Bank/RUTA and UNDP encouragement and support (also
with modest AID support); efforts to take an analytical
approach to RNR policy improvement also began in 1991 on an ad
hoc basis, primarily through formation of working groups
supported by external donors. As examples of the latter,
different working groups have put forward proposals for a new
forestry law, a new irrigation law, and a new plant health
law. Lack of an institutional mechanism to exercise quality
control and to coordinate/cross-communicate has resulted in
widely disparate quality within and among proposed bills (some
of which already are in congressional committees), and in
inconsistencies and cross-purposes among proposed dlspositlons
from one proposal to the other.

3. Related to Honitoring and BEvaluation. Provisions for
monitoring and evaluation of impacts of AID and other donor
assisted projects, as well as activitiaes wholly funded by the GOG,
generally have been treated as a necessary administrat..:2
requirement rather than as an integral part of the program being
supported. Even more serious, the generation and analysis of
sector level information and statistical data for monitoring
changes in social, economic, physical input/output and resource
variables has not been accorded high priority in Guatemala for many
years. This is especially apparent in the agricultural and other
biological resource~based economic sectors.

In the past, most sector data has been collected, processed and
published primarily by the National Statistics Institute (INE) and
the Guatemalan Central Bank (BANGUAT). Data sources mainly have
been periodic censuses, annual national accounts data, and periodic
ad hoc special purpose surveys. Some primary data is generated by
several sector organizations on a more or less routine basis.
However, &as budgets become restricted, primary data generation
generally is accorded low priority. As a result, much of the
primary data suffers from time-series gaps, or is not comparable
because of changes in base data and\or collection methods, and, in
many cases is of doubtful reliabhility.



Recently, a GOG decision was made that sector organizations must
develop their own data collection and processing systems, beginning
in 1993. USPADA has been assigned the responsibility for
designing, organizing and coordinating an information and
statistical data (I&SD) system for agriculture and natural
resiurces. With the technical assistance of IICA, USPADA recently
developed a proposed sector information and data system.
Imnplementation is to be initiated in 1993. It is proposed that all
CNRM Project monitoring and evaluation information and data
collection and processing be coordinated within the sector-wide
I&SD systemn.

It also should be noted that the HAD Project invested considerable
effort to organize and operationalize a continuing management
information system to monitor and evaluate impacts of HAD-supported
programs both at the institutional and field levels. A
computerized data organization program and collection procedures
were developed and tested, and the system made partially
operational. Since HAD terminates at the end of FY93, this
management information program presumably will be incorporated into
the overall sector-level I&SD system and should be reviewed for
possible utility in the CNRM Project.

B. Possible folutions to Natural Resources Managamant Prohlolh
and Constraints.

Sustainable agriculture and forestry production systems on
lands suited to these purposes can enable rural populations to
attain a viable and minimally acceptable livlihood. This also can
generate rawv materials (food, fiber and forest products) for an
expanding and diversified industrial and export base thereby
generating and important multiplier effect. Diversification of
agricultural lands into high-value, labor intensive crops for non-
traditional export can help to slow the exodus to urban areas
already suffering from the litany of ills associated with excessive
and undirected urban expansion~~ water and energy shortages,
environmental pollution, lack of adequate housing, crime and
inadequate transportation. It can also help slow migration to the
lowland tropics of the Petén, where spontaneous colonization
described above ia rapidly destroying eco-systems and bio-diversity
in this ecologically fragile area.

Despite the problems described above, and others such as
terrorism from protracted political struggles, increasing urban
crime, widesprend corruption and violations of human rights, there
are reasons for optimism. Small-scale irrigation schemes (mini-
riegos) have been installed in a number of Highlands areas with
encouraging results when combined with diversification into non-
traditional high-value export crops. Resulting increases in, 1)
labor productivity and value-product, 2) considerably increased
farm incomes and direct employment per unit of land, and 3)
attendant multiplier effects through backward and forward linkages,
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show great potential in helping to alleviate rural poverty and
retain populations at their source. )

As a corollary to the technological progress referred to above, it
has become increasingly apparent that greatly increased attention
must be accorded to natural resources management (NRM) problems
related to the ecological health of watersheds. This includes the
need for rapid adoption of more balanced and environmentally
compatible means of pest control and fertility enhancement as
alternatives to continued intensive agro-chemical use. Without
these chang2s, productivity and employment gains made possible by
irrigation and diversification cannot be rapidly replicated, nor
can they be sustained over the longer run.

Again, there is reason for optimism. The considerable experience
in recent years with improved NRM at the watershed level through
local group initiatives in adopting agro-forestry and on-farm soil
and water conservation practices provides an encouraging
technological baseline for future NRM improvement, combined with
rapid productivity, income and employment growth. Equally
encouraging are experiences with integrated pest management
practices at the small-farm level, as well as innovative options
for stimulating producer initiatives in prioritizing and assisting
to finance agricultural research and technology transfer
activities.

Although these experiences at the farm and watershed levels have
not yet extended to more than a small number of total agricultural
producers, it has had a sufficient demonstration effect to permeate
the consciousness of a considerable portion of both public and
private sector agricultural professionals, of the mass media, and,
more and more, of the general public. Until recently, professional
and national (as well as international) attention had focussed
largely on na*tural forests and protected areas. It is now widely
recognized as essential to a viable NRM and environmental
protection strategy for Guaterala to focus equal or dgreater
attention on achieving sustainable utilization of the existing
agricultural and production forestry resource base in a manner that
rapidly increases both rural employment and Zncomes.

The successes and problems encountered in watershed NRM
initiatives also have led to a growing recognition that the
existing policy, institutional and legal framework is inappropriate
and limits potential for mobilizing more rapid watershed level NRM
improvements. Changes in awareness and attitudes both within the
public and private sectors, and at the national and local levels,
suggests that timing is opportune to initiate positive changes in
this framework to facilitate and mobilize initiatives of rural
people to manage their natural resources on a sustainable basis.

NRM policies in Guatemala presently are expressed generally through
a series of sub-sector laws, now largely out-moded (for example,
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Protected Areas Law, Forestry Law, Plant Protection Law, etc).
Several initiatives have developed draft law proposals for
modernizing these sub-sector legal dispositions (e.g., draft
forestry law, draft water law, draft soils law, draft plant
sanitation law), some of which have been presented for legislative
considerationn. Unfortunately, these proposed laws ganerally have
been developed without clear estimates or understanding of long-
term economic consequences-~ winners and losers-- and often without
consideration of cross-impacts of legally imposed policies for one
sub-sector on related sub-sectors.

The approach to policy improvement through these proposed laws also
continues to be disturbingly normative, generally seeking to
achieve NRM and conservation compliance through restrictions,
controls and penalties administered by GOG institutions, without
parallel market-linked policies to facilitate and encourage
appropriate NRM behavior through the operation of market forces and
economic self-interest. Furthermore, this normative approach fails
to recognize the persistent institutional inability of GOG agencies
to assure thorough and objective application of these normative
provisions.

As has been demonstrated in a number of worldwide experiences,
successful NRM requires sufficient levels of both consensus and
popular participation. This can most effectively be fostered,
developed and achieved through collective efforts, combined with
appropriate divisions of roles and responsibilities between and
among public and private sectors, and national and local
institutional levels, with decisions and activity choices within
watersheds being based on initiatives of and management by
community-based organizations.

In Guatemala, recognized need, practical potential, and
timeliness for major initiatives in improving NRM policies and
watershed-level programs have converged.

C. Current Respoases to Natural Resources Management Problems and
Constraints.

1. GOG Activities. With the return to democratic government
in 1986, the GOG increasingly has placed high priority on NRM and
sustainable agriculture. During the 1986-91 Presidential
Administration, the National Environmental Commission (CONAMA) and
the National Council for Protected Areas (CONAP) were established,
These institutional policy initiatives, and increased attention to
NRM policies and programs by MAGA, have contributed to 1) enhance
GOG interest irn and commitment to addressing natural resources
policy charnge needs, 2) development of a coherent strategy for
agricultural and natural resources sector policy applications, and,
3) increased efforts to expand and accelerate more effective and
integrated management programs within watersheds and protected

areas.
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renewable natural resources."

Additionally, the GOG has beun cooperating with multilateral donors
in exploring opportunities for developing new initiatives,
investments and programs in environmental and natural resources
(ENR) policy improvement, related institutional modernization,
increased NRM field activities and environmental protection
programs. These are detailed in the section on Other Donor
Activities. The GOG also joined forces with the donor community
(including significant support from USAID) in 1991 to develop over
a two-year period of analysis and dialogue, the Forestry Action
Plan for Guatemala (PAFG). This effort, albeit with emphasis on
the forestry sector, represents a clear and forward-looking
statement on the management of natural resources.

Establishment of CONAMA and CONAP has resulted in a higher
political profile for environmental regulation and protection
issues. However, there are continuing chronic weaknesses among GOG
institutions in terms of orderly and analysis-based policy
improvement capability, as well as in field application of policies
and implementation of NRM programs. In addition, as described in
the previous section, there is a continuing sectoralized approach
to policy change initiatives with little progress towards a more
comprehensive and integrating approach that considers NRM needs and
objectives from a cross-sector perspective.

Despite increased attention in recent years to environmental and
NRM concerns, there appears to be some uncertainty, and perhaps
erosion of both resolve and support within the higher levels of the
GOG, for dealing with pressing environmental and NRM challenges and
opportunities. 1In part, this uncertainty results from the existing
inconsistent and largely ineffective policy and regulatory
framework, and on internal divisions on how to proceed. Concerns
are openly expressed about politization of ENR issues,
proliferation of government bureaucracy, poorly articulated and
sometimes contradictory new propousals for laws and regulations, and
disincentives for more dynamic private sector involvement in NRM.
These uncertainties have without doubt perpetuated continuing
chronic public sector weaknesses manifested by lack of adequately
trained staff, poor budgetary support, and uncoordinated inter- and
intra-sector approaches and programs.

2. USAID Involvement in Natural Resources Managsment
Improvement. For many years USAID/Guatemala has supported NRM
activities as an integral part of its agriculture sector
development strateqy and program. Experience with these NRM
activities has contributed considerably to the evclution of the
USAID program in Guatemala to place relatively greater priority on
NRM interventions. With the advent of the AID program-focussed
strategic planning system, "sustainable NRM", and more recently,
the more focused "Improved Management of the Natural Resources
Base”", gained prominence as one of five strategic objectives (SO)
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of the USAID/Guatemala Action Plan. In the future, the
USAID/Guatemala Action Plan will become even more focussed, with
emphasis being given to three strategic objectives: population, NRM
and democratic institutions. The Community-based Natural Resources
Management (CNRM) Project: will assist in the transition to this
more focussed orientation.

Beginning in 1981 with the 8mall Farmer Diversification
Project (8FDP), USAID strategy has been to improve the well-being
of Highlands small farmers through diversification into non-
traditional export crops, primarily vegetables and fruits. This
strategy was premised on establishment of small-scale irrigation
installations, and included pilot activities to gain experience in
encouraging farmers to adopt on-farm soil and water conservation
practices. Based on SFDP experience, the five-year Highlands
Agricultural Development Project (HAD) (520-0274) was initiated in
1983, HAD continued emphasis on agricultural diversification
through small-scale irrigation, but included promotion of on-farm
soil and water management and other sound agronomic practices as an
integral part of small farmer assistance. This was considered
necessary to assure sustainability of productivity gains achieved
through diversification. Additionally, HAD initiated a small pilct
activity to test and adapt agro-forestry technclogies. A second
five-year HAD~Phase II Project was initiated in 1988 to continue
work on increasing farm productivity and rural incomes through
irrigated diversification and on-farm resource management. In
addition, due to a growing recognition of the need to assure
sustainability of irrigation system water supplies and the critical
role of upper watershed stability in achieving this, the HAD II
Project added a watershed management component that built on
previously promising agro-forestry and upper watershed conservation
technologies tested under HAD. HAD II also included an activity
focussed on environmentally compatible pest management in order to
minimize growing problems in pesticide use.

In 1990, a grant to CARE/Guatemala was approved under HAD II to
test, develop and demonstrate pilot integrated watershed management
models, with many of these linked directly to small-scale
irrigation schemes developed previously. CARE was selected for the
purpose because of previous experience in-country with agroforestry
practices aimed at small holder farmers.

The 1.8 million hectare Maya Biosphere Reserve in the
northeastern Peten, is part of the largest contiguous block of
intact primary tropical forest in Central America. As described
elsewhere, The Petén is experiencing severe deforestation and
destruction from the onslaught of slash and burn agriculture
accompanied by widespread inappropriate forest exploitation --
high-grading of valuable hardwood species, unmanaged spread of
penetration roads, and lack of forest management. In 1990,
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USAID/Guatemala initiated the Maya Biosphere Project (Mayarema) in
The Petén in response to Congressional mcndates for reducing global
tropical deforestation and loss of biolcgical diversity. Mayarema
seeks to achieve erivironmental management improvements within the
Reserve through strengthening public and private ENR institutions
and promoting communit s participation.

In 1990, the ROCAP/RENARM Project was iriitiated. This is a Central
American regional project that works through several regional level
public and private organizations (e.g., CCAD, PACA, Paseo Pantera,
CATIE and Zamorana). It primarily assists NGO’s in each country to
more effectively carry out natural rescurce management and
environmental protection promotional activities in the following
areas: 1) Environmental awareness, education and bio-diversity
protection, 2) Policy improvement, and, 3) Sustainable agriculture
and forestry production practises.

In early 1991, USAID/Guatemala embarked on an analytical and
planning exercise to examine the full range of ENR problems and
possible interventions that might be undertaken to assist in
achieving the NRM Strategic Objective. A Concept Paper for
Sustainable Natural Resources Management in Guatemala resulted from
this effort. Based on this comprehensive overview of ENR needs and
opportunities, a PID for the Commuanity Natural Resources Management
Project (CNRM) was prepared in September, 1992. The PID identified
NRM~-related policy improvement and application, and mobilization of
communities for integrated watershed management as key priority
interventions for possible AID assistance.

The CNRM Project was initially conceived as a medium term (seven-
year LOP) effort. As the design process moved forward, it became
apparent that a number of technological, political, institutional
and process or methodological uncertainties made it advisable to
first undertake an interim Project. This interim project is aimed
at further defining and consolidating the technological,
institutional and methodological base for both integrated watershed
management and for the policy improvement process. It also is
expected to bring about key NRM polict changes. With these in
place, a longer-term project for accelerated replication will be
appropriate.

The project 1is fully responsive to the Mission’s NRM Strategic
Objective: Improved Management of the Natural Resource Base. It
will assist in achievement of strategic performance indicators, and
directly addresses the Mission’s policy agenda specified in the
Action Plan. The USAID policy agenda and GOG legislative agenda
are described below under the technical analysis for the policy
improvement component.

3. Other Donor Natural Resource Management Improvement Activities
and Plans. Traditionally, donor activities supporting improved
management and sustainable utilization of RNR have been treated as
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elements of production technology generation and transfer programs
or as elements of area-specific integrated rural development
projects. Other donors have more recently been focusing relatively
greater attention directly on environmental concerns, and on
management, conservation, preservation and sustainable use of the
renewable natural resource base. This increased focus on the
natural resource dimensions of development has resulted in several
area development/environmental protection-type projects supported
by the EEC, the Dutch, BID and IFAD/OPEC.

An area development/environmental protection project covering the
Lake Atitlan drainage basin and financed by the EEC, has been
operatlng for 4 years. This project supports investments in
infrastructure such as drainage, sewerage, potable water and
reforestation, as well as on-farm conservation activities and local
institutional development activities. Another EEC-financed
protection/development project, covering 15 municipalities in the
Department of HueHuetenango, is about to initiate a second phase,
assisting irn similar activities. Four other rural area
protectlon\devehopment projects have been signed and are ready to
initiate implementation activities. These are located in Sierra
Cuchumatanes (one rural development project and a forestry
development  project), the Chixsoy valley, and  several
municipalities in Zacapa/Chiquimula.

Recent "Phase I" BID missions to Guatemala identified three project
ideas to explore:

-A "Green Belt" Guatemala City environmental protection
proposal to cover a 1,000 square kilcmeter area around the Capital,
and

~A broadly conceived "sector program", possibly to encompass
water, fisheries, forests, protected areas and wildlife, and to
include policies, institutions, planning, investment and finance.

-An environmental protection, archeological preservation,
tourism development and sustainable use project for The Petén.

BID also recently signed an agreement for non-reimbursable funding
of US$2.0 Million (plus $200,000 in counterpart) for institutional
strengthening of CONAMA and establishment of an environmental
program. The project includes five activities:

1. Strengthening of CONAMA;

2. Preparation of proposals for reform and development of
legal regulations related to environmental matters;

3. Environmental education;

4. Identification and pricritization of environmental
projects and of actions for controlling undesirable sector
impacts;
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5. Mechanisms for territorial organizaticn for environmental
matters, and for  capturing financial resources for
environmental protection purposes.

A recent World Bank identification mission has recommended an
US$800,000 one year review and study of environmental and natural
resources (ENR) problems and alternative solutions, to be used to
assist in defining and designing possible investment projects in
the ENR area for World Bank flnanc1ng. Additionally, a preparatory
mission currently is proposing an agricultural sector investment
and institutionalo modernization project which will include
sustainable natural resources management aspects.

Table I, attached, provides a summary of major elements of on-
going, approved and proposed ENR-related projects of other donors.

D. Technical Analysis of Project Components
1. INTEGRATED WATERSHED MANAGEMENT COMPONENT (IWM).

a. Introduction. From a technical feasibility standpoint, this
project is specifically designed to do pilot work leading to a
better foundation for larger scale activities. Although many of
the techniques need to be field-tested under real life conditions
in close collaboration with client farmers, little is so new as to
give pause as concerns the overall technlcal feasibility of the
integrated watershed management component.

The issues are in essence ones of approach and strategy-- making
the transition from the ongoing agroforestry oriented watershed
extension project to a community-based, integrated watershed
management project. The institutional willingness and commitment
among the principal implementation agencies exists. None of the
matters discussed below call into question the technical
feasibility of the component. They are, in the main, suggestions
and recommendations about the approach or direction of certain
activities anticipated under this component.

There are certainly some unknowns involved in the implementation of
this component of the CNRM project but the only antidote is field
experience. This is one of the reasons why the monitoring and
evaluation activities intentionally have been accorded such high

profile.

b. A Vision of Watershed Management. Stable watersheds can be
defined in terms of both their on-site conditions and their oft-

site impacts. Within the watersheds, the mini-riego sites
established to raise agricultural productivity and farmer incomes
will need continuing and reliable water supplies. Further

upstream, local users need. economically and ecologicglly viable
agricultural and natural resources management technologies in order
to continue to earn their livelihoods for years to come on the land
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they own and occupy. Cff-site impacts include declining or
irregular water flows for downstream users or the social
disintegration among the watershed communities who migrate to new
areas or to the cities.

In many of the watersheds currently being treated by
CARE/DIGEBOS/Peace Corps, under the HAD Watershed Component, the
negative correlation between potential use (land capability) and
actual use clearly portends a continuing spiral of erosion,
disrupted water supplies, declining productivity, spreading poverty
and social tension.

Similarly, population densities in these watersheds range from 8 to
728 people per square kilometer. The higher population densities
are found in the better watered, volcanic soils areas of the
Altiplano while the lower figures come from the drier areas of the
Oriente. Clearly, no single intervention or single selection of
interventions can be applied across the board. Increases in
population density do not necessarily lead to degradation although
there is certainly a limit. Rural people stimulated by production
gains and motivated by the marketplace will be more than likely to
appropriately manage even marginal lands. Cohesive communities in
a cohesive society tend to conserve their natural resources because
they are convinced that it is in their best interests to do so.

Tree-planting, either to rehabilitate small areas or in
agroforestry configuratione in agricultural plots will not be
encugh. The 1land currently under agriculture, some highly
procuctive, is being cultivated using inappropriate practices,
leading to soil erosior;, soil fertility losses, increased run-off,
land slumps and landslides, and to the inevitable need to seek new
areas for clearing and cultivation, either within the watershed or
elsewhere. Although mini-riego development was targeted at the
most productive, less sloping lands at the base of the watersheds,
it is now being pursued spontaneously and widely in many mid-slope
areas of the watersheds. The economic and ecological
sustainability of these activities seems dubious. Short-term gains
will likely lead to long-term degradation. In some watersheds, the
spontaneous spread of mini-riego in the middle elevations is
threatening and curtailing the water supply to the presumably more
sustainable mini-riego plots downstrear, thus adding an element of
heightened social tensions to the agro-ecological drama.

Land-clearing for agriculture at middle elevations, whether for
traditional or non-traditional crops, using irrigation or not, is
accelerating the rate of degradation and creating the pressures
which eventually lead to more land-clearing and eventually to the
destruction of the watershed function itself. From the market
viewpoint, the expansion of NTAEs on middle elevations may be
increasing commodity supplies and driving down prices thus
jeopardizing the economic viability for all concerned.
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It is not clear that these more informal, mid-slope NTAEs plots and
mini-riegos are receiving technical assistance aimed at making them
more sustainable, even where such might be possible. While some
evidence of soil conservation practices are evident, much of these
seem empirical in nature and inadequate to the challenges of
agriculture on steep slopes. The decision to halt the social
payments for soil and water conservation has severely limited the
acceptance of these practices and curtailed DIGESA’s former program
impact in this area. It is felt that the issue of social payments
should be re-examined.

CARE and DIGEBOS activities and capabilities have been in large
measure directed at tree-planting and agroforestry. They currently
have neither the skills nor the personnel to widen the range of
their assistance to «cover the panoply of technological
interventions up and down the watersheds to achieve sustainability
and environmental stability. DIGESA’s role in addressing the need
for sustainable agriculture and soil and water conservation will
thus be vital to the success of the Community Management of Natural
Resources Project.

The choice of technological interventions must be matched to the
site conditions (mainly soil condition and slope) and actual land-
use patterns~-- and very imporiantly to the socio-economic realities
of production, consumption and marketing therein. In many cases,
while it is possible to "push the envelope"' in terms of raising
sustainable productivity on certain sites, the application of these
technologies will be conditioned by the costs involved and the
benefits to be obtained.

c. Popular Participation and Community Organisation. Emphasis on
the participatory dimensions of the watershed model, one of the
immediate objectives of this component, will be pursued through
specific project supported activities to organize community
residents in pilot watersheds. Reasons behind this community
organization approach and what it can achieve are worth
reiterating. -

! The present land capability assessment methodology being used in Guatemala is patterned
after the USDA system. This system is inappropriate for the highlands of Guatemala.
It fails to take into account the wide variety of soil and water conservation, sustainable
agriculture and agroforestry options which make it possible, again within limits, to utilize
lands which in the USDA methodology can only be classified as forestry and/or
protection sites. For some time now, there has been a proposal contained in the Tropical
Forestry Action Pian for Central America to attempt to adapt the Costa Rican Land-Use
Capability Classificaticn System developed by the Tropical Science Center in San Jose
for use in other countries of the Region. This may well be a decision to be considered

under the Policy Component of this project.
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One important consideration is the question of efficiency and
impact in technology transfer. Human resources trained and
available to guide the watershed management process and to promote
and extend it among watershed inhabitants are presently too limited
to allow a .one-on-one farmer/extension agent approach. Most
extension agents have been trained in agriculture and natural
resources management and will need much more preparation to work as
agents of change within a community-~based participatory development
strateqgy.

More important, however, and more relevant to the Guatemalan
situation is the need to create or rebuild community and local
level institutions that have been directly suppressed or indirectly
discouraged by the decades-long internal struggles, conflict and
violence. A potential spin-off of community organization for
watershed management, if properly implemented will be a renewal of
local conviction and capability among rural people as a community
to diagnose and resolve problems. The community approach also
creates the logic for 1local empowerment and provides a non-
threatening forum in which people can speak out about topics of
concern; for example, on issues related to NRM policies.

Natural resources management frequently can only be addressed
through group decision-making by an organized community. In many
communities, there are community-based natural resources management
and utilization issues (eg. water use for irrigation, fire
prevention, grazing rights and practices, off-farm consequences of
degradation) which need high levels of local consensus in order to
be resolved. Then too, the pervasive spread of degradation
throughout the watershed even though it occurs on individual plots,
will be additive and affect all community residents. The destiny
of watershed residents is inexorably linked, both individually and
collectively, to the destiny of natural resources on which they
depend.

Working together as a community also can serve as a focal point for
other community-based cooperative actions, such as community
infrastructure (potable water systens, access roads,
electrification, health clinics and schools), local marketing
initiatives, and for soliciting services from government and/or
other development projects.

Equally important is the need for full participation in planning
watershed management activities to be carried out. Early and
realistic input from participants regarding their attitudes and
interests vis-a~vis NRM, and their expectations from the project
can be the starting point for community-based needs assessment, a
vital input into program planning. This, in turn, will get local
people engaged, resulting in a more realistic planning baseline, a
better sense of the doable and the timing of activities for bcth
staff and participants, and more realistic choices of technological
interventions to be developed and transferred in the watershed.
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Once the package of interventions emerges, it will provide the
rationale for the division of responsibilities and activities among
the specialized agencies (CARE, DIGEBOS, DIGESA, and Peace Corps)
involved in the project.

Finally, through community organizations, rural inhabitants
will have a vehicle for participating in the policy review process
and in providing field-informed inputs (especially qualitative
ones) to the policy dialogue and to the monitoring and evaluation
system.

d. Axioms to Watershed Planning. In many watersheds
throughout the country, and including some of those already part of
on-going activities, the population density far exceeds the
potential carrying capacity of the land. For this reason, both
project personnel and participants, as well as national planners
and decision-makers, must recognize that long-term natural
resources stability will need parallel efforts to develop off-farm
employment opportunities through the development of the industrial
and service sectors of the national cconomy. Land tenure and land
distribution based solutions to absorb excess populations of more
fragile ecosystems also will need attention. Likewise, development
of sound land-use strategies for the lowland tropics of the Peten
will be necessary in order to continue to receive those colonizing
these areas in a more rational relationship with the natural
resource base.

Failure to recognize these inexorable constraints only will
postpone the final reckoning and lead to greater social
disintegration and natural resources degradation. The cost of
rehabilitation, and negative impacts on national development~-- for
both society and natural resources, will be greater in the future
without affirmative remedial action now. Herein lies some of ‘he
links with the policy component-- watershed management planning can
provide qualitative and quantitative inputs about rural sector
development options and the need for adjustments.

As has been mentioned elsewhere in this analysis, many
technological interventions are at hand to increase sustainability
of current agricultural production practices. There is a limit,
however, to what can be done. In some cases, landholdings may
simply be tco small to sustain the family, either in subsistence or
income terms. #Many rural Guatemalans are presently dep:ndent on
their earnings as migrant laborers in the coffee, cane and cotton
sectors. Elsevhere, the lands held may be too steep ‘o0 permit
cultivation of any kind.

