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I. EXECUTIVE SUMMARY
 

This report presents the results of an evaluation of two
 
regional projects--the Regional Tropical Watershed Management

Project (596-0106) and the Tree Crop Production Project (596
0117)--funded through the U.S. Agency for International
 
Development's Regional Office for Central America and Panama
 
(USAID/ROCAP). The Tropical Agriculture Research and Training

Center (Centro Agron6mico Tropical de Investigaci6n y Ensehanza
 
CATIE) is implementing these projects in close collaboration with

national institutions in Costa Rica, El Salvador, Guatemala,

Honduras, and Panama.
 

The evaluation was carried out with multiple objectives in

mind: to make required adjustments to these projects to enhance
 
their effectiveness and impact, to provide input for the regional

natural resources and environmental management strategy being

finalized by USAID/ROCAP, to suggest needs and design

considerations for a new (1989) regional project in this field,

and to assist ROCAP and CATIE in improving monitoring and
 
evaluation for their programs.
 

The evaluation team, including a watershed planning and
 
management specialist, a forester, an institutional development

analyst, and a training specialist, conducted the evaluation in
 
the region during the period 12 September to 14 October, 1988.
 
The team spent a total of approximately 145 person-days under an
 
indefinite quantity contract 
(IQC) work order extended to
 
Associates in Rural Development, Inc. (ARD). Because of the
 
complexity of evaluating two projects in four countries, a
 
collaborative approach involving both CATIE staff and the ARD
 
team was required. In order to compile the information necessary

for this evaluation, the team undertook a mix of activities
 
including secondary data reviews, interviews with numerous key

informants, and an extensive series of site visits throughout

participating countries in the region.
 

General Recommendations Regarding the Projects
 

Regional Tropical Watershed Management Project
 

The Regional Tropical Watershed Management Project (Proyecto

Regional de Manejo de Cuencas--PRMC) was initiated 14 September

1983. The original five-year life-of-project (LOP) has been
 
extended until 31 December 1989. The overall goal of PRMC is to

maximize the contribution of watershed resources to the economic
 
and social development of Central America and Panama. 
 This
 
objective is to be reached through the realization of the
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project's purpose, which is to improve the capabilities of
 
institutions in Central America and Panama in the management of
 
their watersheds and natural resources.
 

It is the opinion of the authors that PRMC is, at this time,
 
a very positive and valuable asset to its clients at the national
 
level. The project has contributed greatly to strengthening

CATIE's capability and image in watershed management throughout

the region. PRMC has hired a cadre of high-quality professionals

and support staff who are very dedicated to project objectives.

Although demands on their time have resulted in a burdensome
 
workload that is affecting overall quality of output, PRMC staff
 
have vastly improved watershed management capabilities and have
 
improved CATIE's image and recognition internationally.
 

PRMC's national coordinators (CNs) have played the most
 
important role in extending the project's reach to national
 
institutions. The CNs and PRMC have increased awareness of CATIE
 
at the national level. There are no institutions involved in
 
watershed management activities that have not come in contact
 
with the project and received some benefit This is a very

positive result of PRMC and a tribute to the hard work of the
 
CNs
 

Training is recognized uniformly among all clients at every

level as the project's most important contribution to improving

watershed management in the countries. CATIE should continue the
 
graduate program in watershed management and fully support the
 
program in developing aspects of cross-curriculum programs, and
 
in the development of appropriate "operational" capabilities in
 
the design, planning, monitoring, and administration of watershed
 
managment projects. CATIE should increase its emphasis on
 
national short courses using local instructors, thus reducing the
 
workload on staff specialists, reducing per-participant costs,
 
and increasing the practicality of short-course curricula.
 
National courses should be organized around local problems, using

priority watersheds as the focus for practical applications of
 
course materials, and involving ongoing watershed/natural
 
resources management projects and programs in each respective
 
country.
 

PRMC staff (CATIE) should develop a strategy for training

activities in the region, beginning with creation of a formal
 
Network of Watershed Management Professionals and Educators duly

constituted by CATIE and members of "target clients"
 
(institutions). Graduates of CATIE and former participants in
 
short courses would be focal members of the network. The network
 
coordinated by PRMC should include such activities as:
 

" information exchange;
 

* in-service follow-up and training;
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" 	periodic refresher courses and seminars;
 

" 	organi7ation, design, and delivery of training
 
courses and seminars at the national level;
 

" 	provision of technical assistance;
 

" 	organization and implementation of a "policy lobby";
 
and
 

" 	direct participation in drafting of laws and
 
regulations on issues dealing with integrated

natural resources management.
 

As envisioned in the project paper PRMC staff and consultants
 
will provide "technical assistance at the request of the national
 
institutions, in specific areas where capacity at the national
 
level is weak." In order to enhance the effectiveness of
 
PRMC/CATIE's technical assistance at the national level, the
 
following strategies and improvements are suggested:
 

" 	focus technical assistance through long-term

strategies in the two primary areas of
 
institutional/policy improvement and enhancement of
 
national institutions' training capabilities;
 

" 
give first priority for technical assistance to
 
Honduras, then Guatemala, then Panama, with lowest
 
priority given to Costa Rica, which is less in need
 
of 	technical assistance;
 

* 
place top priority in technical assistance for the
 
remaining time in the LOP on the preparation of
 
training materials modules;
 

" 	design and develop audiovisual materials for each
 
country, in each country; and
 

* 	increase the involvement of National Advisory

Committee (Comite Asesor Nacional--CAN) members in
the preparation of the bankable plan. A series of
 
guidelines for preparation of the plan should be
 
developed by staff specialists with input from ROCAP
 
specialists.
 

Shortly after the external mid-term evaluation in September

1985, PRMC created a third major activity area as a focal point

for planning strategies and periodic evaluation and reporting

(quarterly and annual reports). Institutional development is at

the heart of the overall goal and purpose of the project. PRMC
 
is currently operating 80 percent of the activities under the

recently-created Integrated Natural Resources Management Program
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at CATIE. As part of PRMC's activities in institutional
 
development at CATIE:
 

* 	The Rio Tuis field laboratory should be embraced as
 
an 	extension of the Center's own experimental

station. Involvement of other CATIE projects and
 
programs should be required, and an overall
 
curriculum developed.
 

o 	An inventory of maps should be made for each country

and published as a basis for eventual Geographic

Information System (GIS) applications, and in
 
support of overall geograph±c information collection
 
activities.
 

o 	Data management specialists should develop a series
 
of applications for the GIS to demonstrate its value
 
in member countries. An assessment of data
 
management needs should also be made for targeted

institutions and appropriate technical assistance
 
should follow.
 

o 	PRMC should expedite the development and
 
reproduction of instructional materials and modules.
 

o 	A full-time editor, or one shared with another
 
program, should be hired immediately in order to
 
expedite publication of backlogged and future
 
publications.
 

As part of PRMC's support to institutional development objectives
 
at the national level:
 

* 	A strategy should be developed to organize a
 
concerted propaganda campaign directed toward
 
decision makers.
 

* 	In Honduras, PRMC specialist staff should support

the CN in improving cooperation with the CAN by the
 
Serviclo Nacional do Alcantarillados y Acueductos
 
(SANAA) and the Empresa Nacional do Energia (ENEE)

and reaffirm what the immediate objectives of the
 
CAN are--especially in terms of the bankable plan.

The project should find the means to support

selected policy initiatives affecting w.tershed
 
management.
 

* 	In Guatemala, PRMC should provide guidance on
 
preparation of the bankable plan. Consideration
 
should be given to selecting the Ministry of Rural
 
and Urban Development as the logical institution to
 
chair the CAN.
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e 
In Costa Rica, PRMC should give needed political

support to the Gzupo Ejecutivo do Cuencas (GEC) and
 
its secretariat. The Secretaria T~cnica del GEC
 
(SECTEC) should pick up the primary responsibility

for preparation of the bankable plan and enlist CAN
 
members for collaboration. The CAN should be
 
dissolved in the very near future, assuming

continuity of SECTEC.
 

Tree Crop Production (Madeleia) Project
 

Overall, the evaluation team believes that, as presently

planned and structured, the Madelefia project represents a
 
cohesive and complete development package. It has not, however,

moved forward at an even pace; some activities are well advanced,

while others will need more attention. An impressive amount of
 
work has been accomplished, and the evaluation team noted that
 
project staff, both at CATIE and in the countries, are dedicated,

hardworking, and enthusiastic. Some of the delays and lack of
 
coordination in implementation may be attributed to the lack of a
 
full complement of personnel at CATTE.
 

On the other hand, the project needs to be thoroughly

understood in terms of its basic purpose. 
 It has not been
 
conceived for the purpose of planting trees or carrying out

research, but rather as an effort to provide the conditions which
 
facilitate getting trees planted. 
Its immediate objectives focus
 
on dissemination, training, and research--building an

institutional capability to service the widening interest and
 
need for tree-planting in the region. As an instl.tution-building

endeavor, it needs to be more process-oriented and not simply

concerned with experiments and publications. Although

achievements in the establishment of new trials, permanent sample

plots, and seed production areas have exceeded their targets,

analysis has lagged considerably. In the area of training,

stated targets also have been surpassed although staff changes

and continuing needs suggest that this 
area remains important.

The lack of a concerted socioeconomic research program has
 
limited the development of technological packages, thus seriously

hampering dissemination.
 

The project has undoubtedly contributed to forestry sector
 
development in the region. It needs to continue to do so in a
 
more coordinated way, consolidating the present gains and

restructuring the mix of activities to fully address all aspects

of the process of building capability. Within the research
 
context, and bearing in mind the real needs and problems in the
 
partner countries, a more practical action orientation is
 
necessary.
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To 	achieve this, in the opinion of the evaluation team, will
 
require strong coordination and leadership, serious re
examination of overall and individual work loads, setting of new
 
priorities, improved sub-program direction in silviculture and
 
socioeconomics, and creation of new working relationships among

CATIE staff and between them and field staff in the countries.
 
Doing so will be challenging but entirely consonant with the
 
present thinking at CATIE, which has already prompted the program

reorientation and restructuring seen in the new 10-year strategy

At the country level, local staff are fully committed to
 
maximizing their contributions in a more pragmatic way
 

The evaluation team offers the following recommendations
 
designed to increase Madelena's effectiveness at both central
 
(CATIE) and national levels:
 

" 	The project staff should undertake a comprehensive
 
assessment of the status of silviculture research.
 

" 	On the basis of this assessment, a revised
 
silviculture research plan should be prepared for
 
the remainder of the project. This plan should
 
carefully and realistically program staff time and
 
responsibilities.
 

" 	No new trials should be undertaken unless they meet
 
criteria for being timely and appropriate.
 

* 	The project should ensure that all staff members at
 
the country level concerned with research thoroughly
 
understand the research process and fully
 
participate in it.
 

* 	Given the level of concern about the socioeconomic
 
research component observed during the evaluation,
 
the socioeconomic research plan needs to be
 
thoroughly reviewed. A series of sub activities to
 
facilitate this reassessment should include:
 
--an intensive dialogue between the silviculture and
 
socioeconomic research groups;
 
--a structured discussion in each country about its
 
perceptions of the research needs and priorities;
 
--a systematic review of the status of and lessons
 
learned from the socioeconomic research to date;
 
--preparation of a draft revised plan circulated to
 
staff both in CATIE and in the countries; and
 
--discussion, amendment, and approval at a
 
designated consultative meeting.
 

e 	A half-day short course/workshop should be designed
 
to present the revised socioeconomic research plan
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and be offered in each country for project staff and
 
other interested parties.
 

o 	CATIE should contract a short-term farming systems

research specialist to review the demonstration
 
farms activities to rationalize and streamline these
 
efforts.
 

o 	The short-term consultant studying costs associated
 
with different production tasks should assemble and
 
compile all available information, and prepare a
 
reference matrix on which to base a more prioritized

pursuit of this information.
 

o 	Dissemination and extension deserve highest priority

in the near term and merit the serious attention and
 
involvement of all staff.
 

o 	Considering the quantity of scientific and technical
 
material in progress, it would be especially

opportune to analyze, categorize, and prioritize a
 
rational production schedule.
 

* 	Staff should give less attention to producing

information of a purely scientific or academic
 
nature and put more emphasis on practical
 
publications.
 

o 	The major responsibility for producing field
oriented materials should be with the country teams.
 
Other members of the CATIE team, particularly the
 
silviculturalists, must assist them in 
an
 
affirmative manner to carry out these activities.
 

o 	The communications/extension specialist should
 
organize it a workshop or seminar to help define
 
viable extension strategies, suggest guidelines on
 
extension methods, and ensure that the role and
 
capability of the project and local project staff
 
are fully understood with regard to interactions and
 
support for national tree-planting programs.
 

* 	The communications/extension specialist should
 
immediately begin compiling an extension strategies

and methodologies training module to serve as 
the
 
basis for future short courses.
 

o 
In 	lieu of the planned "extension experiment,"

selected ongoing extension activities associated
 
with Madelefia should be systematically monitored and
 
improved.
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" 	The project must find a way for rationalizing the
 
assignment roles and responsibilities between CATIE
 
staff and national staff related to short-term
 
training courses and similar events.
 

" 	The project must continue to promote curriculum
 
modification and redesign to include topics relate
 
to fast-growing, multi-purpose tree species
 
technologies.
 

" 	The seminar and workshop course structure should be
 
preferred in all instances where participants
 
already have considerable collective experience to
 
take advantage of the opportunity to further
 
consolidate and disseminate experiences by means of
 
country level seminars.
 

* 	The project should provide assistance to the
 
authorities of host government agencies in better
 
incorporating and institutionalizing the activities
 
related to tree crop production in their structure,
 
operations, and management.
 

" 	The project should consider action to help the
 
countries (other than Costa Rica) identify and
 
mobilize nongovernmental organizations (NGOs) that
 
might be involved on a long-term basis with
 
promoting and implementing tree crop technologies.
 

" 	Project management should institute new policies on
 
support travel to the member countries by CATIE
 
staff discussed during the evaluation.
 

* 	CATIE and ROCAP should agree to a semi-annual
 
reporting requirement while maintaining the
 
quarterly consultative meetings. The extra meeting

should be used to discuss technical or substantive
 
issues beyond normal implementation.
 

CATIE and ROCAP are currently developing strategies on which
 
to base natural resources/environmental programs for the next 10
 
years. Both institutions are seeking to enhance or build upon
 
current programs or develop new ones of greater impact in
 
decreasing natural resources degradation while increasing the
 
regional population's well-being. PRMC and Madeleaa involve
 
technical orientations and activities that are directly related
 
to these objectives. In support of these objectives, the
 
evaluation team suggests the following:
 

0 	CATIE should continue strenthening its national
level offices. Offices should be fully outfitted
 
with necessary staff and equipment.
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" 	CATIE's national representative should take the lead
 
in planning, monitoring, evaluation, and reporting

for all CATIE activities at the national level.
 

" 	Priorities for each program or project should be set
 
at the national level with the CATIE representative

taking the lead in coordination, but considering

objectives and goals of each program and CATIE as 
a
 
whole.
 

* 
CATIE needs to define its objectives and strategies

clearly, especially in terms of the Center's
 
proposed "outreach model," and present these to
 
client institutions at the national level.
 

* 	CATIE should adopt a decentralized planning approach

with the CATIE national representative supervising
 
the effort in each country.
 

* 	The priority watersheds selected under PRMC should
 
be used as the "pilot areas" mentioned in the 10
year strategy. Madelefla "bankable projects" should
 
also coincide with these prioritV watersheds.
 

* 
CATIE should develop an overall strategy for
 
targeting training at selected institutions and
 
individuals at those institutions.
 

e 
The role of the Regional Cooperative Network for
 
Education should be enhanced by CATIE to include a
 
"Network of Professionals and Educators" in order to
 
give continuity and substance to the educational
 
process.
 

* 	CATIE should encourage and participate fully as a
 
regional development broker in the donor
 
coordination process.
 

* 
CATIE and ROCAP should research mechanisms to bring

about more medium- to long-term support for the
 
Center's activities--"program" instead of "project.

CATIE should also seek program or endowment-type

funding from other bilateral and multilateral
 
donors.
 

* 	As part of the 10-year development plan, CATIE
 
should include the establishment of a monitoring and
 
evaluation unit directly responsible to the Director
 
General. Such a unit is needed in order to satisfy

donors' and its own needs for systematic information
 
and to follow up on the Center's strategy, planning,

implementation, and impact of its overall program
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and of specific projects. More emphasis should be
 
placed on asessments of the impact of CATIE's
 
programs on its target clientele.
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II. INTRODUCTION
 

The Regional Office for Central America and Panama 
(ROCAP)

of 	the U.S. Agency for International Development (USAID)

contracted Associates in Rural Development, Inc. (ARD) to
 
evaluate two regional projects: Regional Tropical Watershed
 
Management (596-0106) and Tree Crop Production (596-0117). The
 
principal implementing agency responsible for these projects is
 
the Tropical Agriculture Research and Training Center (Centro

Agron6mico Tropical de Investigaci6n y Ensehanza, CATIE) located
 
in Turrialba, Costa Rica. Regional in nature, these projects are
 
implemented by CATIE in close collaboration with the national
 
institutions of the five countries involved: 
 Costa Rica, El
 
Salvador, Guatemala, Honduras, and Panama
 

A. Brief Project Background
 

The Regional Tropical Watershed Project (Proyecto Regional

de Manejo de Cuencas--PRMC) was authorized in July 1983 with
 
total life-of-project (LOP) funding of $6.0 million. 
At the time
 
of this evaluation, the project had approximately 15 months left
 
to its amended Project Assistance Completion Date (PACD) of 31
 
December 1989. The project purpose is to improve the
 
capabilities of institutions (including CATIE) in Central America
 
and Panama in the management of watersheds and natural resources
 
in the region. Collaborating agencies at the country level
 
include major national institutions concerned with the management

of water, watershed, and natural resources.
 

The areas of activity of the project include three principal
 
components: technical training, including graduate programs,

short-term courses, and seminars; technical assistance in the
 
form of advisory services to be provided to the countries; and
 
institutional development of CATIE and national institutions.
 
This project, essentially an institution building effort, is
 
designed to achieve the following end-of-project conditions:
 

* 	CATIE will have permanent capacity to provide

appropriate and cost-effective training and
 
technical assistance in watershed management;
 

* 	national institutions in natural resources and other
 
areas will be utilizing improved plans to manage

watershed areas;
 

* 	professional and technical staff involved in
 
watershed or natural resources management will be
 
better trained;
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o decision makers will be more aware of the benefits
 
of watershed management and accordingly, watershed
 
management and natural resources will receive more
 
support from national governments in the region; and
 

* 	coordination among national institutions responsible

for watershed management in the region will have
 
been improved.
 

The Tree Crop Production Project (Cultivo de Arboles de Uso
 
Mditiple--"Madelefta") was authorized in August 1985 with a total
 
LOP funding of $9.0 million. The project was conceived to build
 
on the experience and achievements of the Fuelwood and
 
Alternative Energy Sources Project (Proyecto Lea), also funded
 
by USAID/ROCAP, which operated in the region from 1979 to 1985.
 
At the time of this evaluation, Madeleia was about halfway to its
 
PACD of 31 August 1991. The project purpose is to develop and
 
strengthen the capabilities of CATIE and national-level forestry

agricultural, and educational institutions in the region to
 
develop, access, promote, and disseminate on-farm, market
oriented tree -ropping technologies. Principal collaborating

institutions at the country level were foreseen as including

national forestry institutions, universities, private voluntary

organizations (PVOs), and nongovernmental organizations (NGOs)
 

Three principal components were included in the design of the
 
project: silvicultural and socioeconomic research on multi
purpose tree species; information dissemination including support

for extension, increased public awareness of the benefits of
 
multipurpose tree crop production, and technical inputs and
 
support for tree planting; and technical training at the master's
 
degree level for vocational/technical staff, and specialized

short-term training. Here again, the project has a strong

institution-building focus. End-of-project conditions envisaged
 
as prerequisites to achieving the purpose included:
 

* 	each national institution responsible for forest
 
resources in Guatemala, El Salvador, Honduras, Costa
 
Rica, and Panama will have a functioning program to
 
promote tree cropping, sufficient staff and budget
 
to sustain tree cropping programs, and an ongoing
 
research and information dissemination capability;
 

" 	principal agriculture and livestock agencies will
 
include tree components in farming systems programs;
 

* 	CATIE will have a well rounded Master of Science
 
(M.S.) program to train foresters in aspects of
 
multipurpose, fast-growing tree species, including
 
socioeconomic, silvicultural, and extension
 
subjects; and
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* 	formal training programs at CATIE and national
 
universities in crop and animal science will include
 
consideration of the environmental and economic
 
benefits of trees in agricultural production
 
systems.
 