The expansion of mini-riego now becoming manifest on slope
areas can only represent a transitory production gain, destined to
self-destruct for both ecological and economic reasons. Nor are
soil and water conservation and sustainable agriculture practices
universally applicable. They often are more labor intensive,
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compelling farmers to increase their costs of production for crops
that were only marginally profitable to begin with, particularly
with the rather disadvantageous marketing conditions currently
reigning in the highlands areas of the country.

There are no easy solutions for these dilemmas. Nevertheless,
properly executed watershed management planning can go a long way
in helping to deal with them. While planning activities of this
project must address the near-term, they must as well not lose
sight of the medium to long-term. It would be wise to avoid
investing scarce resources (of either the project or the
participants) on areas which, because of their inherent
limitations, are likely to or should fall outside future production
schemes of the watershed. The most effective watershed management
programs worldwide have endeavored to match investments to
productive potential. '

e. Watershed Action Plans and Time Horisons. Local Watershed
Management Action plans will encompass several years of project
supported activities, beginning with simpler, 1less -demanding
interventions and moving into more sophisticated ones as
participants -are able to absorb them. It is likely that in most
watersheds, the limited time-frame of the project will not be
sufficient to carry out all of the changes and interventions
necessary to bring it to a stable ernvironmental condition.
Technological imperatives, nevertheless, should not override the
choices by the participants because of the wWorrisome condition of
the watershed. Real and lasting impact and vroject replicability
can only be achieved by a high level of community understanding,
consensus and capability.

It is highly wunlikely that participants will choose
interventions at the outset whose implementation entails
significant production trade-offs to achieve so0il and water
conservation objectives. Rural Guatemalans have seen too mnmany
projects come and go without 1living up to their promised
achievements and benefits to the community. This has fortified
their natural tendency towards risk aversion. The Watershed
Planning Diagnostic Model and the information extracted in
preparing a Watershed Management Profile must take these
considerations into account in selecting treatment options.

For examplc. while radical bench terraces may be the only
long-term solution for sustainable productivity on a certain site,
local people may be unwilling or unable to muster the necessary
labor to install them. Interestingly, off-farm employment
opportunities or improved production and income from small-scale
irrigation may provide farmers with more financial resources on
which to draw for implementing agriculture on their more marginal
upstream lands. Paradoxically, they may have less time to devote

to these lands.
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Interim measures may be necessary although these clearly need
to be both agro-ecological and economically feasible. Tn many
countries, both developed and developing, lands that were targeted
for improved, conservation oriented agriculture because of problems
similar to those of the highlands of Guatemala, have now been
withdrawn from the national production equation voluntarily by
their owners. They realized that life in the hills because of the
inherent resource limitations was bound to be one of hardship and
bare subsistence, and fortunately, there were other options.

f. Reforestation, Other Options or Protection. It may be
wiser over the 1long run, for all concerned, if more passive
protection practices were employed rather than more costly
reforestation of dubious productivity and unlikely returns. Why
replant an area with timber trees, if the slope or soil conditions
are such that they should not be harvested in the future, and if
the watershed function would be just as well served through
protection. This is often a difficult concept to grasp for those
accustomed to the typically action-oriented reforestation programs
of the past.

In many parts of the watersheds, reforestation is being
carried out on sites where in the future, harvesting cannot be
permitted. The issue is not so much the role of the trees in
arresting the erosion but the role of the forest. In most cases,
it is the understory (shrubs, grasses and leaf litter) which
protect the soil and fosters water absorption and retention.
Watershed function can more often than not be achieved by
protecting a deforested site from fire and grazing, activities
which in any case will be a necessary part of the reforestation
effort. Planting a dense monoculture (particularly with some
species such as Eucalyptus spp.) can actually suppress the
understory and increase run-off and erosion. Why invest
significant amounts ($300 to $750 per hectare) of either government
or private money to replant a site which should not be harvested in
the future?

On other sites, non-traditional re-vegetation approaches would
be more ecologically and economically feasible. Direct seeding,
planting by vegetative means (eg. ®“pseudoestacas" of Gliricidia
sepium) or bare-root seedlings can be used to considerably reduce
planting costs. An ideal scenario on sites which need
reforestation but are marginal in nature, would be direct seeding
of nitrogen-fixing species of fast growth which could be harvested
on a coppice basis for both fuelwood and poles, posts and crop
supports. Throughout the world, projects are using species such as
Leucaena spp., Gliricidia sepium, Calliandra spp. and Sesbania
spp., species which originate in Central America, for just these
purposes! It may also be possible to rationalize the management
and utilization of the middle elevation Oak (Quercus spp.) coppices
which are now being harvested indiscriminately for the same end
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This fixation with +traditional reforestation (nurseries,
containerized seedlings, plantation forestry) has overshadowed the
development of the full potential of natural forest management. In
all of the above cases, brokered understandings among the
communities to achieve a 1local consensus about the need for
protecting these secondary but potentially productive forest
formations will be the key to success.

g. The Extension and Technical Assistance Fund (FEAT). Some
of the early thinking about the role of FEAT as part of CNRM'’s
integrated watershed management component suggested the expansion
of these activities tec include forestry and natural resources
management extension services in other areas of the watersheds.
For a series of reasons, this analysis recommends continuation of
the present focus of FEAT activities, i.e, working with farmers
engaged in the production of NTAEs in mini-riego situations,
typically at the base of watersheds.

The importance of FEAT technical assistance there, including
soil and water conservation measures as water becomes more scarce,
and particularly managed agrochemical use, will also have important
implications for environmental stability. Improved marketing
conditions for small-holders also will be a useful objective of
these activities so that participants are able to capture full
income benefits of increased production.

The issue of agrochemical use deserves special attention here.
The present arrangements for FEAT extensionists working with small
producers on formal mini-riego plots to luprova agro-chemical use
is a mitigation recommendation associated with the HAD III Project
EIA and is also part of the EIA for this project. The technology
transfer activities related to avoiding the negative impacts of
agrochemical use can be used as models to train eixtension and
promotional staff who will be working with other farmers in the
upstream areas. It should also provide the practical context for
the training of agro-service store personnel who sell these
products to the farmers. -

One of the important rezsons for this recommendation is also
the difficulty of 1linking payments to extensionists with
production/income gains from the slower destating NRM type
activities. An exception might logically be private sector
consulting services to forest owners in the preparation of forest
management plans. These plans would facilitate obtaining the
requisite permits from DIGEBOS for rational but highly remunerative
forest utilization. This field, its technology and the regulatory
framework, however, needs more development before it can be
replicated by the private sector. CARE’s efforts in forestry
management, both in CNRM and in other projects, may lay the basis
for a more substantive consideration of the policy of private
sector forestry management consulting services towards the end of

this project.
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2. POLICY IMPROVEMENT COMPONENT.

a. Background. A consensus is emerging among policy makers
and development practitioners that recognizes the important rola of
policy development and implementation in natural resources
management. Well designed technical interventions such as those
proposed in the watershed management component of the Community
Natural Resources Management Project (CNRM) require a supportive
policy environment to achieve rescurce sustainability and a
maximization of economic benefits over the long term.

At the same time, most developing countries, including
Guatemala, lack the institutional, human and financial resources to
adequately prepare laws, design regulations, and implement policies
in support of natural resource management. These constraints
contribute to an ad hoc approach to policy making characterized by
the lack of a sclid institutionalized process which lends itself to
participation by resource user groups, and a dearth of high quality
analytical inputs into that process.

b. S8ectoral Policy 1Interests and Natural Resource
SBuatuinability. Recent efforts by enlightened policy makers in
developing countries to pass legislation designed to enhance the
public sector’s role in environmental and natural resource policy
have often met with strong opposition from traditional sectoral
interests. Interests such as those representing commercial
forestry, large-scale agriculture, and livestock producers have
strong backing from public-sector ministries and agencies whose
primary focus is on the development and exploitation of renewable
resources.

The design of the CNRM policy component takes full account of
these institutional realities. It proposes a "Core Implementation
Team" for the project, composed of the key public institution
charged with policy development and institutional coordination in
natural resource management, CONAMA, and the most experienced
private-sector institution in environmental education and policy
analysis, ASIES. The use of these institutions will insure that the
natural resource policy agenda, analysis, and implementation are
properly "profiled™ and not subsumed as an element of sectoral

policy.

This is a similar approach to that being undertaken in other
developing countries with similar resource management problems and
newly established public sector institutions which have a mandate
to develop sustainable resource management polices and to
coordinate their implementation across sectors.

¢. Policy Improvement Component Peasibility. The design of
the policy improvement component emphasizes process, participation,
and human resource developmant. In this context, human resource
development through participation and training takes on greater
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importance than specific techniques or methodologies for policy
analysis. Therefore, the component’s technical analysis, while
important, should be viewed as supportive of the policy improvement
process.

The policy component attempts to address the important
weaknesses in the policy making process. The implementation
approach emphasizes a highly participatory approach which allows
for analytical inputs, grassroots participation, and
government/private sector dialogue to support a policy agenda and
policy analysis. Furthermore, recognizing the inherent constraints
to policy development and implementation, the Mission’s Strategy in
support of improved natural resources management, and ongoing
Mission and ROCAP efforts (e.g., MAYAREMA and the RENARM Green
Book), the DESFIL consultants believe that the recommended
management structure, component objectives, and the sequencing and
selection of project activities are realistic, cost-effective,
and, above all, capable of being implemented successfully.

The modest gains made in previous work as shown in the RENARM
Green Book in identifying components of a policy inventory need to
be consolidated and built ubon through a more formalizad
institutional framework which gives Guatemalan institutions a stake
in formulating the policy agenda.

The pclicy component, through its participatory approach,
permits and encourages inputs of data and analysis from the local
level through community organizations, NGO’s, and municipal
government. The management structure, including the composition of
the Consultative Group and the Technical Management Working Group,
will solicit informally and formally recommendations for support of
specific analysis, training, and dissemination activities.
Participating organizations from the IWM component, MAYAREMA and
RENARM will participate fully in all stages of the policy component
to insure that community level concerns are part cf assessment,
analysis, and implementation.

Analysis of commuaity-level institutions outlined in the
Social Analysis indicates that local-level institutions in the CARE
watersheds are poorly organized and will require increased efforts
by CARE to improve the environment for participation. Local-level
participation in the policy component by MAYAREMA institutions will
likely be at a higher level over the short term. The project’s

management structure as recommended by DESFIL should minimize the

possibility that implementation of the component becomes
characterized as "top-down".

d. Policy Improvement Component Implementation. T h e
development and implementation of the policy component will require
participation of the Guatemalan public and private sectors, along
with expatriate technical assistance. Political developments over
the last few years including the establishment of CONAMA and CONAP
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and the gradual opening of the political process are cause for
cautious optimism. At the same time, the ad hoc natur. of the
policy-making process coupled with an under-staffed and
under-financed public sector and limited public participation are
important constraints to the development of well-designed natural
resources management policy improvements. Institutions at the
national, regional and community levels need to be organized for
policy dialogue, policy analysis and policy implementation.

(1) oOverview of High-Level National Public Sector Involvement
in Natural Resources Management Policy Formulation and
Implementation. The Guatemalan Congress and the Office of the
President play the highest level decision-making role in natural
resource policy development and implementation. To a large extent
this process has resulted in a collection of laws (i.e., Ley
Forestal and Ley de Proteccibén y Mejoramiento del Medio Ambiente),
reglamentos, or specific rules governing the use of resources based
on technical input (i.e., prohibitions on tree cutting), and
delegations of authority to municipalidades or Other Local
Authorities, which authorize them to manage resources such as water
and publicly-held lands.

The formulation and approval of laws takes place on an ad hoc basis
and with little either "analytical” or "popular”" input into the
process. Those interest groups with access and power to influence
the process are the most important input into the design of
policies.

National-level Ministries and Commissions, and their 1line
organizations and/or field offices, are charged with the
responsibility of formulating and implementing policies and legal
dispositions, and/or enforcing compliance. Many of these
institutions, especially the newer organizations such as CONAMA and
CONAP, are generally regarded as weak and lacking the necessary
financial and human resources to adequately formulate and implement
policy. At the same time, when 3ectoral ministries formulate
policies, these often reflect narrow sectoral interests which may
work against the sustainable management of natural resources. For
instance, agricultural policies which promote irrigation may result
in diminished supplies of water for household and industrial uses.

(ii) Local Public Sector Institutions. Currently,
municipalities do not develop natural resources policy, but do
influence resource use by being responsible for the provision of
water and designating land use on publicly held lands.
Municipalities also receive an 8% share of government revenue to
implesent a variety of projects. Tn 1987 revenues derived from the
8% transfer accounted for over 55% of total revenues received by
municipalities. The extent to which these resources are used in
natural resource related activities is not known, but should be
considered as an option in the future.

(iid) Responsibilities of Specific Public Sector
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Institutions in Natural Resource Management Policy. Public sector
institutions which could play a role in the pollcy component of the
Community Natural Resources Management Project include: The MAGA
Policy Analysis Group (PARAGRO), the comisién Nacional de Medio
Ambiente (CONAMA) and the Comisién Nacional de Areas Protegidas
(CONAP), and, several MAGA 1line agencies, including DIGESA,
DIGEBOS, DITIPESCA and DIGESEPE. These institutions all have
varying roles and responsibilities to formulate, coordinate and/or
implement/enforce compliance of policies that support sustainable
agriculture, water and forest resource management and conservation
of biological diversity. Howaver, there is a compelling need to:
(1) Order institutional roles and upgrade institutional capacities
to analyze policy constraints and bottlenecks, as well as costs and
benefits of existing and alternative policies and programs, (2)
improve mechanisms for policy feedback from stakeholders,
especially at the community and watershed levels, municipalities,
and regional development councils, and (3) provide for information
dissemination and dialogue, as well as general natural resource
management education to different stakeholders and the general
public.

These public sector institutions are analyzed in deta11 in the
Institutional Analysis.

(iv) Non-Governmental Organizations (NGO’s). Guatemala
has a nascent capability for NGO participation in the peolicy
development process. Environmental NGO’s such as Defensores de la
Naturaleza, CECON, and the Fundacién Mario Dary are working to
establish protected areas and encourage the development of the
legal basis for the preservation of biodiversity and the creation
of information systems for environmental education. Fundacién Dary
is also working with the Instituto Guatemalteco de Turismo to
develop more sustainable tourism in Cerro Cahui.

NGO’s which undertake research and education activities like the
Asociaciébn de Investigaciétn y Estudios Sociales (ASIES) have
undertaken a wide variety of policy oriented economic and social
studies. Since 1988, they have worked on a number of projects in
environmental education and participated in the first inventory of
laws, policies, and institutions related to the development of
natural resources. ASIES is also working on a series of regional
environmental profiles.

ASIES is a particularly appropriate institution to examine the
issues of NRM policy from the local through the national levels:

It has carried out environmental policy workshcps in six
regions of the country, which brought together stakeholders
from public and private and local, municipal, and regional
‘levels. To our knowledge, these are the only actions to date
which attempt to integrate policy issues across sector and
other interest groups. (The results have been published as
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monographs and articles. See, for example, "“Politicas
ambientales de la regién central," Momento, Afioc 7, No. §,
1992, "Politicas ambientales de la regién metropolitana,"
¥omento, Afio 7, No. 3, 1992, and "Politicas ambientales:
regién Sur-oriente de Guatemala," Momento, Afio 6, No. 7,
1991.)

It has carried out an excellent study on Guatemalan social
organization, from the local through the national levels,
which examines the constraints against and opportunities for
the participation of various units of social organization in
the national fabric. This analysis can be very helpful in
examining policy and its interface with local institutions.
(See Organizacién social: notas sobre el pasado y lineamientos
para el futuro. Guatemala, nd.)

The Centro de Investigaciones Economicas Nacionales
(CIEN) is currently undertaking two research projects in the area
of environmental and natural resources management. With support
from CINDE, Panama, they are participating in an analysis of
economic instruments for pollution control. They also have a
contract with the Guatemalan congress to provide economic analysis
into the development of the new water law. This group has also
worked with the Democratic Initiatives program of USAID. CIEN has
the experience and enough human resource capacity to play some role
in the policy component. They are the only institution which
attempts to incorporate economic analysis into natural resource and
environmental issues. Some of their younger policy analysts would
be qood candidates for graduate level training in resource
economics.

There are also a number of recently established community
based environmental NGO’s. Their capacity to participate in the
implementation of internationally funded projects is uncertain.
However, their knowledge and experience at the grass roots level
should make some of them good candidate for participation in the
training activities supported under CNRM.

Despite the progress made by the NGO community in improving
the information base on environmental issues and in advancing the
cause of environmental education, with the exception of ASIES, they
have not played a significant role in the policy process,
particularly at the community level. Their are no Guatemalan NGO’s
or private consulting firms exclusively oriented towards policy
studies on natural resources management.

(v) Summary of Implementation Elements. The capacity of the
Guatemalan public sector to undertake policy analysis related to
natural resources management is weak. At the same time the
prevailing political environment has not given a high profile to
environmental issues. Nevertheless, a well designed project should
encourage participation by the key public sector entities and
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ultimately assist in stimulating policy dialogue and improving
policy analysis and implementation.

National level NGO’s mentioned above have more capacity to
undertake policy analysis, education and training related
activities in natural resource management. In fact, the Guatemalan
Congress has begun to utilize the expertise of these organizations
in the design of its laws and policies(i.e., water law). They
should play a key role in policy inventory, policy analysis and
policy implementation activities.

For a more detailed analysis of both public and private sector
institutions and their potential roles in the policy improvement
component, see the Institutional Analysis.

e. The Policy Agenda.

An analytically-based prioritized natural resources management
agenda for analysis and action will be an important early output of
the policy improvement component. In the meantime, USAID and
PARAGRO have developed an initial natural resources management
policy agenda which is included in the current USAID Action Plan.
This agenda is as follows:

L Policy improvements to establish and apply incentives for
local comrunity management of natural resources, by

- promoting community participation in regional GOG
development councils, and

- promoting municipal use of decentralized public
funds for NRM activities.

° Policy analysis and formulation activities to improva
legislation and institutional structures that promote
more effective NRM, by

- modifying the Protected Areas and Forestry Laws to
define clearer institutional mandates and
responsibilities in managing natural resources.

Early in the project, this agenda will need to be adjusted to
become compatible with and complementary to the legislative agenda
of the National Congress. Currently proposed Bills or "projects of
law" related to policies affecting natural resources management

include the following:

a) Forestry Law
b) Water Law
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c) Soil Conservation Law

da) ENR Penal Code and Justices Law
e) Animal and Vegetable Sanitation
£) Pesticides Law

g). Land or Territorial Tax Law

h) Chicle Law

i) Parks and Protected Areas

j) ENR institutional reorganizations
k) Biodiversity Law

1) Fisheries Law

As the policy agenda-setting process supported by this component
begins to generate results, an analytically-based, more targeted
and manageable agenda is expected to become available.

To facilitate management of this relatively complex
undertaking in terms of mobilizing human resources, participant
working groups will be organized for each analysis activity.
Activities at the national and community levels will have
overlapping design mandates and, where feasible, team members in
comnon between the two activities. Clearly delineated criteria for
selection of analysts will be publicized to foster competition and
a transparent selection process. Each analysis will develop
baseline indicators in congruity with the monitoring and evaluation
component, and a plan and strategy for review and dissemination
(workshops, seminars, publications, etc.).

The range of problem and policy issues indicates that analysis
will be performed by a large and diverse set of individuals,
expatriate and Guatemzlan, government and private. A small core,
contracted implementation technical team will be responsible for
implementing the policy analysis process and outputs. Analysis
activities will be contracted to appropriate individuals or
entities based on criteria such as technical responsiveness, cost,
institutional interest and capacity, past performance, etc. The
core management team will have associations in both the public and
private sector in order to facilitate broad, balanced participation
and affiliation. This will make initial implementation more
complicated, but provide a more solid base for productive progress
in the long term.

Understanding the causes and effects of environmental damage
and the costs and benefits of alternative actions and/or inaction
can greatly influence governmental policy, institutional procedures
and individuals practices. This component will take the lead to
initiate a series of surveys to link environmental conditions with
natural resource practices and perceptions of laws, regqulations,
and institutions charged with policy making and application.
Increasing knowledge and awareness through training at the
international, national and local 1levels can help alleviate
ignorance that causes environmental damage and impedes finding
solutions to sustained natural resource management.

29

TN



3. MONITORING AND EVALUATION COMPONENT (M&E).

This component must provide good baseline data on the current
status of local-level institutions in the pro:ect areas and their
changlng role in resource management over time. It should be fully
integrated into the policy component. The draft M&E Plan (January
27, 1993) suggests program outcomes such as the
institutionalization of CONAP’s act1v1t1es and an increasing amount
of GOG Funding for CONAP.

While this is a crucial element for the future biodiversity
management of the biosphere, the role of local-level institutions
in identifying policy constraints and solutions should also be
included in the monitoring plan. The M&E component should also
identify opportunities for local NGO’s, municipal governments, and
other stakeholders to participate in the policy component. Through
their participation, a specific policy agenda for the Peten will be
defined.

Finally, the Mission has approved a six-month activity with
the Bastarachea consulting firm. The terms of reference for the
activity are very ambitious and accomplishing all the tasks in that
time frame will be difficult. While the report will no doubt shed
a great deal of light on natural resources issues, it does not
address key issues such as participation (local and national),
policy dialogue, and stakeholder analysis.

Efforts should be undertaken to target the output of that
report to the short-term objectives of the CNRM Policy Component.
The suggestions made in the Secial Analysis (Annex iv.) concerning
the focus of the work are relevant in this regard. Considerable
emphasis should be placed on analysis of local institutions in
order to increase the likelihood of their participation.

E. Technical Assistance Requirements.
l. Administrative/Financial Management and Support Staff.

Requirements in this category respond to the realities of
anticipated USAID staffing limitations, and expanded
responsibilities resulting from the merger of ROCAP and
USAID/Guatemala. As indicated in the Institutional Analysis,
Organization and Implementation Arrangements, USAID inputs include
the services of a USDH Project Manager and one full-time FN/PSC
Assistant Manager. For this limited USAID staffing level to be
effective in project management and implementation, it must be
supplemented with contracted personnel to carry out administrative
and financial management functions required to procure and
effectively utilize grant-funded inputs during project
implementation. Thus, for the PIC and M&E components, a US
Institutional Contractor will provide administrative, financial
and sub-contracting management services for procurement and
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utilization of grant-funded inputs during the LOP. Likewise, for
the IWM Component, CARE, through the Cooperative Agreement, will
provide financial, administrative and sub-contracting services for
procurement and utilization of grant-funded inputs.

Requirements.for contracted financial, administrative and sub-
contracting management personnel and related office logistic
support staff are estimated to be as follows:

a. PIC and M&GE Componants.

(i) One full-time expatriate Project Administrator

(ii) Local Hire Office Personnel (full time)
-Administrative Assistant;
~Financial Assistant;
-Contracts Assistant;
-Bilingual Secretary;
-Four Person/Years Annually of Other Office Logistic
Support Staff. '

b. IWM Component.
(i) Share of CARE Sector Coordinator: 30% of full-time
(ii) One Full-time Expatriate Project Manager.

(iii) Local Hire Administrative Personnel
~Sector Coordinator Assistant: 30% of full-time;
~Two Full-time Project Coordinators;
-One Full-time Administrative Coordinator;
~One Central Office Administrative BAssistant: 30% of
full-time;
~One full-time computer assistant;
~-Two Regional Office Administrative Assistants: 35% of
full-time;
~Three Bi-lingual Secretaries in Central Otfice;
~Two regional office secretaries: 35% of full-time;
~Six regional office support personnel: 35% of full-time.

2. Professional and Technical Specialists.

a. PIC and M&E Components. The technical and institutional
analyses identified conditions that have guided the determination
of technical assistance requirements. First of all, there are
considerable numbers of host country technical professionals in
several appropriate academic disciplines that have experience in
activities related to environmental protection, natural rescurces
management and sustainable productive resource use (See the host
country natural resources professional skills inventory summary in
Attachment I). However, these qualified professionals are
dispersed throughout a number of public and private organizations
or work as independent consultants.
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Also, many of these professionals have been involved in policy
change activities and/or in data collection and review for
monitoring the status of natural resources. However, for most,
this has been an ad _hoc and largely empirical involvement. They
have not had the opportunity to become schooled in or apply
appropriate analytical methods and/or process methodologies related
to policy improvement or to M&E. Additionally, the public sector
has only Jjust begqun to give priority to PIC and M&E-type
activities. The institutional structure for implementing these
activities is still eveolving, and the project will have ample
opportunity to influence that process.

Based on the above review of natural resources technical expertise
and institutional knowhow, technical assistance needs for these
programg can best be satisfied in the followxng manner: 1)
contract the best available host country senior professionals to
provide technical leadership, management and coordination for
implementing these components, 2) provide these professionals with
the continuing advisory support of the USAID/JCC policy specialist,
and with well-targeted and timely short-term external specialist
assistance in analytical and process methodology applications, and,
3) sub-contract to host country organizations, specific studies and
other policy improvement and/or M&E activities with clearly defined
terms of reference (TOR’s), specifying in detail analytical methods
and approaches to be used. On-the-job, in-country and off-shore
short-term training will be used to fill in some of the most
constraining gaps in the knowledge and capacities of these host
country technical assistance professionals, while off-shore long-
term training will add better trained professionals to the existing
manpower base.

Technical assistance requirements are estimated as follows:
(i) USAID/JCC NRM Policy Specialist

(ii) Five person/months annually of expatriate Short-term
specialists

(iii) Local hire NRM technical management professionals
(full-time)
-Policy Improvement Technical Coordinator
~M&E Technical Coordinator
-M&E technical Assistant
(iv) Local hire technical analysts/specialists (full-time)
-Information and Dialogue
~Legal Analysis and Legal Drafting
-Economic Policy Analysis
-Social and Institutional Analy51s, and Local/Community
Organizations
(v) Statistical clerks and computer analysts (four person

years annually)
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(vi) Four other office support staff.

b. IWM Component. The CARE Tooperative Agreement proposal
specifies 30% of the time of the sector coordinator as expatriate
technical assistance. Since this person likely will spend a
majority of his time on admini.trative matters, the postion was
included under administrative personnel requirements above. Local
hire technical assistance personnel are specified as follows:

(1) Three regional coordinators: 50% of full-time;

(ii) Six full-time sub-component coordinators;

(iii) One full-time training and extension assistant;

(iv) Seven full-time technical assistants;

F. Training Plan.
1. IWM Component.

Under this component, six person/months of grant-funded third
country training are planned. In addition, grant-funded in-country
workshops are planned during the project as follows:

a. Integrated Watershed Management Activity
-12 workshops for technical assistants
-8 workshops for coordinators
-8 orientation workshops
-5 evaluation workshops

b. FEAT Activity
-13 worfshops for technical assistants
-4 workshops for coordinators
-2 orientation workshops
-5 evaluation workshops

The CARE proposal provides a more detailed description of and
budget for the IWM in-country training program. The respective
roles and inputs into training by CARE, DIGEBOS, DIGESA, PVO’s and
Peace Corps volunteers, as well- as counterpart-funded training,
will be defined through Memoranda-of-Understanding and/or
cooperation agreements between CARE and each participating
organization.