B. Evaluation Objectives
 

USAID/ROCAP had several objectives in mind for this joint

evaluation. The principal objective is to utilize the evaluation
 
results as a basis for making any required adjustments to thesp

ongoing projects in order to enhance their effectiveness and
 
impact. This is particularly important for Madelefla, which is
 
currently at midpoint and has recently reached full staffing. It
 
was the intention of CATIE and ROCAP that the annual planning

exercise take full cognizance of the evaluation findings. In the
 
case of PRMC, the time is ripe to make final course corrections
 
to 	ensure that project objectives can be attained.
 

There are three other programmatic objectives to which the
 
evaluation is expected to contribute. ROCAP, at the request of
 
USAID/Washington, is currently preparing a regional natural
 
resources/environmental management strategy for Central America
 
and Panama. ROCAP anticipates assessing its strategy in the
 
light of this evaluation to ensure that assumptions regarding the
 
present program and its implications for the future are sound.
 
Similarly, a comprehensive new ROCAP-funded Central American
 
Natural Resources and Environmental Management Project is planned

for 1989. Information from this evaluation is expected to
 
contribute to design considerations, particularly as related to
 
areas for possible future program support to CATIE for the new
 
project. Finally, as 
a by-product of this evaluation, ROCAP and
 
CATIE will follow up on actions to develop a comprehensive

monitoring and evaluation system for CATIE programs. The
 
evaluation has been characterized as one intended to be
 
responsive to decision requirements of both CATIE and ROCAP.
 

C. Evaluation Scope of Work
 

A detailed scope-of-work (SOW) for this evaluation exercise
 
was provided to ARD by USAID/ROCAP (see Appendix A for the full
 
text of this document). The main points of the SOW are that the
 
evaluation provide an opportunity for ROCAP and CATIE to jointly:
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* 	review the overall PRMC and Madelefia implementation
 
strategies within the context of the projects'
 
logical frameworks and work plans;
 

9 	determine if the project outputs to date and those
 
planned for the remainder of the project are
 
appropriate, and whether they are geared to achieve
 
the project purpose in the prescribed time frame and
 
contribute to project goals;
 

o 	determine areas for improvement in the
 
implementation of PRMC and Madelela;
 

9 assess the impact to date of project efforts toward
 
institutional strengthening of CATIE and national
 
institutions in Central America and Panama in
 
watershed management and tree crop production
 
programs, and to validate assumptions made in
 
project designs about increased long-term commitment
 
of both CATIE and national institutions to these
 
programs; and
 

o 	identify follow-on support needs in watershed
 
management tree crop production, or closely related
 
subject areas for possible inclusion by ROCAP in its
 
1989 natural resources/environmental project and/or

through institutional program support funding.
 

Within the general framework outlined above, the evaluation
 
will focus on such specific topics as:
 

o 	the appropriateness and quality of silvicultural and
 
socioeconomic research activities under the Tree
 
Crop Production project as perceived by end-users;
 

o 	the appropriateness and quality of graduate and
 
short-term technical training programs given by
 
CATIE in watershed management and tree crop

production areas, including subject matter
 
presented, instructional materials used, trainees
 
and their supervisors' assessment of course
 
effectiveness, and on-the-job application of
 
learning;
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" 	relevance, degree, and effectiveness of PRMC and
 
Madelefia outreach efforts, including data base
 
development and technical assistance missions, as
 
perceived by users and findings on results in
 
countries;
 

* 
the relevance, quality, and effectiveness of
 
information dissemination efforts (including

newsletters, services of documentation centers,

field days, and training/extension materials) to
 
various target groups under both projects, and ways

in which dissemination to end-users of technologies

and information promoted by the projects can be
 
enhanced;
 

" 	the appropriateness and quality of technical
 
publications prepared under these projects, the
 
degree to which they have been disseminated, and the
 
extent to which they have been usefully applied in

promoting watershed management and tree crop

production programs in the region;
 

" 	how ROCAP's and CATIE's systems of project
 
management, progress reporting, and project

monitoring/internal evaluation have supported or
 
impeded achievement of project purposes, and how
 
they might be modified; and
 

* 	the relation of PRMC and Madelefia to national
 
programs, particularly those efforts supported or
 
planned by bilateral USAIDs, and ways collaboration
 
can be enhanced.
 

As part of start-up activities for this evaluation, a two
day team building meeting was held, including ROCAP and CATIE
 
staff as well as the evaluation team members. This meeting was

the first event in what was expected to be a collaborative
 
approach to this evaluation, ensuring full involvement of ROCAP
 
and CATIE staff members in all evaluation activities. A list of

principal questions as 
an addendum to the SOW was generated as a
 
result of the team building exercise (see last page of Appendix

A). These questions to some extent, broadened the scope of the
 
evaluation, and were directed at the programmatic concerns of

ROCAP and CATIE. Accordingly, the present report is designed to
 
answer these questions and does so implicitly in its treatment of
 
issues throughout both project evaluations.
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For reasons beyond the control of all parties ROCAP
 
participation in the evaluation exercise was limited to these
 
initial planning meetings and to attendance at the final
 
regional-level feedback sessions held at CATIE for each project
 
(one day each) at the end of the evaluation. Evaluation team
 
members presented their preliminary findings and recommendations
 
at these feedback sessions.
 

D. Evaluation Team Composition
 

The SOW provided for a four-person consultant team to carry
 
out the evaluation of both projects simultaneously. Paul Dulin
 
ARD home-office senior associate for natural resources, carried
 
out the role and responsibilities of watershed planning and
 
management specialist. Thomas Catterson, ARD home-office senior
 
associate for forestry/natural resources, functioned in the
 
position of team forester. Eric Shearer, an ARD consultant,
 
served as the institutional development analyst. Peter Hughes-

Hallett, another ARD consultant, was chosen to carry out the role
 
and responsibilities of the training and technology transfer
 
specialist. Mr. Dulin acted as overall ARD project manager
 
concerned with the planning, start-up, and the team building
 
meeting, and assumed team leadership for the PRMC evaluation.
 
Mr. Catterson acted as team leader for the evaluation of
 
Madelefia.
 

In view of the collaborative approach of this evaluation,
 
CATIE project coordinators and senior project staff joined team
 
members during their country visits and actively contributed to
 
the evaluation process. In particular, Dr. Ronnie de Camino and
 
Mr. Enrique Blair, project coordinators for Madelea and PRMC
 
respectively, qave amply of their time and energy to this
 
evaluation.
 

E. Evaluation Methodology and Activities
 

Evaluating these two large regional projects required a
 
careful assessment of the methodology to be utilized and the
 
logistics associated with implementing it. As a result of
 
discussions during the team planning meeting, and bearing in mind
 
the collaborative approach chosen for this evaluation, the team
 
undertook a judicious mix of activities to collect, analyze, and
 
synthesize the information required. Five different major
 
categories of activities were utilized:
 

" key staff and client interviews,
 

" review of technical reports,
 

" analysis of project records and routine reports,
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" analysis of project records and routine reports,
 

" field visits and observations, and
 

" summary discussions and feedback sessions in each
 
country and at the regional level.
 

Perhaps the most important element of the evaluation process

was the large number of interviews carried out by team members

both at CATIE and in the countries visited. Three different

levels of such interviews were foreseen and a set of working

guidelines prepared by ARD team members to help structure the

discussions. 
 For both projects, interviews at the executive or
decision-making level and technical/functionary level were

carried out. In the case of Madelefla, a third level for

landowners and farmer participants was added.
 

Prior to the team's departure on field visits to the

participating countries, CATIE project staff prepared

comprehensive lists of the people involved in the projects, their
organizational base, and their responsibilities. These lists
 
were utilized to ensure as fully representative coverage as time

and logistics would allow. 
 It must be noted that given the short
time allotted the evaluation (five weeks) and wide geographical

coverage of Madelea (five countries with three to five priority
ecological zones each) 
 it was not possible to visit all of these
 
areas and meet at 
length with all concerned field staff.

Similarly, the multitude of national institutions served by PRMC
precluded visiting all of them; only principal clients were

interviewed. 
A full list of the people met and interviewed
 
during the evaluation may be found in Appendix B.
 

The evaluation team collected and reviewed an 
extensive

number of technical reports from both projects, including

documents produced at CATIE and in the participating countries.
 
In addition, team members reviewed project records and routine

implementation reports, including annual work plans, quarterly

reports, country reports, working papers, research component

plans, and related project correspondence. The majority of the

documentation reviewed is listed in Appendix C.
 

Field visits and site observations also constituted an
extremely important part of this evaluation. Country visits were

scheduled and carried out in Honduras, Guatemala, El Salvadorl

and Costa Rica as well as to CATIE headquarters in Turrialba,

Costa Rica, which served as a base for the evaluation team.
 

1 PRMC has not yet established activities in El Salvador; thus
 
no visits were made to evaluate the project. Activities in
Panama were not evaluated because of recent funding blockades and
 
travel restrictions.
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an intensive series of meetings were held with the concerned
 
national institutions. More extensive site visits were necessary
 
for Madelefia because of its field and action orientation
 
involving research, demonstration, and extension activities. In
 
order to maximize the effectiveness of the evaluation team, it
 
was frequently necessary and useful for team members to separate
 
in order to cover the two projects, and occasionally different
 
aspects of the projects, particularly in the case of Madelefia.
 

Finally, in the case of both projects, national-level
 
feedback meetings with principal staff were held prior to the
 
team's departure from each country. The objective of these
 
meetings was to share preliminary observations and findings with
 
project staff and to seek further information and clarification.
 
These sessions were extremely useful and were essential to
 
achieving the desired level of collaboration given the relatively
 
short time allotted for each country. Prior to the team's
 
departure from Central America, regional-level feedback sessions
 
were held at CATIE for each project. National coordinators and
 
national project directors of Madelefia traveled to CATIE to take
 
part in that meeting. The evaluation team used these occasions
 
to present a regional-level synopsis of observations, findings,
 
and conclusions, and sought the active involvement of the
 
participants in suggesting recommendations to be included in this
 
report.
 

In mid-November 1988, copies of the draft evaluation reports
 
were sent to ROCAP and CATIE for review and comment. ARD
 
received responses from CATIE on 1 February 1989. Certain
 
revisions were incorporated to produce this final report.
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III. REGIONAL TROPICAL WATERSHED MANAGEMENT PROJECT
 

PRMC was authorized 26 July 1983, with funding initiated 14

September 1983 under Project Implementation Letter No. 1. The
 
original five-year LOT was extended until 31 December 1989 under
 
Project Implementation Letter No. 36 (dated 9 February 1988).

The overall goal of PRMC is to maximize the contribution of

watershed resources to the economic and social development of
 
Central America and Panama. This objective is to be reached by

realization of the project's purpose, which is to improve the
 
capabilities of institutions in Central America and Panama in the
 
management of their watersheds and natural resources.
 

In September 1985, PRMC was the object of a mid-project

evaluation (ARD 1985). This evaluation was critical of the
 
project's achievements up to that point, citing problems in
 
CATIE's and PRMC's organization and management, an over-ambitious
 
and ambiguous project paper, staffing shortages and contractual
 
delays, interpersonal conflicts among PRMC and departmental staff

members, and delays in impleme.,tation of certain key activities.
 
Up to the time of the present evaluation, numerous staff and
 
organizational changes 
aere carried out by CATIE management;

these changes have had hichly favorable results in the
 
implementation, outreach, and schedule of the project. 
With
 
relatively minor exceptions, PRMC is on track with activities
 
that are both relevant and timely to the achievement of the
 
project's goal and purpose.
 

The current evaluation is intended as a basis on which to
 
make any necessary adjustments to improve PRMC's effectiveness
 
during the remainder of its scheduled life (until 31 December
 
1989). Central to ARD's methodology for this evaluation is the
 
need to assess the effectiveness of PRMC as perceived by the
 
project's client base--technical professionals, managers, and
 
policymakers of national institutions charged with responsibility

for managing watershed resources. For this reason, evaluation
 
efforts concentrated on interviews and discussions with a large

number of officials and technicians of these national
 
institutions, including ex-participants in CATIE's graduate

studies program in watershed management, short courses, seminars,

and workshops (see Appendix B). PRMC staff at CATIE's central
 
office in Turrialba and at the national level (Honduras,

Guatemala, and Costa Rica) were consulted, as were ROCAP project

management personnel. Evaluators were assisted and accompanied

by PRMC national coordinators (CNs) in interviews with personnel

of the national institutions in each country. PRMC's
 
coordinator, Enrique Blair, and staff hydrologist, Claudio
 
Gutierrez, were present for part of the evaluators' visits in
 
Guatemala and Honduras respectively. PRMC staff was well
prepared for the evaluation, with information, logistics, and

presentations of project activities at both CATIE and national
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levels. This preparation was very welcome considering the
 
complexity of the project, the large number of client
 
institutions in three countries, and the brief time available to
 
carry out the evaluation.
 

The remaining sections of this chapter deal with the three
 
principal activity areas of PRMC--training, technical assistance,
 
and institutional development--and are organized around the
 
project's quarterly and annual reporting format. It is the
 
opinion of the authors that PRMC is, at this time, a very

positive and valuable asset to its clients at the national level.
 
The project has contributed greatly to strengthening CATIE's
 
capability and image in watershed management throughout the
 
region. There is, however, still much to do in the region in
 
order to reverse the misuse and deterioration of watershed
 
resources.
 

Recommendations in the following sections are intended to
 
enhance CATIE's contribution to resolving watershed and natural
 
resource management problems during the remainder of PRMC's LOP,
 
and through program strategies being developed by CATIE and ROCAP
 
for the next 10 years. It should be stipulated here that many of
 
the findings and recommendations presented in this evaluation
 
reflect and reconfirm some reorientations that project staff have
 
already begun or are contemplating as priorities for the
 
remainder of the LOP. Thus, recommendations are intended as
 
constructive guidance for efforts already underway, and as
 
suggestions for reorientation in areas where PRMC is seen as
 
deficient or where the project should achieve greater impact.
 

A. Training
 

Training is recognized uniformly among all clients at every

level as the project's most important contribution to improving

watershed management in the countries. PRMC provides various
 
types of training, both formal and nonformal. In response to
 
outputs specified in the project paper and based on evolving

needs in participant countries, PRMC designs, organizes,

delivers, provides funding and guidance for, and participates in
 
the following types of training activities:
 

* 	M.S. program at CATIE;
 

* 	regional- and national-level short courses;
 

* 	regional, national, and international seminars and
 
workshops;
 

" 	graduate (M.S. and Ph.D.) programs abroad;
 

" 	visiting scholars programs at CATIE;
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e specialized studies and professional exchanges; and
 

e participation in non-CATIE seminars and congresses.
 

1 
 Master of Science in Watershed Management at CATIE
 

PRMC has established a solid M.S. program at CATIE which, as
 
of June 1988, had enrolled a cumulative total of 32 students from

Latin America and the Caribbean, and had graduated nine students.
 
Based on interviews with four graduates, the program is seen to
 
be of high quality, with courses that are well-organized and

well-presented by CATIE staff. Graduates credited the program

with preparing them well for their current positions, broadening

their academic knowledge in various aspects of watershed
 
management, and instilling professional competence and
 
confidence. 
A review of the program's curriculum shows a mix of

both theoretical (hard science) and organizational (planning,

technology transfer) bases.
 

More recently, PRMC has promoted students to orient their
 
curriculum toward particular areas of interest--i.e., animal

production, agroforestry, or wildlands management--together with

watershed management. Also, the majority of students' theses is
 
oriented toward their own professional interests, concerning

problems pertinent to their future careers in their own
 
countries. The specificity in curricula and theses subjects

provide students with practical bases of knowledge tailored to
 
situations within their home countries. The four graduates

interviewed have assumed positions of responsibility in
 
institutions with direct and influential relevance in watershed
 
management in their countries.
 

If anything disparaging was mentioned by these students, it
 
was that their thesis coordinators lacked time and were
 
travelling abroad too much to offer sufficient guidance

throughout developmental and review stages. 2 While this is the
 
perennial complaint of all graduate students, it is especially

critical within the watershed management program because staff
 
specialists are, by project design, required to carry an
 
incredible load of duties in preparing and delivering training at
 
CATIE and in participant countries (short courses, seminars)

They also provide the main thrust of short-term technical
 
assistance to the project's client institutions at the national

level. 
 Thus, graduate students must compete for specialists

time, and sometimes come up short.
 

2 All four students were enrolled at the time of a
 
reorganization in PRMC and CATIE's Department of Renewable
 
Natural Resources.
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PRMC staff have expressed a continuing interest in
 
broadening the project's activities in investigation. Much of
 
this enthusiasm is an outgrowth of PRMC's development of the La
 
Selva field laboratory in the Rio Tuis watershed near CATIE. Rio
 
Tuis has been used by the project as an integral part of both the
 
graduate program and short courses for practical demonstrations
 
and applied training. In November 1987 an action plan (Gutierrez
 
1987) was presented to further define activities of training
 
(primarily graduate-level), demonstration, extension, and modest
 
short-term research. The plan specifies needs for equipping the
 
watershed with hydrological and meteorological instrumentation
 
and calls for updating baseline data--both logical requirements
 
for future training and research activities. Research will and
 
should be limited to short-term investigations by graduate
 
students. The plan also mentions the intent to invite other
 
programs at CATIE to participate in activities of integral
 
interest. Due to the watershed's small size, and its proximity
 
to CATIE, it represents an excellent opportunity for all CATIE
 
programs to take advantage of a true field laboratory.
 

Mention was made by PRMC staff of their interest to carry
 
out more formal and longer-term research on a regional level,
 
citing examples such as a series of permanent runoff plots in
 
participant countries to increase baseline information for
 
computerized modeling of watersheds for predictive purposes. In
 
the 1985 evaluation of the project, long-term formal research of
 
this kind was discouraged as being outside of PRMC objectives.
 
The current evaluation makes this same finding.
 

Recommendations:
 

CATIE should continue the graduate program in watershed
 
management and fully support it in the following ways:
 

* 	continue cross-curriculum programs in watershed
 
management with course work in other technical areas
 
and departments in CATIE;
 

* 	require that all students' theses be oriented to
 
resolving a problem in their own countries;
 

* 	 enhance curricula to develop appropriate
 
"operational" capabilities in students, especially
 
in the design, planning, monitoring, administration,
 
and evaluation of projects;
 

9 
adjust staff specialists' work load through
 
increased use of full-time M.S.-level assistants,
 
and in reorienting other activities (see following
 
sections) so they maintain a high level of academic
 
quality in the graduate program;
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e follow suggestions for outfitting the Rio Tuis field
 
laboratory as presented in the action plan and
 
promote wider integration and involvement of other
 
programs and departments at CATIE. Research should
 
be limited to short-term practical exercises as part

of students' preparation; and
 

* 
create a formal Network of Watershed Management

Professionals and Educators3
 , making CATIE graduates
 
a focal point of the network, and follow up with
 
bulletins, information (reports, publications) and

in-service training for network members 
(see Section
 
III A.5).
 

2. Short Courses
 

CATIE delivers short courses at both regional and national
levels (Appendix D). These courses are usually from three to 18

days in duration. Regional courses, usually taught at CATIE
 
headquarters in Turrialba, follow curricula prepared for the

graduate program. 
 In most cases, 75 percent of the material

normally presented in a trimester-long graduate course in

Turrialba is presented to participants in short courses of seven
 
to 12 days. There are two types of short courses delivered at
the national level: 
 those delivered by CATIE-based staff
 
specialists, which roughly approximate the content of regional

courses 
(usually with the same course materials); and those

prepared and delivered together with local specialists, which
 
tend to mix theory (CATIE materials) with materials dealing with
 
local problems and practical operations.
 

Based on interviews with 15 ex-participants in short courses
 
at both levels, it is concluded that regional courses tend to be

much more theoretical than those delivered at the national level.

Participants of regional courses expressed overall satisfaction

with these courses, but said they were overwhelmed by the amount
 
of material presented in so few days. Several participants were
 
not appropriate, nor were they prepared to comprehend materials

presented; this was reflected in the fact that they are applying

neither the training nor the materials in their jobs. It should

also be noted, however, that some ex-participants change jobs, in
 
many cases to positions in which skills acquired in these courses
 
are not applicable.
 

National courses are generally more practical and oriented

toward local watershed management realities. Whereas only two to

three participants from each county may attend a regional course,
 

3 A similar effort is under way on part of the ROCAP-funded
 
Higher Education Project at CATIE.
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national courses usually have some 25 participants from their own
 
country, allowing a much wider dissemination of materials
 
presented. National courses are much less expensive to deliver
 
(especially on a per-participant basis) due to reduced per diem
 
costs of travel, logistics, and in some cases, co-financing by
 
local institutions.
 

In few cases has there been follow-up of ex-participants on
 
the part of PRMC. Follow-up of courses is important to enhance
 
the value of formal courses through non-formal in-service
 
training. Furthermore, follow-up of ex-participants in their
 
workplaces can provide valuable feedback to CATIE concerning the
 
"appropriateness" of course materials and can serve as a basis
 
for reorientation of the thrust of training.
 

Similar to the situation in the graduate program at CATIE,
 
staff specialists are required to spend a good deal of time in
 
preparing and delivering short courses at both regional and
 
national levels. Regional courses are dependent on staff
 
specialists and, depending on the course given, can take an
 
inordinate amount of specialists' time, requiring them to ignore
 
or postpone other activities.
 

Recommendations:
 

CATIE should increase its emphasis on national courses using
 
local instructors, thus reducing the workload on staff
 
specialists, reducing per-participant costs, and increasing the
 
practicality of short course curricula. National courses should
 
be organized around local problems, using priority watersheds as
 
the focus for practical applications of course materials, and
 
involving ongoing watershed/natural resources management projects
 
and programs in each respective country.
 

CATIE should seek mechanisms to improve the selection of
 
participants to courses; thc: National Advisory Committees
 
(Comites Asesores Nacionales--CANs), which are currently charged

with making participant selections, should be given a list of
 
strict selection criteria for each course. CATIE should develop
 
a simple program for post-course evaluation of short courses to
 
ascertain the true impact of materials presented. Part of this
 
program should include aspects of continuing informal in-service
 
training. Similar to that for M.S. graduates, a Network of
 
Watershed Management Professionals and Educators (see Section
 
III.A.5) should be established for selected ex-participants of
 
short courses; that should be followed up with bulletins and
 
pertinent information (reports, publications). This same network
 
will serve as a bank of local instructors for future national
level courses. CATIE should seek to create a critical mass of
 
watershed management professionals in each country through this
 
network.
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3. Seminars and Workshops
 

Similar to short courses, seminars and workshops are carried
 
out at both regional and national levels, and also at the
 
international level through mobile seminars. 
 With the exception

of the mobile type, seminars and workshops are of short duration
 
(two to six days), and are usually focused on one or more
 
practical watershed management-related issues. Depending on
 
their design, they allow a more spontaneous participation of
 
those in attendance, involve discussion of pertinent "real"
 
problems (usually based on ongoing projects and case studies),

and bridge various sectors and institutions. Regional seminars
 
are usually oriented to participants of greater authority in
 
institutions who can influence policy and technical direction.
 
National seminars permit a more general audience from various
 
managerial, technical, and professional levels, depending on the
 
theme. 
PRMC has concentrated its efforts on national-level
 
seminars because they have wider participation, greater impact,

and are more relevant and practical for local participants.
 

Mobile seminars allow firsthand and in situ interchange of
 
watershed management experiences among participants of different
 
countries. Whereas the problems are similar in each country,

sometimes the approaches to solutions vary. Mobile seminars
 
stimulate participants to attempt alternative approaches in their
 
own countries and enhance their feeling of belonging--i.e.,

"we're not the only ones 
in the struggle!"
 

One type of workshop delivered in Honduras, "national
 
encounters" (encuentros nacionales), represented the first time
 
technical representatives of various projects and programs of
 
different institutions, funded through different donors, came
 
together to discuss their approaches, experiences, and problems

in watershed and natural resources management. The two
 
encounters had a very positive impact, improving communication
 
between the various projects, increasing shared knowledge of the
 
different projects, and unifying practical and technical bases in
 
the operational aspects of watershed management. Some similar
 
approaches were taken in other workshops (Taller

Interinstitutional de Manejo de Cuencas, in Panama; 
Tercer
 
Congreso de Recursos Hidricos, in Costa Rica).
 

Recommendations:
 

CATIE should use seminars and workshops at the national

level to build a consciousness of and enthusiasm in watershed
 
management. These should have a strategic focus of gradually

increasing awareness of local watershed management problems and
 
alternative solutions at technical and policy levels. 
 Encounter
type workshops for technical professionals should be carried out
 
in each country. A CATIE-based encounter should then be used to
 
arrive at a consensus for the region, results of which can be
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used to guide CATIE and donor organizations in orienting future
 
programs. PRMC (CATIE) should continue to support national
 
seminars on specific issues of watershed management, as it has
 
done, such as potable water, case study management plans, laws
 
and regulations, soil conservation, and environmental impact (see

Appendix D.). Members of the proposed Network of Watershed
 
Management Professionals and Educators should be the focus of
 
seminar organization.
 

4. Other Training Activities of PRMC
 

PRMC is financing scholarships abroad for eight watershed
 
management students at Colorado State University (seven M.S.
 
students and one Ph.D. student). All students have done
 
exceptionally well in their studies; the first graduated in
 
August 1988 and returned to his job in Costa Rica. While it is
 
too early to gauge the impact of this training component, it is
 
expected that all students will return to their countries as
 
valuable assets in watershed management science. CATIE should
 
then include them in the Network for Watershed Management
 
Professionals.
 

PRMC has promoted a visiting scholars program wherein 13
 
technicians from various countries have come to CATIE for the
 
final trimester of courses under the watershed management

graduate program. Students take two of the courses and carry out
 
a "special project" with assistance of a PRMC staff specialist.

The program is intended as refresher coursework and has positive

impact on the participants' output upon return to their
 
professional jobs. For instance, one ex-participant interviewed
 
in Guatemala uses the materials in his professorial work at San
 
Carlos University.
 

PRMC funds have been used to finance three-week to one-year
 
special studies programs in such fields as remote sensing,

watershed management, and land-use planning for 13 technicians at
 
educational institutions in Latin America and in the United
 
States. As in the visiting scholars program, participants will
 
return to their national institutions with enhanced knowledge and
 
skills, improving their professional contribution. Two of these
 
students excelled in their performance and obtained funding at
 
their respective U.S. universities to continue their studies to
 
the M.S. level. Another offshoot of this program is professional

exchanges (study trips) in which professionals from one country

receive specific in-service training at institutions of another.
 
These exchanges range in type from three weeks in a sedimentology

laboratory, to a three-week orientation seminar at Tennessee
 
Valley Authority. Professional exchanges serve to broaden
 
participants' knowledge of alternative methods in watershed
 
management science or practices which may be adaptable in part to
 
conditions in their own countries.
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PRMC specialists and CNs have participated in numerous
 
seminars and congresses throughout Latin America, the Caribbean,

and 	in the United States, making important contributions to the
 
international knowledge base. 
 These seminars afford participants
 
a chance to exchange experiences across national and regional

borders and improve communication and information exchanges.
 

Recommendations:
 

All activities mentioned above contribute toward the PRMC
 
goal of improving the knowledge and capability of national
 
institutions in watershed management. 
PRMC should continue the
 
visiting scholars program to CATIE, and maintain its outreach
 
efforts to institutions within Latin America for specialized

studies and professional exchanges. In all cases, participants

in graduate and specialized study programs abroad should, upon

their return, participate in the proposed Network of Watershed
 
Management Professionals and Educators.
 

5. 	Network of Watershed Management Professionals
 
and Educators
 

Implicit in PRMC's training activities is the objective of
 
raising the capabilities of national institutions to better
 
manage their watershed resources, through the education of those
 
working in these institutions. Because the job is so large, PRMC
 
staff have rightfully dedicated the majority of their time and
 
resources to training activities at the regional and national
 
level. While training has touched nearly all relevant
 
institutions in the countries in some form or another, an overall
 
long-term training strategy has not been developed by CATIE for
 
PRMC.
 

CATIE's draft 10-year strategy has an ambitious goal of
 
training 5,680 professionals, technicians, and decision makers in
 
aspects of integrated natural resources management. PRMC has
 
already exceeded its project goals in nearly all aspects of
 
training, from its graduate program to seminars and workshops.

Nevertheless, a strategy has yet to be developed to address
 
several specific questions:
 

e who should be trained,
 

e how many people should be trained,
 

* in what aspects should they be trained,
 

* 
what is the "critical mass" of professionals to be
 
trained capable of perpetuating itself at the
 
national level and achieving the arrest and reversal
 
of watershed degradation, and
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e 	how will CATIE reach this critical mass with its
 
limited resources.
 

Within the last two years of project implementation, PRMC
 
has gradually built up capability levels in the countries through
 
training. M.S. program graduates and short course and seminar
 
participants return to professional positions in national
 
institutions and universities, where their increased knowledge
 
and awareness can be utilized. Currently, the only formal link
 
among these professionals is the CAN, of which only a few are
 
members. Beyond the CAN, professionals may coordinate efforts to
 
resolve watershed management problems and participate ad hoc in
 
certain training events at the national or inter-institutional
 
level. PRMC should help formalize these relationships in more
 
specific terms.
 

Similarly, educational institutions at the national level
 
have received incidental assistance in curriculum development-
primarily through professors' attendance of PRMC's short courses
 
or 	visiting scholars program.4 
 While this has been helpful,

representatives of all three universities visited during the
 
evaluation expressed the desire for assistance to improve

watershed and natural resources management in their institutions
 
through improved curricula, textual and scientific information,
 
and development of field laboratories in small watersheds.
 

Finally, the burden of training more than 1,000 people in
 
some aspect of watershed management has fallen on PRMC staff
 
specialists and CNs. With the multiplicity of responsibilities
 
these professionals have in the project and outside (CATIE and
 
academic community at large), it is to their credit that they
 
have done as well as they have. It is necessary that PRMC staff
 
reduce the volume and duplication of training at regional and
 
national levels. After five years of implementing training
 
activities in the region, the time is right to transfer much of
 
the burden to national institutions and local professionals and
 
specialists--this has been initiated by PRMC for soil
 
conservation (see Section III.B.I).
 

Recommendations:
 

PRMC staff (CATIE) should develop a strategy for training
 
activities in the region. The strategy should begin with the
 
creation of a formal Network of Watershed Management
 
Professionals and Educators 5 duly constituted by CATIE and
 

4 PRMC did assist the Universidad Nacional de Costa Rica in
 
development of a curriculum for watershed management.
 

5 This network can fit within or be expanded to include other
 
areas of technical expertise (annual production, plant
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members of "target clients" (institutions). Membership should be

selective--i.e., criteria should be developed that reflect a high

level of academic and/or professional standards. Graduates of
 
CATIE should be focal members of the network. After these, ex
participants in short courses, special studies, graduate programs

abroad, and visiting scholars should be screened for affiliation.
 
A minimum of two representatives of selected educational
 
institutions in each country should also be affiliated. 
The

network, coordinated by PRMC, should include activities such as:
 

@ 	information exchange through bulletins, distribution
 
of reports, and publications;
 

* 	questionnaires designed for eliciting feedback on
 
CATIE's efforts;
 

* 	in-service follow-up and training through courtesy

visits and informal seminars;
 

" 	periodic refresher courses and seminars to update

technical methods and approaches to planning and
 
management;
 

" 	organization, design, and delivery of training
 
courses and seminars at the national level;
 

* 	provision of technical assistance, first through

inter-institutional collaboration (via network
 
members) and secondly (if required) through

consultancies;
 

" 	organization and implementation of a policy lobby

geared to improving the knowledge base of both
 
policy/decision makers and the general public

concerning watershed management issues; and
 

* 	direct participation in drafting of laws and
 
regulations on issues dealing with integrated

natural resources management.
 

Successful operation of the network at the national level
 
will result in the more expedient realization of the critical
 
mass of watershed management capability and should influence
 
public policy changes in favor of improved natural resources and

watershed management. The network will also reduce the

dependence on CATIE for a large portion of training and technical
 

production) as envisioned in CATIE's 10-year strategy and
 
Regional Cooperative Network for Education in Agriculture and
 
Renewable Natural Resources, and in relation to a similar effort
 
under development in CATIE's Adjunct Office for Training

(Subdirecci6n Adjunta de Ensehanza).
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assistance duties, freeing specialist staff and CNs to improve

the quality of more specialized training (i.e., graduate

studies), point-specific technical assistance, and higher
 
priority activities (bankable plans, legislative reform, and
 
coordination/facilitation of CATIE priorities)
 

Another objective of the network will be to improve formal
 
education capabilities of selected universities. CATIE should
 
work with personnel of these universities to improve curricula,
 
set priorities, develop field laboratories, participate in
 
training of trainers, and develop training modules (the latter is
 
already underway in PRMC). A program of visiting professors from
 
CATIE and other universities should be instituted, with funding

sought through CATIE's Higher Education Project and from in
country donor missions (USAID, FAO, development banks).
 

6. Conclusions and Recommendations at the Country Level
 

The sections above present findings and recommendations
 
which can be generalized for all countries. Comments presented
 
below are specific to each country visited.
 

Honduras:
 

In-country short courses and seminars have had noticeably
 
more positive impact than regional courses. The two national
 
encounters (Encuentros Nacionales de Conservaci6n de Tierras de
 
Ladera) have been shown to be effective mechanisms for
 
synthesizing both approaches to watershed management problems and
 
alternative solutions. The CN has been su(:cessful in coaxing co
financing from participant institutions to sponsor local training
 
events, and in recruiting voluntary participation of local
 
specialists to deliver training segments.
 

PRMC should use the short course delivered in Catacamas
 
(Pr~cticas de Manejo de Cuencas) as a model for future training
 
events. This course required minor input from CATIE (one

visiting specialist and coordination by the CN), was inexpensive,

stressed practicality, and improved local institutions' own
 
capacity to design and deliver needed short-term training.

PRMC/CATIE should assist the CN with development and production

of more audiovisual materials that can be distributed nationally
 
to improve local training courses. Capability exists within
 
Honduras to give first-level courses in watershed management

planning, soil conservation, extension aid communication, and
 
land-use capability and planning. These courses need not be
 
delivered by CATIE, but assistance is necessary in developing

modules and materials. Also, CATIE should increase the number of
 
graduate students from Honduras in integrated natural resources
 
management (including watersheds). Representatives of the
 
National University in La Ceiba (Centro Universitario Regi6n
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Litoral Atl~ntico--CURLA) expressed the need for assistance in
 
curriculum development, establishment of a field laboratory

(experimental watershed) similar to Rio Tuis, and text
 
development.
 

Guatemala:
 

Because of budget cuts to the country program, no national
level courses have been given in Guatemala this year, although

several were requested. This i noL justified considering PRMC
 
has been operating in Guatemala only two years. Although the
 
professional level of Guatemala technicians may be considered
 
good, it will take more emphasis on training to bring the number
 
of professionals trained in watershed management in line with
 
that of other countries. PRMC staff specialists' support has
 
been deficient in Guatemala compared to other countries. This
 
should be rectified.
 

In Guatemala, there is a demonstrated capacity to deliver
 
certain short courses in watershed management (concepts and basic

planning methods), land-use capability planning, environmental
 
impact assessment, soil and water conservation, and basic
 
hydrology. PRMC should assist institutions in the development of
 
curricula and training materials for these courses. Direct
 
assistance needs were expressed at San Carlos University for
 
short courses prepared expressly for professors in order to
 
upgrade and actualize their training materials, for development

of a graduate program in integrated natural resources management,

and for text development.
 

Costa Rica:
 

Professional capability levels in Costa Rica are generally

higher than in the other countries because of the advanced level
 
of education. With PRMC assistance, the National University has
 
developed a curriculum for a watershed management concentration
 
in its forestry program and is awaiting funding from ROCAP
 
Costa Rica has also benefited from the proximity and presence of
 
both CATIE and the Instituto Interamericano de Cooperaci6n para

la Agricultura (IICA), institutions which have long been
 
associated with training activities in the country. Numerous
 
Costa Ricans have graduated from CATIE and enhanced the country's

capability in natural resource management. While CATIE's
 
graduate watershed program is offered to students from all CATIE
 
member countries on a fairly even basis, its regional courses
 
usually include more Costa Ricans (which is logical). PRMC has
 
not, however, favored Costa Ricans over other countries in its
 
graduate proqram.
 

One innovation is noteworthy. PRMC in Costa Rica has

assisted local institutions in developing training at the
 
municipal and community levels. Recently, PRMC's instructional
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materials and design specialist assisted various national
 
institutions in the design and del.ivery of an environmental
 
education module for secondary school teachers. The module is to
 
be incorporated, in turn, in school curricula on a national
 
scale. Furthermore, the production of videos and sonovisos
 
(audio-enhanced slide shows) for public consciousness-raising has
 
been oriented to date almost exclusively to Costa Ricans
 
(materials for other countries are in production).
 

A representative of the National University expressed hope
 
that CATIE could assist in three ways: developing a program of
 
investigation in integrated natural resources management,

arranging for visiting professors, and developing course modules.
 

B. Technical Assistance
 

As 	envisioned in the project paper, PRMC staff and
 
consultants will provide "technical assistance at the request of
 
the national institutions, in specific areas where capacity at
 
the national level is weak." Four technical assistance activity
 
areas are described in the project paper:
 

" Ongoing long-term technical assistance, which
 
includes strategic analysis, prioritization, and
 
planning of a national system of watersheds
 
(including development of related methodologies);
 
bankable management plans for priority watersheds;
 
implementation of operational planning and
 
management techniques of individual priority
 
watersheds; evaluation of on-the-ground watershed
 
management practices of at least two projects; and
 
design and establishment of at least two adaptive
 
research programs in selected watersheds.
 

" 	Short-term technical assistance aimed at resolving
 
specific technical problems and constraints to
 
effective watershed management such as flood control
 
and prevention of sedimentation of reservoirs;
 
developing national training programs, guidelines

and field handbooks; advice to USAID and other
 
donors in the design and evaluation of watershed
 
management projects and/or components; improvement
 
of organization and administration of national
 
institutions; and policy and legal studies.
 

" 	Data base information and assistance, which entails
 
provision to national institutions of information
 
for watershed management and planning, and
 
assistance on collection, analysis, and utilization
 
of 	information.
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* 	Instructional design/materials and training

development assistance, which includes provision of
 
assistance in curriculum design to universities,
 
technical schools, and national institutions which
 
have training programs in watershed management;

design and develop training materials for use in
 
their training programs.
 

1. 	 Focus and Strategy
 

A review of technical assistance (TA) themes (Appendix E)

shows PRMC's focus on providing TA is broad-based, covering most

of 	the technical areas mentioned in the project paper. TA has
 
been provided by both project staff (specialists and CNs) and

consultants which have been used effectively at the national
 
level. Short-term TA has been in direct response to requests by

national institutions. Long-term TA has been geared almost
 
exclusively to the development of plans for bankable watershed
 
management projects; short-term TA assignments (national

watersheds diagnoses, diagnoses of priority watersheds) have also

been in support of the bankable watershed management planning

process. 
Another important use of TA has been in institutional
 
development at national institutions--through advice on
 
creating/improving watershed management divisions 
(units),

diagnosis of institutional weaknesses pertaining to watershed
 
management authorities, and assistance in reforming policies and
 
laws.
 