2. PIC and M&E Components.

The Technical and Institutional analyses provide detailed
information on 1limitations in Guatemala in terms of
institutionalized capabilities in NRM policy and M&E related
activities. These also review trained manpower requirements and
availability of professional capabilities in-country to carry out
the various technical and analytical tasks required for
implementing these components. The inventory of ENR professionals
(professional skills survey) carried out for the Technical Analysis
shows an impressive list of professionals in several disciplines
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with some training and/or experience in ENR related subjects and
activities. What is clearly lacking are specialized analytical
skills, and knowledge and experience in application of process
methodologies, for both policy improvement and M&E.

In this respect, the inventory of ENR professionals suggests that
specializations required for analysis and process management are
either not available or are in very short supply, and are dispersed
throughout several organizations, thus making it difficult to
mobilize studies teams. The organization and implementation
arrangements chosen are intended to facilitate access for team-
building of available local expertise regardless of institutional
affiliation. Nevertheless, in addition to external technical
assistance required to complement local expertise and to provide
in-country, on-the-job and short-term training during
implementation, both short and long term off-shore training will be
necessary to build a capacity that includes both needed skills and
organizational grouping, to permit host country personnel to
gradually assume the role temporarily filled by external
assistance, and to improve quality and quantity of output over
time.

Of all specializations and skills needed for the various activities
embodied in the ENR policy improvement process, social sciences
i are in shortest supply. Few Guatemalan social
scientists (e.g., economists, sociologists, anthropologists) have
well-develope | applied analysis skills, and the number of these
that have specialized in applying these skills to natural resource
policy issues is even more limited. Although there is greater
availability of specialists in the biological and physical sciences
who have professional experience in RNR management, these tend to
be oriented more to technology generation and transfer solutions to
resource misuse problems (combined with regulation and control),
than to economic and institutional policies that encourage and
facilitate appropriate changes in economic and social behavior.
Thus, to increase their effectiveness in policy improvement work,
these professionals require opportunities to learn new perspectives
and new methodologies focussed on ENR policy alternatives that
stimulate and facilitate changes in public attitudes and user
behavior based on individual and community self-interest.

Additionally, the professional skills survey shows that there does
not exist a sufficient number of well-trained analysts specialized
in ENR policy analysis to form a "minimum mass" of leadership and
quality control for PIC. This lack includes technical management
leadership of process methodologies required for both the PIC and
the M&E components. In the short to medium term, this shortage
will be offset in part by the USAID/JCC policy specialist,
supplemented with short-term expatriate expertise. Also, sending
participating personnel to specialized short-courses in the US
and/or third countries can help to reduce this constraint.
However, both cost-effectiveness and eventual viability of a
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permanent institutionalized capacity to provide analytical input,
and to technically manage and superv15e a meaningful level of ENR
policy 1mprovement activities, require that such a capacity be
internalized into the Guatemalan manpower base. This calls for
specialized graduate training at the Masters level, in addition to
skills enhancing through short-courses.

Information transfer skills (e.g., that requlred in pollcy
dissemination and dialogue activities) exist in modest amounts in
Guatemala, but there is a lack of talent with experience in
applying these skills to the transfer of analytical information
about ENR policy options and impacts.

The proposed training program to fill these gaps uses a three-
pronged approach:

a. In-country Training. Short-term external specialists (to the
extent possible on an intermittent but continuing basis during the
LOP) will be accessed to provide on-the-job and short-term in-
country training in well-defined high-priority skills. This will
include joint task efforts, seminars, workshops, and short-courses
of up to one wveek.

In keeping with the interim and test/demonstration nature of the
CNRM project, in-country training opportunities will be explored
for utilizing visiting professors (i.e., "Senior Training Fellows"
who are on sabbatical or on a Title XII Fellows program) and/or US
ABD (all but dessertation) graduate students (i.e., junior training
fellows) to co-teach university-level courses (or modules of
courses). Likewise, these senior or junior training fellows can
provide on-the-job training by advising and/or partlcxatlng in
pollcy-related studies of mutual interest, as well as by giving
seminars and/or by leading discussion groups. The project will pay
a modest stipend or 1living expense supplement, that may vary
according to individual circumstances and the time commitment made
to project-related training activities while in-country. If
justified, internavional travel costs also may be paid. In
general, a minimum half-time commitment would be expected. It is
planned to have up to four senior training fellows supported during
periods of three to six months each, for a total of up to 20 person
months. Up to six junior training fellows will be supported during
three to six months each, for a total of 30 person months. It is
estimated that stipend costs for senior fellows will average
$2,000/month, while those for Jjunior fellows will average
$1,200/month. Because of the primarily training objective of this
input, it will be budgeted as training rather than technical

assistance.

Additionally, as an effective in-country training option, advanced
students from Guatemalan universities will be incorporated on a
spare-time basis as student assistant interns into policy analysis
and M&E activities as statistical clerks, research assistants or
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computer analysts. This will permit them to learn about policy
improvement and M&E methodologzes, as well as how to apply
analytical skills to ENR policy and M&E topics. Their work can be
linked to fulfillment of undergraduate and/or local masters thesis
requlrements. The ob)ectlve is not only to provide an opportunity
to gain practical experience and learn new skills, but also to
motivate young procfessionals to choose career specialties related
to ENR policy improvement. Up to 12 students, in a range of
academic disciplines including law, economics and other social
sciences, will be selected to participate as interns in PIC and M&E
activities, for six months to one year each, for an estimated total
of up to 10 student/years during the project. These students will
be paid a modest stipend to offset transportation and meals
(estimated at no more than $200/month). Costs for these interns
are subsumed under the office support personnel cost item.

b. O0Off-shore Short-course Training snd Observational Visit¢s. A
number of the professionals included in the inventory of RKR
experts have worked in some aspect of RNR management and/or policy
improvement, but they lack knowledge of specific methodologies or
analytical constructs for application to RNR policy analysis. A
similar situation exists for M&E. The productivity, and the
objectivity, of several of these persons could be enhanced
immensely with training of the type offered in specialized short-
courses available in the U.S. Additionally, some short-courses are
available in Central America in specialized areas required for
improved capacities for implementing these components. It is
estimated that up to four persons per year will be sent to short
courses ranging from four to six weeks of duration, for a total of
16 persons and 80 person weeks.

Additionally, for high-level leaders and dccision-makers in ENR
policy change, opportunities will be sought to arrange
observational visits on a very selective basis in cases where the
visit can provide critical perspectives in the decision-making
process. For example, insights gained from a well-planned
observational visit might provide the knowledge base for the
president of a key congressional commission reviewing a proposed
policy improvement law to more effectively manage the approval
process. Not more than one observational visit per year of perhaps
two weeks each is planned, for a total of four persons and 8 weeks.

c. Masters training in NRM Policy Analysis. Perhaps the most
valuable training in terms of creating a permanent installed
capacity to continue an effective NRM policy improvement program
will be at the masters level in social sciences analytical skills
applled to environmental and natural resources management policy
issues. This type of training is a central element for achieving
the objectlve of upgrading the quality of policy improvement
initiatives in Guatemala.
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ANNEX 4 - DETAILED FINANCIAL AND ECONOMIC ANALYSIS

anmwmauﬂh

CNRM is an lnterlm project intended to develop, test and refine
organizational models, operational processes and application of
known technologies to Guatemalan conditions. The pilot and
experimental nature of project activities is equally true of the
Integrated Watershed Management Component (IWM) and of the Natural
Resources Policy Improvement Component (PIC). The products of the
Project’s interim efforts will serve as the Lbasis for expanded
institutionalized programs for improved community~based renewable
natural resources management (NRM) in the future. For these
reasons and to the extent that economic considerations may be
helpful in judging suitability of support to NRM improvemant
activities on a pilot and testing basis, application of least-cost
criteria is appropriate. Some understanding of individual and
social costs and benefits involved also can be helpful in this
respect. To the extent that Guatemala data 1is available, this
analysis applies cost-effectiveness criteria, as well as financial
and economic costs and benefits analysis to the types of activities
being undertaken on a pilot basis in this interim project.

This analysis includes all proposed components to provide a
preliminary illustration of the entire project as currently
conceived only the MICUENCA (IWM) component will be authorized at
this time. For purposes of economic analysis, the distinct nature
of 1nputa and direct outputs for the IWM and the PIC components
require that they be treated separately. Since the primary purpose
of the Monitoring and Evaluation Component (M&E) will be to provide
reliable information about the acceptability and soundness of
activities being implemented under the other two components, this
analysis allocates M&E costs to the other two components.

As specified in Handbook 3, the puzpose of project financial
analysis is to compare present value of benefits from the project
with present value of costs incurred by the project and its
actors/beneficiaries. oOn the other hand, the purpose of project
economic analysis i@ to estimate the present value or "net worth"
of a project to the country in terms of making the best use of
scarce resources. Financial and economic analyses generally apply
the same cost-banafit methodologies to determine net present values
(NPV’s) and internal rates of return (IRR’s). The difference is
that financial analysis uses nominal values and discounted cash
flows to determine project and beneficiary level profitability,
wvhereas economic analysis uses "real" resource costs or
"opportunity costs® to determine net benefits of the project tou the

country as a whole, i.e., its gocial profitability.

For certain types of projects, Handbook 3 guidance suggests that
least-cost methods be applied to dctermine both financial and

1



economic appropriateness. CNRM qualifies on three counts for the
non-standard least-cost approach. This obviates the usual Handbook
distinction between financial and economic analysis.

CNRM qualifies for a non-standard approach because:

1) It is an interim project which will develop, test and refine
elements of an improved natural resources management system for
subsequent replication on an expanded basis. Thus, an unspecified
but significant share of total project costes are chargeable to R&D
investments that benefit society as a whole. It is inappropriate
to scrutinize such investments under the same set of cost-benefit
criteria as those used for commercial or infra-structure capital
investments.

2) It is focussed on benefits aggregated to the watershed level, as
opposed to the individual farm or farmer level. Furthermore,
these benefits derive from the interactive and combined impacts of
improved NRM activities on enough land in the watershed to
positively affect overall watershed natural resource conditions,
together with changed behavior of stakeholders resulting from an
improved policy framework. Thus, as in the case of most
environmental improvement projects, costs and benefits often are
not easily linked either in time or spatially. This limits the
abilitv to realiatically 1link and value costs and benefits.
Results based on approximations and assumptions tend to be highly
epeculative and may be misleading.

3) Two of the most innovative components of CNRM are directed
respectively to stimulating analytically-based policy change, and
to measuring impacts of such policy changes combined with changes
in the way NRM is carried out at the local level. Such impacts are
first manifested <through intermediate changes in local
organizational and eccnomic functions, roles and relationships,
while measurable final impacts in the physical condition of natural
resources at the watershed level may not become apparent until well
after the end of the project. Intermediate impacts are more
qualitative than quantitative. Also much of the benefit will come
from follow-on projects that will rely on the now-proven methods
and knowhow, thereby improving efficiency and effectiveness of
these subsequent activities. Under these conditions, conventional
cost-benafit analysis is neither enlightening nor appropriate.

This is not to say, however, that one shovld not measure
beneficiary profitability of practises being t~=::ted &nd adopted at
the farm level. Such measures are indispeasible for determining
the likelihood of replication and spread cifect and theraby guide
the focus of future adaptive research. Thus, in 24ddition tc the
least~cost analysis, financial data from previous CARZ on-farm
promotional activities have been used to analyze cash flows, cost-
benefit (C/B) ratios and net present values (NPV’s) for individual
farmers who adopt recommended NRM practices. These analyses show
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quite acceptable NPV’s and C/B ratios. From this, it was concluded
that benefits aggregated to the watershed level reasonably may be
expected to significantly exceed costs sufficiently to justify
further testing and refinement activities proposed under CNRM,
especially those aspects focussed on improving the organizational
and motivational aspects of the delivery system for adoption of
improved NRM technology at accelerated rates.

2. Leagt-cog 1vsis of the Policy I ! ¢ (pIC!

Although quantification of costs of direct project interventions
proposed under this component can be estimated, it is virtually
impossible to determine other inputs and contributions that make up
total costs of thz policy change process. Likewise, it is
extremely difficult, and of questionable practical utility, to
attempt to quantify such inputs (for example, cost of legislative
time reviewing and holding hearings on a proposed legal policy
change).

Likewise, it often is difficult or impossible to determine and
quantify "downstream® benefits, and even less feasible to quantify
cause-effect relationships of costs to those benefits. Further,
benefits may be both direct and indirect and often are widely
diffused throughout the economy. In many cases, benefits may reach
beyond the borders of the country where the investment is being
realized. Additionally, extensive market imperfections where
natural resources are concerned result in serious valuation
problems. There also are other important measurement distortions
that tend to neutralize the reliability of cost estimates for cost-
benefit analysis applied to activities that alter or "consume"
natural resources. These measurement distortions are caused by the
lag generally existing between anvironmental damage from present
actions (i.e., major damages usually show up several years after
actions that caused them; thus damage caused is strongly discounted
in present value terms). :

For the reasons stated in the previous paragraph, a decision was
made to apply least-cost criteria rather than cost-~benefit analysis
to determine preferred implementation arrangements for testing and
applying the policy improvement process defined in the technical
and institutional analyses.

a. Three

alternatives were identified as possible implementation modes for
testing the process intended to improve the current NRM policy
framework. The alternative adopted calls for incorporating PIC
into an on-going agricultural and natural resources policy
improvement undertaking attached to the Office of the Minister of
MAGA. This undertaking, known as PARAGRO, is technically managed
by two of the moxt capable host country policy change specialists
available. It has access to significant amounts of external short-
term technical assistance from multi-lateral donors, and has had
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two years of experience in accessing and supervising host country
contracts to carry out policy-related analyses and dialogue
activities. Additionally, under the HAD Project, USAID/Guatemala
has had nearly two years of satisfactory experience in working
closely with- this policy change activity.

Under the adopted alternative, PIC will ke implemented as an
autonomous program with a small crre of long-term host-country
technical staff contracted with project funds to manage the
technical and analytical elements of the policy improvement process
during the LOP. Additional specific human resource capabilities
will be detailed or contracted from public or private host-country
or external sources, when and as needed. In this manner, PIC will
benefit from association with and the experience base of existing
on-going policy change activities, and can share existing
facilities and management oversight capacity.

Except for the small core technical management team, no personnel
commitments will be made heyond the particular task or undertaking
defined at the time and for the period of the contract or detail.
Additionally, and consistent with the pilot nature of this project,
no resources will be dedicated to improving institution-building
per se. Rather, best available host-country professiorals will be
contracted when and as needed, with e:xternal technical assistance
being limited strictly to that required to solve well-targeted
experiential, methcdological and/or analytical problems. Likewise,
training will be targeted to gaps in the national manpower base,
not gaps in the staffing pattern and staff capabilities of a
particular institution. Of course, the resulting trained manpower
base and operating system developed and tested will be valuable
assets to an institutionalized policy improvement undertaking if
and when this step is taken by the GOG.

The primary alternative mode proposed was to lodge implementation
responsibilities with one or more of the public sector institutions
identified in the institutional analysis as having major legal
responsibiiities in NRM policy improvement (e.g., USPADA and/or
CONAMA. In other words, implementation would depend on selected
public sector institutional initiatives. Under this alternative,
the installed or in-house capacity of the selected public sector
institution(s, would be upgraded sufficiently to carry out
activities planned under PIC. In this sense, the component
necessarily would have 2 major institution-building objective.
Such an approach would require training of existing personnel, or
bringing in qualified personnel to either carry out proposed
activities in-house or to supervise implementation of these
activities on a contract basis.

A third alternative postulated was to contract overall technical
management and implementation of PIC with one or more private
sector host country institutions identified as having significant
demonstrated capabilities in this type of undertaking. This
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alternative was rejected by the institutional analysis as being
inappropriate for reasons discussed in that analysis. Thus, this
third alternative is not included in the least-cost analysis
reported in the following section.

b. i i The manpower
assessment discussed in the Technical Analysis estimated level-of-
effort for trained manpower input requirements under the selected
alternative for technical management and implementation of PIC.
These estimates are as follows:

= Host Country Professionals in NRM.

1. Two Technical Supervisors (full~-time LOP)

2. Five Technical Specialists (full-time LOP)

3. Two Junior Specialists (full-time LOP)

4. 180 P/M (10 P/Y) Short-term Studies Specialists for LOP
5. Two Liaison Persons - CONAMA & MAGA (full-time LOP)

TOTAL HC PROFESSIONALS 54 P/Y LOP
= Expatriate Specialists (ES) in NRM,

1. Long-Term Administrative Manager (2.5 P/Y LOP)
1. Long~-Term NRM Specialist (3.0 P/Y LOP)
2. 20 P/M Short-Term Specialists (1.7 P/Y LOP)

TOTAL ES PROFESSIONALS 7.2 P/Y LOP

Additionally, estimates were made of other host country technical
and administrative assistants (16 P/Y), support personnel (12 P/Y),
and other implementation costs of the component, including both
grant and counterpart costs. These costs were estimated at
$4,300,000 for USRID and GOG cash and in-kind inputs.

c. Input Requirements for Public Sector Institutiong
Alternative., Based on findings in the institutional analysis, two
public sector institutions have major direct legal responsibilities
for improving NRM policies, and would have been the designated
institutions for the “public sector alternative mode" of
implementation. These are CONAMA and MAGA/USPADA. These two
institutions currently have virtually no in-house trained manpower
base for implementing PIC. Nor do they have any experience base
with a technical approach to policy improvement analysis,
formulation and dialoque upon which to build. Furthermore, as
pointed out in the institutional analysis, it is quite cumbersome
for public sector institutions to contract technical expertise on
an as-needed basis. As a practical matter, they must hire
anticipated expertise on a long-term basis. One also must take
into account that the public sector pays lower salaries than other
sectors of the economy as well as the weak incentive and
motivational structures are important negative features to

5



optimizing manpower productivity. This translates into a reduction
of manpower productivity by an estimated fifty percent. To off-set
this, it is necessary to increase manpower levels in this
alternative, as compared to the selected alternative, to keep
output at an-equivalent level.

A two person panel of Guatemalan senior professionals was asked to
estimate personnel requirements for generating the same outputs
under the "public institution" implementation alternative as those
budgeted for the selected alternative. These professionals had
extensive experience in the GOG public and private sectors, and had
specialized for several years in policy improvement activities.
Their estimates based on MAGA salary scales, fully burdened
personnel costs and operating costs are summarized below. Details
are provided in Takle E-1.

Senior Administrative 18 P/Y LOP
Junior Administrative 18 P/Y LOP
Senior Technical 48 P/Y LOP
Junior Technical 16 P/Y LOP
Liaison 4 P/Y LOP

TOTAL HC 104 P/Y LOP

Technical Assigtance Expatriate Professionals (ES)

Administration Management Advisor 2.5 P
Senior Policy Advisor 3.0 P
Institutional Advisor 4.0 P/Y LOP
Information Dissemination Advisor 4.0 P
Short-Term Specialists 3.3 P

TOTAL ES N 16.8 P/Y 1OP
Unit cost estimates for personnel in the public sector institution
implementation alternative were reduced by the panel from those
used in the selected alternative. This was done to reflect actual
personnel costs in the public sector. However, costs used for
other inputs into component implementation were increased over
those used in the selected alternative, because of increased
personnel levels required for achieving an equivalent level of

outputs.

- Table E-1 at the
end of this Analysis provides estimates of manpower and other
implementation cost for the two alternative models. The selected
model is estimated to cost $4,300,000, while the public sector
model is estimated to cost $5,724,900, a one-third higher cost.
Furthermore, the expert panel concluded that quality of outputs,
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especially in terms of analytical soundness and objectivity, will
be significantly higher with the least-cost model.

The implementation alternative selected is the least-cost
alternative primarily for three reasons: 1) Human talent is paid
for only when needed and for the type needed, 2) Policy change
initiatives need not be undertaken just to keep staff occupied,
and, 3) The entire national talent pool is accessed to fill
technical specialties required. With in~house human capacity, the
talents available are not as likely to fit the need.

3. Net Present Value (NPV) and Cost-Benefit (C/B) analyses for NRM
During implementation of the CARE activity under the HADS Project,
data was collected that can be used to analyze costs and returns
accruing at the farm level with systems incorporating improved
natural resource management practices that incorporate agro-
forestry elements into traditional cropping systems that only
include the cultivated crops of the system. Three sets of these
costs and returns data on a per hectare basis are shown in Tables
E-2A, E-3A and E-4A. Tables E-2B, E-3B AND E-~4B show results of
analyses of this base data to determine net present value (NPV) and
cost-benefit (C/B) ratios for the three improved systems compared
with the traditional system, i.e., "with® and "without® the agro-
forestry element. Only Table E-7B shows an internal rate of return
(IRR) calculation for the "with" agro-forestry system.

Both in absolute terms and when compared with the traditional
systems, NPV’s and C/B ratios are quite favorable (using 20 year
cash flow projections and a 10% discount rate). NPV’s for agro-
forestry systems ranged from Q13,576/hectare to Q17,564, with C/B
ratios from 2.10 to 2.92, while those for traditional systems were
Q4,862 to Q10,086 for NPV’s and 1.58 to 2.48 for C/B. Differences
betveen the "with® and "without" systems range from Q5,424 to
Q8,911 for NPV’s and from 0.27 to 1.58 for C/B ratios. The one
agro-forestry system for which it was calculated shows an IRR of

56.8.

The analyses show substantial benefits accruing from the adopted
NRM improvement practises. Although it is based on limited data,
the results are consistent with analyses from other countries with
similar highlands characteristics (e.g., Peru and Ecuador).

It is quite likely that the analyses under-state the differences in
benefits from the with and without systems. The cost and returns
data assumed the same levels of ylelds and inputs for the without
system over time. However, such yield reductions and/or input
increases definitely will result from soil and accompanying
fertility losses over time. This in turn results in reduced yields
or added costs for increased fertilizer to maintain yields. These
soil and fertility losses are avoided under the agro-forestry
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systen.

Additionally, traditional systems often need two or more years of
fallow every five years, or in lieu thereof, fertilizer increases
of 10-20% annually, to maintain yields over time. It is estimated
that these added costs, reduced yields and/or fallow periods
without production would reduce NPV’s and C/B ratios for
traditional systems by as much as one-third. Thus, comparative net
benefits of the "with" system would be even more favorable than
those shown in the accompanying tables.

4. Observations Related to Economic Benefits,

The analytical results suggest that financial returns to farmer

(3

from IWM interventions are quite favorable. To estimate econopic
benefits, a proportionate share of component implementation costs
must be allocated to each hectare of land converted from the
traditional to the agro-forestry production system. The component
is projected to directly influence change from traditional to
improved NRM compatible systems on a total of 39,500 hectares of
farmland, and indirectly through demonstration effects among non-
participating farmers, on another 10,500 hectares. Project inputs
to this component are estimated at approximately $7.5 million
(including $600,000 allocated from the M&E component).

Furthermore, the component will provide several off-farm benefits.
For example, reforestation of rainfall catchments will result in
increased fuelwood supplies and better water management for
improved downstream rainfed yields and expanded irrigation
opportunities. Likewise, 80il erosion will be significantly
reduced, both upstream and downstream, thereby promoting
infiltration and reducing siltation and natural fertility loss.
Many other tangible (but difficult to quantify) and intangible
benefits alsc will result (e.g., availability of tested and refined
local organizational and operational models which will permit more
rapid and lower cost replications in the future).

It was assumed that off-farm benefits are attributable to 50% of
component costs. The remaining $3.45 million of component costs
should be allocated as investment costs to be charged against
hectares benefitted. Thus, the project level investment cost per
hectare is $69, vhich at 10% interest is an annual cost of $6.90
(Q35.00). This is not a significant added cost when compared to the
amount of additional net positive cash flows resulting from the
shift to agro-forestry systems as compare to traditional systems.