Generally, TA seems to have been responsive to requests, but
 
the quality of the products (recommendations, reports) has been
 
erratic. 
Part of the problem is that staff specialists from

Turrialba have time constraints which limit the effectiveness sf
 
their TA effort; their missions to the countries are invariably

too short to provide a punctual, comprehensive effort.
 
Consequently, reports are somewhat vague and recommendations lack

specificity. Another disparity is an imbalance in TA among the
 
countries. Costa Rica has received approximately half of the TA,

while Honduras and Panama have received about 20 percent each,

and Guatemala, where PRMC only began in 1986, has received only

about 10 percent6 . While CATIE's presence in Costa Rica explains

part of this disparity, it is not justifiable in view of even
 
greater TA needs in the other countries. Honduras and Guatemala
 
lag behind Costa Rica and Panama in terms of progress made toward

institutional development, policy improvement, training

capabilities, and integrated planning approaches; timely TA is
 
critical to remedy this situation.
 

6 Estimations based on a quantification of person-weeks allotted
 
to TA in each country; total person-weeks for project estimated
 
at 126 up to June 1988 (Quarterly Report).
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PRMC is only now beginning to address needs for guidelines

and manuals which are desperately needed (according to clients)
 
as 	the basis for improving the design, planning, and management

of 	projects. PRMC has not evaluated watershed management

projects operating in the countries, although it has assisted in
 
aspects of conceptualization and design of new or potential

projects. The project to date has not evaluated on-the-ground

watershed management practices employed by national level
 
projects; nor has TA been provided to set up adaptive research
 
programs beyond PRMC's own Rio Tuis field laboratory.
 

Assistance to national institutions, especially through CAN
 
members, in collection and analysis of information and provision

of information (report and publications distribution) has been
 
very good. Data base management assistance in the form of
 
training and a few short TA visits by PRMC's data base specialist

has only recently begun and its impact could not be assessed.
 
National institutions are at the takeoff stage of computerized

information management (including geographic information systems)

and are clamoring for assistance.
 

Finally, PRMC's assistance in the development of
 
instructional materials and training development is way behind
 
schedule and, to date, almost exclusively dedicated to Costa
 
Rica. As described in the preceding section, curriculum
 
design/development assistance has been lacking, with training

institutions and universities excluded from appropriate TA
 
(except for Costa Rica). PRMC is only now readying its first
 
training materials module (soil conservation) for distribution to
 
national institutions. These modules are key components in
 
decentralizing training capabilities at the national level. Most
 
audiovisual aids, including sonovisos, posters, and a video, are
 
only applicable in Costa Rica. (Other videos are in preparation
 
based on filming in each country.) To date, training materials
 
have had to be extracted ad hoc from course proceedings and a
 
number of reports circulated at the country level. With the
 
exception of the pilot project for environmental education in
 
Costa Rica, PRMC has not carried out a traininq-of-trainers
 
program.
 

Recommendations:
 

In order to enhance the effectiveness of PRMC/CATIE's TA at
 
the national level, the following strategies and improvements are
 
suqqested:
 

e 	As PRMC has done effectively for the bankable
 
watershed management plans activity, it should focus
 
TA through long-term strategies in two other primary
 
areas: institutional/policy improvement and
 
enhancement of national institutions' training
 
capabilities. Key institutions in each country
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should be selected and TA concentrated on these to
 
avoid dilution of effort.
 

* Long-term TA needs should be assessed by country,

and time and effort should be distributed
 
accordingly. 
 It is the opinion of the evaluation
 
team that Costa Rica is less needy of TA than the
 
other countries, with first priority given to
 
Honduras, then Guatemala, then Panama.
 

" 	A methodology involving case studies of existing

national programs should be used to prioritize and
 
structure responsive TA. Many of the best models
 
and approaches for effective and appropriate

watershed management will be perceived through these
 
diagnoses and can be "packaged" for training

modules. The methodology requires review of:
 
diagnoses of current levels of institutional
 
awareness/responsiveness (i.e., PRMC's institutional
 
diagnoses); operational planning and management;

technical competence and orientation (watershed
 
management practices); and information collection,
 
analysis, and utilization.
 

" 	PRMC should place its top priority in TA in the time
 
remaining in the project on preparation of training

materials modules. Current schedules should be
 
moved up in order to allow time for feedback from
 
intended clients in national institutions on the
 
content and appropriateness of the material. The
 
final modules should then be used in training-of
trainers short courses, employing an adaptation of
 
the methodology used by Hernan Contreras for the
 
pilot project for training teachers in environmental
 
education curricula.
 

" 	Audiovisual materials should be designed and
 
developed for each country, in each country. 
An
 
inventory and assessment of the media currently used
 
in each country should be made before these
 
materials are developed, and local professionals
 
contracted to prepare them. PRMC should give TA as
 
required to ensure that materials meet minimum
 
standards of quality.
 

2. "Informal" Technical Assistance
 

In many cases a short meeting, a phone call, or
 
participating on a panel can be just 
as effective a contribution
 
to national institutions and their personnel than any formal
 
consultancy. The positive impact of PRMC's CNs should not be
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consultancy. The positive impact of PRMC's CNs should not be
 
underestimated. It is difficult to quantify the output of
 
informal technical assistance in quarterly and annual reports,
 
but it was obvious to the evaluation team, after interviewing
 
clients in each country, that the CNs are respected and sought
 
out for advice on a continual basis. This illustrates that
 
successful and effective professional relations have been
 
established by the CNs and their counterparts in national
 
institutions--a major achievement.
 

CNs have difficulty in saying "no" to the ever-increasing
 
requests for assistance, and informal TA activities may take up
 
as much as one-third of their professional time. While much of
 
this informal TA is devoted to following up planned activities
 
(bankable plans, supportinq watershed management units in the
 
institutions), a good deal of assistance is given on a wide range
 
of topics that are outside of PRMC's immediate goals and
 
priorities. Where informal TA is directed at these priority
 
activities, the results lead to products of more permanence. On
 
the other hand, where informal TA is directed in a "shotgun"

approach, results are scattered, impact diluted, and any products
are quickly forgotten or placed on a shelf.
 

Recommendations:
 

Similar to recommendations in the preceding section,
 
informal TA should be focused in three priority areas: bankable
 
plans, institutional/policy improvement, and enhancing national
 
institutions' training capabilities. CNs should reduce the scope
 
of their informal TA effort by limiting the number of clients to
 
several key institutions. Informal TA of the CNs should be
 
combined with formal TA activities of PRMC's staff specialists
 
and consultants, whereby the CNs are following up on the formal
 
TA events,
 

3. Bankable Watershed Management Plans
 

For PRMC, the bankable watershed management plan and the
 
process of producing the plan will represent the culmination of
 
six years of project implementation. The bankable plan is being

pulled together by the CANs (see following sections), which are
 
comprised of individuals who have received some form of training
 
(such as graduate work, short courses, or seminars) from PRMC.
 
The CANs are receiving direct TA from PRMC's CNs and staff
 
specialists to develop plans for appropriate watershed management
 
activities in direct response to the priorities and
 
responsibilities of each member's respective institution. The
 
process of producing the bankable plan involves input from all
 
PRMC's principal activity areas: training, technical assistance,
 
and institutional development.
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To date, the bankable plan process has been systematic and
methodical, moving logically from one phase to the next as
 
presented in Figure 1, below.
 

Figure 1. Bankable Watershed Management Plan Process
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The process began in each country only after creation of the
CAN as executor of the process in late 1987. The CAN in each
 
country moves the process from one phase to the next with direct
assistance of the CN. In all cases, the CN has acted as 
the
 
primary catalyst, facilitator, and coordinator through all
 
phases. Technical assistance provided by CNs, specialist staff,
 
and consultants has been used at all steps in the process, with
local consultants employed to prepare all the diagnoses (national
 
watersheds, priority watershed, and institutions). Training is,
or will be, concentrated in two phases: application of a
 
methodology to prioritize watersheds, and development of the
 
bankable plan itself. Diagnoses are somewhat lean on analytical
 
assessments; however, they are valuable as inventories of the
current situation, general natural resources information and
 
maps, and in describing the institutional framework relevant to
 
integrated natural resources management in each country.
 

The evaluation team was, in general, favorably impressed

with the process and documents concerning all phases up to that
 
of bankable plan development (only now being initiated). The
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process has been carried out gradually over the last year with a
 
fairly successful combination of training and TA events. To
 
avoid misinterpretation, however, it should be noted that the CAN
 
has been only marginally active in the actual "work" represented

by 	each phase. The diagnoses were carried out by consultants
 
under supervision of PRMC staff specialists; specialists were not
 
participants in the actual work, beyond editing the reports.

Members of the CAN and professionals in the national institutions
 
profess to be "too busy" to offer sufficient collaborative time
 
on 	the diagnoses. (In several cases, these same professionals
 
were hired by PRMC as consultants to do similar work "off
hours".) CAN members do, however, review draft diagnoses and are
 
involved in using the information.
 

At the level of preparation of the bankable plan, CAN
 
members will in theory carry out the work of plan preparation,

involving their respective institutions in activities under their
 
jurisdiction. Institutions that will be involved include:
 

* 	in forestry: Direcci6n General de Bosques y Vida
 
Silvestre (DIGEBOS); Direcci6n General Forestal
 
(DGF); and Corporaci6n Hondurefla de Desarrollo
 
Forestal; and
 

9 in potable water: SANAA; Instituto Costarricense de
 
Acueductos y Alcantarillados (AyA); and Empresa

Municipal de Aguas (EMPAGUA).
 

After discussing the bankable plan in meetings with CAN members
 
in 	each country, it is evident that there is confusion,

misconception, and a certain hesitancy among members concerning

the process. First, the term "bankable" is interpreted as
 
meaning nothing more than a "sellable" document to prospective

donors (i.e., pre-investment plan). Second, economic aspects,

which are considered the basis by which to gauge "bankability"-
have yet to be considered. (PRMC's contracting of an economist
 
was delayed until June 1988, and he is only now beginning to
 
address these issues.) Equally, social issues including local
 
community involvement, land tenure, nutrition, and health have
 
not to date, been given consideration in the process. Third,

beyond a brief 10-page checklist ("ideas generales") concerning

the preparation of the bankable plans, no specific orientation
 
nor training has been received by either the CNs or members of
 
the CANs.
 

Presently. the process is at an impasse with few at the
 
national level having a clear understanding of their
 
responsibilities and the procedure. CNs are apprehensive about
 
how to carry out the preparation of a plan with so many

participants and institutions--especially when the CNs have never
 
prepared such a plan. It should also be noted that staff
 
specialists have not prepared operational watershed management
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nor training has been received by either the CNs or members of
 
the CANs.
 

Presently, the process is at an impasse with few at the

national level having a clear understanding of their
 
responsibilities and the procedure. 
CNs are apprehensive about

how to carry out the preparation of a plan with so many

participants and institutions--especially when the CNs have never

prepared such a plan. It should also be noted that staff
 
specialists have not prepared operational watershed management

plans--certainly limiting their input and utility at the national
 
level with the bankable plans.
 

Recommendations:
 

PRMC needs to increase the involvement of CAN members or

others of key national institutions in the preparation of the
 
bankable plan, if the process is to indeed be the vehicle for
 
learning by doing. CNs should participate as advisors on what

approaches can and cannot work in each of their countries, and
 
request assistance to carry out the guidelines as needed.
 

The project should end the confusion over procedures for

development of the bankable plan. A definition should be set in
 
concrete, and PRMC staff and CAN members should reach a consensus
 
on an interpretation of the definition. 
A series of guidelines

should be developed by staff specialists with input from ROCAP
 
specialists. These guidelines must be realistic in terms of
 
socioeconomic and political conditions in each country, but with
 
a relatively uniform framework. Guidelines should be practical

and not attempt preparation of a "super-plan" that is nothing
 
more than an exercise in preparation of a document. Simple

appropriate guidelines for preparation of economic analyses need
 
to be developed immediately and be responsive to whatever formats
 
or formulas donors require (such as internal rate of return or
 
cost/benefit).
 

PRMC should contract a consultant in development

sociology/anthropology to ensure that appropriate consideration
 
be given to social issues in these plans. Other specialists

within CATIE, outside of PRMC, should be involved with the
 
process of developing guidelines for technical areas outside of
 
PRMC's immediate capabilities.
 

A brief workshop should be held for the CNs to review the

application of the guidelines for eventual facilitation at the
 
national level. The workshop should be organized around
 
operational "how to do" themes, with the objective of readying

CNs to carry out the process in their respective countries with

well orchestrated, albeit minimal assistance from staff
 
specialists.
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4. Conclusions and Recommendations at the Country Level
 

By and large, conclusions and recommendations cited above
 
are applicable in all countries visited, especially in terms of
 
focusing technical assistance and improving the process for
 
preparation of the bankable watershed management plan. Some
 
specific observations are included below for each country.
 

Honduras:
 

At the time of this evaluation, problems existed within the
 
CAN on the selection of the priority watershed (upper Choluteca)

influencing the preparation of an integrated watershed management

plan. SANAA has hired consultants with the Interamerican
 
Development Bank (IDB) and Italian Government monies to prepare
 
management plans for the Rio Guacerique and Concepci6n del Rio
 
Grande, without working through the CAN. Rio Grande represents
 
part of the priority watershed. Also, since the upper Choluteca
 
is only a priority for potable water (i.e., responsibility of
 
SANAA), CAN members from other institutions showed little
 
interest in collaborating in the preparation of the plan. PRMC
 
should remedy this either by reining in SANAA and its donors for
 
the Rio Grande project to get them to integrate efforts with the
 
CAN, or by contemplating selection of a different priority
 
watershed.
 

Guatemala:
 

The CAN seems very active and capable and should be given
 
full support to achieve its priorities. TA on the part of PRMC's
 
specialist staff has been grossly lacking, with various planned

activities cancelled this year because of specialists' lack of
 
time. The CN has done an excellent job in dealing with the
 
burden of trying to carry out most of the TA himself, but the
 
demand is too great. It should be realized that PRMC has but two
 
years operating in Guatemala, and management should not think
 
that what has been achieved in other countries in four to five
 
years can be immediately achieved in this country.
 

Costa Rica:
 

The majority of PRMC's TA effort has been enjoyed by the
 
Costa Rica program, but operational models of technical and
 
political approaches to successful watershed management in this
 
country may not be so easily transferred to other countries
 
because of differing sociopolitical conditions. Because of the
 
success of the CAN--which has evolved the Grupo Ejecutivo de
 
Cuencas (GEC) and its technical secretariat--less attention is
 
needed by staff specialists and more technical assistance
 
responsibility should be handed over to national counterparts-
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especially in the development of the bankable watershed
 
management plan.
 

C. Institutional Development
 

Shortly after the external mid-term evaluation in September

1985, PRMC created a third major activity area as a focal point

for planning strategies and periodic evaluation and reporting

(quarterly and annual reports). 
 Whereas institutional
 
development, both at CATIE and national level, is at the heart of
the overall goal and purpose of the project, PRMC management was
 
correct in redistributing several activities into this new
 
category for strategic and organizational reasons. The following

subsections address activities as organized in PRMC's reporting

format.
 

1. Strengthening CATIE's Watershed Management Capabilities
 

PRMC has hired a cadre of high-quality professionals and
 
support staff who are very dedicated to project objectives,

giving of their time over-and-above the call of duty. The

demands on their time have resulted in a burdensome workload (see

previous sections) that is affecting the overall quality of
 
output. Regardless, PRMC staff have vastly improved watershed
 
management capabilities at CATIE, raising the Center's image and

recognition internationally. PRMC has installed a modern and
 
efficient physical plant with an 
enviable capability in

computerized information management and instructional materials
 
development.
 

PRMC is currently operating 80 percent of the activities of

the recently-created Integrated Natural Resources Management

Program (see Figure 2) at CATIE, thus providing the framework for

the Center's direction in the next 10 years. 
 PRMC has fortified
 
CATIE's curriculum at the M.S. level, making its graduate
 
programs in high demand regionally.
 

CATIE at the National Level
 

Six to eight years ago, CATIE was relatively unknown at the

national level, except by certain research personnel in national
forestry and agricultural institutions. With the initiation of
regional projects with resident CNs, this has changed. PRMC's
 
CNs have played the most important role in extending the

project's reach to national institutions. The CNs and PRMC have

increased CATIE's profile at the national level. 
 There are no

institutions involved with watershed management activities that

have not come in 
contact with the project and received some

benefit. This is a very positive result of PRMC and a tribute to
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Figure 2. 	CATIE's new organizational
 
structure for 1988-1997
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the CN's hard work. All are dedicated and work many extra hours
 
in a demanding and complex job, dealing with upwards of a dozen

public and nongovernmental agencies, and coordinating the CAN.

They are called upon to organize, coordinate, and participate in

training events; give formal and informal technical assistance;

deliver the bankable watershed management plan; and carry out

public relations in the name of CATIE. 
 Yet the CNs have no full
time counterparts (they have about 20 part-time counterparts).

They have no professional/technical assistants nor full-time
 
secretaries (they share the CATIE representative's or other

project's secretary). The logistics and administrative tasks of

the job take away much of the CN technical effectiveness.
 

Consequently, much of the administration--selection and
 
clearance for local consultants, budget allocations,

authorizations of expenditures, and review and control of

publications--rests with PRMC/Turrialba. 
This has led to a

certain degree of frustration among the CNs at the bureaucratic
 
delays in moving forward with work plans.
 

Quarterly planning/evaluation meetings for all PRMC staff
 
are an excellent vehicle for gauging progress, reorienting

immediate priorities, and dealing with administrative issues.

Yet according to the CNs the meetings are not fully responsive to
 
solving problems which occur at the country level 
(especially in
 
terms of punctual technical assistance). The quarterly and

annual reports are well-organized and presented. Also, reporting

activities take a good deal of time from more pressing duties.
 

Recommendations:
 

PRMC should provide funds (or solicit funds from member
 
institutions of the CANs) to hire a full-time professional

assistant for the CNs in each country. 
This person should be a

B.S.- or M.S.-level professional with experience in watershed or

natural resource mana:'ement. Arrangements should also be made to

provide sufficient secretarial support (with word processing

capabilities) to PRMC in each country, preferably full-time.
 
PRMC should decentralize much of the authority for the
 
administrative duties currently carried out in Turrialba,

reassigning them to the CNs. Progress reports should be prepared

semi-annually, but minutes of quarterly meetings should be

written and distributed. These meetings should be used more to
resolve immediate implementation problems as presented by the
 
CNs.
 

Experimental Field Laboratory in the Rio Tuis Watershed
 

As described in Section B.1. above, the Rio Tuis field

laboratory, together with the La Selva demonstration farm, is a

valuable asset to the graduate program. The existence of a "real
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world" training ground so close to CATIE permits staff to
 
increase the efficiency of the training process through

practical, firsthand experience. As intended under CATIE's
 
Program No. 3, departments at the Center will be encouraged to
 
integrate technical approaches and training events into programs
 
and projects, in order to better respond to the complex problems
 
of improving integrated natural resources management in member
 
countries. The Rio Tuis field laboratory offers a great
 
opportunity to further this objective.
 

The same field laboratory can be used for practical
 
investigations into appropriate approaches for watershed
 
management, including applications of land capability/land-use
 
planning, agroforestry, conservationist agriculture, soil
 
regeneration/improvement, and in the development of practical
 
training modules that can be replicated at the national level.
 

Recommendation:
 

CATIE should embrace the Rio Tuis field laboratory as an
 
extension of the center's own experimental station. Development
 
of the field laboratory marks the first time that CATIE has
 
ventured outside its own property to develop a systematic
 
training'experimentation ground in a realistic hill lands
 
setting. Involvement of other CATIE projects/programs should be
 
required, and an overall curriculum be developed, to make the
 
best integrated use of the watershed. Training and investigation

in the watershed should be as practically oriented as possible,
 
in view of the limited resources available to the region's hill
land farmers (e.g., simplistic systems of land-capability
 
classification, agroforestry and vegetative solutions to soil
 
erosion, and green manuring for soil improvement). Because
 
national institutions (CURLA, National University of Costa Rica)
 
are requesting assistance to develop field laboratories, Rio Tuis
 
could become a model for similar efforts at the national level.
 

Regional Watershed Management Information Bank
 

Most activities under this category are behind schedule
 
because of continued delays in recruitment of key personnel and
 
equipment. However, project management has a grasp on a strategy
 
for getting activities back on track, permitting the constraints
 
of time.
 

Reference library
 

The staff documentalist was hired only a few months ago;
 
however, a small reference library has been organized that
 
includes copies of all documents produced under the project,

various watershed management-related publications, and hundreds
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of thematic maps from CATIE member countries. Two bibliographies

(one for PRMC titles, the other for watershed management in
 
general) have been produced for limited distribution. The map

collection is somewhat in disarray, without an updated catalogue.

No general inventory of maps exists for the region or the
 
countries.
 

Geographic data base system
 

PRMC has installed a data base management capability and GIS
 
based on microcomputers. The project is developing a data base
 
on CLICOM software with the World Meteorological Organization in
 
order to improve information on climate throughout the region.

Using ERDAS and IRIDIS, PRMC is developing GIS-based natural
 
resource inventories for priority watersheds of Rio Barranca and
 
Rio Virilla in Costa Rica. The computer center staff has
 
developed training programs (graduate and short courses) which
 
have been delivered beginning in late 1987. A second GIS station
 
and hardware upgrades were scheduled to be in place by early

1989. With limited time left in the project, PRMC will be hard
pressed to capitalize on the investment represented by the
 
computer center. Three questions must be answered:
 

" whether the project can develop CATIE's capabilities
in data base management and GIS to the point where 
substantive and appropriate assistance can be 
offered to the countries in the short remainder of 
the LOP; 

" whether PRMC can demonstrate the validity and 
appropriateness of this technology considering
institutional, educational, and economic constraints 
at the national level; and 

" which institutions should be assisted in each 
country.
 

PRMC's approach, as stipulated in the project paper, is
 
correct: develop the capability and demonstrate its usefulness
 
and cost-effectiveness, first at the regional (CATIE) level, then

replicate transferable models to the countries as part of a data
 
base network (i.e., CATIENET). Because of early delays and the
 
short time before the end of the project, prioriti-- will need to

be established to meet PRMC objectives under this a(civity.

Client institutions are just now developing their own
 
capabilities in data base management and GIS, and are in great

need of assistance.
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Consultant Roster
 

PRMC has started a computerized data bank of professionals
 
in watershed management-related sciences. This is an important
 
tool: it identifies consultants and potential long-term
 
employees for CATIE and the national institutions, and forms an
 
important source from which to draw for the evaluators' proposed
 
Network for Watershed Management Professionals and Educators.
 
Although this activity currently has a low priority in PRMC, it
 
is seen as an integral part of other project activities and
 
objectives as mentioned above. A program has been developed in
 
order to create a uniform format for presentation of curriculum
 
vitae. The format is, however, cumbersome and too ambiguous to
 
serve the function of a data base oriented to "key words".
 

Recommendations:
 

Following are suggestions to improve the efficiency of the
 
project's information management system:
 

" 	As a basis for eventual GIS applications and in
 
support of overall geographic information collection
 
activities, an inventory of maps (including land
 
use, climate, soils, slope, aerial photography, life
 
zone ecology, and sociocultural features) should be
 
made within each country and published, similar to
 
the investigators' guides series (Guias de
 
Investigadores) published by the Interamerican
 
Institute for Geoqraphy and History in the mid
1970's.
 

" 	Data management specialists should develop a series
 
of applications for the GIS to demonstrate its value
 
in member countries, especially where systems either
 
exist (Panama) or are slated for purchase
 
(Guatemala). As PRMC is still developing CATIE's
 
own capability, alternative funding should be sought
 
within the Center's other projects (since these
 
would also have GIS needs) to ensure continuity in
 
support and development of the system to the point
 
of eventual transfer to other countries. An
 
assessment of data management needs should also be
 
made for targeted client institutions and
 
appropriate technical assistance should follow.
 

e PRMC (and CATIE) should consider a different format
 
for its computerized consultant roster; there are
 
numerous systems with available software that are
 
much more suited to the objectives of the roster.
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Preparation of Instruction Materials and Technical Publications
 

PRMC is to spearhead the preparation of appropriate didactic

and audiovisual materials to be used at both CATIE and national
 
institutions. As mentioned in Section III B.1 above, these
 
activities are very much behind schedule, and there is a

pressing need for them at the national level. Instructional
 
materials developed to date are well prepared but have had
 
circulation principally at the CATIE level, in graduate programs

and regional courses, and their exposure at the national level

has been limited to presentations in national-level courses and
 
seminars. Some professionally produced audiovisual products,

such as sonovisos and videos, have been made available in Costa

Rica, but are only suited to the socioeconomic picture in that
 
country.
 

PRMC has developed an excellent capability in the production

of media in its offices. PRMC has a qualified staff in media

design, photography, art, and layout; an excellent media center
 
with reproduction capabilities; a photo/slide collection; and up
to-date audiovisual production equipment. However, the project

has been deficient in disseminating instructional materials due
 
to delays in the production process. As mentioned previously, no

instruction modules have been distributed, even though several
 
are in production (soil conserv3tion, land-use capability). CNs
 
and national institutions have cited the lack of instructional
 
materials as one of their principal constraints to carrying out
 
effective training.
 

The project has published a large number of reports based on
 
the technical assistance missions of staff and consultants,
 
course proceedings, seminar presentations and proceedings, and
 progress reports (see Appendix F). 
 A quarterly bulletin is also

published that serves both information and public relations
 
functions. Generally, these are well-organized and edited, have
 
excellent illustrations, and are professionally reproduced. Most

publications gain wide distribution in the countries, with the
 
exception of some internal working papers. 
Also, each country

has published a series of proceedings and reports exclusively in
 
their countries. Clients interviewed expressed broad
 
satisfaction with the publications, claiming that they are

valuable reference materials for their work in watershed
 
management. Course materials, as already cited, have been used
 
ad hoc in training at various levels within the countries.
 

The value of many publications, especially proceedings from

seminars and workshops, is dependent to an extent on how promptly

they are received. The greatest use of the information is in the

first few months after a seminar has been held, while the
 
enthusiasm and lessons learned are still fresh. 
Reports on
 
technical assistance missions, such as diagnoses and advisory

assessments, are similarly time-sensitive. PRMC, in line with
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CATIE regulations, controls the quality of most documents by

requiring that final editing be done in Turrialba. In many cases
 
this falls on one person (the instructional materials
 
specialist), resulting in a backlog of documents "in process" and
 
delays in their publication and distribution of six months or
 
greater. Thus, some value of the publication is lost because the
 
information gets stale.
 

On the public relations and consciousness-raising side, PRMC
 
has distributed posters, pamphlets, and audiovisuals, but these
 
have been primarily oriented to and distributed in Costa Rica.
 
Evaluators perceived a missed opportunity in that the project has
 
not carried out an effective watershed management propaganda
 
campaign directed at decision makers i.n the countries. The
 
quarterly bulletin is informative and well-designed, but it is
 
used more as an summary update of project activities rather than
 
a propaganda medium. PRMC has produced no materials oriented
 
specifically at the executive level of institutions--the most
 
critical level where policies, budgets, and national program

priorities are determined that directly affect watershed
 
management activities.
 

Recommendations:
 

In order to more fully harvest the benefits of PRMC's
 
advancements in instructional materials development in watershed
 
management, the following suggestions are offered:
 

" 	As a top priority, PRMC should expedite the
 
development and reproduction of instructional
 
materials and modules (see also recommendations in
 
Section III B.1) in time to distribute them, and
 
train professionals at the country level in their
 
use. If required, additional temporary staff
 
(artists, assistants) should be contracted
 
immediately.
 

" 	A full-time editor or one shared with another
 
program should be hired immediately in order to
 
expedite publication of backlogged and future
 
publications.
 

" 	Consultants and/or technicians can be hired (or

their collaboration sought) in each country for the
 
production of audiovisual materials (including slide
 
sets, sonovisos, and videos) with supervision from
 
the CNs, and overall technical guidelines and
 
control provided by PRMC's instructional materials
 
specialist.
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* 	A strategy should be developed to organize a
 
concerted propaganda campaign directed toward
 
decision makers. Short two-hour seminars or lunch
 
seminars, one-day field trips, strategic press

releases, innovative pressure tactics, and a short
 
newsletter couched in economic and politically

sensible terms, are some of the types of media that
 
can be used. These should be appropriate to each
 
country.
 

2. Institutional Development at the National Level
 

PRMC has made progress toward the project goal of improving

the capabilities of national institutions in watershed
 
management. With over 1,000 professionals and technicians
 
attending one or more training events, and various technical
 
assistance missions oriented co creating and strengthening

watershed management units in national institutions,
 
institutional awareness and ability to deal with watershed
 
problems is gradually being increased. Beyond training and
 
technical assistance support to these institutions, are PRMC's
 
more direct activities in attacking political and organizational

problems inherent in national institutions, principally the
 
public sector. PRMC's principal strategy in this area has been
 
the creation and support of the CANs.
 

In general, the objective of the CANs is to strengthen

watershed management activities through improved coordination,
 
communication, and intra- and inter-institutional cooperation;

and to define strategies, policies, and goals in a national
 
context, avoiding duplicity of efforts in the utilization of
 
human, physical, and financial resources.
 

The CANs, all created in mid- to late-1987, are made up of
 
representatives of most of the public institutions with
 
jurisdiction and/or responsibility in the utilization and/or

management of watershed resources.8 
 CAN members meet
 
approximately every 30 days to update and get feedback on each
 
institution's watershed management problems and projects, seek
 
collaboration from each other and 
more importantly, to deal
 
with their principal mission at hand--the preparation of the
 
bankable watershed management plan. The success and activity

level of the CANs depends on the country and its own
 
institutional realities. For this reason, the CAN in each
 
country is discussed separately below. The principal

coordination of the CANs 
rests with the CNs, althouah the
 

8 See Appendix B for the institutions represented in the
 
different CANS.
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committees are chaired by a representative selected from one of
 

the national institutions.
 

Honduras
 

The CAN 9 is chaired by the representative of the Secretariat
 
for National Planning (SECPLAN) and includes representatives from
 
ENEE, SANAA, Corporaci6n Hondureha de Desarrollo Forestal
 
(COHDEFOR), and the Secretariat of Natural Resources. Members
 
used a PRMC-inspired methodology to select as their priority the
 
Upper Choluteca River watershed (Concepci6n del Rio Grande, Rio
 
Tatumbla, and Rio Sabacuante), which will supply potable water to
 
Tegucigalpa. The CAN has not yet received an executive decree
 
from the president giving it official public status; this was
 
cited by members as a problem in giving them credibility as an
 
advisory body. Attendance of a meeting of the CAN yielded
 
somewhat pessimistic impressions as to the committee's
 
effectiveness.
 

Members are not united in their support of the priority

watershed selection and are not inclined to collaborate in the
 
development of the bankable plan. Rather, they feel that it is
 
SANAA's (municipal water supply) responsibility to lead the
 
effort. Strangely enough, SANAA hired consultants with monies
 
from IDB and the Italian Government to develop a management plan

for Concepci6n del Rio Grande without involving or officially

informing the CAN--an obvious contradiction of the CAN's
 
objective. Even though SANAA is the institution that stands to
 
gain the most from the CAN and the bankable watershed management
 
plan, it is the least active member on the committee.
 

In a similar situation, IDB is financing the preparation of
 
a management plan, with technical assistance from the
 
Organization of American States (OAS), for the El Caj6n

watershed. Neither IDB, OAS, nor the national project manager

(ENEE) has yet indicated their intention to use the CAN as a
 
proper channel for coordinating these activities.
 

Other members complained that they misunderstood their
 
mission and questioned if there was value in their meeting.

There seemed to be a general confusion about the priorities of
 
the committee and how these could be translated to action. There
 
exists neither a work plan nor conception within the committee on
 
what would be the process for deriving the bankable plan.
 

Without the CN, there would be no CAN. The CN is striving
 
to keep the committee functioning. Some positive results of the
 
committee have been the increased incidence of informal
 

9 Known in Honduras as the Comite Nacional de Manejo Integral de
 
Cuencas Hidrograficas (CONAMICH).
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collaborations on different watershed management initiatives; CAN

members have worked one-on-one on priority projects of their own
 
institutions, sometimes using the CN as a go-between. 
 The CAN
 
has also served as a vehicle for organizing training events.
 
Beyond these aspects, however, the CAN has, to date, been
 
relatively ineffectual, especially in its members' influence on
 
their superiors, the decision makers, where there has been only a
 
minimum of upward feedback, discussion, or support.
 

PRMC has supported the establishment of watershed management

units in ENEE and SANAA, and has collaborated in the resurrection
 
of the unit in COHDEFOR where a CATIE watershed management

graduate is now assuming a leadership role. Even though ENEE's
 
and SANAA's units were created due to requirements of donors
 
(IDB), the project has been instrumental in providing training,

technical assistance, documentation support, and in enhancing the
 
role of the units.
 

In Honduras, there are overlapping and ambiguous laws,

usually without sufficient specific regulations, that have
 
resulted in a dearth of leadership and coordination, and in much
 
duplication of effort in watershed management. A revised water

law with important ramifications for watersheds has been stalled
 
in the Honduran congress for more than four years, with
 
ministries and legislators unable to develop a worthwhile and
 
appropriate instrument. PRMC has not considered these aspects

for technical assistance--even though policy has immediate
 
ramifications for the management of watershed resources.
 

Recommendations:
 

PRMC specialist staff should support the CN in resolving the
 
conflict with SANAA's and ENEE's apparent disregard for the
 
committee. 
An effort should also be made to reaffirm the
 
immediate objectives of the CAN--especially in terms of the
 
bankable plan (see also discussion in Section III.B.3). The CN
 
should set an action agenda in order to stimulate members'
 
participation, and should encourage more intra-institutional
 
collaboration at the technical (i.e., member) level. PRMC's
 
coordinator and CATIE's director should seek ways of encouraging

IDB and OAS to collaborate with the CAN on the El Caj6n project

(see discussion in Section V). The project should find the means
 
to support selected policy initiatives affecting watershed
 
management; providing technical leadership in the drafting of the

national water law would be a good place to start. 
 PRMC does not

have an installed capacity in natural resources policy, so it
 
will be necessary to contract temporary consultants, preferably

at the national level if the talent exists.
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Guatemala
 

The 	CAN is chaired by the representative of the Ministry of
 
Agriculture's Technical Directorate for Irrigation and Drainage

(DIRYA) and includes representation from the following groups:
 

o 	Facultad de Agronomia, Universidad de San Carlos
 
(FAUSAC),
 

* 	Instituto Geogrdfico Militar (IGM),
 

e 	Instituto Nacional de Sismologia, Vulcanologia,
 
Meteorologia y Hidrologia (INSIMUVEH),
 

e 	EMPAGUA,
 

o 	Secretaria General de Planificaci6n Nacional
 

(SEGEPLAN),
 

o 	Instituto Nacional de Electrificaci6n (INDE),
 

o 	Comisi6n Nacional del Medio Ambiente (CONAMA),
 

o 	DIGEBOS,
 

o 	Ministerio de Desarrollo Urbano y Rural (MDUR), and
 

* 	GACILA.
 

Members selected the watershed of the Xaya-Pixcaya as their
 
priority (municipal water supply to Guatemala City). Again, the
 
CAN's presidential decree making their status official is still
 
pending. Members see this decree as key to their effectiveness
 
as 	an advisory body.
 

A meeting of the CAN was attended by the evaluators.
 
Attendance was very good with active participation of all
 
members. There was much more formality and organization of the
 
meeting, with an established agenda. Members are content with
 
the committee's objectives and direction and use the forum for
 
substantial inter- and intra-institutional collaboration.
 
Evaluators observed various follow-up meetings being planned on
 
different agenda concerning watershed management. The CAN is
 
definitely serving a function of stimulating institutional
 
collaboration. Members see themselves as advisors, not
 
exeiutors. There is a spirit of collaboration also on the
 
pending preparation of the bankable plan; members mentioned that
 
it will be "a process we'll do together and will serve as a
 
learning tool."
 

Still, upon questioning, members acknowledged that there was
 
no work plan for pulling together the plan, and confusion over
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which institution(s) would or should take the lead. 
Members are
 
still unclear on the meaning of the term "bankable"; they

conceive of it more as "sellable" to a potential donor.
 

It is questionable whether it is appropriate for DIRYA to be

chairing the committee, since it is 
a fairly weak subdivision of

the agricultural ministry. 
The agency has no jurisdiction nor
 
authority at the national level 
over watersheds, planning or

priorities. 
DIRYA is also at odds with other agencies over two
 
conflicting drafts of national water legislation pending in
 
congress.
 

There is a potential conflict in that INDE is project
 
manager for the pending Rio Chixoy watershed management project,

the plan for which is being financed by IDB and prepared, as in

Honduras, by OAS. 
Again, none of these three organizations has
 
approached the CAN for coordination with the other national
 
institutions which have jurisdiction over activities in the
 
watershed.
 

PRMC, primarily in the person of the CN, has been giving

continued support to individual institutions in their efforts to
 
create and strengthen functioning watershed management units.
 
Representatives of INDE, DIGEBOS, DIRYA, IGM, and EMPAGUA all
 
expressed gratitude to the project for its support, and the
 
institutions feel stronger for it. 
 A high regard for watershed
 
management was noted at the decision-making level of these same
 
institutions. Reorientation of institutions toward placing more
 
priority (and budget) is lagging behind, but there is 
a will to
 
do it. The message of the importance of watershed management has
 
reached a higher plane than in Honduras.
 

Recommendations:
 

PRMC should provide guidance on preparation of the bankable
 
plan (see Section III.B.3). Consideration should be given to
 
selecting MDUR as the logical institution to chair the CAN.

Similar to the situation in Honduras, PRMC and CATIE should seek
 
ways to encourage IDB and OAS to work through the CAN. 
Also as

in Honduras, policy assistance should be made available, using

the pending national water law as a starting point.
 

Costa Rica
 

CAN has taken on a very special significance in Costa Rica

The CAN created the GEC, which created its own operational arm
 
(Secretaria Tdcnica del GEC--SECTEC). The CAN is made up of
 
technical professionals from institutions including AyA, DGF,

Servicio Nacional de Electricidad (SNE), Servicio Nacional de

Aguas Subterrjneas, Riego y Avenamiento (SENARA), National

Meteorological Institute, and the Ministry of National Planning
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It is chaired by the representative from the Instituto
 
Costarricense de Electricidad (ICE). The CAN was formed of
 
members of the Comite Nacional de Hidrologia y Meteorologia and
 
amplified with additional members. The Rio Virilla watershed,

which supplies potable water to San Jose, was chosen as the
 
priority and the Ministry of National Planning as coordinator of
 
this effort. The committee has an official decree from the
 
president.
 

The CAN in Costa Rica is innovative in that it was
 
instrumental in pulling together the same institutions at their
 
highest levels, that of the directors and ministers, into the
 
Executive Watersheds Management Group (Grupo Ejecutivo de
 
Cuencas--GEC). 
 Chaired by the Minister of Natural Resources and
 
Mines, the GEC meets monthly with a specific agenda prepared by

the CN in association with the Technical Secretariat (SECTEC),

which was created as the active planning and technical assistance
 
arm of the GEC. The GEC sets priorities and earmarks budgets for
 
watershed management activities for the nation's benefit
 
(decision-making/policymaking level). SECTEC, staffed with full
time professionals and funded by seven of the institutions
 
represented by the GEC, prepares diagnoses concerning priority

watersheds and legal policy issues, prepares plans of actions at
 
the national and local watershed level, and provides technical
 
assistance to a variety of institutions on priority projects.
 

With the GEC, PRMC has helped facilitate the epitome of its
 
institutional development goal: to influence decision makers and
 
policymakers at the highest levels as a complement to its
 
development of human resources at the technical/professional

level. It is a model that should be replicated or adapted in the
 
other countries.
 