The current data base for doing financial or economic analyses of
NRM policy improvement activities is very limited in Guatemalz. It
is even less feasible to analyze economic impacts of policy changes
(or the costs of not changing). In Guatemala, as in many
countries, the policy framework and poor compliance enforcement
result in gross undervaluation of natural resources. Accurate



valuation of resources is a prerequisite to formulation of policy
instruments that reduce market failures and encourage economic
decisions by stakeholders compatible with effective NRM. The M&E
component of this project will make a valuable contribution by
improving measurement of costs and benefits of NRM improvement
interventions. For these reasons and those stated at the beginning
of this analysis, no attempt was made to do a conventional Handbook
3 financial or economic analysis for the Policy Improvement
Compcnent. Utilizing planned data and information outputs and EOPS
expected from the M&E component, it is quite likely that by the
fourth year of project implementation, some preliminary economic
analysis can be made of societal costs and benefits from specific

policy changas.
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$ Descripcion ¢ Anos ¢ Umicad No, Costo : Costo : umioad Cantioad Precio ! totsl. ¢
! H : unigag ¢ total unioeo. ¢ :
| Elbded it ewesonass wtoconass temsscosee essssssssssscsccsanes :-00""'--: ----- EX LA LA d .0.'-.-".-.-..-'000:c-.-o ----- H
1 A, cultavos. H : : : H :
t L. ML : : : $%8.8 ¢ Kgs.-Md, 1340 0.%%:  731.0 ¢
t sano de obrd 1 s rs. 5 6.0 ¢ 137,98 ¢ : }
H insunos 3 ' H : : :
s seailla 3 s Lbs, 16,9 .9 4.3 H :
3 fertilizantes. 1 %2008 2.9 0.0 3 190.0: : :
3 insecticide 3 1 Lbs, ! 30.0 ¢ 30,0 ¢ : 1
! 3 : ! H : :
! 2. F'i"ol } H H 3“-7 H ‘q"'u.c 130 20‘0 i 910.0 H
3 pano de abrd ! 2 irs. 20 6.0 1 120.0 ¢ ! H
] insusos. H : t : ! H
t fertilizantes. : 99C0 0 0.0 ¢ 0.0 : :
: insecticicas, ¢ : Lts, 10 3.2 240 H :
3 fungicidas, H H 0 0.0 1 0.0 : H '
H hervicidas. H ' ! ! ! H
1 Seeillsd H : L0, W0 L2 168.0 ¢ H :
1 t : ' 3 1 !
1 B, Arboles, : : $ ! | :
1 sieednd 1 H | 927,08 ¢ ! :
{  wano de obrad ! 1 3rs, 19 6.8 3 101.3 ¢ : :
¢ arbolitos. ! 1 U 833 0,41 29 : :
§  cerca suertd ! 1 Jrs. 20 6.0 139.0 ¢ : H
s l ! s ! ! :
H aantenisiento. ¢ : H 138.0 ! :
! adno oe odra. H s Jrs, I 6.8 ¢ 108.0 : H
§  insecticicas : 1 Lds. 1.y 20,0 ¢ 30,0 ¢ : ;
! H $ R 1 1 1
1 cosecha arboles ¢ 1 irs. 40 6,01 2700 1’ H
1 cosechs lews. ! 14 20 6.0 1 136.0 ¢ L :
1 C. Produccion oo s ] H : $ :
1 arboles. 3 $ H H : :
! 3 ! | : Tared 12 50,00 1 600.0 :
1 Leke, ] ! 1 : unidedes I 12,00 3 4248.0 ¢
] Tendales ! ! H 1 caca ¢ | :
Fostes t 3 H L ! :
lllllllllllllllllllllllllllllllllllllllllllllIllllllllllllllllllllllllllll!lllll:

FUENTE: Investigacion de caeno
cotcad2.mbl



CUADRO E-2B: FLUJO DE FONDOS, VALOR NETO ACTUAL Y RELACION
BENEFICIO-COSTO CON Y SIN EL SISTEMA DE ARBOLES (MELIA AZEDERACH

L.) EN CONTORNO-MAIZ~-FRIJOLES EN CHIQUIMULA.
Flujo 22 fonoos

Castos Beneticio
Aios Maiz  Frijol Arvoles Total Rasz Frijol  Ardoles  Total Sistees Cullivos
t 738.7% ML) 44,8 1769,235 0 0 0 0 =1769.73 ~1103.45
2 527.8 3442 138 1010.98 133 LT 0 1647 838.8 7145
J 21,8 M 138 1010.8 m 910 0 1847 8363 TN
] 527.8 3447 108 980.% b)) §10 0 1e8? 088,85 TTLS
5 327.8 347 S44 14,5 m 910 1248 9949 ‘_jf7l.5 714,58
b 327.8 544 1448, 137 §10 4248 3095 478.5 7748
7 327,80 M 74 11468 3} 90 500 24 §100.% 748
] 327.8 3447 M Jlde,d 137 §10 400 28 . 1100.§ 1745
' 271.8 347 76 11408 wm 910 $00 247 : 1100.8 7748
10 21,8 M4 LI T FTYS 21 10 24 L1 11 418,85 TS
11 3277.8 ) LIRS IT 1A} 959 4249 5099 Wwa.s IS
13 1.8 YW 276 144.8 3 140 0o 24 1100.5  774.8
i? $27.8 Jug 4 11488 137 910 00 20 1100,% 17¢.9
14 $27.8 34,7 I WG 1AY) 410 00 724 1100.% 1748
13 7.8 M 544 1458, m 10 4248 5898 §36.5 774§
16 527.0 3W.? e S 1 919 4248 L11E] WY TS
n 327.8 JM7 74 §14b,9 w3 910 00 247 4746.5 1745
18 LYZN B TT Y 4 16,8 137 210 $00 28 1100, TS
19 327.8 3447 M LS 137 910 $00 P27 1100,8 7745
137 10 124 5995 830.9 1748

e 145,58

20 L7208 B [T 1Y)
SESUNEEEEUN N EESENCUESSSENE TSNS NVINIUNNIEIBINATESITSITECEVASIIUNIITERSNITCECUESENIOUNRIIIUENISNIPRNEREIRREISINEETIILS

FUENTE: [avestigacion de caspo
catcadd ukl )
Total Solo Diferencia
si5t000 cultivos,
Vaior neto actual al 101 13575.9¢ 4807.03 8608.95¢
Valor neto actuval 2l 201 3583.927 2207.483 376,448
Valor neto actual o) 30 1 2936.078 1124,00 §842
Valor neto actua) a) 40 1 1IN 393,07¢2 893.7068
Relacion beneficio costo ( 10T ) 2.33%431 1.43879¢ 0.596033
{



CUADRO E-3A: COSTOS Y INGRESOS DE PRODUCCION POR HECTAREA SI
[ N Y CON
EL SISTEMA DE ARBOLES (EUCALYPTUS ROBUSTA) ASOCIADOS-FRIJOL EN

JALAPA,
: ] ; Insuaos : : Proouctos i lngreso
! Descripcion + AR0S : Unidag Ko, Costo @ Costa : unjoud Contioas  Precio @ total, @
! : ; nmiosd ¢ totsl unigee, :
,......'.-...'..--.-.-’-.Ql..-:d...'.l..ll... ........... o---.:..-o ----------- Sveoecoosesr [ XX T XN ] ...--..-.-.: ......... "
1 A, Cultivos, : : : : !
1 1. s H H H : 0.0 s
! &0 0¢ obra ! H H H : !
H _insusos H : ! : :
¢ semllle ! : H H ! :
t fertilizantes, : ; : ! ! :
t insecticide H ! } : ! :
: : H : : : :
t 2. Frijol H : 1 998.2 ¢ tgs.cHa, 020 2,80 ¢ 1236.0:
t aano de obra ] 1 drs, [} 1.5 837.5 ¢ : s
$ insusos, t H 3 H ! :
' fertilizantes, 1 R P14 Ll $0.0 : 9%.0 H $
H insecticiges., : Los, w 10 3. 4.7 ! :
! fungicidas, H $ 0 0.0 0.0 : H :
! hervicidas, t : : : ! :
! Seailla 1 1 Lbs. 4 21 197.4 ! :
$ t : ! : H :
1 5. Ardoles, 1 H 1 ; ! :
! sieebra ! $ H 2737.% ¢ 1 H
! ano de obdra : 3 drs, 0 1.3 190.0 ¢ : !
! ardolitos, 1 i V. 2N 0.4 187.9 ! '
! H 1 : 0.0 : t H
! } H ! ! ] :
1 mantenieiento, 1 - r 180,00 : H :
] eano de obra, 1 i Jrs. 18 .81 120.0: 1 :
} insecticidas H ¢ Lbs. J 20,0 3 80,0 : ¢ :
! ! 1 : : H :
3 cosecha ardoles ¢ 3 drs, $0 1.8 31%.0 ! :
1 cosecha lems, ¢ 1 drs 20 1.1 150.0 :
1 €. Produccion de 3 $ : : ' !
3 arbdoles. 3 s H ; : :
! ! 3 ! 1 Tarme 1 50,00 ¢ 500.0 :
1 Leha. 1 t H tunidades 478,123 0,00 1 2848.8 ¢
1 Tendales 3 1 ! : cada 4 1 :
t : ) !

! Postes H
; Illlll'llllll'lll'lllllllllllllllllllllllll!l!llll!lllllllllll!llllllllllllllll!llllllllllllllllll!lllllllllIlllll H

FUENTE: Investigacion de campo, sistess 5008,
catcall.mi



FLUJO . DE FONDOS, VALOR NETO ACTUAL, RELACION

TO Y TASA INTERNO DE RETORNO CON Y SIN EL SISTEMA DE
S-FRIJOL EN JALAPA.

CUADRO E-3B:

BENEFICIO-COS
ARBOLES (EUCALYPTUS ROBUSTA) ASOCIADO

Costos Benet1C0 Fluyo e fonaos
ARos nil frijol  Ardoles Total nl Fryjo)  Ardoles Totsl Sistees Cultivos
l 1198.2 M7 2278, 0 0 0 22278,71 -1138.2
2 9%8.2 180 1136.2 1738 0 1138 %91.8 7718
k) 9%8.2 10 1138.2 173 0 1736 9.8 171.8
L) 9%8.2 120 1078.2 1738 0 1736 $87.8  171.8
9 9%8.2 709 1632 1736 2808.73 4Hh04. 7% 941,99 1718
) 9%8.2 709 1803.2 1736 2808.7% 404,79 294,88 771.8
1 9%8.2 130 1288.2 1730 2888.73 404,73 538,98 771.8
L] 9%8.2 130 12082 1736 28008.73 4504.73 136,98 771.8
) 938.2 10 12882 1736 0 173 w.s 1718
10 9%0.12 708 1883.2 1736 2888.73 404,73 2943.%% 1778
1 958.2 708 10832 1736 2008.73 404,73 291,99 711.8
13 9%8.2 130 1288.2 1736 2808.73 404,73 3316.9%  7177.8
12 9%8.2 330 1288.2 1736 2808.7% 404,73 3350.99  171.8
I 158.2 130 1208.2 1738 0 1736 1310.98 1778
19 158.2 709 1063.2 1736 126808.73 404,75 712.8 1711.8
14 9%0.2 705 18632 1736 2068.73 404,73 2941.%8  171.8
{7 9%6.2 130 1288.2 1736 2888.79 4Wo4. 7% 131,88 777.8
18 9%6.2 330 1200.2 1736 280,73 o4, 7% 1316.98  777.8
19 946.12 330 1208.2 1738 v 173 1316.88  771.8
20 9%8.2 708 1683, 1730 2068.7% 404,73 1.8 111.8
ll.llllllllllll'l!lllllllllllllll!lllllll!llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllilllllllllllll
FUENTE: Invastiqacion de canpo
catcadl.ml
. Total Solo Diferencid
s19t008 cultivos. ’
valor neto actudl a0} 13773.1 4962.389 8910,9¢1
valor neto actval 81 201 5491,049 2175100 3319.8%4
valor neto actual 8l 301 1336.99 1090.401 246,489
valor neto actusl sl 401 910,00} $89.9626 145.827%
valor nete actusl 3l %1 16,8103 204,883
valor neto actual 3l 001 ~119.214 82.32044 0.%19779
Artecicn benefacio costo | 101) 7.0960802 1,383023
Tasa interna de retorno $5,084211

\»



CUADRO E-4A: COSTOS Y INGRESOS DE PRODUCCION POR HE
CTAREA CON Y SIN
EL SISTEMA DE ARBOLES (ALNUS ACUMINATA) EN CONTORNO-MAIZ-FRIJOL EN

QUETZALTENANGO.

1 : insuaos : : Proguctos : ingreso @
! Descrigcion t ANOS : Unigao o, Costo : Costo : Unigad Cantidad  Precio & total. ¢
! 1 : unideg ¢ total ¢ unigeag. ¢ :
: A, Cultivos. ! : : : : :
1 1, Mt H 1 ¢ 1062.0 & Kgw.-Na, 2108 0,30 ¢+ 1082,3 :
$ adng de odbra 1t t Jry, 9 6,8 3 8013 $ :
! insusos ! H : ! ! ]
1 senilfs B 1 Lbs. 52 .5 2 80.0 : 1 :
H fertilizantes, ! 3C08 S 08,0 ¢ 325.0 : :
l insecticids H HERIN 9% 3.0 9.5 : } ;
$ ! ! : : v H
H z. "ijCl H H H 330.3 H (9'!’“‘0 ‘30 2.69 H 117010 H
H eano de obra 1 dry. 30 6.0 3  204,0: s :
$ insusos. H ! : H H :
! fertilizantes, $ 3400 0 0.0 : 0.0 : : :
1 insecticidas, 1 Los. 3] .0 13,0 ¢ H :
! fungicidas, ! 1 Kgs, ' W 100,83 : :
} hervicidas, ! H ' ! 3 :
! Seaills ! s Lbs. 38 S0 175,01 H :
! ) H : ! ! :
1 B, Arboles, 3 : : : ! :
! sieadre ! : LI $1 % I : :
3 adno de obre 3 1 Jrs, 18 6.8 121,31 ! :
! srtolitos, ¢/ 3 1 V. N 0.3 1 196.,0 : :
! ] $ 1 0.0 : ! :
! 1 3 3 H 1 :
i sdnteniaiento, ¢ 3 H 181,01 ! :
! mno de odra. 3 1dess 12 .8  8L0: : !
1 fnsecticides ! t Lbs, 1.3 20,0 3 30.0 ¢ [ !
! | ! H 1 ! :
1 cosecha arboles 1 1 drs, 30 .81 2008 ! :
$ cosechs lema, ! s Iry 10 0.0 : 88.0 1 ! :
1 C. Produccion de H : : t :
1 arboles, t ! ! ! H :
! ) ! ! 1 : lire L] 10,00 ¢ 1900.0 :
b LeRe. b/ 1 ! : s Tarea, 20 1000 1 200.0 :
H lena ¢/ H ! H 1 1.8 1.4 $0.00 + 990,03
: : 1 :

! brozs, ¢/ ! !
H lllllllllllllllllllllll'llllllll'lll.llll'll..llllllllllllllllllllIll'lllIl'lll'llllllllllllillllllllllllailll’lll,'

Notas: a) distancis de Be entre fila y Jo entre planta. 0/ corte 4l 40, a0 odteniendo 1.0 carge por arool,
¢/ podas anvales 4 partir del o 20, ¢/ Apronisddaeente 100 t3lograsas por ardol al Jo. anc.

FUEKTE: Iavestigacion de caspo, sisteeds §AOI, GA0Z
catca03.whi/0ct, 92



CUADRO E-4B: FLUJO DE FONDOS VALOR NETO ACTUAL
' Y RELACION
BENEFICIO-COSTO CON ¥ SIN EL SISTEMS DE ARBOLES (ALNUS ACUMINATA)

EN CONTORNO-MAIZ-FRIJOL EN QUETZALTENANGO.

Lostos feneticio 71u)0 o tonoos
(HH Maiz  Frijol  Ardoles Total Maiz Frajoel arpoles  Total Sistesd Cultivos
1 1262 380.% 430.9 2073 0 0 0 0 22073 -1642.9
i+ 39,9 18043 i 8l 1092.9 1170 0 2222.% j415.y  1922.3
3 119, 380.3 11 81l 1052.9 1170 0 0N.3 1.y 19223
4 319.5  380.3 8l 181 1092.3 10 200 2422.5 1641.9 18223
] 319.% 3809 81,8  1083.3 1082.3 4170 200 2022.3 1341 1922.8
[ 119, 380.3 185.9 10813 1092.3 170 3170 8392.9 a1 1822.%
7 319, 380.3 179 879 1092.% 1170 3170 4392.% 4513, 19223
8 319, 380.3 19 879 1052.9 170 200 2422.3 1943,8 18223
9 319.5 38043 1m 81 10923 1170 200 2422.% 15435 1822.3
10 319.%  380.9 3181.9  1081.9 1092.9 1170 200 2422.% 1341 1922.%
i 319.5  380.9 81,9  1081.3 1092.9 1170 3170 3392.3 311 1922,
13 319.9 38043 i 879 1082.9 1170 1170 9392.3 4813.8 15223
12 319,  380.0 1 87 1052.% 1170 200 2422.% 1943.9 15223
14 119.9  380.3 19 87 1092.9 1170 200 2022.% 1543.9  1920.%
13 319.9 38043 181.9  1081.3 1092.% 1170 200 2422.9 1341 19223
18 319, 380.D 3181.9  1084.9 1032.9 10 3470 8392.9 134 1822,
17 319.5  180.9 179 879 1092.3 1170 3170 8392.3 833.8  1822.3
18 319.5 3803 179 e 1092.9 1170 200 20223 833,98 152,39
19 319.9  380.9 17 8 1092.3 1170 200 2422.% 1543.8 19223
20 119.9  380.3 81,9 108L.9 1082.% 1170 200 2022.9 Tl 15223
llll'llltllllllllllltlllllllllllllllllllllllllllllllllllllillllllll!llllllllillll|ll'lllllllllllltllll'lllllllltltlt!l
FUENTE: Investigacion de Caspo '
catca0Z.ml .
' Total Solo Diferencid
. sistesd cultivos.
valor nete actusl 3l 101 19509.29 10085. 98 5423, 713
valor neto actusl 3l 201 946,433 4778.43 2170,303
valor neto actusl sl 01 1548,08) 2614.,72% 934,33
valor neto actudl al 01 1922.593 1541.873 380.7209
2,753978 2.479%7%b 0.274401

felacion deneficio costo | 101 )

71
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SUMMARY OF ANALYSIS

If the constraints reflected by the Recommendations are recogn.zed and acted upon in
Project design and implementation, the impact on local beneficiaries -- women and men --
and their community institutions can be a positive one.

Socioeconomic benefits will include increased income opportunities for both women
and men; more productive on-farm employment, reducing the need for off-farm wage labor
and/or seasonal migration; and improved health, particularly in the area of pesticide use. In
addition, the strengthening of community organizations will result in local-level social
institutions which will assist the process of democratic development.

SUVMMARY OF RECOMMENDATIONS

If sufficient resources are available, the following recommendations would yield
significant benefits:

SOCIAL SCIENCE INPUTS

* Carry out a Special Study of Natural Resource Role; and Responsibilities of Men,
Women, and Community Organizations in the Project Area.

* A Social Scientist famil’ar with rural Guatemala, including issues of community
institutions and gender, should be a part of the Guatemalan team assessing NRM
policy during the first six months.

* A Social Scientist, familiar with rural Guatemala, including issues of community
institutions and gender, should be a part of the Policy Technical Advisory
Committee. .

* Include a Social Scientist in the Monltoring & Evaluaiioc Component of the
Project.

BENEFICIARY PARTICIPATION

* CNRM should be pianned around human needs, as well as environmental needs,
so that it Is in the besi interests of local men and women as well as the natural
resource base. These plans should be based on socioeconomic knowledge.

Men and women gt the household level must be included as stakeholders in
design and implementation processes.

* Community-level institutions must be included as stakeholders in design and
implementation processes.



Project goals must include ci‘eating additional or alternative income sources for
both women and men.

GENDER

All human resource data, from the lecal level up, should be disaggregated by
gender. When appropriate, it should also be disaggregated by ethnicity.

Gender issues should be integrated into technical training; for example, in
workshops on social forestry or sustainable agriculture.

To the extent personnel can be identified and are available; the gender ratio of
IWMC staff, from coordinators through promoters, should reflect the gender
ratio of the beneficiary population, i.e., S0 percent women.

CARE and DIGEBOS should provide training in gender analysis at the household
and community level to its staff, from coordinators through promoters.

1. MEN AND WOMEN IN THE HOUSEHOLD

Women, as well as men, should be included in training and technical assistance
in agriculture and forestry. It should not be limited to their "domestic" roles or
special micro-enterprise projects.

2. COMMUNITY INSTITUTIONS

The strengthening of local organizations through technical assistance and training
should be a primary Project goal.

The Institutional Specialist of PARAGRO’s Consultoria sobre el manejo insegral
de los recursos naturales renovables is responsible for an analysis of public and
private institutions working with natural rescurce issues, including local
organizations. It is strongly recemmended that this study pay particular
attention to the following "endogamous” and "exogamous" community
institutions: Indigenous Communities (cofradfas, etc.), Local Development
Committees, and Local NGOs.

3. USAID/ODDT SURVEY OF LOCAL PARTICIPATION

The results of this work should be examin~? by CNRM implementers to help
shape both the IWMC and, particularly, the Policy components.

[~
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4. MUNICIPALITIES AND REGIONAL DEVELOPMENT COUNCILS

The PARAGRO Institutional Specialist should examine the viability for
community-based institutions to work with Municipalities and Regional GOG
Development Councils.

5. ALUMNI OF GUATEMALAN PEACE SCHOLARSHIPS

CARE and the Policy implementor should contact local alumni of the GPS
Community Leadership Program and work with them in the development of
community-level institutions.

CNRM should coordinate its work with local GPS alumni from such programs as
Natura! Resource Management and Integrated Pest Management.

6. LINKING INSTITUTION: ASOCIACION NACIONAL DE
AGROFORESTERIA.

As the JIWMC implementor, CARE should become a member of the Association,
both to contribute to its maturation and to use it as a networking source for
local-level NGOs.

The Policy implementor should also establish links with the Association,
investigating ways of using it as a network for information flow up and down the
system.

7. USAID STRATEGIC OBJECTIVES

CNRM presents the opportunity to integrate the strategic objective of Natural
Resource Management with the other strategic objectives of Democratic
Development and Population, issues which substantially impact upon community
participation and environmental degradation. This integration should be carried
out wherever possible.

8. CARE AND DIGEBOS

It is strongly recommended that CARE and DIGEBOS technical and field staff
participate in gender training on working with rural women and men in
agroforestry and as co-participants in community management,.

It may be useful for CARE and DIGEBOS to participste in training with an
institution that has had a high degree of success in community participation, such
as Aldea Global in Honduras. ‘



* It is strongly recommended that CARE and DIGEBOS technical and field staff
reflect the gender ratio of its clients in the Project, i.e., 50 percent female; to the
extent appropriate candidates can be identified and are available.

A. INTRODUCTION TO SOCIAL ANALYSIS

Attacking the environmental problems of Guatemala means involving people: if
people are part of the problem, they are also part of the solution. And people are male and
female; Spanish-, K'iche’'-, and Mam-speaking; rich and poor; rural and urban. In this
"Project -- because of its focus on community natural resource management (CNRM) and on
natural resource management (NRM) policy from local through municipal and national levels

-- people are particularly important.

This Analysis examines social-cultural issues which influence the opportunities for and
constraints against participation of people in the Project, both in the Integrated Watershed
Management as well as in the Policy components. It also explores the benefits that will
accrue to participant individuals and institutions and the equitable distribution of these
benefits.

1. PROJECT GOALS AND PURPOSES
The Analysis’ emphasis on local people and institutions is based on the
Mission objective of supporting improved natural resource management by "creating and
applying incentives for local community management of natural resources.”

2. SOCIAL INSTITUTIONS EXAMINED

In order to "create and apply incentives for local community management,” it
is first necessary to understand:

. What are the natural resource roles and responsibilities of local men and women?

. What are the community-based and other local institutions of which they are a part or
which represent them to the larger worid?

. What are the constraints against and opportunities for the participation of these men
and women and their institutions in the development of community-based

management systems?

To begin to address these questions, the Analysis examines four levels of Guatemalan
institutions, starting from the ground up. They are:

a. Households: Men and Women

\\\/\\



b. "Endogamous” and "Exogamous” Community Institutions
c. Local Governmental Institutions: Caserids, Aldeas, and Municipalities
d. Linking Institutions: Asociacién Nacional de Agroforesteria

In Section G, it briefly examines the implementing institutions of [WMC:
USAID/Guatemala, CARE, DIGEBOS, and Peace Corps.

In addition, the issues of beneficiary participation, including gender and ethnicity,
cross-cut each level.

3. METHODOLOGY

To carry out the Scope of Work of the Social Scientist, the following
methodologies were used:

a. Interviews with personnel of USAID/Guatemala, CARE, and Peace
Corps, as well as other development specialists, about socio-cultural
issues in natural resource management in general and in the project
area in particular. Particular attention was given to the agricultural and
forestry roles of men and women. (See "List of Persons Contacted.")

b. Collection and review of materials, published and unpublished, on
natural resource activities of households, communities, and the
institutions which represent thein. (See "References Examined.")

c. Field trip to watersheds in Department of Chimaltenango.
B. SOCIAL SCIENCE INPUT

The social science input for CNRM has been very thin: there are more data on tree
species and soil types than on the local men and women and their institutions which are the
make-or-break variables of the Project.

The primary data bases for CNRM are the evaluations of HADs II and III and the
Watershed Management Plans of CARE (Plan de manejo de microcuenca). However,
several problems exist with this information:

. The informants for both the HADs and the CARE surveys were overwhelmingly
male. This means that only 50% of the local population was considered.

. The HADs socioeconomic evaluations are huge data sets -- which include household-
and community-level data - but they are currently in SPSS, a software system which
neither the local HADs project nor USAID/Guatemala has the capability of using (E.
Nesman, personal communication).
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. The CARE information is very general. In other words, it gives only a surface hint
of what is really going on with local people.

If the Mission is to accomplish its objective of supporting improved natural resource
management by "creating and applying incentives for local community management of
natural resources,” it is first necessary to know the local patterns of natural resource
management by both men and women and the attitudes and behaviors connected with those
activities. In addition, if this is truly to be a community natural resource management
project, much more needs to be known about community institutions with which local
management projects can be organized.

Consequently, several recommendations are made concerning social science inputs to
CNRM components. They are:

RECOMMENDATIONS:
SPECIAL STUDY

* If funds are available, carry out a Special Study of Natural Resource Roles and
Responsibilities of Men, Women, and Community Organizations in the Project
Area. (See Section F for details.)

TWMC

* If funds are available,include a Social Scientist in the IIWMC team managed by
CARE. (See Section G for more detail.)

POLICY

* A Social Scientist familiar with rural Guatemala, including issues of commuprity
institutions and gender, would be useful part of the Guatemalan team assessing
NRM policy during the first six months, if funds are available. (See the Policy
Assessment secticn.)

* A Social Scientist, familiar with rural Guatemala, including issues of community

institutions and gender, would be a desirable addition to the Policy Technical
Advisory Committee, if funds are available. (See the Policy Analysis section.)

MONITORING & EVALUATION

* Including a Social Scientist in the Mogitoring & Evaluation Compovoent of the
Project would be benefical if funds are available. (See Section H for more

detail.)
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The results will help ensure that:

all appropriate local stakeholders are included in the IWMC, Policy, and M&E
components;

the essential issues of beneficiary participation, including women's, and of
community-based management are kept up front in all Project components as an
interactive and iterative process, not addressed after the fact in project evaluation; and

implementation decisions are based on accurate facts, not on suppositions or
stereotypes.

C.  CROSS-CUTTING ISSUES: BENEFICIARY PARTICIPATION AND GENDER

Two issues cut across all institutional levels: (1) the participation of the beneficiary
institution -- household, community organization, or other local organization - in project
planning and implementation and (2) the participation of women, as well as men, in these
institutions.

1. BENEFICIARY PARTICIPATION IN PLANNING AND
IMPLEMENTATION

a. Introduction

A primary objective of current USAID projects is institutional
sustainability. In other words, can a project wean itself from the donor organization and
survive? What will be left behind?

This entails project capability in male and female leaders, community support,
management and planning, and finances. Experience has shown that these capacities need to
be built from the bottom-up, which means including local women and men in problem
diagnosis, planning and implementation and technical and administrative training. Information
also indicates that unless local residents see a project as in their best interests, participation is
not forthcoming. In tum, it is local residents who - with appropriate assistance -- can best
identify their needs.

As a Central American NGO summarizes,

The failure of many development programs has been induced by the lack of
adequately trained local leadership. We have often seen that without proper
training [and inclusion] of the community and its leaders, programs tend to

deteriorate and disintegrate once the agency has left the area.



... it has become exceedingly clear that development is truly a long term
commitment where tangible change in people's lives and their living
environment comes slowly, and endures only when the process is owned,
understood and managed by local people.

(We) believe that development efforts need to be carried out ... where people
can develop and participate in programs, making use of their own talent and
resources to meet their expressed needs and improve their well being.'

It is also crucial to plan projects around human needs as well as environmental needs

so that projects are seen by local residents as being in their best interest. Including local

" women and men and their institutions as equal stakeholders helps guarantee this. Community
organizations should also be a development objective, whose needs are a part of
implementation, monitoring and evaluation. In addition, Project goals must include the
creation of additional or alternative income sources for both men and women.

Many development organizations give lip service to participation but fewer put it into

practice. The major implementors of the Integrated Watershed Management Component
(TWMC) of this Project -- CARE, DIGEBOS, and Peace Corps -- have different track
records vis-d-vis beneficiary participation. These are outlined in Section G.

RECOMMENDATION:

*

Men and women at the household level must be included as stakeholders in
design and implementation processes. :

Community-level institutions must be included as stakeholders in design and
implementation processes.

CNRM should be planned around himan needs, as well as environmental needs,
so that it is in the best interests of local men and womea as well as the natural
resource base. These nlans should be based on socioceconomic knowledge.

Project goals must include creating additional or alternative income sources for
both women and men.

Proyecto Aldea Global. Reporre Anual, 1990-1991. Tegucigalpa, Honduras: Project
Global Village, 1991, p. 1.



2.  GENDER DIFFERENCES, GENDER ANALYSIS, AND DATA
DISAGGREGATION

a. _  Gender Differences

Taking gender differences into account is another aspect of beneficiary
participation. It ensures that both women and men in the community benefit from a project
and that the natural resource responsibilities and knowledge bases of both sexes are given
equai consideration in project design, implementation, and follow-up.

Agriculture and natural resource project planners are generally more familiar with
men’s lives than women's and, in turn, subconsciously model projects on men's roles. Local
women are seldom consulted or invited to participate in project planning, implementation, or
follow-up. However, the success of people-oriented projects depends upon the involvement
of both women and men.

Urban residents in Guatemala -- female and male -- stereotype rural women as
passive, non-participatory, having only minor roles in agriculture, and being victims of a
pais machista. Although the stereotype is based on data that are no more factual than
personal anecdote and supposition, it appears that it is considered as "fact" by many
professionals and that entire programs and projects have been built upon the suppositions.

The "facts" appear to be:

. The knowledge base about the natural resource roles and responsibilities of rural
women and men in Guatemala is very thin. However, existing data contradict the
stereotype described above and indicate that women, as well as men, have important
household and community roles in agriculture and forestry. (See Section F on
Household Roles.)

. The stereotype of women as victims of a pais machista may be somewhat true of the
urban professional-class, but the further a household is from this cultural model -- in
terms of both geography and social class — the less it is true.

. What this means for CNRM is that since both women and men have agricultural and
forestry responsibilities, both should be included in agricultural and forestry training
and technical assistance.

b. Gender Analysis

In most agriculture and natural resource projects, "the household” is
taken as the bottom-line unit of analysis; males are assumed to be heads-of-households and,
thus, the principal decision makers and sources of information. In Guatemala, the person
who represents the household in the public secior is often male. Consequently, the roles of
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other household members are frequently ignored, and the assumption is made that household
decisions are made unilaterally by men.

This assumption is detrimental to the project and to those it is meant to serve. In
every society, women and men have different roles, have access to different resources and
benefits, and have different responsibilities. It is that diversity in division of labor and
decision-making that gender analysis addresses.?

Gender analysis -- looking at the roles of both men and women and determining
where they overlap, where they are separate, and how to plan a project around these
disferences -- is a tool which gives us a better understanding of socioeconomic and technical
factors. Gender is a socioeconomic variable that distinguishes roles, responsibilities,
constraints, and opportunities of the people involved in the development effort. It considers
both men and women and thus should not be confused as being an equity issue.

In the past, development activities for women have focused on women's reproductive,
health care, and nurturing roles. While women will always have these roles, they are
concurrent with their roles as agricultural producers and natural resource managers. Project
activities must take into account the mulitiple responsibilities of women, their farming and
forestry roles as well as their “domestic” roles.’ '

? In addition, in many rural areas the number of female-headed households has increased,
partly as a result of political violence. These households, which are generally poorer
than their neighbors, must be taken into account in project planning. (In some areas,
Comites de Viudas [Widows' Committees) have been organized, which are active social
change institutions.)

3 Women's agricultural and natural resource roles are also ignored because they generally
represent unpaid labor. For example, in national census statistics, the data show the
majority of rural men as “farmers,” while the majority of rural women are "housewives.”
Yet, on-the-ground data show that women's labor is directed almost as much to
agricultural activities as to domestic activities.

A new study by USAID/Bolivia is one of the first rural surveys to collect equal
information on occupation and economic activity of male and female household members
and to break down activities by primary and secondary activities. This methodology
gives a much clearer picture of what actually happens in rural households. For example,
in addition to being "housewives," women represent 75% of people engaged in animal
husbandry as their primary activity and 60% of people engaged in agriculture as their
secondary activity (Caro, et al. 1992). USAID/Ecuador will be carrying out a similar
survey in 1993.

10
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A cavear: Having a woman as the head of an institution or project does not
necessarily mean that gender issues will be automatically included. Consequently, gender
must be built into project criteria.*

c. - Data Disaggregation: Gender and Ethnicity

The carrot: Good project data -- and their sensible use -- can give
useful feedback for rectifying design or implementation errors. In CNRM, women are as
important as men as users and abusers of the environment. Consequently, in order to
understand the differences in impact and participation between male and female beneficiaries,
it is essential to disaggregate all human resource infcrmation by gender from the beginning,
including project personnel at local, regional, and national levels.

The stick: Gender-disaggregated data is a reporting requirement of AID and other
major donors.

In addition, ethnic diversity is another essential variable of CNRM. The
"Indigenous” are as important as Ladinos * as users and abusers of the natural resource base;
however, their participation in the Project may be different than that of Ladinos.
Consequently, data should be disaggregated by ethnicity wherever appropriate. "Ethnicity"
should be also based on self-identification rather than on an externally-determined measure
such as language.

RECOMMENDATIONS:

* All human resource data, from the local level up, should be disaggregated by
gender. When appropriate, it should also be disaggregated by ethnicity.

* Gender issues should be integrated into technical training; for example, in
workshops on social forestry or sustainable agriculture.

4 However, having women as a part of the professional staff, from regional coordinators
to local promoiores, can be a major factor in encouraging the participation of women.
(See Section G.)

5 "Indigenous” is used here to mean men and women who identify as "Indian," a category
characterized by forms of community organization, women's dress, and -- to some degree
-- language. However, the most important variable is self-identification.

"Ladino" is the term used in Guatemala for rural residents who are not Indian. Mestizo
is a comparable category in other countries.

11
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* The gender ratio of IWMC stzff, from coordinators through promoters, should
reflect the gender ratio of the beneficiary population, i.e., 50 percent women, if
appropriate candidates can be identified and are available. (See Section G.)

* CARE and DIGEBOS should provide training in gender anzlysis at the household
and community level to its staff, from coordinators through promoters. (See
Section G.)

D. BENEFICIARY INSTITUTIONS 2F CNRM
1. HOUSEHOLDS: LOCAL MEN AND WOMEN
a. Introduction

There can be no environmental solution in Guatemala that does not give
key consideration to the participation of the men and women living in project areas. Because
the success of CNRM will be dstermined in large part by the changed attitudes and activities
of local people, it is essential to identify these men and women and to learn about their
natural resource roles through interviews, surveys, and case studies in order to have a basis
for planning and implementation.

The following gives a brief summary of the natural resource activities of households
in the project areas. Because the roles of men have been identified in many documents, an
emphasis is given to the division of labor and decision-making between men and women.

In the initial stages of CNRM, this information should be expanded upon in a Special
Study so that there is an accurate data base to use in planning project activities and
monitoring and evaluation systems.

b. Demographic Profile

Attachment I shows the variety of communities and ecological zones
covered by the ongoing CARE/DIGEBOS watershed component of the HAD Project, from
the pine and oak forests of the Central and Western Highlands -- inhabited primarily by
Mayan-speaking Indigenous — to the more arid hill regions of the Eastern regions -- whose

residents are Spanish-speaking Ladinos.

Regardless of ethnic and ecological diversity, the entire project area is characterized
by economic poverty, low educational levels, and environmental degradation. Consequently,
the primary beneficiaries of the IWMC are defined as "poor farmers who survive by
subsistence farming on marginal sites” (CARE 1993, p.4).

12



Households in the Western Highlands: Division of Labor and
Decision-Making

C.

As discussed in Section E, a stereotype exists that rural Guatemalans

"have very traditional beliefs regarding the roles of women and men in forestry and
agriculture [and that, consequently,] the role of women in agriculture and forestry has

traditionally been limited” (CARE 1993, p. 18). Data on Highland households, and
particularly on household roles in changing agricultural systems, suggest otherwise. The

following highlights some of these findings.

13
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. In "traditional” households --
those whose economic base is milpa and
migration -- women have important
roles in agricultural production, work
which neither the census nor many
extensionists acknowledge.

e The more the household
econemy is dependent upon a new or
changing econcmic base -- for example,
agroforestry or NTAE -- the more
flexible and less sexually segregated are
household roles and the higher is
women's participation in the new
activity.

Small farms in the Westem
Highlands which move into NTAE
production show an increase in
women’s agricultural labor from 9%
in com and 25% in traditional
vegetables to 3i% in sncw pea
production. (Children’s labor
accounts for 6% in com, 14% in
traditional vegetables, and 10% in
snow peas.) (See Attachment II,
von Braun, et al. 1989, 50)

In T'oj Nam, a traditional Northwest
Highland village of Mam speakers, women
help with the harvesting and gleaning of
maize (a pre-Conquest crop), but they do not
take part in its planting or cultivation.
However, it is common for women to

perform substantial heavy labor in planting
potatoes (a post-Conquest crop}. And both
men and women migrate to the coast (a
relatively new economic activity), where
both work in the fields. (Bossen 1984, 59-
60)

A study of 318 rural households in the
Central Highlands indicates that
household decision-making about finances
follows the “"separate purse strings”
model of many other Latin American
areas. Depending upon the item, women
may pay for and buy it, or men ray pay
for and buy it, or there may be shared
decision-making. For example, women
pay for and buy 36% of animals; men,
23%; jointly, 18%. On the other hand,
men pay for and buy 83 % of agricultural
equipment; women, 1%; jointly, 5%.
(See Artachment ITI, Katz 1992, 19-20.)

A 1993 Peace Corps workshop on bare-root reforestation techniques -- a2 non-
traditional activity —. attracted more than 70 women in a rural area of

Quetzaltenango.
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d. © Households in the Eastern Regions

If information on the natural resource activities of Highland households

is scarce, it is almost non-existent for households in the Oriente. However, information
from both CARE and the Peace Corps illustrates that women as well as men participate in
natural resource and agricuitural projects when they are in their economic interest. In
addition, a recent study in the Oriente shows that although women are less involved in
agricultural production than in the Highlands, they are very involved in the marketing of
crops and in agricultural wage labor. In fact, in the tobacco plantations, women's wage rate
is the same as men’s (Bergeron 1993).

RECOMMENDATIONS:

*

Women, as well as men, should be included in training and technical assistance
in agriculture and forestry. Inputs should not be limited to "domestic" roles or
special micro-enterprise projects. :

Because so little is known about the natural resource roles and responsibilities of
men and women and their links to the community, a Special Study on
Households, Community, and Natural Resource Management should be carried out
by USAID, if funds are gvailable. It should identify and analyze individual,
househoid, and community motivationa! and decision-making factors, including
the domestic economy and the range of economic options that individuals
perceive.

It should aiso investigate the relationships between households and community
organizations, and the roles of men and women in these linkages.

2. "ENDOGAMOUS" AND "EXOGAMOUS" COMMUNITY INSTITUTIONS

Just as little is known about how local households work, little is known about

how local organizations work. The political violence of the last decade has destroyed many
"endogamous” (intzrnally developed) and "exogamous” (externally developed) community
organizations and made many community members very “ciosed” and leery of taking on the
role of community leader, particuiarly in the Highlands. Nevertheless, community-level
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institutions do exist, though weak and in need of nurturing.® Regional and other networking
institutions, such as federations, are much rarer.

However, most community institutions are sectorized toward a specific task, such as
Comité de Agua (Water Committee) or Comiié de Escuela, (School Committee) in the same
way that the nationa! government is sectorized. For natural resource issues, this is
significant since NRM cuts across a number of sectors.

The following briefly describes "endogamous” and "exogamous” community
institutions. ASIES has produced an excellent overview of Guatemalan social organization --
including local-level institutions’ -- but much more information is nesded in order to link
successfully the concept of community resource management and community policy input.

Therefore, it is recommended that the Institutional Specialist of PARAGRO's
Consultorta sobre el manejo integral de los recursos naturales renovables investigate in more
detail the opportunities and constraints for the participation of these institutions in the’
Project. This work should be included in the Speciai Study.

a. - Indigenous Communities, Cofradfas, and Comuniles

Most endogamous institutions are pre-conquest in origin, although
beginning in this century, the government moved to replace them with “exogamous”
structures such as cooperatives and agricultural unions. Very littlc is known about the
contemporary functions of endogamous institutions such as cofradfas. However, this
information is exceptionally important since, in many instances in the Highlands, it is the
community itself -- through institutions such as the cofradfa -- that manages the communally-
owned natural resources. Consequently, these organizations are at the heart of developing
community-based management systems.

b. Cooperatives

¢ Some interviewees commented that although the violence destroyed many traditional
community-level organizations, such as cofradfas, new institutions are emerging which
are more sophisticated about community organizing and national issues.

This presents new opportunities for linking community organizations with regional and
national activities.

7 ASIES (Asociacién de Investigacién y Estudios Sociales). Organizacién social: notas
sobre el pasado y lineamientos para el fururo. Guatemala, nd.
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Approximately i35,000 farmers of small and medium-sized plots
reportedly belong to cooperatives. Regardless, 60 percent of these coops are inactive
because of problems of debt, scarcity of credit, corruption, or political violence (GOG,
1992:10).

c. Local Development Committees

Almost every community has at least one kind of development
committee, some authorized by the local Municipality, but few receive any formal support
for their maintenance. Generally, they are organized around a specific purpose, such as
construction of a school, road, or mini-irrigation system. Though one of the most common
forms of community organization in the country, despite the lack of external support, very
little information exists about their organization and function (GOG, 1992:12).

d. Non-governmental Organizations (NGOs)

NGOs are essential to both the IWMC and Policy components of this
Project. Because of the time constraints on the Social Analysis, 2 detailed study of local-
level and national NGOs was not possible. However, an important part of the work of the
Institutional Specialist of PARAGROs Consultorfa sobre el manejo integral de los recursos
naturales renovables is an analysis of public and private institutions, including NGOs, which
work in the area of natural resource use and policy. Consequently, it is strongly
recommended that this work be carried out as contracted and the results b2 made an integral
part of CNRM design and implementation.

Meanwhile, the following information sources and institutions can serve as a
preliminary data base:

. FONAPAZ: NGO Analysis, 1992 *

In 1992, FONAPAZ (Fondo Nacional-para la Paz) conducted an analysis of NGOs
working in nine departments of the country, as well as those working at a national level. In
this, NGOs were evaluated according to administrative, financial, legal, "moral solvency,”
and impact criteria. The NGOs that passed the initial evaluation were then analyzed using
interviews and observations. Finally, the institution was given a numerical ranking. The
analysis is not only the most recent one of NGOs in the country, it-also gives potential
donors and/or collaborators useful information on which to base future work, including the

' Fabidn C., Edda. Seleccibn de organizaciones no gubernamentales - ONGs - Calificadas
que puedan ejecutar proyectos conjuntamente con FONAPAZ, Informe Final Consultoria.
Guatemala, Proyecto SAFLAC, FONAPAZ (Fondo Nacional para la Paz)/UNICEF,
November 20, 1992. Also includes annex.
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geographical and sectoral emphases of the NGO. The analysis is available from FONAPAZ
or USAID/ODDT.

. FUNDESA: Directory of PVOs, 1989 °

FUNDESA, the Guatemalan Development Foundation, published a directory of PVOs
working at local and national levels. Although it has nio analysis of institutional capacity, it
does list PVOs/NGOs by type of service and geographical distribution.

RECOMMENDATIONS:

* The strengthening of local organizations thi-sugh technical assistance and training
should be a primary Project goal.

* As stated in the Terms of Reference for the team, the Institutional Specialist of
PARAGRO's Consultoria sobre el manejo inzegral de los recursos naturcles
renovables is responsible for an anslysis of public and private institutions working
with natural resource issues, including lecal organizations.

It is strongly recommended that this study pay particular atteation to the
"endogamous" and "exogamous”" community iustitutions reviewed above:
. Indigenous Communities (cofradfas, etc.)

. Local Development Committees

. Local NGOs

* This work should be one of the bases for the Special Study on Households,
Community, and Natural Resource Management described in Section I.

e. Survey on Local Participation
USAID/ODDT is currently conducting a nation-wide opinion poll on

attitudes toward democracy and local participation, including interviews in four Mayan
languages. It also incorporates questions on natural resources. The data will be available

June 30.

RECOMMENDATION:

% FUNDESA (Guatemalan Development Foundation). Directory of Private Voluniary
Organizarions Serving the Guatemalan Community. Guatemala, 1989. Funded by

USAID/Guatemala.

18

s
VN



* It is strongly recommended tiiat the results of this work be examined by CNRM
implementers to help shape both the IWMC and, particularly, the Policy
components.

3. LOCAL GOVERNMENTAL INSTITUTIONS: CASERIOS, ALDEAS, AND
MUNICIPALITIES

a. Municipalities vs. Caserfos and Aldeas

The majority of Project participants live in "unincorporated” rural
hamlets (caserfos) and villages (aldeas), but their formal political link with the national
government is through the Municipality (Municipalidad).

In examining the objective of "creating and applying incentives for local community
management of natural resources,” one possible institutional link for information and
rescurce flow between local communities and the nationa! level is the Municipality.
However, research indicates that this is currently not the best option.

First, the Municipality is a highly personalistic system in which decisions are very
dependent upon the Alcalde (Mayor), who answers primarily to urban residents, not to rural
ones. Second, although most Municipalities are very aware of their forest resources, few -
if any -- have shown interest in investing any of their limited resources (including a part of
the eight percent) in natural resources, or even potable water. Most investment has been in
community infrastructure such as strests and buildings. The Peace Corps suggested to
several Municipalities that thev work together on zgroforestry resources. It received no
positive responses. (And, as of now, very few viveros {nurseries] given to Municipalities
have survived.)

USAID/Guatemala’s Office of Democratic Development and Training (ODDT) did a
portfolio review of the issue of decentralization vs. municipal development and decided upon
emphasizing decentralization, partly because of the economic "bottomless pit" represented by
Municipalities. It also found that the Municipal level is not the appropriate one for
decentralization of revenue generation because of the lack of infrastructure and the high
opportunity for fraud. Consequently, it is following a policy of funding regional rather than
capital-city or municipally-generated activities.

RECOMMENDATION:

* The Institutional Specialist of PARAGRO’s Consultoria sobre el manejo integral
de los recursos naturales renc vables should examine the viability for community-
based institutions to work with Municipalities and Regional GOG Development
Conncils. (At this stage, there may not be a structure and incentives for
communities to work with these institutions.)
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b. Another Option: Guatemalan Peace Scholarship Program /
Community/Municipal Leadership Development

USAID/Guatemala has been training male and female local leaders

(from municipalities, aldeas, and caserios) in community leadership development through the
Guatemalan Peace Scholarship Program (GPS). '°

Rather than spending scarce resources at this time on working through Municipalities,

it may be more productive to work with the local leaders who have been trained through
GPS. The Municipal residences of GPS alumni are given in Attachment I. "'

RECOMMENDATION:

*

CARE and the Policy implementor should contact local alumni of the GPS
Community Leadership Program and work with them in the d:velopment of
community-level institutions. ‘

10

1

The GPS Community Leadership Project has trained more than 250 female and male
community leaders in eleven technical training programs targeted at building local
leadership in rural areas throughout the country. Women and. men who have
distinguished themselves in service to their communities are selected to attend six weeks
of technical training in the U.S. These programs provide participants with applied
practical training to learn how both elected and non-elected officials in local communities
can work together to resolve local problems.

Local empowerment and the role of the community leader is highlighted. Specific
leadership training is provided so that participants can learn different techniques to
motivate co-workers and community members. Project planning and implementation
skills are reinforced through case studies and group projects. The role of community-
based organizations is stressed so that participants can understand the function that these
play in community development and the local democratic process.

In addition, over 500 participants have been the recipients of U.S.-based short-term
technical training in the fields of Nutural Resource Management, Integrated Pest

- Management, Education Administration, Small Business/Artisan Training, and

Advznced Extensionism. Women represent 45 percent of persons trained in all areas
during 1992.

20
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* CNRM shouid coordinate its work with local GPS alumni from such programs as
Natural Resource Management and Integrated Pest Management.

4, LINKING INSTITUTIONS: Asociacién Nacional de Agroforesteria

Given the gap between national- and local-level activities -- in addition to the
sectorization of natural resource issues -- linking and/or umbrella institutions will be very
important. This is particularly true in the non-governmental area, where no formal means of
communication exist. (Since losing its primary funding, ASINDES has not been active as an
NGO linking institution.)

However, a new association of NGOs working in natural resources, the Asociacion
Nacional de Agroforesteria, is being organized. With the goal of acting as a coordinating
group, the first meeting of about 16 NGOs was held in November 1992; the second was held
in March 1993. The current president is Basilio Estrada, Natural Resource Coordinator of
the Peace Corps.

RECOMMENDATIONS:

* As the IWMC implementor, CARE should become a member of the Association,
both to contribute to its maturation and to use it as a netwerking source for
locsl-level NGOs.

* The Policy implementor should also estabiish links with the Association,
investigating ways of using it 2s a network for information flow up and down the
system.

E. IMPLEMENTING INSTITUTIONS: USAID, CARE, DIGEBOS, AND PEACE
CORPS :

1. USAID/GUATEMALA

CNRM presents an opportunity for the Mission to integrate the strategic
objective of Naturai Resource Management with the other strategic objectives of Democratic
Development and Population, issues which substantially impact upon community participation
and environmental degradation. This integration skould be carried out wherever possible.
(See, for example, the recommendation on working with GPS alumni.)
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2. ORGANIZATIONAL CHART: IWMC IMPLEMENTORS (CARE,

DIGEBOS, PEACE CORPS)

Regional Chiefs
DIGEBOS

4 men

Regional Coordinators
CARE

3 men

Sector Technici
DIGEBOS
(in name only; very unstable)
no {irm numbers

echnical Assistants
CARE

6 men / 1 woman

Watershed Technicians
(CARE funds; DIGEBOS employees)

22

/\\



Local Promoters Volunteers
DIGEBOS PEACE CORPS

22 men 4 men / 2 women

N = 52 (49 men / 3 women)

Since the beneficiary population of CNRM is at least 50 percent female, this gender
ratio of IWMC staff is not acceptable. In all three implementing institutions (CARE,
DIGEBOS, and Peace Corps), the gender ratio of implementing staff - from regional to
local levels —- should reflect the gender ratio of the beneficiary population; that is, 50
percent.

The problem is not that women are reluctant to participate or that they have only
"home economics” roles. The problem lies with the implementing institutions.

participants significantly inc . (See the roads project of U /Guatemala, for
example.) This does not meag — contrary to some stereotypes {- that groups have tc be
sexually segregated by participants and/or technician. Peace Corps experience shows that
men can work successfully with women; and CARE technicians report that for some
activities, women prefer to work in integrated household groups "just as we do when you're
not here.” These preferences need to be determined by the beneficiaries themselves, female
and male.

Data show that when iomen are included as staff, the rcentage of women as

Therefore, a very strong recoramendation is made to increase the numbers of female
staff - at all levels -- and to give training and technical assistance in gender analysis to all
staff.

3. CARE
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a. Beneficiary Participation: Community Institutions and Gender Issues

CARE has been moving from what it describes as "paternalistic"
models to more emphasis on "FPR" (Farmer Participatory Research) and "PCD,"
(Participatory Comimunity Diagnostic) as described in the MICUENCA Proposal. Asa
CARE employee stated, "We have learned that paternalism is not the solution. CARE is
moving from assistance to development.”

However, the current activities of CARE in the HAD Project do not demonstrate a
strength in community organization. In addition, the numbers of participants is not
overwhelming. (And there is a significant questions about how representative participants
are of the "poor farmers" in the area.) Both the weakness in community organization and
the numbers are dilemmas in a project which uses community institutions and community --
rather than individual -- participation as its foundation. (See the Institutional Analysis for a
longer discussion re CARE.)

Furthermore, CARE has a major weakness in its work to date with women farmers as
beneficiaries of training and TA in watershed management. The number of women
beneficiaries in COMPDA is very low. (See Attachment I: 18 percent compared to 70
percent of men; the remainder is children).

In 1988, a survey of the CARE Agroforestry Project showed that only 11 percent of
participants were women. USAID/WID funding encouraged a focus on women, and, by the
end of 1990, participation had risen to 17 percent. However, that funding has ended, and
there is speculation that women’s participation has fallen again. (No dates are given for the
18 percent figure in Attachment 1.)

These gender ratios for beneficiaries and for CARE staff are not acceptable,
particularly in a project where 50 percent of the residents are women.

RECOMMENDATIONS:

* It is strongly recommended that CARE technical and field staff participate in
gender training on working with rural women and men in agroforestry and as co-
participants in community management.

It may be useful for CARE and DIGEBOS to participate in training with an
institution that bas had a high degree of success in community participation, such
as Aldea Global in Honduras.

« It is strongly recommended that CARE technical and field stafT reflect the gender
ratio of its clients in the Project, i.e., 50 percent female.
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* It is recommended that a local-hire Social Scientist (sociologist or anthropologist)
be a part of the IWMC team managed by CARE so that the Project has internai
technical expertise on issues of community participation and gender, expertise
which is continually fed into Project plarning and implementation.

4. DIGEBOS

DIGEBOS was rnot included as a part of the Social Analysis. (See Institutional
Analysis.) However, the organizational chart above shows a disturbing anomaly: all
DIGEBOS promoters working at the community level are male. This backs up anecdotal
evidence that DIGEBOS has been very reluctant to work with women farmers and that the
internal culture of the organization is hostile toward women staff.

RECOMMENDATION:

* It is strongly recommended that DIGEBOS technical and field staff participate in
gender training on working with rura! women and men in agroforestry and as co-
participants in community management.

* It is strongly recommended that DIGEBOS technical and field staff reflect the
gender ratio of jts clients in the Project, i.e., 50 percent female.

3. PEACE CORPS

The Peace Corps has been actively involved in community-based natural
resource, sustainable agriculture, and environmental education programs for more than 15
years. It has had significant achievements in working with women as well as men in natural
resource projects, and male volunteers have also had success in working with women.
Although more than 50 percent of volunteers are female in the watershed and agroforestry
projects combined, there are currently more men than women (4/2) working in COMPDA.
We are told that this number is flexible and wjll change with the new project.

F.  MONITORING AND EVALUATION

The M&E component is described in more detail in other sections; however,
following on the comments on the low level of social science input into CNRM, it is strongly
suggested that a Social Scientist be included in the M&E team in order to provide continuing
input on people-level issues. In addition, the socioeconomic baseline for M&E needs

considerable improvement.
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RECOMMENDATION:

G.

A local-hire Sociai Scientist (sociologist or anthropologist) should be included as a
part of the M&E component. The Scope of Work would include working with all
Project components to ensure that information about the natural rescurce and
institutional roles and responsibilities of men and women and about their
community institutions are continually integrated into Project implementation,
monitoring, and evaluation activities. Experience should include 2 knowledge of
rural Guatemala, with particular expertise in community organization and gender
issues, and xnowledge of the use of qualitative and quantitative data.