The future of the CAN is now in question. According to its
 
members, when the SECTEC is strengthened to the point of
 
increased permanence (the SECTEC has no political recognition),

the CAN should be dissolved. Even though the CAN is still active
 
in the preparation of the Rio Virilla bankable watershed
 
management plan, its function seems 
to pale in light of the
 
evolution of the GEC and its secretariat. The SECTEC is in a
 
better position organizationally to prepare the bankable plan,

with seven full-time professionals.
 

PRMC has given ample support to Costa Rican institutions
 
through technical assistance. More recently, the function of
 
SECTEC has reduced the need for much of that assistance, even
 
though the CN continues informal technical assistance and
 
coordinates SECTEC and the CAN. Watershed management units are
 
gradually being established or strengthened in each institution
 
with authority over water resources utilization (AyA, SENARA,

ICE, SNE), and more priority is being given to watershed
 
management activities with gradual increases in funds budgeted
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for these. (In several institutions, this marks the first time
 
they are budgeting for watershed management.)
 

The project's CN together with SECTEC has assisted in
 
drafting a new water law. 
One aspect of this law being proposed

and supported by the CN is the "two-percent clause," whereby an
 
institution earmarks two percent of the gross receipts from the
 
sale of water and water-related services (including potable

water, hydroelectricity, and irrigation user fees) directly for
 
funding watershed management activities in each institution's
 
contributing watersheds. 
 This aspect of the pending law would be
 
precedent-setting in Central America, and if successful, should
 
be used as a model for laws in other countries. The two-percent

clause will promote a complementary and symbiotic arrangement:

it will provide for sustainable financial support for watershed
 
activities which will, in turn, prolong the life and efficiency

of the water-use project.
 

Recommendations:
 

PRMC should give needed political support and managerial

advice as needed to the GEC and its secretariat. The CN should
 
seek to exit as coordinator of the secretariat when a duly
appointed coordinator is appointed from one of the institutions
 
(Ministry of National Planning or Natural Resources). CAN
 
members should meet as an advisory body to the SECTEC,

participating in monthly meetings to exchange information and
 
opinions on ongoing projects. SECTEC should pick up the primary

responsibility for preparation of the bankable plan and enlist
 
CAN members for collaboration. The CAN should cease as an entity

in the very near future, assuming continuity of SECTEC. PRMC at
 
the central level should become more publicly supportive of the
 
pending water law, especially to propagandize the value of the
 
two-percent clause.
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IV. TREE CROP PRODUCTION PROJECT
 

The Tree Crop Production Project (Proyecto "Madeleha") was
 
authorized in August 1985 as 
a direct follow-on to the ROCAP
funded and CATIE-executed Fuelwood and Alternative Energy Sources
 
Project (Proyecto Lena). A number of important changes and
 
modifications were included in the planning for the new project,

including:
 

* 	a more aggressive and active program of information
 
dissemination;
 

* 	a shift away from the exclusive focus on fuelwood,

toward a broader mix of species and management

systems aimed at a wide variety of production and
 
economic benefits; and
 

* 	a better understanding of the socioeconomic factors
 
which motivate farmers in the region to plant trees.
 

A further opportunity to assess the different needs to be
 
addressed during Madelefla was provided in the early summer of

1986 during final evaluation of the Lefia Project (ARD 1986).

This final evaluation was also specifically intended to provide

guidance to ROCAP and CATIE to assist them in improving

implementation of the new project on the basis of the technical
 
and administrative experience of the earlier efforts. 
 The
 
evaluation recorded the impressive quantitative accomplishments

of the Lena Project in meeting its research objectives. More
 
than 100 distinct tree species have been screened, and 30
 
selected for follow-up based on their performance. A good

management structure linking CATIE and the national institutions
 
has been put in place and is still providing the basis for
 
regional institutional strengthening for fuelwood research
 
capacity. The evaluation also noted the smooth transition and

continuity of efforts from the old project to the new. 
This
 
evaluation put forward the following conclusions and
 
recommendations relevant to Madelefia:
 

" 
More emphasis is required on achieving a high level
 
of 	commitment to sustained fuelwood research efforts
 
at 	CATIE and in the participating countries.
 

" 
Project staff should pay less attention to producing

research results and information of a purely

scientific or academic nature, and concentrate
 
instead on making tree-crop production methodologies

and related information available to policymakers

and extension agents.
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" 	A basic focus of Madelefla should be to increase both
 
CATIE and national capabilities to disseminate
 
research results and management packages developed

through the project and elsewhere.
 

* 	Greater attention and staffing in the new project is
 
required in the area of the social and economic
 
dimensions of tree planting, giving priority to
 
studies on production and investment analysis,

incentive mechanisms, traditional rural wood
 
industry opportunities, and the socioeconomic data
 
base.
 

" 	An impartial and rigorous review of the project data
 
bank, its structure, and activities, should be
 
undertaken.
 

" 	CATIE leadership must ensure that its project staff
 
are not so encumbered with non-project
 
administrative and teaching responsibilities that
 
they are unable to provide adequate time for support
 
to project-related activities in the region. The
 
need for an agreed distribution of staff members'
 
time was suggested.
 

* 	Madelefla should improve its monitoring system in
 
order to ensure a qualitative understanding of
 
project achievements.
 

" 	There is an overall need to retain a sharp focus for
 
the new project and to clearly differentiate the
 
respective roles of CATIE and the participating

national institutions.
 

A. Present Status of the Project
 

At the time of this evaluation (September/October 1988)

Madelefla had recently completed its third year of operation. The
 
PACD is 31 August 1991, hence the project is at its midpoint.

Expenditures are more or less paralleling implementation even
 
though expenditures for professional personnel are far behind
 
schedule. At the time of the last quarterly review (March 1988),

approximately $3.4 million or 38 percent had been expended. Like
 
many projects, however, this effort is just beginning to gather

strength.
 

The first year of operations, by agreement between ROCAP and
 
CATIE, was largely directed at planning and clarification of
 
project objectives. It was also anticipated that the Madelefla
 
team would devote some of its early efforts to pulling together
 
some loose ends leftover from the previous project. A fair
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number of useful publications, including the Final Report of the

Fuelwood Project and a series of technical reports, have
 
subsequently been produced and published.
 

During 1986, decisions and actions to reinforce staff, both
 
at CATIE and in the countries, were taken. Actual recruitment of
CATIE-based international staff has been seriously delayed,

continuing into the present year. 
 With the exception of the

senior silviculturalist and the senior economist 
(who himself was

subsequently transferred and replaced in September 1987), 
all new

principal CATIE staff joined the project in 1987 or 
1988 (see

Table 1).
 

A full complement of international project staff at CATIE is
 now on board, and implementation is expected to be strengthened.

Nevertheless, these delays in contracting key staff have resulted

in implementation shortfalls, particularly in the areas of

socioeconomic research and dissemination--both themes that were
 
to be emphasized. Reflecting these difficulties, USAID/ROCAP,

although relatively satisfied with overall performance, noted in
the last quarterly review (March 1988) the need for increased
 
management attention to resolve these major problems.
 

Table 1 - International Project Staff
 

Date 
hired Position Name Observation 

15/10/86 Senior Silviculturalist M. Musalem 
01/09/86 
15/09/87 

Senior Economist 
Senior Economist 

J. Flores 
T. McKenzie 

Transferred 9/87 

01/07/80 Silviculturalist H. Martinez ex-Fuelwood 

01/06/82 Biometrician R. Salazar 
Project staff 

" 
15/01/82 Economist C. Reiche of 
14/01/87 Forestry Information D. Hughell 

01/12/87 
01/04/80 

Specialist
Social Scientist 
Management 
Information Specialist 

S. Heckadon 
L. Ugalde 

planned for 1985 
away on fellow
ship until mid

06/88 Extension Specialist C. Rivas 
1988 
planned for 1985 

Important changes, both at CATIE and in the region, need to

be understood as part of the present operative framework under

which Madelefla is being carried out. 
 CATIE's Board of Directors
 
has recently completed a comprehensive review of the
 
institution's mandate, organizational structure (Figure 3), and
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funding mechanisms. In 1988 the Board approved a medium-term
 
(10-year) strategy aimed at facilitating and improving CATIE's
 
role in meeting the challenge of overcoming low and unsustainable
 
agricultural productivity and development in the region. This
 
strategy, involving substantial organizational changes at CATIE,
 
is meant to develop a more prioritized programmatic approach to
 
these issues in close conjunction with the relevant national
 
institutions. Major strategy elements include: development and
 
transfer of technology innovations to modernize agriculture,
 
oriented toward reduction of production costs and integration
 
with natural resources management; an emphasis on the farming
 
systems approach; and strengthened inter- and intra-institutional
 
cooperation mechanisms. These developments at CATIE give added
 
importance and relevance to Madelea with its similarly-oriented
 
purpose, i.e., creating regional institutional capability to
 
develop and extend tree planting technologies for use on the
 
farms and farmlands of the region.
 

Another important factor of the operational context for the
 
project is the expanding interest in and action on tree-planting
 
in the region. The evaluation team observed countless examples
 
of new tree-planting. This situation has stimulated a very

positive work environment--people, professionals, and
 
institutions are extremely eager for results and guidance from
 
the project's research efforts. It is a very demanding situation
 
as well, however, and project staff have frequently been called
 
upon to provide ad hoc technical assistance to planting efforts
 
throughout the region. The surge of interest also creates more
 
pressure to proceed with dissemination of technological packages
-an aspect of the project that is still moving slowly.
 

B. General Observations
 

The evaluation team spent the bulk of its time visiting
 
project activity sites in the four countries and assessing
 
implementation of the various components. Despite localized
 
differences among the countries, an overview of the project as a
 
regional entity did emerge, which provides an important baseline
 
for the overall evaluation. The sections which follow will
 
address specific findings and recommendations for each of the
 
principal activities: institution-building, research,
 
dissemination/extension, and training.
 

Increasing interest in tree-planting throughout the region

has once again served to highlight the need for a firm foundation
 
for research capability among the countries and in the region.
 
This institutional capability must be multifaceted, including a
 
clearinghouse function for new developments in the field, an
 
ability to link up with similar entities, a staff and budget

capability sufficient to maintain and monitor ongoing trials, and
 
a capacity for problem solving on national development efforts in
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the sector. Despite several decades of forestry research in the

countries, much of the past work has been little more than
 
diverse field trials with limited follow-up and only incipient

institutional capability.
 

The present activities begun under the Lefla Project and
 
continuing with Madelena constitute the most serious endeavor to

date in the development of forestry research capability in the
 
region. The evaluation team considers two facets of the approach

undertaken by Madelena to be vitally important in terms of
 
lasting impact. 
 First, the project has shifted the emphasis of

research priorities closer to current development needs in the
 
areas of sustainable agricultural productivity and income

generation on small- and medium-sized farms. Second, it has

given attention to explaining and demonstrating its efforts to

national decision-makers and policymakers. The objective is to
 
secure a stronger and more lasting commitment to supporting and
 
institutionalizing a forestry research capability of relevance
 
and value to their countries.
 

International cooperation in forestry research is very much

in vogue these days and Madelefla constitutes an excellent example

of research "networking". Central American countries, because of
 
their ecological and socioeconomic similarities, are well suited
 
to effective cooperation and exchange on forestry production

technologies. This networking approach by the project can make
 
it possible to amply enhance the impact of modest investments at
 
all levels, avoiding needless duplication and accelerating the
 
pace at which viable solutions spread through the region. At the
 
same time, the opportunity to meet regularly and work with their

regional colleagues stimulates individual researchers,

strengthening the personal and professional commitment so
 
essential to the exacting task of forestry research. CATIE must
 
make a conscious effort to seek a balance in this regard,

ensuring that all participants continue to understand their roles
 
in the network and find them fulfilling.
 

Overall, the evaluation team believes that the project, as
 
presently planned and structured, represents a cohesive and

complete development package. It has not, however, moved forward
 
at an even pace; some activities are well advanced while others
 
need more attention. An impressive amount of work has been

accomplished, and the evaluation team noted that project staff at
 
CATIE and in the countries are dedicated, hardworking, and

enthusiastic. 
 Some of the delays and lack of coordination in

implementation can be attributed to the lack of a full complement

of personnel at CATIE.
 

On the other hand, the project needs to be thoroughly

understood in terms of its basic purpose. 
 It has not been

conceived only for the purpose of planting trees 
or carrying out

research, but also as an effort to promote the conditions which
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facilitate getting trees planted. Its immediate objectives focus
 
on dissemination, training, and research--building an
 
institutional capability to service the widening interest and
 
need for tree-planting in the region. As an institution-building

endeavor, it needs to be more process-oriented and not simply

concerned with experiments and publications.
 

Although achievements in the establishment of new trials,
 
permanent sample plots, and seed production areas have exceeded
 
their targets, analysis has lagged considerably. In the area of
 
training also, stated targets have been surpassed although staff
 
changes and continuing needs suggest that this area remains
 
important. The lack of a concerted socioeconomic research
 
program has limited the development of technological packages,

thus seriously hampering dissemination. The evaluation team is
 
convinced that CATIE, and in particular the staff responsible for
 
Madelela, are cognizant of these needs and will be making a
 
special effort to address them in the work plan for 1989.
 

The project has undoubtedly contributed to forestry sector
 
development in the region. It needs to continue to do so in a
 
more coordinated way, consolidating present gains and
 
restructuring the mix of activities (research, training, and
 
extension) to fully address all aspects of the process of
 
building capability. Within the research context, and bearing in
 
mind the real needs and problem situations in the partner

countries, a more practical action orientation is necessary.
 

To achieve this will require strong coordination and
 
leadership, serious re-examination of overall and individual work
 
loads, setting of new priorities, improved sub-program direction
 
in silviculture and socioeconomics, and creation of new working

relationships among CATIE staff and between them and field staff
 
in the countries. Doing so will be challenging, but entirely
 
consonant with current thinking at CATIE which has prompted the
 
program reorientation and restructuring expressed in the new 10
year strategy. At the country level, local staff are fully

committed to maximizing their own contributions in a more
 
pragmatic way.
 

The sections which follow examine each of the principal
 
components. The findings, conclusions, and recommendations are
 
intended by the evaluation team as specific guidance for a
 
revitalized working model for the project.
 

C. Silvicultural Research
 

Building on the experience of the Lefia Project, a
 
combination of activities was planned for the silviculture
 
research sub-component of Madelefla. The premise was that the
 
large number of existing trials would provide a basis for:
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e 	making initial recommendations to farmers on tree
crop technologies;
 

* 	an assessment of the operational experience

(research systems, staff and institutional
 
capabilities, and research methodologies) of the
 
regional silviculture research network;
 

* 	compiling fundamental data (survival, growth, and
 
productivity) for analysis and further development

of viable technological packages; and,
 

" 
providing guidance and rationale for prioritized

attention and action for future trials with
 
technological modifications and/or new species.
 

It has also been clear from the start of Madelefia (and was
 
specifically stated in the project paper) that the "real
 
opportunity and challenge of the project will be the synthesis of
 
the large volume of information being generated by these trials
 
and measurement plots." Another basic supposition was that
 
junior silvicultural staff at CATIE and in the cooperating

countries would be capable of analysis, interpretation, and
 
preparation for publication of information from these basic
 
trials. As was stated above, because the Lefta Project had fallen
 
behind in analysis and interpretation of research results,

provisions were made in the present project to accelerate
 
diffusion of this information by dedicating staff time to
 
preparation and publication of technical reports.
 

1. Achievements
 

During the first three years of Madelefa, silviculture
 
research has remained the strongest component. An extraordinary

amount of work, involving field evaluation of previous (Lefla)

trials, design and establishment of new trials, and data
 
collection has been realized. To date, targets for setting up

growth measurement plots on previous test sites and establishing
 
new trials have been surpassed. It is clear from the evaluation
 
team's discussions with national project staff in all the
 
countries that these basic elements of silvicultural research are
 
well understood, both from a fundamental methodological viewpoint
 
as well as in an operational capacity.
 

Project staff have also been particularly successful in
 
setting up seed production areas for a variety of promising

species in the region, utilizing previously established trial
 
plots that demonstrated good growth and desirable species

characteristics (mostly related to tree form). These areas
 
constitute a real beginning in terms of improving the germplasm

base upon which larger-scale reforestation throughout the region
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must ultimately be based. Efforts to isolate the best quality

parent trees in the stands through rigorous selective thinning is
 
well. advanced. In certain cases, improved seed produced in these
 
areas has been used to start new areas elsewhere. Plans are also
 
underway, and a certain amount of testing begun, on reproducing

these stands vegetatively in order to preserve clonal purity.
 

Perhaps the most significant achievement in silvicultural
 
research is the regional acceptance and understanding of
 
standardized testing methodologies. These methodologies were
 
developed by CATIE staff on the basis of Lela Project experience

and documented in the 1984 publication "Normas para la
 
Investigaci6n Silvicultural de Especies para Lea" (CATIE Serie
 
T~cnica, Manual T~cnico No. 1). This handbook has provided a
 
basis for training of project staff and others throughout the
 
region and continues to serve as a useful reference tool. It has
 
also been vital in establishing trials under controlled and
 
carefully monitored conditions which either minimize or document
 
externalities that might affect the performance of the species on
 
the site. It provides a comprehensive guide to the numerous
 
forms designed to characterize site conditions or to collect
 
information on species growth. This standardized methodology is
 
also the key element to the regional networking approach,

facilitating the ability to compare data from site to site and
 
from country to country.
 

2. Silvicultural Research Strategy Issues
 

Despite the impressive amount of fieldwork which has been
 
undertaken, it must be noted that in numerous instances staff
 
both in the countries and at CATIE expressed reservations and
 
concern about the overall work load. Because of time constraints
 
the evaluation team was unable to undertake a comprehensive

analysis of this situation. Nevertheless, even a casual
 
comparison of staff capabilities and work load--which includes
 
planning, landowner liaison, planting, monitoring and
 
measurements, and plot maintenance--highlights the wide scope of
 
staff responsibilities.
 

For the most part, trial sites visited during the evaluation
 
were correctly laid out. In one or two cases plots were poorly

maintained or set out over coppicing stumps; staff attributed
 
these shortcomings to the pressure to get on with the targets

(metas). It is thus somewhat surprising that these targets for
 
growth plots and new species trials have been exceeded. While
 
this circumstance must be contrasted against the slow pace of
 
analysis (see discussion below), project authorities must also
 
recognize that overstretching the capabilities of the teams,
 
particularly at the national level, will probably increase the
 
likelihood that externalities (such as untimely maintenance,

unplanned landowner interventions, animal and fire damage, and
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poor record keeping) will undermine the otherwise careful design

of silviculture research.
 

The evaluation team considers the original decision, made

during the Lefla Project and still being continued, to establish
 
all trials on the lands and farms of cooperating private

individuals 
or groups, to be a sound and positive choice. These
 
areas are already serving as demonstration sites, thus increasing

the impact of the project. They also provide a ready source of
 
information and experience for defining complementary

socioeconomic research and extension methodologies. This
 
potential does not, however, seem to have been exploited

extensively to date. 
At the same time it must be borne in mind
 
that working on private lands requires a greater intensity of

effort, as national staff must attend to needs for coordination,

liaison, and technical assistance to landowners. It also makes
 
controlling variables a bit more difficult. 
The evaluation team

observed a lack of clarity about the institutional and financial
 
responsibility for maintaining trial sites. 
 In Guatemala and

Honduras the project has been able to enlist resources from

ongoing food-for-work programs to carry out routine weeding of

plots. 
 In other cases, landowners have taken the responsibility

while in still others, project funds were utilized for this
 
purpose.
 

Although a considerable amount of planning for the
 
silviculture research sub-component has taken place, the
 
evaluation team observed that it appears to need a more refined
 
and prioritized approach. 
What is the basis for the so-called
 
"priority species" and the research protocols to which they are
 
being subjected? The key project focus--multi-purpose trees

(Arboles de uso miltiple)--has been interpreted to mean species

which produce two products (e.g., sawwood and firewood). Project

staff was unable to identify any species that would not qualify

under this category.
 