Use the work of the PARAGRO Institutionsl Specialist and the results of the
Special Study on Households, Community, and Natural Resource Management to
establish a sociceconcmic baseline. Include in this, as much as possible, the
existing data from HADs and CARE.

CONCLUSIONS

If the constraints reflected by the Recommendations are recognized and acted upon in

Project design and implementation, the impact on local beneficiaries -- women and men --
and their commuuiity institutions can be a positive one.

Socioeconomic benefits will include increased income opportunities for both women

and men; more productive on-farm employment, reducing the reed for off-farm wage labor
and/or seasonal migration; and improved health, particularly in the area of pesticide use. In
addition, the strengthening of community organizations will result in local-level social
institutions which will assist the process of democratic development.
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H.  LIST OF PERSONS CONTACTED

Amalia Alberti
Social Sciéntist

ASIES (Asociacién de Investigacion y Estudios Sociales)
Roberto Moreno
Irma Raquel Zelaya, Director

BEST (Basic Education Strengthening Project)
Phillip Sedlak, Scciolinguist

Care International
Luis A. Lopez, Associate Chief, Agroforestry and Watershed Projects
Thelma Pérez, Assistant, Agroforestry and Environment
Ron Savage, Program Coordinator, Agroforestry and Environment

Conservation Intsrnational
Conrad C. S. Reining, Director, Guatemala Program

Government of Guatemala
MAGA/PARAGRO (Ministerio de Agricultura y Ganaderfa y Alimentacién Proyecto,
Apoyo a la Reactivacién del Sector Agricola y de Alimentacién
Jaime Carerra, Coordinator
Beatriz Villeda, Coordinator

Highlands Agricultural Development (HAD II) Project
Richard Whitney Fisher, Pesticide Specialist
Maria Martorell-Machargo, Management Information Systems Specialist
John Nittler, Project Director

IDEAS (Interamerican Development Advisory Services, Ltd.)
Isabel Nieves, Applied Social Science Coordinator

INCAP (Instituto de Nutricién Centro America y Panama)
Gilles Bergeron, Social Science Research Analyst

Oak Ridge National Laboratory, Martin Marietia Energy Systems, Inc.
Jehn A. Shonder, Energy Division

Julia Richards
Social Scientist
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Peace Corps
Basilio Estrada, Director, Natural Resource Management

University of South Florida

Edgar G. Nesman, Sociologist and HAD Evaluation Specialist

University of Wisconsin, Land Tenure Center
Ronald Strochlic, Program Coordinator, Guatemala

USAID/Guatemala T

Stephen C. Wingert, Deputy Director of Mission

Office of Democratic Development and Training (ODDT)

Carmen Aguilera O., Project Officer, Administration of Justice

Bambi Arellano, Director

Todd Sloan, Project Officer, Democratic Institutions

Office of Rural Development (ORD)
Edin Barrientos, Project Manager
Blair Cooper, HAD Project Officer
Wwilliam Goodwin, Project Officer
Keith Kline, Mayarema Project Officer
Alfred Nakatsuma, Environmental Officer
Paul F. Novick, Chief

Program Development and Support Office (PDSO)
Silvia Alvarado, WID Officer
Tom Delaney, Deputy Chief
Elizabeth Warfield, Chief

Regional Contracting Office (RCO)
John P. McAvoy, Regional Contracting Officer

MAYAREMA Project
Keith Kline, Project Director

USAID/PRESA
Fred Mann, Consultant

USAID/ROCAP/RENARM
Leslie Lanron, NGO Advisor
Hilary Lorraine, Policy Research Advisor
Wayne Williams, Regional Environmental Advisor
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World Bank, NRM Assessment Team
Theodore E. Downing, Anthropologist
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ATTACHMENT L.

SUMMARY OF 20 COMPDA WATERSHED AREAS "

DEPARTMENT WATERSHED MUNICIPALITIEY COMMUMTTIES
Chinnitenangs Paquip Sea juuf; Pumaquil La Cumbrs, Puiol, Paquip
Tecpan®
Xalubncyn S Apaisais® Pocul, Pegull, Sa. Apctais
Nopnal Tecpan® Pareybel, Xopac, Xeyashl
Si. Apaianie®
Gunlompln &1 Melice Palmcte® Busmn Vista, Marikinwm, Sacssects)
Les Cudes Palencin® Lo do Biha, Mo dul Carve, Trs (uobenane
Hoshosuming> Semeien Todes Sanias® Betsies
Saquimi San Sebustinn® CaverOs Tomtmenun, Chajyj, Teisquinal
Ris Colurade San Sebastinn® Shohim, Xetam, ¥uoe
Chinsa Busss Vi, Cunirs Cominss, 31 Pie, K1 Ranchs, Potrartiss,
Qrlings, Ris Camrvizis, San Pabls, Sl
Tres Cruscs Tedss Baster® Chiosy, Tres Creces, Zuall
Vits Alleta Tedn Saste® Vil Alsia
Jotinga Metrane Jutingn® 18 Mentanits
Moty Lorps Jutiagn® Cunta del Cuanyabe, 81 Lime
Tahwupn Yopitiopeges €1 Lmos, K1 Sewe, ) ea
Tomasnbyn AswaslYa Miw® Apgas Pieme, Anicenn lLessas, Bunss Alros, Glreaes, Las Cruciias,
Leom Large, Saa Lerunse
Sen Pedre Juthage® Chiss Hiiurte, Saciee Ceche, [inarms, HFatim do Trige, Pads
Quebradn ds Agm
Quemaiimnage Talmane a MartOlamisyegons® Castre, La Dstaacls, Lobama, Siu. lnes, Taimas, Tej Alc, Toj Con,
Tuichia, Xermse
San Marses Koguipuins Tgun® Aila Viers, Bosmz Vista, Canee 00 Plodrn. X! Resaste, K) Tassws,
fedes, Sen Schamtins, Visa Ll Chiguachia,
La Dyamorasins Toub* Carve Serebll, (s Demacrocts, (s Usien, Les Coremse, Les Drvtais,
Lae Posntes, L.P.Serchil, Pum Flev, fan Aztonis, Serchil
MNabenin Sen Msrom® La Grendam, (o Lagus, Plors C.,San Asdres Chapil, an jose

Caben

Muaictoulitis marted o%h ® how Lya taeivdsd £ O Mesitipgy) Desaispment Training of e Cuniosning Fwse Schelandin.  Ver ouewn sad lomiems of
particigents (frem 2unisipies ool Akdem), meist Mr.Set Celmma, Dircswer, CP3 (Cuntemmioa Pamnee S:hobarshige).  Tel: J1OSSS /34.62.81.

12 Source: Lufs A. Lopez, Assuciate Chief, Agroforestry and Watershed Projects, CARE-
Guatemala, March 1993.
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ATTACHMENTII.

FINANCE AND PURCHUASE OF MAJOR NON-FCOD EXPENDITURES 1! A HIGKIAND AREA ©

£ 3 T i 0 St L A T TN T
Expenditure % Male % Female % Male % Joint % Other
- Financed & Financed & Financed & Financed or
curchased Furchased Female Purchased
Purchased
House Construction 83.3 13 33 6.6 3J
& Repair
Agriculture Lnputs 83.0 0.8 1.0 5.1 9.1
& Equipment
Bicyclea 81.2 0.0 0.0 0.0 18.7
& Motorized Vehiciea
Loan 80.6 9.7 1.6 3.2 4.8
Puymernts
Land 7.8 0.0 0.0 16.7 5.6
Mea's Clothas .3 0.3 1.9 18.0 7.4
& Shoes
Prestige 311 10.4 10.4 15.7 12.5
Itema
Scbool Feen, Supplics 49.8 a6 | 230 9.3 1.7
& Uniforua
Health 14.9 t4.2 28.6 4.8 20.6
Care
Celebratioas 15.9 6.3 31.7 271 19.1
Children's Clothes 39 5.8 149 . 326 15.1
& Shoes
Wome:r - Clothes 10.5 20.1 26.3 J48 7.7
& Sh .
Donm. 7.6 . 308 349 215 5.3
Techn .y
Animals 15.4 35.9 2.1 18.0 7.8
_M_MW ]

3 Source: Katz, Elizabeth. "Separate Spheres and the 'Conjugal Contact’: Evidence from
Highland Guatemala.”
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ANNEX 6

EVALUATION OF HIGHLANDS AGRICULTURAL DEVELOPMENT II
PROJECT (No. 520-0274) ENVIRONMENTAL ASSESSMENT
TO DETERMINE APPLICABILITY OF RECOMMENDED MITIGATIGNS TO
COMMUNITY NATURAL RESOURCE MANWNAGEMENT PROJECT:
INTEGRATED WATERSHED MANAGEMENT COMPONENT
(PROJECT No.320-0404) USAID/GUATEMALA

INTRODUCTION

Pursuant to 22 CFR Section 16, the USAID/Guatemala Mission
completed an Initial Environmental Examination for the newly
proposed project "Community Natural Resource Management, (No. 520-
0404)" a six million dollar 4-year program designed to continue the
watershed management component of the HAD ‘II Project (No. 520-
0274). The new Project Description includes three components:
Integrated Watershed Management; a special fund for Private
Technical Assistance (FEAT) and Natural Resource Management Policy.

For the four million dollar Watershed Management Component,
USAID/Guatermala recommended that no environmental review needed to
be taken since in general, the component will carry out many of the
same activities implemented undexr the HAD II Project, which had
already completed an Environmental Impacts Assessment containing a
lengthy set of mivigation measures for foreseen negative impacts.
USAID/Guatemala related that Components 2 and 3 (FEAT and Policy)
are to provide technical assistance that will promote sound natural
resource management and that no field activities nor purchase of
commodities were envisaged undér these latter components. AID/
Guatemala therefore requested a categorical exclusion according to
Section 216.2 (¢) (2) (i) of 22 CFR. Based on those arguments, the
Mission recommended on 12/21/92 that the new project be given a
negative determination requiring no further environmental review.

On January 27, 1993, the LAC/DR/E Washington DC issued an
Environmental Threshold Decision (LAC-IEE-93-08) attached as Annex
1 acknowledging the potential value of the HAD II Project EA, and
stated that prior to approval for the uze of this EA for watershed
management activities under the new project, the document should be
evaluated to assess its strengths and weaknesses and discuss how
recommended mitigations could be applied to the Community Natural
Resource Management Project. Moreover, the analysis of the HAD II
Environmental Assessment should espacially focus on the successes
and failures of the mitigations based on the analysis. The
mitigations should be incorporated into the new project design.
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Monitoring plans for the new project should be develcped.
Components 2 and 3 were categorically excluded. Finally, LAC/ER/D
mancdated that the project cannot involve the procurement or use of
pesticides nor support for procurenent of equipment or for
activities that could lead to deforestation without first receiving
the LAC Bureau Environmental Officer’s approval of the appropriate
Environmental Assessments.

The Individual Scope of Work for the Environmental Specialist
for the preparation of the project paper and environmental
assessment of the 520-0404 Project (see annex 2) listed 4 areas
where negative environmental effects may be related to Project
activities. The areas are: 1) Pesticide contamination. 2) Soil
and water quality changes arising from intensive cultivation and
use of high doses of chemicals, 3) Soil and water conservation, and
4) Homogeneous plantaticns and secondary forest management. 1In
addition, the Scope of Work stated that the EA shall include:

- Identification of the potential problems related to pesticide
and fertilizer use, and other potential impacts resulting from
Project activities;

- Evaluation of the environmental, economic and social costs and
benefits of the current practices related to these activities;

- Recormendations of specific measures to mitigate the potential
negative environmental impacts under the Projact;

- Evaluation of institutional capabilities, laws and
regulations, and constraints for effective implementation of
recommended reasures.

The Regional Environmental Advisor was requested by the
USAID/Guatemala Office of Rural Development to perform these
duties. .

I. HAD ENVIRONMENTAL ASSESSMENT REVIEW

The 363 page Environmental Assassment for the HAD II Project
dealt with the multifaceted project in a reasonable manner and
produced a wida gpsctrum of suggested environmental mitigations to
be followed (see condensed mitigations Annex 3). Following the
format requirad by 22 CFR for Environmental Assessments, the HAD II
EA is sufficient for the new project in its descriptions of sites,
description of alternatives, descriptions of most environmental
implications within the project area and description of most
potential foreseeable impacts brought about by pesticide use. The
HAD II Environmental Assessment lacked an adequate consideration of
the population explosion currently occurring in Guatemala and its
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implications to the success :of mini-irrigation in the current land
tenure situation, as related to accelerated deforestation, and
natural resource depletion.

The document also was incorrect in its analysis in several

points, inciuding:

1)

2)

3)

4)

The HAD II EA is incorrect when it states that wild fauna
populations are small and scarce in the project area. Sizable
populations of birds exist in the project area, for example of
ecologically important black valtures, boat-tailed grackles,
swallows, various species of parrots, migratory robins and
other thrushes, a complex of migratory warblers, orioles,
woodpeckers, sparrows, owls, bhawks, etc. These avian
populations are extremely important ecologically and are
particularly sensitive to pesticide contamination and habitat
loss.

Avian fauna populations are under siege in Guatemala by
habitat loss, and the project should implement protection of
critical habitats, especially streamside plant communities and
older forest and chaparral stands. A pesticide monitoring
mitigation is recommended in the food chain as a consequence
(see Table 1, item 6). ,

The HADS II EA stated that long fallow periods will degrade
agricultural soils. This is incorrect unless the fallow soils
are devoid of vegetation. Fallowing (rest) is an important
traditional component of agriculture and IPM, as the absence
of crops is important for nutrient recovery, soil friability
and reduction of pests. Constant agricultural use, on the
other hand, is zonsidered to be a form of soil resource mining
if not spaced by fallow periods. Fallowing even for short
pericds should therefore be a recommended IPM practice in the
project.

In almost all of the Guatemalan highlands, the land was
originally natural forest. Therefore the statement that "100%
of the irrigated area had been previocusly used for agriculture
or livestock® is only partially true, since all agricultural
and livestock lands in the project area were originally dense
forest. In fact, the majority of agricultural lands on steep
slopss under the HAD II project have only recently been opened
up to cultivation, and are not a part of the ancient Mayan
agricultural scene.

"production increases in area with small irrigation reduce the
pressure to convert forest land to agricultural uses" is trge
only with a static population. Therefore the HAD II EA 1is

. incerrect when it says the production increase is a positive

impact since increased production indirectly causes
deforestation through augmenting population increases.
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III. CNRM TECHNICAL PROPOSAL REVIEW
DRAFT DATED MARCH, 1993

The purpose of the Integrated Watershed Management Component
of the Projest is “to provide appropriate technical assistance to
small farmers in 20-30 selected upper watersheds, in order that
they stabilize and gradually improve the management and
productivity of local scil, water, and forest resources to improve
their livelihood, favorably impact the overall condition of the
watershed and trigger z maximum of downstream benefits." The
activities would tend to continue to protect the mini-irrigation
projects established during the HADs projects and the Small Farmers
Diversification Project.

The component.’s final geals are to: 1) Establish an installed
capacity at the community level within up to thirty selected
watersheds so that their natural resources may be managed in an
economically and ecologically sustainable manner over the longer
term; 2) Increase the productivity in a sustainable fashion, of
4,500 small holdings, the application of appropriate farm and
forest management technigues, thereby contributing directly to the
socio~economic well-being of 27,000 rural Guatemalans.
Intermediate goals for 1997 include established demonstration
watersheds, improved farm and forest productivity, increased farm
plantations and increzsed environmental awareness. The Components
sub-components are: 1) Community Diagnousis, Organization and
Training, 2) Watershed Management, 5) Environmental Education, and
6) Rural Economic Programming.

Following the format of the Scope of Work, the following
categories of potential environumental impacts are identified.

A - IDENTIPICATION OF TEE POTENTIAL PROBLEMS RELATED TO PESTICIDE
AND FERTILIZER UBE, AWD UTEER POTRENTIAL IMPACTS RESULTING YFROX
PROJECT ACTIVITIES. )

i. Pesticides: The HAD II EA will for the most part suffice for
pesticide mitigations. The project should continue with the
mitigations listed in Tables 1 and 2). HAD II activities created
a thorough nmechanism for r&tional pesticide use as have other
projects such as the AID/Guatemala smull farmer coffee project, and
ROCAP’s RENARM and EXITOS projects. These collective mitigations
are in placoe and CARRE should rely on them during the project (sez
Annex 3). (FEAT cannot recommend pesticides that are not EPA -

approved).

ii. watershed Managemeat: Integrated watershed management impacts
in terms of soil and watar conservation will mostly be mitigated
through correct soil conservation projects already sufficiently
described in the Project Paper. The creation of farm management
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plans and watershed management plans in themselves will tend to
convince farmers to incorporate conservation measures on their
properties. If the stated goals uZ "NRM are reached by the end of
the Project, the overall impacts t¢ the environment will be
improvements over the current situation.

The potential environmental impacts of CNRM will be similar to
those of the HAD II project since the project will be implemented
mostly in the same or similar watersheds with the same or similar
activities except the new project will not construct new mini-
irrigatiocn systems. Indirect but potentially significant negative
effects will come about as adjacent farmers not reached by HAD II
or the new project install new irrigation systems which may deplete
soil resources and water supplies outside the contrcl of <the
Project. This has already happened in some cases (eg. in
Momostienango, 1986, where farmers living at high altitudes in
project watersheds were not included in the HAD I project decided
to divert irrigation water for their own purposes and thus shut off
the water to irrigated Project fields below. The CNRM Technical
Proposal stresses the importance of complete watershed management
plans, and such planning should tend to reduce this kind ¢f impact.
The HAD II EA also stataed that mini-irrigation sites which do not
practice soil conservation have the tendency to suffer significant
soil erosion. Likewise, terraces that have already been
congtructed in the project watersheds or new terraces to be
constructed muet be sccompanied by a clear and formal understanding
about the basic necessities of terracs maintenance, since terraces
without maintenance are wvorse than no terraces at all. Numerous
terraces constructed under the HAD I project lacked this
understanding in the communities and among local farmers, and in
many examples, the erosion from neglected terraces is now
significant. Worse, in many sites in the western highlands
terraces exist which were constructed properly, but not maintained,
and many of them are now being torn down by the very farmers who
built them. This must not be pernitted within the new project.
The mitigatory measures for maintaining and improving terraces in
the new project are describad by CARE, where individual farm plans
will be prepared to help farmers manage their lands better. These
plans must include the description of existing or planned terraces,
and maintenance procedures. If situations occur where terraces
will be built or exist on public lands in the project area, the
individual government bodies must be convinced to delegate
responsgibility for maintenance to committees or individuals in the
community in return for farming concessions on those terraces.
This kind of education and incentives should conserve and improve

terrace infrastructurs.

iii. Forost Management: At the same time, farmers who have access
to forested lands in project watersheds, but who are outside of the
project influence, may be persuaded by market demands to clear
their forests and convert over to mini-irrigation. This has been
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cbserved frequently in at least 11 Guatemalan Departments by the
author since at least 1986 where primary forests (definition = the
only forests in the area) are cut and transferred into corn milpa
being dislocated by Non Traditional Agricultural Export crops, and
often after several years, these new milpas are converted to NTAE
crops themselves. The mitigations for this negative impact, which
is significant in Guatemala, require that the populace be educated
in terms of ecosystem holding capacity, marketing of produce, and
integrated watershed management, and to strengthen DIGEBOS and
DIGFSA influence.

Some forested lande within the project arza should not be
managed on a sustained yield basis for timber products. These
lands have greater value as fully protected watersheds, thus
rendering a sustained yield of water. These areas within the
selected watersheds should be identified and protected. On the few
publicly owned lands in this categories, the Project should work
with local cgovernments to draw up and follow watershed management
plans to protuct them as much as possible. In terms of privately
cwned parcels under this category, the project should make
landowners awars of the situation during the formulations of
individual farm management plans, and creatively work out
incentives for conservation scasements needed to protect the
watersheds at large. Likewise, such areas which are most useful as
protected lands should be replanted where necessary in a mix of
species, especially native species which can ba coppiced out, in
cage it is not politically feasible within the project to
“preserve® these critical watershesds. Thus, at least the roots
will be maintained retaining a significant portion of the soil.

iv. Bocial Implications. It is important not to limit women’s
roles away from agriculture and forestry. Women in the highlands
of Guatewala play important and indispensable roles in Guatemalan
agricuiture and forestry in field preparation, sowing, weeding,
fertilization, pesticide application, harvesting, proceseging,
transport, storage and cooking of agricultural products. Women
haul equipment to the woods gathering firewood and haul it home.
Then they split the firewood and cook with it, alongside their men.
The project must not try to compartmentalize activities by gender
based on scme extra-cultural mnisconception of what may be perceived
as "cultural acceptability” for women’s activities.

Although it is important to attempt to improve yields on small
parcels of lands, trying to convince farmers to stay on their
micro-parcels of land "no matter how small they are" may be
devastating both to the culture, economy and environment. Per se,
there is nothing wrong with migration to the cities if there is
space and work in urban areas. Places to migrate to become
critical, but there are certain cities in Guatemala better than
others to migrate to for work. With reported employment shortages
in assembly plants for electronics and clothing in Chimaltenango
and Quetzaltenango, perhaps a new USAID project should address
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employmant needs and migration patterns. Besides, it is a given
that the small parcels of land are inadequate presently to support
the populace in the countryside as witnessed by the perennial and
not diminishing migration to the lowlands to harvest and cultivate
traditional export commodities.

Which brings the discussion to the population explosion now
occurring in Guatemala. With a 22 year doubling time predicted for
the nation, and even less in the countryside where families have
insufficient faun.ly planning, counseling and access to technical
assistance, the population of Guatemala is estimated to grow from
9.7 million in 1992 to 11.38 million by 1997, an increase of 1.68
million people. These estimates, according to a recent Science
article (1952), are probably significantly too conservative. it is
known from surveys on the Small Farmers Diversification Project,
that the first indicator of project success is increased madicine
purchases; purchases aimed primarily at preventing and curing
childhood diseases, especially intestinal diarrhea and other
parasites. If the project meets its goal to increase income for
farming families, the ever increasing number of surviving children
will create additional significant demands on all environmental
resources, which will tend to overwhelm any advances and progress
made by the Project. Thus, to mitigate this situaticn partially in
its own due responsibility, the Project must incorporate a family
planning -~ child spacing component in its environmental education
component from other on-going CARE, GOG and USAID projects.
Precedent exists for this mitigation in CARE‘’s Rural Water and
Health Project (Project No. 520~0408). If CARE’s 0408 sites are
within the selected watersheds, then the mitigation is already in
place. If not, CARE should be required to include the new
watersheds within their sphere of influence from the 0408 project.

B. EVALUATION OF THEE ENVIROIGIENTAL, ECONOMIC AND S8OCIAL COS8TS8 AND
BENEFITO OF THEE CURRENT PRACTICES RELATED TO THESBE ACTIVITIES.

The HAD II EA should be sufficient for this item. The project
is specifically aimed at environmental conservation, improving the
economies of small farmara, and improving social intcractions.
Suffice it to say thst no mitigation measure suggested in this
document will be a burden to the project. To the contrary, the
suggestions will inprove the project based on many years of
actualization in the project area.

cC. RECOMMNENDATION OF SPECIFIC MERSURES TO KITIGATE THE POTENTIAL
NEGATIVE ENVIRONMENTAL INPACTS UNDER THE PROJECT.

Table 1 contains a list of mitigations drawn from interviews
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during the axercise to create the Project Paper. Table 2 contains
a list of mitigations taken frox the HAD II EA which are directly
applicable to the CNRM project.

TABLE 1

SUGGESTED MITIGATION MEASURES FORK CNRM PROJECT

1)

2)

3)

4)

5)

6)

7)

8)

9)

Continue implementation of certain mitigation measures under
HAD II EIA. (Table 2).

The CNRM Program must interface with existing AID and other
Family Planning and Child Health prograus as a component of
the environmental education programs of CARE to disseminate
child health, and child spacing information.

Continue with strong interaction of pesticide/IPM component of
RENARM Project, but include traditional agriculture aspects of
IPM as well, such as crop rotation, and fallowing.

Provide retail agrichemical outlets in and near project
watersheds with Technical Assistance in pesticide management
for local communities.

FEATS cannct rezcommend pesticides that are not USEPA -
approved.

Perform periodic measuring of environmental pesticzide loads in
the dry season (Feb - April) using bioindicatore such as boat-
tailed grackles or turkey vultures or mother’s milk plus water
and soils, since HAD II indicated scil contaminaticn during
the rainy seascon. This monitoring activity should be kept
simple, relatively inexpensive a2nd applicable to pragmatic
solutions. The Office of the Regional Envirconmental Officer
could lend technical assistance in the deszign of such a
monitoring systen. Locel Guatemalan pesticide residue
laboratories currently have the capacity to assess soll, water
and tissue samples. » budgetary line item in the Praject
should be astablishad for completion of this monitoring.
Ectimated costs should neot excned $3000-$5000 every other year
during the life of the project (Total maximum of $10,000).

Continue with roadside stabllization plantings with willow
(8alix), Aliso (Alnus), Ervthryna, etc. Use native spacies

whera possible.

Continue with sufficient Technical hssistance on irrigation
activities to prevent excessive runoff and soil saturation.

Continue with courses on maintenance on irrigation systems,

"
.
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10)

11)

12)

13)

14)

15)

16)

17)

springs,and other components of existing irrigation.

In 1landsa under mini irrigation for 5 years or more,
comparative tests should be made for nutrient content and
salinity.

Terraces need to be maintained for long term. Community
Policy for terracez m2intenance responsibility and training
need to be accomplished.

Same with 1living barriers. Grass species should be
appropriate species that have multiple usaes (such as vetiver

grass).

Same with living fences and dividers. Should include as many
species as possible. Link to Madelefia Project.

Fruit work to build upon AID-DIGESA fruit improvement
programs. Existing fruit varieties within community nurseries
should be gradually replaced with improved varieties. If not
possible, apples should be phased out of program and not hbe
included in the agroforestry program due to their special
grafting and disease control requirements.

Some forest stands should not be managyed on a sustained yield
basis of timber products. They have greater value asg
protected water sheds (sustained yield of water) than timber.
These watersheds should be identified and protected.

Even though certain philosophies of forest management declare
that the only way to keep forest stands intact is to use them
in a sustainable manner, certain stands, eg. those growing on
near verticzl slopes are impossible to 1., safely with
available technologies. Therefore, tais mitigation
suggestion, as amplified in the text, recommends that means be
sought on public and private lands to provide incentives for
the preservation of certain forested blocks which fall under
this category. .

During forest management, practicing clear cutting and block
cutting are to be avoided. Purchase of chainsaws and other
extracticn and processing equipment for timber management must
be accompanied by a specific tirber management pian based on
sustained yiald per watershed before purchases are permitted

for the project.