In reviewing the Silviculture Research Plan (1986 to 1991)

neither the choices made nor the rationale for them as regards

site definition, species, or experiments are particularly clear

The document is, rather, a cross-indexed set of lists. Whether
 
the selections made are sound is difficult to ascertain in the

absence of analytical statements regarding, for example, program

opportunities or problem needs in the various sites, past trial
 
experience with the species, or the research protocol which moves
from basic elimination trials to more specific types of research.

There is no analysis of previous knowledge of the species gleaned

from the literature or from other project experience. Much of
 
this information may be implicit in the Silviculture Plan and
 
well understood by the staff involved. The evaluation team
 
believes, nevertheless, that the choices m.,'e regarding selected
 
species, their status in terms of the research protocol, and
 



species eliminated must be recorded, if only to save others from
 
covering the same ground.
 

It is impossible to refine or focus research efforts if
 
analysis does not keep pace with trial experience. For example,
 
the evaluation team challenges the credibility of the ongoing
 
spacing and fertilization trials in the absence of economic
 
analysis on costs and benefits. The silvicultural research plan
 
does not articulate, even briefly, the actual understanding of
 
the status of this research on which decisions were presumably
 
made; nor can staff at any level, but particularly at the country
 
level, provide a synopsis of current experience.
 

Once again, as was the case in the Lefia Project, there
 
appears to be too much concern for quantitative targets and not
 
enough for the full process of integrated research--especially or
 
the whole issue of building institutional capability for
 
silviculture research at the regional level. It is notable that
 
there are few concise statements regarding problem identificatior
 
beyond general understanding of the need for information on
 
multi-purpose trees that are adapted to the region. Analysis of
 
major site groups based on a combination of soil and climate
 
(Holdridge Life Zones) suggested in the project paper and
 
utilized by the staff is a good start. The silviculture research
 
plan has used this classification in combination with more
 
specific site condition indicators (topography and soil
 
characteristics) to further define and classify work sites and to
 
eventually match them with suitable species. Even this effort
 
yields a large area, both geographically and substantively, of
 
research coverage. A purely biophysical approach to research
 
classification, in real terms, knows no boundaries and yields
 
little real information on sites likely to be available for or
 
needing tree-planting.
 

The evaluation team has concluded that to some degree this
 
problem of research specificity derives from the lack of
 
comparative socioeconomic data, which would help to further
 
define problems and opportunities in land-use and farm
 
productivity issues. This same notion presumably motivated the
 
project designers to give greater importance to socioeconomic
 
research in the present project. Unfortunately, the project
 
paper, in the opinion of the evaluation team, mentions but does
 
not adequately treat this vital need for joint problem
 
definition. The document tends to focus more attention on
 
cost/benefit analysis needs for the development of reforestation.
 
Similarly, the slower start-up of the socioeconomic sub-program
 
and its present heavy emphasis on cost/benefit studies has left
 
the silviculturalists without the clearer understanding of issues
 
they require to further focus their research, analysis, and
 
efforts at preparing materials suitable for dissemination and
 
extension.
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It is not surprising that the analysis and publication of
silvicultural research results continues to lag dramatically.

The silviculture research team simply has too many ongoing trials

and plots, with the corresponding planning, coordination,

technical assistance, trouble-shooting, training, and field

visits and liaison. Despite their best efforts (and the
 
evaluation team is confident of their hard work and dedication to

their tasks) they are unable to fird the "quality" time essential
 
for the careful and exacting work of analysis and report

preparation. 
 It is known that they have been constrained by lack

of a functional computer-based information management system, the

time needed for producing the Lefia reports, and tardy delivery of

project vehicles in the countries, which has slowed down the
 
measurement process. 
 To date, none of the expected outputs in

the category of technical reports (measurement protocols, summary

specics information reports, site index curves, and species

guidelines) have yet been produced. Business as 
usual, even at
 
an accelerated pace and with the microcomputer-based MIRA (Manejo

de Informaci6n sobre Recursos Arb6reos) system functional 
(see

discussion below), is unlikely to resolve the current delays.
 

Two other issues related to the lack of analysis and report

preparation also need to be noted. 
The project paper anticipated

that junior level staff at CATIE, and in particular in the
 
countries, would be capable of analyzing, interpreting, and

preparing for publication the results of individuals trials.
 
With some notable exceptions, even this level of dissemination
 
has failed to materialize; indeed, it has become something of an

issue between the center and the field staff. 
Publications
 
prepared by field staff are 
sent to CATIE for revision and

correction, with unsatisfactory results on the part of all
 
concerned. 
To some extent, the lack of publication at this level
 
may be due to new staff or an inability to carry out the analysis

in a fully scientific manner. 
The fact is, however, that this

project is designed and planned to create this capacity and not

simply to undertake research and publish the results. 
 Field
 
staff need to be fully involved in all aspects of the research
 
process. Assisting them to 
see the fruits of their efforts in

print and its dissemination is part of this process.
 

This lack of advancement in analysis and dissemination of
 
results must also be contrasted with activities on the
 
demonstration farms and in national extension programs associated

with the project. In the former, project staff are 
evaluating

representative farms and making recommendations about tree
planting options. Can these recommendations be characterized as

"liberated technologies"--the results of project research and

analysis? In certain cases they clearly are, and the question

arises as 
to why this cannot be done on a systematic basis. In a

number of cases--Eucalyptus camaldulensis as coffee shade on

rocky sites, Leucaena as a pasture improvement species without
 
having considered leguminous ground covers, faulty management of
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Mimosa scabarella as coffee shade--the demonstration farms are
 
far from ideal examples of technological progress. Similarly,
 
throughout the region, farmers are planting trees and being

assisted in doing so by national project staff, principally as a
 
result of the demonstration effect of successful trial plots in
 
adjacent areas. Here again, the question of whether these are
 
considered liberated technologies must be posed. In many

instances these extension programs have been quite successful and
 
add measurably to the impact of Madelefla.
 

In short, project research strategy for cilviculture needs
 
reassessment. Overambitious quantitative targets, overworked
 
staff and a lack of direction and analysis suggest that present
 
efforts need to be rationalized and improved to meet project
 
objectives. This belies the planned approach which from the
 
start was intended as applied research. Results were to be
 
presented in terms readily understandable to field technicians
 
and non-specialists to build their capability for responding to
 
farmer needs and opportunities in priority problem areas
 
throughout the region.
 

3. Methodology Issues in Silviculture Research
 

A number of more mundane methodological issues associated
 
with the silvicultural research sub-component also need to be
 
addressed. The evaluation team believes them to be important
 
because they can be considered indicators of the success of
 
institution-building efforts.
 

As a result of work to develop the standardized research
 
protocols and guidelines, each formal trial site has its own
 
individual file folder (carpeta). The evaluation team lad the
 
opportunity to review a large number of these folders during its
 
tour in the various countries. It is the team's observation that
 
use of these records could be substantially improved. Although
 
data on vital measurements is being entered on a timely and
 
appropriate basis, files are frequently incomplete. Site
 
characteristics, particularly soil and climate data, are
 
frequently missing. The statements about research plans and
 
objectives are more often descriptive rather than analytical.
 
They tell what is being done rather than why.
 

The form for observations (historial) is often incomplete,

tending to document occurrences (e.g., trees planted or measured)

rather than field observations by project staff. In no cases
 
were annotations noted that were made by CATIE silviculture stafl
 
during their tours. While some of the data is certainly

retrievable (soil/climate information), the incomplete files
 
suggest that they are not really being utilized as work tools.
 
It also suggests that field staff are not fully involved in the
 
research process. Everyone involved in the field trials
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(national project staff, measurements staff, and official
 
visitors including CATIE central staff) should routinely carry

these file folders to the field with them on site visits and

record their observations, no matter how general. This will
 
serve several purposes: making monitoring and analysis of trials
 
a dynamic and constant function, as it should be; assisting in

limiting the impact of unforeseen externalities; and fortifying

the technology transfer process by ensuring that the full team
 
and other concerned visitors understand the objectives of the

individual research plot and can 
learn through observation. It

is also likely to stimulate national staff to play a greater role
 
in analysis.
 

In almost all file folders reviewed, the predominant

research design was random block of plots (bloques de parcelas al

azar). This is in contrast to the plans mentioned in the project

paper and the silviculture research plan to develop and utilize a

series of specific research designs considered more germane a:d
 
efficient for particular testing objectives. While some
 
adjustments were made to the forms employed for measurements,

little progress has been reported in this area. Since this is a
 
means to increasing the efficiency of trials, it remains an area
 
requiring attention.
 

The evaluation team had a few opportunities to observe
 
thinning trials aimed at developing management prescriptions for

species that were performing well. A number of techniques have
 
been suggested and applied to ascertain thinning regimes, e.g.,

Hart relative spacing indices, basal area measurements, and
 
"current-correlated trend" plots. The number of such trials

visited was too few to develop a comprehensive understanding of
 
this area of work; several observations do, nevertheless, seem

worth mentioning. In most cases, the explanations of thinning

regimes give a picture of a fairly subjective process dependent
 
on the good judgment of an experienced field technician. This

has been particularly noticeable in cases where the first
 
thinning, for one reason or another, has been postponed beyond

the optimum timing. 
More attention to more mechanical or

systematic thinning regimes in young plantations would appear to
 
be required. Research on thinning regimes will also require

progress in the area of site index curves so that early growth
 
can be correlated with expectations and the rate of thinning

adjusted.
 

An important part of the research capability being developed

for the silvicultural (and eventually the socioeconomic)

component is creation of an 
integrated management information
 
system at CATIE. Because of the extensive trials network and the
 
enormous amount of data and information being collected on multi
purpose trees emanating from the Lefla Project and the present

project, CATIE staff have designed and programmed the MIRA
 
system, a data base for the silvicultural, physical, climatic,
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social, and economic information associated with the present

trials network. The evaluation team believes that MIRA holds
 
great promise in facilitating the flow of information essential
 
to a more effective analytical capability for the project.
 
Madelefla has been particularly successful in attracting

additional support from other sources to develop this system, and
 
in providing an appropriate graduate training experience for the
 
individual who will have principal oversight and operational
 
responsibility for the system.
 

The MIRA system, combined with the standardized trial design

and reporting system currently in place, deserves strong

continued support. The recent addition of another specialist

(also provided by an interested outside party) to elaborate the
 
design of a minimum data set on the socioeconomic dimensions of
 
the tree crop research will further enhance the potential of the
 
system. The evaluation team does not believe, however, that
 
analytical capability should become dependent on this system.

For one thing, it is untested as yet and like any new high

technology system, still has a number of "bugs" to be worked out.
 
How long this will take is a matter of speculation; analysis, as
 
has been repeatedly stressed above, cannot wait. At the country
level, where original data entry was expected to take place,
 
delays in procurement and receipt of computers has limited that
 
achievement so far to Costa Rica. Finally, any system of this
 
nature will always be dependent on the efforts of the field staff
 
and their practices in gathering data, taking measurements, and
 
recording this information. It is vital that a parallel
 
capability for scrutinizing and analyzing incoming research data
 
continue to be developed at CATIE so as to serve as a safeguard
 
to computer failure or error and to provide quality control.
 
Finally, it is the seasoned professional who has himself carried
 
out research and analysis and who must continue to formulate the
 
questions and hypotheses for which the MIRA system will then be
 
utilized to generate summary and correlated information for ready
 
analysis.
 

The evaluation team endorses the present modest approach to
 
agroforestry research. CATIE staff are aware that such research,
 
even of a simple nature, often moves into the realm of farming
 
systems research. The activities with demonstration farms are
 
geared in that direction, albeit with considerable operational

difficulties (see discussion below). Full-scale agroforestry

research will require specialist capabilities in agronomy and
 
related disciplines currently unavailable to the forestry
 
services of the region. The multi-factor analysis required by

sound agroforestry research should best be conducted on-site.
 
Such an effort surpasses the present capability of Madelea and
 
would be better addressed by more intensive, pilot-scale

activities funded on a bilateral basis.
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There are a number of opportunities for data gathering (both

quantitative and qualitative) on the tree components of potential

agroforestry systems inherent in the present research program.

Continued pursuit of information regarding species suitability as

shade trees, live fences, forage producers, and for soil
 
amelioration and conservation should be included in the research
 
plans of all appropriate trials. The trials network provides

potential study material for graduate student research in
 
agroforestry as well.
 

Recommendations:
 

The evaluation team believes that many of the
 
recommendations made during the 1986 project evaluation (see

Section I.A) are still pertinent. The evaluation team is also

convinced, however, that the staff at CATIE and in the countries
 
can and must take it upon themselves to review the present

situation, assign priorities, and make the decisions necessary to
 
improve effectiveness in both process and output of the
 
silvicultural research sub-component. The following

recommendations will contribute to guiding the necessary

improvements:
 

" 
The project staff should undertake a comprehensive
 
assessment of the status of silviculture research,

including species, technologies, and problem

identification.
 

" 	On the basis of this assessment, which should be
 
repeated annually, silviculture research staff under
 
the direct supervision of the project coordinator
 
should prepare a revised silviculture research plan

for the remainder of the project. Such a plan

should carefully and realistically program staff
 
time and responsibilities and include estimates of
 
time required to meet their responsibilities as
 
staff members at CATIE 
(CATIE and ROCAP authorities
 
must work out the amount of this time) and a
 
reasonable amount of unprogrammed time (at least 25
 
percent) to allow for sufficient flexibility. The
 
primary focus should be to ensure that data
 
synthesis, analysis, and report preparation

increases and responds to the urgent needs for
 
information dissemination.
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" 	No new trials should be established unless the
 
following conditions are met: a well documented
 
level of analysis points to the need; a carefully

articulated research hypothesis and trial plan is
 
formulated; and the involved staff members certify
 
that this new effort will not impede their
 
responsibilities for further analysis and report
 
production.
 

" 	The project should ensure that all staff members at
 
the country level concerned with research thoroughly
 
understand the research process and fully
 
participate in it. To this end, the following

activities are suggested: the principal
 
silviculturalist and CATIE staff should prepare a
 
short paper outlining the process of silviculture
 
research and the protocols involved as an addenda to
 
the research methodologies manual; this paper should
 
form the basis for a new short-course to be
 
implemented as soon as possible; CATIE staff should
 
increase the number and duration of the field
 
support missions (as opposed to "inspection"

missions); and CATIE staff should seek ways (such as
 
joint authorship) to increase the output of useful
 
project reports at the country level.
 

" 	CATIE should contract short-term silviculture
 
research analysts or auxiliary personnel to
 
accelerate the pace of analysis and report

preparation or to provide additional support at the
 
field level.
 

D. Socioeconomic Research
 

In planning Madelefia, greater attention was accorded to
 
socioeconomic research as a result of criticisms leveled at the
 
Lefia Project for failing to adequately address this vital element
 
of the development of technological packages. The socioeconomic
 
research sub-component is supposed to provide information which
 
will:
 

" 	assist in better problem definition,
 

" 	contribute to improving the technical and economic
 
feasibility of production systems,
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" orient the dissemination and extension efforts to
 
take account of the broad range of factors
 
motivating or constraining farmer participation in
 
tree-planting
 

" 	gather data and information vital to preparing

investment strategies and proposals for tree crop

development in the region, and
 

" 	enhance the capability of CATIE in providing

relevant field training in the social sciences for
 
its graduate students in natural resources
 
management.
 

To 	accomplish these ends, the project paper proposed two

major areas of effort: socioeconomic research planning and
 
standardized methodologies, and a series of specific studies on
 
the economic, financial, market, social, and institutional
 
dimensions of tree crop production. Madelefla team specialists in
 
socioeconomics and their colleagues and counterparts in the
 
countries also play a predominant role in dissemination and
 
extension activities of the project. It was further assumed that
 
part of the socioeconomic information would be available within a

relatively short period given that dissemination and extension
 
were scheduled to get under way in the first year.
 

The evaluation team finds that the project paper does not

provide a particularly clear vision of the expectations for the
 
socioeconomic research sub-component. Recognizing the newness of
 
this type of activity, it proposed first investigating

institutional capability and developing guidelines and
 
methodologies. It then goes on 
to 	propose a long and unfocused

list of potential "special study" topics. 
The most succinct and
 
useful discussion of socioeconomic research is found in the
 
social analysis sections of the project paper.
 

1. Achievements and Issues
 

Overall, progress in the area of socioeconomic research has
 
been delayed, principally as a result of late contracting of key

staff members. The socioeconomic research plan (Plan de

Investigaci6n Socio-Econ6mico, 1986-1991) has been prepared and

utilized to provide input for the annual work plans. 
 This plan

is a useful and comprehensive overview of the challenging issues

related to a fuller development of the technological packages

foreseen as major outputs of the project. Evaluators also

endorse the decision taken at CATIE to add an additional activity

related to the very practical need for project identification and
 
design to support sector investment in the region. This
 
capability has been utilized extensively to provide assistance to
 

72
 



counterpart institutions and donor partners, thereby amplifying

the impact and validity of the project in the region.
 

Despite the cogency of the research and the qgneral overview
 
provided by the planning documents, the ability to carry out and
 
complete this sub-component remains a serious issue. 
 To this
 
effect, CATIE authorities, members of the socioeconomic research
 
team, and a ROCAP representative in mid-1980 elaborated a new
 
strategy document to accelerate the socioeconomic activities of

the project. 
 The evaluation team found it somewhat disconcerting

that the basis for this analysis was almost entirely

quantitative, i.e. the number of products, activities, and
 
specific actions. It is difficult for even those most directly

concerned with the project to get the big picture--an

understanding of the institution-building process and the quality

control issues.
 

It should be recorded here that CATIE directors and the

project coordinator, to their credit, have recognized and pointed

out the difficulty of internal project monitoring and evaluation
 
given this multiplicity of tasks. 
 This new plan estimates that
 
in terms of socioeconomic research, approximately 34 percent of
 
the efforts for the 11 activities of this sub-component have been
 
completed. It also anticipates that the recent addition of the
 
social scientist and the social assistant will allow this
 
research to proceed as planned. This contrasts sharply with what
 
the evaluation team has perceived as a much wider level of
 
general concern, voiced at the regional feedback meeting and
 
observed both in the field and at CATIE, about the usefulness and
 
potential of the present undertakings in the field.
 

Criticisms candidly raised about the socioeconomic research
 
sub-component include: that it was too theoretical or academic,

that the silviculture and socioeconomic research does not seem to

have a common base, that economists are attempting to do farming

systems and agroforestry research for which they are unprepared,

that the objectives of this research are unclear, and that the
 
sub-program is too ambitious. 
 It should be frankly pointed out
 
that such reactions are not untypical of the emerging social
 
forestry programs worldwide. Despite their supposed commonality

of interests in fomenting forestry programs aimed at meeting the
 
basic needs of clients, foresters and social scientists have
 
often had difficulty in reconciling their different approaches to
 
development. Experience is demonstrating, however, that the

social, economic, and institutional dimensions of land-use and
 
natural resources development strategies frequently provide the
 
common denominators which enable more technically oriented staff
 
to select the best mix of production activities for a given

undertaking.
 

The stronger communication and working relationships between
 
the CATIE-based socioeconomic and silviculture teams and in

73
 



country project personnel will help to gradually resolve this
 
situation. Improved problem definition and well-formulated
 
research hypotheses- themes raised in the discussion of
 
silviculture research as well--will enable both groups to better
 
understand each other's contributions. CATIE should view the
 
need for integration at the project level as an excellent
 
opportunity for enacting the decisive approach of balanced,

multi-disciplinary programs expressed as an institutional
 
objective in its new medium-term strategy. Strong leadership by

the project coordinator, whose skills fortunately include both
 
forestry and economics, is necessary to bring the socioeconomic
 
research sub-component into better sync with the more traditional
 
pursuits of the project.
 

Here again, however, it is unlikely that business as usual,
 
even at an accelerated pace, will suffice. The following general

questions--which have been synthesized by the evaluation team
 
from comments by participants at the regional feedback meeting

and during country visits--provide the context for an overall
 
review of the socioeconomic research sub-component:
 

" 	Whether enough information has been provided (or

assimilated) about the process and products of
 
socioeconomic research, and how it will be utilized
 
and benefit project activity in the different
 
countries;
 

" 	Whether the socioeconomic research methodologies are
 
effective, including whether they will they generate

the required information, the reliability of the
 
quality of that information, how representative are
 
the samples, and the costs/benefits associated with
 
the different lines of research compared with the
 
anticipated returns;
 

" 	Given the innovative nature of this research,

whether the amount of programmed time needs to be
 
reduced to provide flexibility to respond to
 
emerging and important issues, and whether the
 
project program can provide technical assistance to
 
countries on investment and project identification;
 
and
 

* 	What are the key linkages with silviculture
 
research, dissemination, and extension.
 