Forest Management and Farm Management. Before exotic species
are introduced into the watershed for planting or for nursery
establishment and improvement, the plant material must be
inspected by authorized professionals for plant health.
Diseased or infested stock should be destroyed before
introduction of said materials into Project watersheds.
Exotic fruit tree stock is to be included in this category.

9



18)

During program monitoring and evaluation, compliance with
mitigations should be determined and adjustments made if
necessary as determined by Mission Environmental Officer or
Regional Envircnmental Advisor.

TABLE 2

HAD I ENVIRONMENTAL MITIGATIONS APPLICABLE

1)

2)

3)

2)

TO CNRM PROIECT

Develop an integrated pest/pesticide management and
agromedical component sequel to HAD-II.

Improve the integrated watershed management and soil

conservation perspective at all levels of implementation.

Maintain a high level of awarenesas cf wildlands/bicdiversity
conservation through selection of non-residual pesticides,
snall irrigation sites and forest management practices.

intearated Peg!

a) Use and up date HAD II list of pesticides based on
USEPA registration status, risk of acute
intoxication, chronic health problems and
successful diversified agriculture requirements.

b) Use and up date HAD II list of crops for which the
most IMP technology exists, or that are pesticide~
cost effective.

c) Use handbooks prepared by USAID HADS, and RENARM of
all EPA approved pesticides, including their common
usee, chemical names application rates and
techniques, pest controlled required protection
squipmant, poisoning symptoms, first-aid care and
clinical treatment. Use a list of Public Health
clinics by locality.

a) Set up an environmental monitoring program,

including & system of verifying that CNRM
beneficiaries are aware of pesticide-use hazards.

wildlands/biodiversity componernt;

a) The CNRM Project will use HAD II generated maps of
protected/unique areas/habitats and with lists of
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rare/endangered species available and exert a
vigilance to avoid possible jeopardy of these rare
and unique natural wildlife resources.

b) . Small irrigation sites should not be located in the
direct vicinity of protected and unique habitats.

c) Make pesticide use in the area of protected/unique
habitats possible only under the auspices of an
active IPM program.

COMPLIANCE WITH SECTIONS 118 AND 119 OF THE
FOREIGN ASSISTANCE ACT.

Section 118 ¢f the FAA seeks to protect tropical forests and
biodiversity in developing countries.

The CICP/ECOTECNIA EA team has reviewed the HAD Amendment and
finds it fitting with the spirit of Section 118 of the Foreign
Asgistance Act. Howvever, some specific implementation documents
fail to carry through the spirit of Section 118. for example,
within the land and water use component no activity is included to
manage or protect natural areas or valuable genetic resources.

b) Land Tenurs:

The HAD project should pay attention to land tenure
and farm simple land tenure methods, especially farmer-
owned, communal or assoclated production lands. Rented
or colonized lands could place obstacles to the
objectives of the project.

D. EVALUATIONM oF IﬂSTITUTIdERL CAPABILITIESB, LAWS AND
REGULATIONS, AND CONETRAINTS YOR EFFECTIVE IMPLEMENTATION OF

RECOMMENDRD XEAEURES.
The HAD II EA gufficiently evaluated these itens.
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ANNEX 7 - DETAILED FINANCIAL TABLES & PROCUREMENT PLAN

Table 1 Illustrative Financial Plan

Table 2 Summary Cost Estimates and Financial Plan

Table 3 Projected Expenditures by Fiscal Year
Table 4 Budget of AID Contribution of MICUENCA romponent

Procurement Plan.
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lllustrative Financial Pian (US $ 000)

Table 1

Community Natural Resources Management Project

by Project Activities

A.l.D. GRANT ICARE/OTHEH _ TOTAL
Project Elements/Activities Current Future LOP LOP LoP
Obligation | Obligations Costs  Contributions| Cosis
Integrated Watershed Management 2048.0 2152.0 4200.0 1610.3 5810.3
TOTAL 2048.0 2152.0 4200.0 1610.3 5810.3

CNRMT1V3.WK3 4/1393,revised 5/17/93 and 6/193. Totzls may not exactly add due to rounding.




Table 2

Community Natural Resources Management Project
Summary Cost Estimates and Financial Plan

($ 000)
A.l.D. GRANT ICARE/OTHEH  TOTAL
Project Elements/Activities Local Foreign Total LOP LOP
Currency | Exchange Costs ontributions{  Costs
Integrated Watershed Management 3066.5 1133.5 4200.0 1610.3 5810.3
TOTAL 3066.5 11335 4200.0 1610.3 5810.3

CNRMT2V3.WK3 4/13/93,revised 5/15/93 and 8/16/93. Totak may not exactly add due to rounding.



Projected Expendltures by Pro;ect Year

($ 000)
YEAR 1 YEAR2 YEART 4 TOTAL
[Project Elements/Activiies USAD [CARE/OT. | USAID [CARE/OT. | USAID |[CARE/OT.| USAID [CARE/OT.| USAID |CARE/OT.
integrated Watershed Management 1464.5 390.4 983.0 374.3 901.7 445.6 850.8 400.0/ 4200.0| 1610.3
TOTAL 1464.5 390.4 983.0 374.3 801.7 445.6 850.8 400.0] 4200.0| 16103

t
CNRMTIVIWEK3 4/1¥93, revised /16/93. Figures may not exacily add dus to rounding in this and otber tables.




Table No. 4

Community Naural Resources Manage ment Project

CARE Compornient

{S000)

Project Activities Year 3 Year 2 Year 3 Yoar 4 Total
Line ltermns

Internationa! Staft

1 Sector Coordinator (25%) 7,200 7,200 7,200 7,200 28,800

1 Project Managar (100%) 26400 26400 28400 26400 105,600
Sub-Total 33,600 33,600 33,600 33,600 134,400
Benefit & Allowances 56,558 56,558 56,558 56,558 226,232
Totsl Intemational Staft 90,158 30,158 90,158 90,158 360,632
National Staft
Salaries 149,520 148,520 149,520 148,520 598,08
Benefis 74 487 74,487 74,487 74,487 297,948
Total National Staft 24007 24007 224007 24007 8960
Total Salaries & Benefits 314,165 314,165 314,185 314,165 1.2,660
Consultancies
FEAT 180008 180,008
Micro watersheed Tech 85,500 43,500 43,500 43,500 216,000
Alir Tickets 3,000 3,000 8,000 3,000 12,000
Total Consultancies 268,508 46,500 46,500 46500 408,008
Staff Training 24,000 17,900 14,400 14,400 70,700
Workehops for Promoters &
Peace Corp Volunters 9,800 5,600 6,000 6,400 27,600
Workshops for participants 43,750 43,750 48,000 §2,500 189,000
Total Training 72350 57250 68400 73200 287,300
Commoditiea
Forrest equipment 6,000 6,000
Educational Equipment 5,750 43,000 38,000 41,800 188,550
Computers 37,500 11,550 8,550 57,600
Office Equipment 12,800 12,800
Total Commodities & Vehicies 122050 54550 48550 41800 264950
Special Fund for TA. (FEAT) 189800 127,000  §5000 18400 400000
Travel & Perciem 26391 26391 26391 26527 105700
Opersational Costs 223,585 223,585 223,565 223,565 854,260
Sub Total Cere 1,221,629 859,421 791,571 744,121 3616878
CARE ind.cost recov.(7.6%) 92,844 65,318 60,159 56,553 274,883
Total CARE 1314473 924737 851730 800,674 3891761
RESERVED TO AID
PSC, Project Officer Aslatant $0,000 50,000 §0,000 50,000 200,000
Monitoring & Evalustion system design 100,000 100,000
Total Resarved to AID 150,000 50,000 50,000 50,000 300,000
GRAND TOTAL PROJECT 1464473 974737  20L730  B50674 4191761
ROUNDED TO 4,200,000 |




i

PROCUREMENT PLAM

COMNODITIES Unit Total YEAR RGENT SOURCE
ITEM Price
Mo. (ussg) (U88)
Integrated 6 Slides projector 1,000 6,000 94 CARE USA
Watershed Forest equipment 6,000 94 CARE | USA/GER
Manageament 3 VCR TV 1,000 3,000 94 CARE | USA/JAP
3 Electric plants 850 2,550 94 CARE USA
Materlals, tools 105,000 94/97 CARE | USA/GUA
Promotional
Materials 30,000 94 /97 CARE GUA
4 Cameras 35 mm 300 1,200 94 CARE USA
Aerials Photographs 10,000 94 CARE GUA
NI AN _

U: \ONARMPUB \ DOC'S\ CNRMPP\ CNRNTABL. 522
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SC(2) = PROJECT ASSISTANCE CHECKLIST

Listed below are statutory
criteria applicable to the
assistance resources
themselves, rather than to the
eligibility of a country to

receive assistance. This
section is divided into three
parts. Part A includes

criteria applicable to both
Development Assistance and
Econonmic Support Fund
resources. Part B includes
criteria applicable only to
Development Assistance
resources. Part C includes
criteria applicable only to
Economic Support Funds.

CROSS REFERENCE: IS COUNTRY
CHECKLIST UP TO LATE?

A. CRITERIA APPLICABLE TO BOTH
DEVELOPMENT ASSISTANCE AND
ECONOMIC SUPPORT FUNDS

1. Host Country
Development Efforts (FAA
Sec. 601(a)): Information
and conclusions on whether
assistance will encourage
efforts of tha country to:
(a) increase the flow of
international trade; (b)
foster private initiative
and competition; (c)
encourage development and
use of cooperatives, credit
unions, and savings and

loan associations; (d)
discourage monopolistic
practices; (e) improve

technical efficiency of

Yes

Improved techniques are
likely to result in
increased agriculture
export production.

Extensions services
will target small,
private farmers.

N/A
N/A

Improved natural
resources management
will result in
increased economic



industry, agriculture, and
commerce; and (£)
strengthen free labor
unions.

2. U.8. Private Trade and
Investmaent (FAA Sec.
601(b)): Information and
conclusions on how
assistance will encourage
U.S. private trade and
investment abroad and
encourage private U.S.
participation in foreign
assistance programs
(including use of private
trade channels and the
services of U.S. private
enterprise).

3. Congressional
Notification

a. General requirement
(FY 1993 Appropriations Act
Sec. 522; FAA Saec. 634A):
If money is to bs obligated
for an activity not
previously Jjustified to
Congress, or for an amount
in excess of amount
previously Jjustified to
Congress, has Congresse been
properly notified (unlesa
the Appropriations Act
notiffcation requirement
has be@en wvaived because of
substantial risk to human
health or walfare)?

b. N¥otice of new account
obligatioa (FY 1993
Appropriations Act Sec.
.514): If funds are being
obligated under an
appropriation account to
which they vere not
appropriated, has the
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returns of agricultural
production in
Guatemala.

N/A

A CN will be submitted prior to
obligation.

N/A



President consulted with
and provided a written
justification to the House
and Senate Appropriations
Committees and has such
obligation been subject to
regular notification
procedures?

c. Cash transfers and
nonproject sactor
assistance (FY 1993
Appropriations Act Sec.
571(b) (3)): If funds are to
be made available in the
form of cash transfer or

nonproject sector
assistance, has the
Congressional notice

included a detailed
description of how the
funds will be used, with a
discusaion of U.Ss.
interests to be served and
a description of any
economic policy reforms to
be promoted?

4. Bnginecering and
Pinancial Plars (FAA Sec.
611(a)): Prior to an
obligation in excess of
$500,000, will there be: (a)
engineering, financial or
other plans necessary to
carry out the essistance;
and (b) a reavonally firm
estimate of the cost to the
U.S. of the assistance?

5. Legislative Action
(FAA Sec. 611(a)(2)): 1If
legislative action is
requirad within recipient
country with respect to an
obligation in excess of
$500,000, what is the basis
for a reasonable

N/A

N/A

N/A
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expectation that such
action will be completed in
time to permit orderly
accomplishment of the
purpose of the assistance?

6. Water Resources (FAA
Sec. 611(b); FY 1993
Appropriations Act Sec.
501): If project is for
water or water-related land
resource construction, have
benefits and costs been
computed to the extent
practicable in accordance
with the principles,
standards, and procedures
egstablished pursuant to the
Water Resourcez Flanning
Act (42 U.S.C. 1962, et
seg.)? (Ses A.I.D.
Handbook 3 for guidelines.)

7. Cash Tranafer and
S8ector Assistance (FY 1993
Appropriations Act Sec.

571(b)): will cash
transfer or nonproject
sector assistance be

maintained in a geparate
account and not commingled
with other funds (unless
such requirements are
waived by Congressional
notice for nonproject
sectar assistance)?

8. Capital Assistance
(FAA Sec. 61l1(e)): It
project is capital
assistance (&e.9..,
construction), and total
U.S. assistance for it will
exceed $1 million, has
Mission Director certified
and Regional Assistant
Administrator taken into
consideration the country’s

N/A

N/A

N/A
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capability to maintain and

utilize the project
effectively?

9. Multiple Country
Objectives (FAA Sec.
601(a)): Information and
conclusions on whether
projects will encourage

efforts of the country to:
(a) increase the flow of
international trade; (b)
foster private initiative
and competition; (c)
encourage development and
use of coop:ratives, credit
unions, and savings and
loan associations; (d)
discourage monopolistic
practices; (e) improve
technical efficiency of
industry, agriculture and
commerce; and (f£)
strengthen free labor
unions.

10. U.8. Private Trade
(FAA Sec. 601(b)):
Information and conclusions
on how project will
encourage u.s. private
trade and investment abroad
and encourage private U.S.
participation in foreign
assistance programs
(including use of private
trade channcls and the
services of U.S. private
enterprise).

11. Local Currencies

a. R o ocipdident
Contributions (FAA Secs.
612(b), 636(h)): Describe
steps taken to assure that,
to the maximum extent
possible, the country is

Page 5 of 43

N/A
N/A

GOG counterpart will cover
recurrent costs under the
policy component. It iw

anticipated that PL-480 Title I
local currencies will be made
available for che watershed



contributing local
currencies to meet the cost
of contractual and other
services, and foreign
currencies owned by the
U.S. are utilized in 1lieu
of dollars.

b. U.8.-0Owned currency
(FAA Sec. 612(d)): Does
the U.S. own excess foreign
currency of the country
and, if so0, what
arrangements have been made
for its release?

c. geparate Account (FY
1993 Appropriations Act
Sec. 571). If assistance
is furnished to a foreign
government under
arrangements which result
in the generation of local
currencies:

(1) Has A.I.D. (2)
required that local
currencies be deposited in
a separate account
established by the
recipient government, (b)
entered into an agreement
with that government
providing the amount of
local currencies to be
generated and the terms and
conditions under which the
currencies so deposited may
be utilized, and (c)
established by agreement
the responsibilities of
A.I.D. and that government
to monitor and account for
deposits into and
disbursements from the
separate account?

Page 6 of 43
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(2) Will such local
currencies, or an
equivalent amount of local
currencies, be used only to
carry out the purposes of
the D& or ESF chapters of
the FAA (depending on which
chapter is the source of
the assistance) or for the
administrative requirements
of the United States
Governnent?

(3) Has A.I.D. taken all
appropriate steps to ensure
that the equivalent of
local currencies disbursed
from the separate account
are used for the agreed

purpoases?

(4) It assistance is
terminated to a country,
will any unencumbered
balances of funds remaining
in a separate account be
disposed of for purposes
agreed to by the recipient
government and the United
States Government?

12. Trade Restrictions

a. surplus Commodities
(FY 1993 Appropriations Act
Sec. 520(a)): It
assistance is for the
production of any commodity
for axport, is the
commodity likely to be in
surplus on world markets at
the time the resulting
productive capacity becomes
.operative, and is such
agsistance likely to. cause
substantial injury to U.S.
producers of the sanme,
similar or competing

N/A
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commodity?

b. Textiles (Lautenberg
Amendment) (FY 1993
Appropriations Act Sec.
520(c)): will the

assistance (except for
programs in Caribbean Basin
Initiative countries under
u.s. Tariff Schedule
"Section 807," which allows
reduced tariffc on articles
assembled abroad from
U.S.-made components) be
used directly to procure
feasibility gstudies,
prefeasibility studies, or
project profiles of
potential investment in, or
to assist the establishment
of facilities specifically
designed for, the
manufacture for export to
the United States or to
third country markets in
direct competition with
U.S. exports, of textiles,
apparel, footvear,
handbags, flat goods (such
as wallets or coin purses
worn on the person), work
gloves or leathsr wearing
apparel?

13. Tropical Forests (FY
1991 Appropriations Act
Sec. $s33(c)(3)(as
referenced in. section
532(d) of the FY 1993
Appropriations Act): Will
funds be used for any
progran, project or
activity which would (a)
result in any significant
loss of tropical forests,
or (b) involve industrial
timber extraction in
primary tropical forest

No

No

Page 8 of 43
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areas?

14. PVO Assistance

a. Auditing and
registration (FY 1993
Appropriations Act Sec.
536): If assistance is

being made available to a
PVO, has that organization
provided upon timely
request any document, file,
or record necessary to the
auditing requirements of
A.I.D., and 1is the PV)
registered with A.I.D.?

Punding sources (FY
1993 Appropriations Act,
Title II, under heading
"Private and Voluntary
Organizations®): It
assistance is to be made to
a United States PVO (other
than a cooperative
development organization),
does it obtain at least 20
percent of its total annual
funding for international
activities from sources
other than the United
States Government?

b.

15. Project
Documentation
(State Authorization Sec.
139 (28 interpreted Dby
conference report)): Has
confirmation of the date of

igreenent

signing of the project
agreement, including the
amount involved, been

cabled to State L/T and
A.I.D. LEG within 60 days
of the agreement’s entry
into force with respect to
the United States, and has
the full text of the

Page 9 of 43
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agreement been pouched to
those same offices? (See
Handbook 3, Appendix 6G for
agreements covered by this
provision).

16. Metric system (Omnibus
Trade and Competitiveness
Act of 1988 Sec. 5164, as
interpreted by conference
report, amending Metric
Conversion Act of 1975 Sec.
2, and as implemented
through A.I.D. policy):
Does the asgsistance
activity use the metric
system of measurement in
its procurements, grants,
and other business-related
activities, except to tha
extent that such use is
impractical or is likely to
cause significant
inefficiencies or 1loss of
markets to United States
firmse? Are bulk purchasas
usually to be made in
metric, and are components,
subassemblies, and
semi-fabricated materials
to be specified in metric
units when economically
available and technically
adequate?

Will A.I.D. specifications
use metric units of measure

fronm the earliest
programmatic stages, and
from the earliest
docunentation of the

assistance processes (for
example, project papers)
invelving quantifiable
measurements (length, area,
volume, capacity, mass and
weight), through the
implementation stage?

Yes
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17. Women in Development
(FY 1993 Appropriations
Act, Title 11, under
heading "Women in
Development") : will
assistance be designed so
that the percentage of
women participants will be
demonstrably increased?

18. Regional and
Multilateral Ansistance
(FAA Sec. 209): Is
assistance more efficiently
and effectively provided
through regional or
multilateral organizations?
If so, why is assistance
not 80 provided?
Information and conclusions
on whether assistance will

encourage developing
countries to cooperate in
regional development
programs.

19. Abortions (FY 1993
Appropriations Act, Title
II, under heading
"Population, DA," and Sec.
524):

a. Will  assistance be
made available to any
organization or program
which, as determined by the
President, supports or
participates in the
management of a program of
coercive abortion or
involuntary sterilization?

b. Will any funds be used
to lobby for abortion?

20. Cooperatives (FAA Sec.
111): Will assistance help
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No -

N/A

N/A

N/A

Assistance will target rural
communities.
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-

develop cooperatives,
especially by technical
assistance, to assist rural
and urban poor to help
themselves toward a better
life? :

21. U.8.-Owned
Currencies

Yoreign

a. Use of currencies (FAA
Secs. 612(b), 636(h); FY
1993 Appropriations Act
Secs. 507, 509): Are steps
being taken to assure. that,
to the maximum extent
possible, foreign
currencies owned by the
U.S. are utilized in lieu
of dollars to meet the cost
of contractual and other
services.

b. Release of currencies
(FAA Sec. 612(d)): Does
the U.S. own excess foraign
currency of the country
and, ir 80, what
arrangements have been nmade
for its raleasae?

22. Proourenent

a. 8mall business (FAA
Sec. 602(a)): Are there
arrangements to permit U.S.
small business to
participate eguitably in
the furnishing of
commodities and services
financed?

b. U.8. proocuremant (FAA
. Sec. 604(a) as amended by
section 597 of the FY 1993
Appropriations Act): Will
all procurement be from the
v.s., the recipient

Page 12 of 43
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No
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country, or developing

countries except as
otherwise determined in
accordance with the

criteria of this section?

c. Marine insurance (FAA

Sec. 604(d)): If the
cooperating country
discriminates against

marine insurance companies
authorized to do business
in the u.s., will
commodities be insured in
the United States against
marine risk with such a
company?

d. Non~-U.8. agricultural

procursament (FAA Sec.
604 (e)): If non-U.S.
procurement of agricultural
commodity or product

thereof is to be financed,

is there provision against

such procurement when the
domestic price of such
commodity is 1less than
parity? (Exception where
commodity <financed could
not reasonably be procured
in U.S.)

e. Construction or
engineering sarvices (FAA
Sec. 604(g)): will
congstruction or engineering
services be procured from
firms of advanced
developing countries which
are otherwise eligible
under Code 941 and which
have attained a competitive
capability in international
markets in one of these
areas? (Exception for
those countries which
receive direct economic

N/A

N/A -

No
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assistance under the FAA
and permit United States
firms to compete for
construction or engineering
services financed from
assistance programs of
these countries.)

) cargo preference
shipping (FAA Sec. 603)):
Is the shipping excluded
from compliance with the
requirement in section
901 (b) of the Merchant
Marine Act of 1936, as
amended, that at least
50 percent of the gross
tonnage of commodities
(computed separately for
dry bulk carriers, dry
cargo liners, and tankers)
financed shall be
transported on privately
owned U.S. flag commercial
vessels to the extent such
vessels are available at
fair and reasonable rates?

g. Technical assistance
(FAA Sec. 621(a)): It
technical assistance 1is
financed, will such
assistance be furnished by
private enterprise on a
contract basis to the
fullest extent practicable?
Will the facilities and
resources of other Federal
agencies be utilized, when
they are particularly
suitable, not competitive
with private enterprise,
and made available without
undue interference with
domestic programs?

h. U.8. air carriers
(International Air

No

Yes

Yes
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Transportation Fair

Competitive Practices Act,
1974): If air

transportation of persons
or property is financed on
grant basis, will U.S.
carriers be used to the
extent such service is
available?

i. Ternination for

conveniencas of U.8.
Government (FY 1993
Appropriations

Act Sec. 504): If the U.S.
Government is a party to a
contract for procurement,
does the contract contain a

provision authorizing
termination of such
contract for the

convenience of the United
States?

j. Consulting sarvices

(FY 1993 Appropriations Act
Sec. 523): If assistance
is for consulting service
through procurement
contract pursuant ¢to 5
U.S.C. 3108, are contract
expenditures a matter of
public record and available
for public inspection
(unless otherwise provided
by law or Executive order)?

K. Metric conversion

(Omnibus Trade and
Competitiveness Act of
1988, as interpreted by
conference report, amending
Metric Conversion Act of
1975 Sec. 2, and as
implemented through A.I.D.

policy): Does the
assistance program use the
metric systen of

Yes

Yes

Yes
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measurement in its
procurements, grants, and
other business~related

activities, except to the
extent that such use is
impractical or is likely to
cause significant
inefficiencies or 1loss of
markets to United States
firms? Are bulk purchases
usually to be made in
metric, and are components,
subassemblies, and
semi~-fabricated materials
to be specified in metric
units when economically
available and technically
adequate? will A.I.D.
specifications use metric
units of meazure from the
earliest programmatic
stages, and from the
earliest documentation of
the assistance processes
(for example, project
papers) involving
quantifiable measurements
(length, area, volune,
capacity, mass and weight),
through the implementation
stage?

1. Compatitive Selection

Procedures (FAA Sec.
601(e)): will the
assistance utilize
competitive selection

procedures for the awarding
of contracts, except where
applicable procurement
rules allow otherwise?

23. Construction

a. Capital project (FAA
Sec. 601(d)): If capital
(e.9., construction)
project, will u.s.

Yes

N/A
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engineering and
professional services be
used?

b. Construction contract
(FAA Sec. 611(c)): If
contracts for construction
are to be financed, will
they be let on a
competitive basis to
maximum extent practicable?

c. Large projects,
Congressional approval (FaA
Sec. 620(k)): If for
construction of productive
enterprise, will aggregate
value of assistance to be
furnished by the U.S. not
exceed $100 million (except
for productive enterprises
in Egypt that were
described in the
Congressional
Presentation), or does
assistance have the express
approval of Congress?

24. U.8. Audit Rights (FAA
Sec. 301(d)): If fund is
established solely by U.S.
contributions and
administered by an
international organization,
does Comptroller General
have audit rights?

25. Communist Assistance
(FAA Sec. 620(h). Do
arrangements exist to
insure that United States
foreign aid is not used in
a manner which, contrary to
. the best interests of the
United States, promotes or
assists the foreign aid
projects or activities of
the Communist-bloc

N/A

N/A

N/A

N/A
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countries.
26. HNarcotics

a. Cash reimbursements
(FAA Sec. 483): Will
arrangements preclude use
of financing to make
reimbursements, in the form
of cash payments, to
persons whose illicit drug
crops are eradicated?

b. Aspistance to
narcotics traffickers (FAA

Sec. 487): will
arrangements take "all
reasonable steps® to

preclude use of financing
to or through individuals
or entities which we know
or have reason to believe
have either: (1) been
convicted of a violation of
any law or regulation of
the United States or a
foreign country relating to
narcotics (or other
controlled substances); or
(2) been an illicit
trafficker in, or otherwise
invoelved in the {illicit
trafficking of, any such
controlled substance?

27. BExpropriatiom and Land
Reform (FAA Sec. 620(qg)):
Will assistance preclude
use of financing to
compensate owners for
expropriated or
nationalized property,
except to compensate
foreign nationals in
accordance with a land
reform program certified by
the President?

Yes

Yes

Yes
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28. Police and Prisons
(FAA Sec. 660): Will
assistance preclude use of
financing to provide
training, advice, or any
financial support for
police, prisons, or other
law enforcement forces,
except for narcotics

programs?

29. CI2 Activities (FAA
Sec. 662): Will assistance
preclude use of financing
for CIA activities?

30. MNotor Vehicles (FAA
Sec. 636(1)): will
assistance preclude use of
financing for purchase,
sale, long-term lease,
exchange or guaranty of the
sale of motor vehicles
manufactured outside U.S.,
unless a waiver is
obtained?

31. MXilitary Personnel (FY
1993 Appropriations Act
Sec. 503): Will assistance
preclude use of financing
to pay pensions, annuities,
retirement pay, or adjusted
service compensation for
prior or current military
personnel?

32. Payment of U.M.

Assessnents (FY 1993
Appropriations Act Sec.
505): Will assistance

preclude use of financing
to pay U.N. assessments,
arrearages or dues?

33. Multilateral
organisation lending (FY
1993 Appropriations Act

Yes

Yes

Yes

Yes

Ves

Yes
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Sec. 506): Will assistance
preclude use of financing
to carry out provisions of
FARA section 209 (d)
(transfer of FAA funds to
multilateral organizations
for lending)?

34. Export of Nuclear
Resources (FY

1993 Appropriations Act
Sec. 510): Will assistance
preclude use of financing
to finance the export of

nuclear equipment, fuel, or -

technology?

35. Repression of
Population (FY 1993
Appropriations Act Sec.
511): Will assistance
preclude use of financing
for the purpose cf aiding
the efforts of the
government of such country
to repress the lagitimate
rights of the population of
such country contrary to
the Universal Daclaration
of Human Rightg? '

36. Publicity or
Propaganda (FY 1993
Appropriationg Act Sec.
516): Will asaistance be
used for publicity or
propaganda purposaes
designed to support or
defeat legislation pending
before Congress, to
influence in any way the
outcome of a political
election in the United
States, or for any
publicity or propaganda
purposes not authorized by
Congress?

Yes

Yes

No
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37. Marine Insurance (FY
1993 Appropriations Act
Sec. 560): Will any A.I.D.
contract and solicitation,
and subcontract entered
into under such contract,
include a clause requiring
that U.5. marine insurance
companies have a fair
opportunity to bid for
marine insurance when such
insurance is necessary or
appropriate?

38. Exchange for
Prohibited Act (FY 1993
Appropriationsa Act Sec.
565): Will any assistance
be provided to any foreign
government (including any
instrumentality or agency
thereof), foreign person,
or United States person in
exchange for that foreign
government or person
undertaking any action
which is, if carried out by
the United States
Government, a United States
official or employee,
expressly prohibited by a
provision of United States
law?

39. Commitment of Punds
(FAA Sec. 635(h}): Does a
contract or agreement
entail) a commitmant for the
expenditure of funds during
a period in excess of 5
years from the date of the
contract or agreement?

40. Impact on U.B. Jobs
(FY 1993 Appropriations
Act, Sec. 599):

(a) Will any financial

Yes

No

No

No
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incentive be provided to a
business 1located in the
U.S. for the purpose of
inducing that business to
relocate outside the U.S.
in a manner that would
likely reduce the number of

U.S. employees of that
business.
(b) WwWill assistance be

provided for the purpose of
establishing or developing
an export processing zone
or designated area in which
the country’s tax, tariff,
labor, environment, and
safety laws do not apply?
If so, has the President
determined and certified
that such assistance is not
likely to cause a loss of
jobs within the U.S.?

(c) Will assistance be
provided for a project or
activity that contributes
to the violation of
internationally recognized
workers rights, as defined
in section 502(a) (4) of the
Trade Act of 1974, of
workers in the recipient

country?

CRITERIA APPLICABLE TO
DEVELOPMENT ASSISTANCE ONLY

1. Agricultural Exports
(Bumpers Amendment) (FY
Appropriations Act
Sec. 521(b), as interpreted
by conference report for

.original enactment): It

assistance is for
agricultural development
activities (specifically,
any testing or breeding

Page 22 of 43
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o
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feasibility study, variety
improvement or
introduction, ccnsultancy,
publication, conference, or
training), are such
activities: (1)
specifically and
principally designed to
increase agricultural
exports by the host country
to a country other than the
United sStates, where the
export would lead to direct
competition in that third
country with exports of a
similar commodity grown or
produced in the United

States, and can the
activities reasonably be
expected 10 cause

substantizl injury to U.S.
exporters of a similar
agricultural commodity; or
(2) in support of research
that is intended primarily
to benefit U.S. producers?

2. Tied Aid Credits (FY
1993 Appropriations Act,
Title II, under heading
"Economic Support Fund®):
Will DA funds be used for
tied aid credits?

3. Appropriate Technology

(FAA Sac.
107): 1Is special emphasis
placed on use of

appropriate tachnology
(defined as relatively
smaller, cost-saving,
labor-using technologies
that are generally nost
appropriate for the small
farms, small businesses,
and small incomes of the
poor)?

N/A

Yes
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4. Indigenous Needs and
Resources (FAA Sec.
281(b)): Describe extent
to which the activity
recognizes the particular
needs, desires, and
capacities of the people of
the country; utilizes the
country’s intellectual
resources to encourage
institutional development;
and supports civic
education and training in
skills required for
effective participation in
governmental and political
processes essential to
self-government.

S. Economiec Developmont
(FAA Sec. 101(a)): Does
the activity give
reasonable promise of
contributing to tha
development of economic
resources, or to the
increase of productive
capacities and
self-sustaining economic
growth?

6. 8pecial Devalopament
Emphages (FAA Secs. 102(b),
113, 281l(a)): Describe
extent to which activity
will:

(a) effectively involve the
poor in development by
extending access to economy
at local level, increasing
labor-intensive production
and the use of appropriate
technology, dispersing
investment from cities to
small towns and rural
areas, and insuring wide
participation of the poor

» Page 24 of 43
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encourage cocperation between
small farmers, local |user
groups, and government policy
makars.

Yes

Implementation of watershed
activities will be accomplished
through local user groups/small
farmers.



in the benefits of
development on a sustained
basis, using appropriate
U.S. institutions;

(b) encourage democratic
private and local
governmental institutions;

(c) support the self-help
efforts of developing
countries;

(d) promote the
participation of women in
the national economies of
developing countries and
the improvement of women’s
gstatus; and

(e) utilize and encourage
regional cooperation by
developing countries.

7. Recipient Country
Contribution (FAA Secs.
110, 124(d)): Will the
recipient country provide
at least 25 percent of the
costs of the progran,
project, or activity with
respect to which the
assistance is to be
furnished (or is the latter
cost-gharing requirement
being waived for a
"relatively least
developed® country)?

8. Benafit to Poor
Majority (FAA Sec. 128(b)):
If the activity attempts to
increase the institutional
capabilities of private
organizations or the
government of the country,
or if it attempts to

Page 25 of 43

Local organizations will be
empowered by TA and policy
dialogue.

Implementation of watershed
activities will be accomplished
through local user groups/small
farmers.

Special efforts will be made to
include women in the local user

groups.

N/A
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stimulate scientific and
technological research, has
it been designed and will
it be monitored to ensure
that the ultimate
beneficiaries are the poor
najority?

9. Abortions (FAA Sec.

104 (f) ; FY 1993
Appropriations Act, Title
II, under heading

"Population, DA," and Sec.
534):

a. Are any of the funds
to. be used for the
performance of abortions as
a method of family planning
or to motivate or coerce
any person to practice
abortions?

b. Are any of the funds
to be used to pay for the
performance of involuntary
sterilization as a method
of family planning or to
coerce or provide any
financial incentive to any
person to undergo
sterilizations?

c. Are any of the funds
to be made available to any
organization or program
which, as determined by the
President, supports or
participates in the
management of a program of
coercive abortion or
involuntary sterilization?

d. Will funds be made
available only to voluntary
family planning projects
which offer, either
directly or through

No

No

No

No
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referral to, or information
about access to, a broad
range of family planning
methods and services?

e. In awarding grants for
natural family planning,
will any applicant be
discriminated against
because of such applicant’s
religious or conscientious
commitment to offer only
natural family planning?

£. Are any of the funds
to be used to pay for any
biomedical research which
relates, in whole or in
part, to methods of, or the
performance of, abortions
or involuntary
sterilization as a means of
family planning?

g. Are any of the funds
to be made available to any
organization it the
President certifies that
the use of these funds by
such organization would

vioclate any of the above .

provisions related to
abortions and involuntary
sterilization?

10. Contract Awards (FAA
Sec. 601(e)): Will the
project utilize competitive
selection procedures for
the awarding of contracts,
except where applicable
procurement rules allow
otherwise?

11. Disadvantaged
Enterprises (FY 1993
Approprlations Act Sec.
563): What portion of the

N/A

No

No

Yes

35%
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funds will be available
only for activities of
economically and socially
disadvantaged enterprises,
historically black colleges
and universities, colleges
and universitias having a
student body in which more
than 40 percent of the

students are Hispanic
Americans, and private and
valuntary organizations

wawlch are controlled by
individuals who are black
Americans, Hispanic
Americans, or Native
Americans, or who are
economically oxr socially
disadvantaged (including
women) ?

12. Biological Diversity
(FAA Sec. 119(g): Will the
assistance: (a) support
training and education
efforts which improve the
capacity of recipient
countries to prevent loss
of biological diversity;
(b) be provided under a
long-term agreement in
which the recipient country

agrees to protect
ecosystenmns or other
wildlife habitats; (c)

support efforts to identify
and survey ecosystems in
recipient countries worthy
of protection; or (4) by
any direct or indirect
means significantly degrade
national parks or similar
protected areas or
introduce exotic plants or
animals into such areas?

13. Tropical Yorests (FAA
Sec. 118; FY 1991

Yes
No
Yes
No
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Appropriations Act Sec.
$33(c) as referenced in
section 532(d) of the FY
1993 Appropriations Act):

a. A.I.D. Regulation 16:
Does the assistance comply
with the environmental
procedures set forth in
A.I.D. Regulation 16?

b. Conservation: Does
the assistance place a high
priority on conservation
and sustainable management
of tropical forests?
Specifically, does the
assistance, to the fullest
extent feasible: (1)
stress the importance of
conserving and sustainably
managing forest resources;
(2) support activities
which offer employment and
income alternatives to
those who otherwise would
cause destruction and loss
of forests, and help
countries identify and
implement alternatives  to
colonizing forested areas;
(3) support training
programs, educational
efforts, and the
establishment or
strengthening of

institutions to improve
forest management; (4)
help end destructive

slash-and-burn agriculture
by supporting stable and
productive farming
practices; (5) help
conserve forests which have
not yet been degraded by
helping to increace
production on lands already
cleared or degraded; (6)

Page 29 of 43
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conserve forested
watersheds and rehabilitate
those which have been

deforested; (7) support
training, research, and
other actions which lead to
gustainable and more
environmentally souand
practices for timber
harvesting, removal, and
processing; (8) support
research to expand

knowledge of tropical
forests and identify
alternatives which - will
prevent forest destruction,
loss, or degradation; (9)
conserve biological
divergzity in forest areas
by supporting efforts to
identify, establish, and
maintain a representative
network of protected
tropical forest ecosystems
on a worldwide basis, by
making the establishment of
protected areas a condition
of support for activities
invelving forest clearance
or degradation, and by
helping to identity
tropical forest aecosystems
and species in need of
protection and establish
and maintain appropriate
protegted areas; (10) seek
to increase tha avareness
of U.8. Governmant agencies
and othar donors of the
immediate and 1long-term
value of tropical forests;
(11) utilize the resources
and abilities of all
.relevant U.S. government
agencies; (12) be based
upon careful analysis of
the alternatives available
to achieve the best
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sustainable use of the
land; and (13) take full
account of the
environmental impacts of
the proposed activities on
biological diversity?

c. Forest degradation:
Will assistance be used
for: (1) the procurement
or use of logging
equipment, unless an
environmental assessment
indicates that all timber
harvesting operations
involved will be conducted
in an environmentally sound
manner and that the
proposed activity will
produce positive economic
benefits and sustainable
forest management systems;
(2) actions which will
significantly degrade
national parks or similar
protected areas which
contain tropical forests,
or introduce exotic plants
or animals into such arezs;
(3) activities which would
result in the conversion of
forest lands to the rearing
of 1livestock; (4) the
construction, upgrading, or
maintenance of roads
(including temporary haul
roads for logging or other
extractive industries)
which pass thrnugh
relatively undery. .ded
forest lands; (5) the
colonization of forast
lands; or (6) the
construction of dams or
other water control
structures which flood
relatively undergraded
forest lands, unless with

No
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respect to each such
activity an environmental
assessment indicates that
the activity will
contribute significantly
and directly to improving
the livelihood of the rural
poor and will be conducted
in an environmentally sound
manner which supports
sustainable development?

d. Sustainable forestry:
If assistance relatcs to
tropical forests, will
project assist countries in
developing a systematic
analysis of the appropriate
use of their totai tropical
forest resources, with the
goal of developing a
national progran for
sustainable forestry?

e. Environmental impact
statements: Will funds be
made available in
accordance with provisions
of FAA Section 11i7(c) and
applicable A.I.D.
regulations requiring an
environmental impact
statement for activities
significantly affecting the
environment?

14. BRnergy (#Y 1991
Appropriations Act
Sec. 533(c) as raeferenced
in section 532(d) of the FY
1993 Appropriations Act):
If assistance relates to
energy, wilil such
assistance focus on: (a)
end-use energy efficiency,
least~cost energy planning,
and renewvable energy
resources, and (b) the Kkey

Yes

Yes

N/A
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countries where assistance
would have the greatest
impact on reducing
emissions from greenhouse
gases?

15. Debt-for-Nature
Exchange (FAA Sec. 463):
If project will finance a
debt-for-nature exchange,
describe how the exchange
will support protection of:
(a) the world’s oceans and
atmosphere, (b) animal and
plant species, and (c)
parks and reserves; or
describe how the exchange
will promote: (d) natural

resource management,
(e) local conservation
programs, (f) conservation
training programs,

(g) public commitment to
conservation, (h) land and
ecogsystem management, and
(1) regenerative approaches
in farming, forestry,
fishing, and watershed
management.

Deobligation/Reobligation
(FY 1993 Appropriations Act
Sec. 515): If dQeob/reob
authority is sought to be
exercised in the provision
of DR aseistance, are the
funds being obligated for
the same general purpose,
and for countries within
the same region as
originally obligated, and
have the House and Senate
Appropriations Committees
been properly notified?

N/A

N/A
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17. Loans

a. Repayment capacity
(FAA Sec. 122(b)):
Information and conclusion
on capacity of the country
to repay the 1loan at a
reasonable rate of
interest.

b. Long-range plans (FAA
Sec. 122(b)): Does the
activity give reasonable

promise of assisting
long~range plans and
prograrns designed to

develop economic resources
and increase productive
capacities?

c. Intaerest rate (FAA
Sec. 122(b)): It
development loan is
repayable in dollars, is
interest rate at least 2
percent per annum during a
grace period which is not
to exceed ten years, and at
least 3 percent per annum
thereafter? ‘

d. Exports to United
Btates (FAA Sec. 620(d)):
If assistance is for any
productive enterprise which
will compete with U.S.
enterprises, is there an
agreement by the recipient
country to prevent export
to the U.S. of more than 20
percent of the enterprise’s
annual production during
the life of the 1loan, or
has the requirement ¢to
enter into such an
agreement been waived by
the President because of a
national security interest?

N/A

N/A

N/A "

N/A
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18. Development Objectives
(FAA Secs. 102(a), 111,
113, 281(a)): Extent to
which activity will: (1)
effectively involve the
poor in development, by
expanding access to economy
at local level, increasing
labor-intensive production
and the use of appropriate
technology, spreading
investment out from cities
to small towns and rural
areas, and insuring wide
participation of the poor
in the benefits of
development on a sustained
basis, using the
appropriate u.s.
institutions; (2) help
develop cooperatives,
especially by technical
assistance, to assist rural
and urban poor to help
themselves toward better

life, and othervise
encourage democratic
private and local

governmental institutions;
(3) support the self-help
efforts of developing
countries; (4) promote the
participation of women in
the national economies of
developing countries and
the improvement of women'’s
status; and (5) utilize and
encourage regional
cooperation by developing
countries?

19. Agriculture, Rural
Develcopment and Kutritionm,
~and Agricultural Research
(FAA Secs. 103 and 103A):

a. Rural poor and small
farmers: If assistance is

See No.

See No.

6

6
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being made available for
agriculture, rural
development or nutrition,
describe extent to which
‘activity is specifically

designed to increase
prcductivity and income of
rural poor; or if

assistance is being mnade
available for agricultural
research, has account been
taken of the needs of small
farmers, and extensive use
of field testing to adapt
basic research to local
conditions shall be made.

b. Butrition: Describe
extent to which assistance
is used in coordination
with efforts carried out
under FAA Section 104
(Population and Health) to
help improve nutrition of
the people of developing
countries throuvgh
encouragement of increased
production of crops with
greater nutritional value;
improvement of planning,
research, and education
with regpect to nutrition,
particularly with reference
to improvement and expanded
use of indigenously
producec foodstuffs; and
the undertaking of pilot or
demonstration programs
explicitly addressing the
problem of malnutrition of
poor and vulnerable people.

c. Food security:
Describe extent to which
activity increases national
food security by improving
food policies and
management and by

N/A

N/A
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strengthening national food
reserves, with particular
concern for the needs of
the poor, through measures
encouraging domestic
production, building
national food Treserves,
expanding available storage
facilities, reducing post
harvest focd 1losses, and
improving food
distribution.

20. Population and Health
(FAA Secs. 104 (b) and (c)):
If assistance is being made
available for population or
health activities, describe
extent to which activity
emphasizes low=-cost,
integrated delivery systems
for health, nutrition and
family planning for the
poorest people, with
particular attention to the
needs of mothers and young
children, using paramedical
and auxiliary medical
personnel, clinics and
health posts, commercial
distribution systems, and
other modes of community
outreach.

21. Education and Human
Resources Development (FAA
Sec. 105): If assistance

is being made available for
education, public
administration, or human
resource development,
describe (a) extent ¢to
which activity strengthens
nonfo:mal education, makes
formal education more
relevant, especially for
rural families and wurban
poor, and strengthens

N/A

N/A
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management capability of
institutions enabling the
poor to participate in
development; and (b) extent
to which assistance
provides advanced sducation
and training of people of
developing countries in
such disciplines as are
required for planning and
implementation of public
and private development
activities.

22. Energy, Private
Voluntary Organisations,
and B8electad Development
Activities (FAA Sec. 106):
If assistance is being made
available for energy,
private voluntary
organizations, and selected
development problens,
describe extent to which
activity is:

a. concerned with data
collection and analysis,
the training of skilled
personnel, researchh on and
development of suitahble
energy sources, and pilot
projects to test new
methods of enerqgy
production; anad
facilitative of research on
and development and use of
small-scale, decentralized,
renewable energy sources
for rural areas,
emphasizing development of
energy resources which are
environmentally acceptable
and require minimum capital
investment;

b. concerned with
technical cooperation and

N/A
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development, especially “

with U.S. private and
voluntary, or regional and
international development,
organizations;

c. research into, and
evaluation of, econonic
development processes and
techniques;

d. reconstruction after
natural or manmade disaster
and programs of disaster
preparedness;

e. for special
development problems, and
to enable proper

utilization of
infrastructure and related
projects funded with
earlier U.S. assistance;

£. for urban development,
especially small,
labor-intensive
enterprises, marketing
systens for small
producers, and financial or
other institutions to help
urban poor participate in
econonic and social
development.

23. Capital Projects (Jobs
Through Export Act of 1992,
Secs. 303 and 306(d)): If
assistance is being
provided for a capital
project, 1is the project
de 'elopmentally sound and
will the project measurably

alleviate the worst
manifestations of poverty
or directly promote

environmental saiety and
sustainability at the

N/A
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community level?

CRITERIA APPLICABLE TO
ECONOMIC SUPPORT FUNDS ONLY

Economic and Political
ability

(FAA Sec. 531(a)): will
this assistance promote
economic and political
stability? To the maximum
extent feasible, is this
assistance consistent with
the policy directions,
purposes, and programs of
Part I of the FAA?

2. Military Purposes (FAA
Sec. 531(e)): Will this
agssistance be used for
military or paramilitary

purposes?

3. Commodli ty
Grants/Beparate Accounts
(FAA Sec. 609): I

commodities are to De
granted 80 that sale
proceeds will accrue to the
recipient country, have
Special Account
(counterpart) arrangements
been made? (For FY 1993,
this provision is
superseded by the separate
account requirements of FY
1993 Appropriations Act
Sec. 571(a), see Sec.
571(a) (5).)

4. Generation and Use of

_Local Currencies (FAA Sec.

531(d)): Will ESF funds
made available for
commodity import programs
or other program assistance

N/A
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be used to generate local
currencies? If so, will at
least 50 percent of such
local currencies be
available to support
activities consistent with
the objectives of FAA
sections 103 through 1067

(For FY 1993, this
provision is superseded by
the separate account

requirements of FY 1993
Appropriations Act Sec.
571 (a), see Sec.
571(a) (5).)

5. Cash Transfer
Requirements (FY 1993
Appropriations Act, Title
II, under heading "Economic
Support Fund,® and Sec.
571(b)). 1If assistance is
in the form of a cash
transfer:

a. Separate account: Are
all such cash payments to
be maintained by the
country in a separate
account and not to be
commingled with any other
funds?

b. Local currencies:
Will all local currencies
that may be generated with
funds provided as a cash
transfer to such a country
also be deposited in a
special account, and has
A.I.D. entered into an
agreement with that
government setting forth
the amount of the 1local
currencies to be generated,
the terms and conditions
under which they are to be
used, and the
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responsibilities of A.I.D.
and that government ¢to
monitor and account for
deposits and disbursements?

c. U.8. Government use of
local currencies: WwWill all
such local currencies also
be made available to the
U.S. government as the U.S.
determines necessary for
the requirements of the
U.S. Government, or to
carry out development
assistance (including DFA)
or ESF purposes?

d. Congressional notice:
Has Congress received prior
notification providing in
detail how the funds will
be used, including the U.S.
interests that will be
served by the assistance,
and, as appropriate, the
economic policy reforms
that will be promoted by
the cash transfer
assistance?

6. Capital Projects (Jobs
Through Exports Act of
1992, Sec. 306, FY 1993
Appropriations Act, Sec.
595): If assistance is
being provided for a
capital project, will the
P r o 3ject b e
developmentally-sound and
sustainable, i.e., one that
is (a) environmentally
sustainable, (b) within the
financial capacity of the
government or recipient to
maintain from its own

resources, and (c)
responsive to a significant
development priority
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initiated by the country to
which assistance is being
provided. (Please note the
definition of "capital
project" contained in
section 595 of the FY 1993
Appropriations Act.)

U:\PDSOPUB\DOUS\CHBCX 1
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MINISTERIO DE AGRICULTURA, GANADERIA Y ALIMENTACION

PALACIO NACIONAL

GUATEMALA, C. A.

8 de julio de 1993
£ 2 37
= N
Sefior . = R
Terrence J. Brown ’ re
Director USAID/Guatemala = Lo

Presente.

“wego
-4l
19
A4

Sefior Director:

n

Me es grato dirigirme a usted, para confirmarle nuestro
interés de asistencia financiera para el nuevo proyecto
de Manejo Comunitario de 1los Recursos Naturales, el
cual consideramos de gran beneficio para nuestro pais.

Desde ya este Despacho ofrece la colaboracién necesaria
que conduzca a una rdpida negociacién del proyecto
definitivo y a la oportuna y adecuada utilizacién de
los recursos que la ejecucién del proyecto requiera.

Sin otro particular, me suscribo de usted con muestras
de consideracién y estima,

ING. AGR. FERNANDO VARGAS N.
&7+ YICEMINISTRO DE AGRICULTURA Y ALIMENTACION
ENCARGADO DEL DESPACHO.

VAA/ldef. AC~ICN TA'/;.-N
: (' . LA S) L

'H\& G
\hwwlo—a Qm

\'L\Uau. Cunm pP- g-—?_
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ACTION MEMORANDUM FOR THE MISSION DIRECTOR

Date: December 22, 1992

A%

THROUGH: Stephen Wingert, Deputy Director
LR
FROM: Elizabeth Warfield, C/PDSO
SUBJECT: Community Natural Resources Management (520-0404) Draft PID

ACTION REQUESTED: That you determine not to require an approved Project Identification
Document for subject Project, and authorize PP development based on the draft PID and
subsequent reviews.

DISCUSSION: The draft PID for the Community Natural Resources Management Project
(CNRM) was reviewed on 13 and 19 October. Based on these and subsequent meetings,
it was decided that, while the draft PID provides a valid strategy for short to medium-term
A.LD. intervention in the area of Natural Resources Management (NRM), the institutional
and policy conditions necessary for the successful implementation of the activity package
outlined in the draft PID do not now exist. Within this context, the Mission will proceed
to design an interim project (with an LOP of approximately four years and a lower funding
level than previously proposed) that will expand on successful A.ID. NRM activities, and
lay the groundwork for future, broader A.LD. support for community-based natural
resources management. PP design will proceed based on the following decisions/guidance.

Project Committee: A Project Committee consisting of Tom Delancy, PDSO, Paul
Novick, ORD, Alfred Nakatsuma, ORD, Edin Barrientos, ORD, Blair Cooper,
ORD, Victor Miron, CONT and Dina Way, RCO has been formed. This committee
will be respensible for drafting SOWs for design assistance, reviewing proposals,
coordinating design activities, reviewing and approving any contracted studies,
organizing and drafting sections of the PP, and ensuring timely project authorization
and obligations.

Funding Levels: Appropriate funding levels and time-frame will be determined
during PP design. It is now anticipated that the Project will have a 4-year,
$5-8 million LOP

- Policy Component: The policy agenda outlined in the PID will be refined and the
policy linkages between this Project and the Highlands Agricultural Development
(HAD) and Maya Biosphere Projects will be defined in the PP.

A



Project Activities: Project design will focus on the following activities: 1)
integrated watershed management (a continuation/expansion of CARE activities
under HAD); 2) FEAT private sector extension services, and 3) policy research
training and implementation. The Project will also include a Monitoring and
Evaluation Component. It is anticipated that these activities will be obligated
through a combination of HB 3 and HB 13 grants.

Land Tenure: While it is not expected that this Project can address global land
tenure problems, the issue will be dealt with on a site-specific basis, and may be
considared in the selection of beneficiary communities.

PP Design: PIO/T(s) for design assistance will be approved and (if necessary)
submitted to the RCO by 31 December 1993. This assistance may be provided
through AID/W buy-in(s). It is anticipated that the PP design process will begin by
February and take approximately 6-8 weeks. Every effort will be made to speed up
this process wherever possible. A Mission review of the Project Paper should take
place prior to April 30, 1993. )

Liaison with GOG: Given the need to coordinate activities with the GOG and the
continued importance of policy reforms, discussions should be held with
SEGEPLAN, the Ministry of Agriculture and CONAMA as soon as possible. These
discussion should be with the highest lovels of each of these organizations.

Sustainability: PP Analysis of activities to be continued/extended from the HAD
Project will emphasize their potential for sustainability and replicability.

AUTHORITY: Delegation of Authority No. 752 (as revised September 14, 1992)
authorizes principal officers of LAC field posts to determine whether a PID or PID-
equivalent document for a project should be prepared. '

RECOMMENDATION: .That you sign below approving this memorandum, thereby
authorizing further PP development without an approved PID.

-
Approved =\ . (—

Disapproved
/
Date 1 1'/2 ‘7{/9 —

Attachment: Community Natural Resources Management Draft PID
Drafter: T. Delaney, PDSO Date 11/2(/4
Clearances: P. Novick, ORD i Date 1v{v |1
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