The section which follows provides more detailed commentary
 
on the various activities being implemented under the
 
socioeconomic research sub-component.
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2. Status of Research Activities
 

With the exception of demonstration farms, the evaluation
 
team was unable to obtain firsthand information on the progress

of socioeconomic research activities because of their transitory
 
nature. An effort was made, however, to review project

documentation and files and to discuss the range of these
 
activities with the staff concerned. Given the fact that this
 
sub-component is delayed, some of the commentary below is by

necessity rather limited in scope.
 

The great bulk of the activity of the socioeconomic research
 
group and its colleagues and counterparts in the field has been
 
directed at the creation of a network of demonstration farms.
 
This activity has two objectives: demonstration (see also
 
discussion below) and research. The demonstration effect is
 
intended to go beyond that of the demonstration plots (ex-trial

sites) to achieve a better integration of multi-purpose trees in
 
representative examples of agricultural and livestock production
 
systems. Accordingly, the research group had to develop and
 
field test a series of analytical tools to aid staff in the
 
choice of potential sites and to collect baseline data for
 
subsequent analyses. Collaterally, these instruments were
 
designed to ensure that the chosen farms were suitably

representative and that they would be maintained over the long
 
run by their cooperator-owners.
 

Six distinct steps are foreseen as necessary to making such
 
a demonstration farm operational: selection, static diagnosis,

planning, establishment of the tree component (planting), dynamic

diagnosis, and long-term maintenance. A total of 45 such farms
 
are planned--nine in each cooperating country, grouped in
 
clusters of three to facilitate future demonstration activities.
 
According to project records (16/7/88), approximately 40 such
 
sites have been selected, and in 29 cases the static diagnosis

has been completed. Project staff informed the team that since
 
that time, considerable additional progress has been made. This
 
activity has been extremely intensive. It is expected to level
 
off as the farms are fully established and activities are reduced
 
to periodic data collection (dynamic diaqnosis).
 

In all the countries visited, staff from CATIE and the
 
national teams expressed considerable doubts about the need and
 
the ability to collect so much information, both for the baseline
 
and follow-up diagnoses. For example, there were reservations
 
voiced about the willingness and the capability of the farmer to
 
respond honestly to certain touchy questions. In a number of
 
cases, it was apparent that the farmers had either hidden or
 
underestimated some items in the initial interviews. 
A farmer in
 
Honduras who was reporting as owning about 30 acres subsequently

confirmed owning a second and larger farm about which "nobody had
 
questioned him."
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The farm planning process was observed to be rather
 
comprehensive, establishing the owners' objectives and getting a
 
projection on land-use for a number of years. Nevertheless, in
 
one-third of the farms visited, it transpired that the owners had
 
made considerable modifications to earlier plans, all in the
 
space of six months. In most cases, the farmer was simply

responding to changing opportunities and/or market conditions.
 
It was also observed that external factors not presently being

recorded can strongly influence the on-farm situation. Money
 
sent by sons working in the city is an important source of income
 
for a small subsistence farmer in El Salvador and tends to modify

his investment, production and consumption patterns.
 

Another important factor that determines the quality of the
 
information being collected is the willingness or ability of the
 
farmer to comply with the tedious daily task of recording labor,
 
costs, and production data. In at least two instances, farmers
 
preferred to have the evaluation team believe they had stored the
 
recording forms elsewhere, rather than allow them to be
 
inspected. In another instance it was clear that several week3
 
of data collection had all been recorded at the same time. 
 In
 
Guatemala, in order to circumvent such problems the project has
 
employed a qualified bookkeeper to do the rounds of the
 
demonstration farms and obtain, by the recall method, information
 
about the past fortnight.
 

In El Salvador, the economist working with the project had
 
previously worked on farming system research. 
According to him,
 
data being obtained by the project is very similar to that
 
obtained in this previous work. He pointed out as well that it
 
is much easier to collect information from small farms than from
 
larger ones. According to the socioeconomic staff, the previous

doubts and observations will be accounted for in a yearly review
 
exercise. They are currently working on a manual aimed at
 
bringing these inconsistencies to light. It must be observed,

however, that under the best of circumstances, the utility of
 
this information will only become known in three or four years-
after the end of the project. Hopefully data collection and
 
subsequent analysis can be sustained beyond 1991.
 

In addition to the issue of data reliability is the question

of whether, in fact, it is worth collecting at all. The
 
evaluation team questions whether it will be possible to identify
 
cause and effect in terms of the impact of the forestry component
 
on the productivity and finances of the farm. 
Even with sound
 
baseline data, other externalities will blur relationships. In a
 
number of cases, the forestry component activities are too small
 
and ephemeral to have meaningful impact on the overall production

equation. It is surprising as well that the dynamic diagnosis

phase does not address itself to specifics regarding the impact

of the tree component, e.g. forage or wood productivity, shade
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impact of live fences or other indicators of the role of the
 
trees in the production system.
 

Another of the shortcomings of this research model is its
 
reliance on the econometric approach. The project does intend
 
ex-post evaluation of these sites, but there are no observation
 
sheets included in the forms. Such a tool would provide a means
 
for recording the qualitative dimensions of the farmer's
 
experience or help to explain future inconsistencies.
 

Finally, the evaluation team has noted that in a few cases,
 
despite the intended holistic approach, planning and selection of
 
options overlooked other technologies that might have contributed
 
toward fulfilling farmers' objectives. A case in point is the
 
choice of Leucaena as a pasture improvement crop when leguininous

ground covers would have served the same purpose (Honduras, farm
 
of Mr. Vicente Vela). Furthermore, as was mentioned previously,
 
even some of the agroforestry options do not seem like completely

sound technology choices for the conditions under which they have
 
been established.
 

Another significant element of the socioeconomic research
 
activities is the study of costs associated with different
 
production tasks (faenas de producci6n). The objective of this
 
research is to provide a reliable data base for cost/benefit
 
analysis associated with both production system design and,

ultimately, project and investment design and analysis. The
 
exercise is expected to involve detailed research on establishing

the cost of each production step from seed collection to wood
 
harvesting under different conditions. Three means of collecting

this information are foreseen: special record keeping linking

productivity and costs incurred, time and motion studies, and
 
analysis of data through ex-post evaluation of past activities.
 

The objectives of this study are laudable, but in too many

instances faulty cost data has skewed project investment schemes
 
and led to inefficiency and failure. A number of concerns about
 
this research leave the evaluation team skeptical about its
 
practicality. While a large number of production activities 
are
 
essentially generic in nature, many more are specific to the
 
species and conditions under which they are performed. The
 
permutations and combinations are endless; choosing which to
 
study will be difficult. A given production activity measured in
 
terms of person-hours involved can change dramatically. Will the
 
150 measurement opportunities programmed for this activity

adequately sample the universe of production, even if repeated

for several years? It should be noted as well that the field
 
staff already consider these measurements a burdensome task.
 

Several other points call this exercise into question. How
 
aas the universe of production activities been defined, given the
 
Eact that the project is only in the early stages of developing
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the technological models? Which species and what form of
 
seedling are being planted with which technique? Then again,

research activities, at least some of which are being used as the
 
subjects of these measurements, are notorious for being more
 
costly because of the greater care accorded to them. Are the
 
economists who are nominally in charge of this research
 
sufficiently able to distinguish between the different production
 
steps and variations which might have significant impact on the
 
costs involved?
 

The evaluation team reviewed a small sample of the data
 
collection forms already filled out in the course of this
 
research. The information provided on the activity

identification form (form I-1) was often inadequate to describe
 
the task. For example the description "tumbado de Arbol-teca
digmetro 30 cms" is inadequate to serve as a basis for analyzing

production costs. Such questions as site conditions, degree of
 
operator training, and type and adequacy of tools could greatly

alter the result. Finally, a number of staff observed that their
 
presence on a job site recording productivity effect to varying

degrees how the workers went about their tasks.
 

A number of other studies have been carried out by project

staff, generally concerned with fuelwood markets. Similar types

of market studies geared to other products have been planned but
 
are still in the early stages. Outside consultants have been
 
employed to elaborate special studies on farmer attitudes,

extension and institutions but the results of these have had very

limited circulation. In some countries, notably Costa Rica and
 
El Salvador, thesis research by university students is being

supported and utilized to obtain socioeconomic information about
 
project actions. An interesting case is the work done by a
 
student of the Instituto Tecnol6gico de Costa Rica analyzing

"family nurseries" in and around the town of San Ram6n. 
Finally,
 
a large number of working documents on research methodologies,

analytical techniques, and study guidelines have been produced in
 
association with the socioeconomic research sub-component.
 

Recommendations:
 

The level and depth of concern about the socioeconomic
 
research component observed during the country visits and
 
expressed so vociferously at the regional feedback meeting
 
suggests the need for urgent and in-depth review and assessment
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of these activities. Accordingly, the evaluation team recommends
 
the following:
 

* 	The socioeconomic research plan should be thoroughly
 
reviewed in three areas: research issues and study
 
objectives, including the balance between
 
sociological and economic pursuits, quantitative
 
versus qualitative indicators, and problems ana
 
hypotheses being addressed; methodological
 
considerations such as sample size, data collection
 
techniques, and rapid rural appraisal techniques;
 
and operational capability including staff
 
capabilities and time available, both at CATIE and
 
in the countries.
 

* 	In order to facilitate the reassessment process
 
described above, a series of sub-activities will be
 
necessary: an intensive and mutually useful
 
dialogue between the silviculture and socioeconomic
 
research groups to enhance the understanding and
 
definition of key problems, including both
 
cost/benefit and farmer motivation issues; provision

of guidelines to field staff, perhaps under the
 
tutelage of an independent short-term consultant, to
 
carry out a structured discussion in each country
 
about research needs and priorities to support
 
present activities and developments of the project;
 
a systematic review of the status of and lessons
 
learned from the socioeconomic research to date;
 
preparation of a draft revised plan by the
 
socioeconomic research group under the close
 
direction of the project coordinator, and
 
circulation of the draft to staff in CATIE and in
 
the countries for review and written commentary; the
 
plan should then be discussed, amended, and approved
 
at a designated consultative meeting to which
 
country staff, including coordinator, national
 
director, and the two economists, will be invited.
 

* 	In order to ensure that the revised plan and the
 
activities it contemplates are thoroughly understood
 
and appreciated, a one- to two-day short
 
course/workshop should be implemented in each
 
country for project staff and other interested
 
parties. This workshop will emphasize both research
 
methodologies and expected products and how they
 
might be utilized.
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* 
CATIE should contract the services of a short-term
 
farming systems research specialist for three to
 
four months to review demonstration farms
 
activities, in order to rationalize and streamline
 
these efforts.
 

" 	The short-term consultant already foreseen for
 
assisting in the implementation of the study of
 
costs associated with different production tasks
 
should be hired as planned. The terms of reference
 
for this consultancy should be to assemble and
 
compile all available information, both from the
 
literature and from knowledgeable individuals,
 
regarding standard costs throughout the region.

This material should be drawn together in the form
 
of a reference matrix and work should then proceed
 
to fill gaps and/or verify inconsistencies. The
 
silviculture research group should provide guidance
 
on the pertinent technological packages which merit
 
attention at this time.
 

E. Information Dissemination and Extension
 

The project purpose gives key importance to achieving a
 
"functioning program to promote the use of fast-growing trees for

multiple purposes on small and medium-size farms" in the region.

This objective is predicated on the fact that a vast amount of
 
information has been accumulated during the Lefia Project. Early

efforts to synthesize and publish the results of that project

were expected to provide a basis for initiating a multifaceted
 
outreach program for Madelefla, involving information
 
dissemination and support to extension.
 

The project paper states that "extension agents throughout

the region urgently need simple, practical instructional
 
guidelines on the silvicultural and socioeconomic aspects of tree
 
crops." It then details the types of products to be made
 
available durinq the life of the project; these include flip
charts, slide-tape sets, instruction manuals on the silvicultural
 
and socioeconomic aspects of fast-growing tree species for self

study or use in short courses, and other instructional materials.
 
Additionally, the project "will assist private and public

extension institutions in the design of extension materials."
 

1. Status of Information Dissemination
 

Interviews with national field personnel indicated their
 
desire to receive farmer-level extension materials, especially in
 
the form of illustrated and practical instruction manuals. This
 
view was even more strongly expressed by people working in
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collaborating institutions, such as CARE and the ministries of
 
agriculture. This need is not new, and it is a predicted

phenomenon.
 

Madelefia has only very recently contracted its
 
communication/extension specialist, and consequently there has
 
been only limited input from CATIE in this line of activity. In
 
fact, it is questionable whether CATIE should be directly

responsible for materials that are for use by paraprofessionals

and farmers; it would be better to produce these materials
 
locally if such a capability exists. In some countries
 
Madelefla's principal counterpart agencies are attempting to fill
 
the need, creating their own written materials. For example, in
 
Guatemala the national director has completed an illustrated
 
nursery guide, and in Costa Rica five publications have been
 
produced. In other cases, project-supported agencies have
 
embarked on this role. CARE-Guatemala is a case in point. They

have begun work on a forestry promoters' manual which will be
 
published in sections.
 

An analysis of the materials produced in Guatemala and Costa
 
Rica reveals vast differences (such as in style, format, and use
 
of illustration), which reflects the lack of central guidelines

and assistance. It is also apparent that materials were never
 
field-tested before being printed--an unfortunate omission
 
considering the effort and material resources invested in
 
publishing the finished product.
 

Country personnel receive the technical journals

Silvoenergia and Agroforesteria, which are produced quarterly.

They have also been sent publication lists and have been given

manuals to carry out their programmed activities. Additionally,

in the courses that they have attended (an average of five to six
 
per person) they have been provided with complete supporting

materials. Publications produced during the Leha Project are
 
also widely available to local personnel. Consequently, as might

be expected, there were few complaints about the number of
 
technical publications. Some of the people interviewed admitted
 
that they still had a large backlog of reading material to get

through.
 

Country personnel reported that the most useful materials
 
are the tree species reference guide and the manuals. The
 
manuals are much more thoroughly read and used when they are
 
integrated into a supervised activity. For example, the
 
demonstration farm manuals had been used as part of an in-service
 
training activity that was repeated in all the countries.
 

Interviews with country personnel revealed that the interval
 
between initial submission of a document and final approval for
 
publishing it be several months. 
 CATIE staff, who insist on the
 
editorial process being followed, correctly maintain that they
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have to protect CATIE's reputation, and consequently any

technical publication that bears its logo must meet certain
 
standards. The major delay is not in editing, but in the

incorporation of modifications, a task which falls to the author.
 
In the case of country personnel, who have relatively less
 
writing experience, the delay is longer due to the greater number
 
of modifications to be introduced. It was explained that local
 
country editorial committees had been set up as a means of
 
accelerating the process, but to date little use has been made of
 
this resource.
 

At the time of this evaluation there are no less than nine
 
technical manuals in the writing/publishing process, three
 
technical reports, four scientific articles, four teaching

materials (including a 300-page manual), and four articles for
 
Silvoenergia. Regrettably, none of these publications can be
 
characterized as the practical, field-oriented extension
 
materials or brochures which can be utilized by local personnel,

and indeed the farmers themselves, in promoting and/or

implementing the technological package for multi-purpose tree
 
planting. The arrival of the communications/extension specialist

may help to accelerate the production of materials of this type.
 

The evaluation team doubts, however, that the specialist

alone can fill this void. He will require additional support as
 
well as a concerted effort on the part of his researcher
 
colleagues (both in silviculture and socio-economics) to
 
accelerate the analysis of research findings and prepare them in
 
the form of readily packaged production technologies. Figure 3
 
(below) provides a suggested outline of the process to accelerate
 
the production and publishing of extensionist, paraprofessional,

and farmer-level materials.
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Figure 3. Publishing Extension Materials 

Communication specialist One person is named per 
reviews existing available country to be communication 
materials (inCATIE) counterpart (on the basis of 

vocation)I I
 
Country counterparts prepareCommunication specialist 

obtains further examples of list of local institutions that: 
materials and investigates 1.have produced materials 
local production techniques 2. are producing rraterials 
(esp. Desktop Publishing) 3.intend to produce matenals 

Note: these institutions include 
service agencies AV
producers,INC.
 

CATIE communication specialist reviews:1.complete set of existing materials 

2. list of institutions that havedrowill 
produce coaterials

I
 
Communication specialist conducts a workshop with 
all country counterparts -products include improved 
material and material production techniques

I
 
select target production institutions and program the 

material production schedule (6 months) 

Country level production continues - communicationspecialist serves as a facilitator, giving technical 
assistance through counterparts on:
 

- format
 
- production technique
 
- testing methodology
 

Cmmuiateias rvse cal endcontryComunteeprt 

I ocal materials tested and produced ] 

Certainlocal materials evaluated and 
Improved by communication specialist 
(co-author on Improved product) 
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2. Extension Achievements and Issues
 

Mention of the word "extension" at CATIE triggers an

immediate response that "it is not CATIE's job to do extension."
 
Obviously, it is not CATIE's or Madelefla's responsibility to
 
reforest Central America or to direct extension activities toward
 
that end. However, the project paper clearly defines the
 
project's role in building institutional capability for extension
 
at the government and private sector level throughout the region.

The project has not hesitated in providing support to ongoing

country programs for tree-planting, or seizing the initiative and
 
promoting similar activities resulting from interest generated by

earlier successful trials and demonstrations of the Lefia Project.

The evaluation team applauds this initiative; it greatly

increases project impact and serves as a sounding board for
 
project activities.
 

This support primarily takes the form of creating a model of

information dissemination and extension, and then using it to
 
convince and train the different national extension institutions
-hence the idea of developing "clusters" of demonstration farms,

which were intended to constitute the prime promotion mechanism.
 
Following this, the institutions would be given manuals and
 
training materials, and would receive technical assistance to
 
enhance their own efforts.
 

There has been a very wide variety of extension results,
 
some very good and others deficient. For instance, on the
 
positive side, in Talanga, Honduras, one of the project-attended

farmers had discovered the way to propagate eucalyptus seedlings,

i.e., he was adapting tree-crop technology. In another case, in
 
Santa Ana, El Salvador, a farmer proudly explained the value of
 
his eucalyptus trees by totalling up the different products he
 
would obtain. A contrast was a "pilot plantation" in Jicaro
 
Gal~n, Honduras, where the project had organized and financed the
 
whole activity. Interested persons occasionally ask the owner
 
"how to obtain a nice tree plantation like his." HI.s reply:

"You've got to be lucky. If you are, then someone will come
 
along and do it all for you." This is clearly not a useful
 
precedent to the extension message.
 

Progressively, and largely as a result of follow up of the
 
Lefla Project's initial impact, demonstration areas are being

established. The project has also begun to establish the
 
clusters of demonstration farms, although the majority of these
 
are too young at present to have much to demonstrate (from the
 
farmer's point of view). 
 Local people seem to be particularly

impressed by the fast-growing trees that can be used for
 
fenceposts and poles, and consequently Eucalyptus, Gmelina, and
 
alder are favored in some areas. At the same time, it was noted
 
that certain pests had appeared in some plantations, and that the
 
extensionists had no ready remedies available. 
The new
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arrangements with the Programa Integrado de Protecci6n Forestal
 
(PIPROF) should provide useful guidance to address these
 
occurrences on a systematic basis.
 

There is no common pattern to the way different national
 
agency field technicians carry out their extension work. Between
 
them they use a variety of methods, sometimes in combination and
 
sometimes individually. For example, in San Ram6n, Costa Rica,
 
the technicians had used "promotion tours" (giras educativas) as
 
part of their system to establish demonstration farms. This
 
method was not widely used in Honduras. However, field
 
technicians there did have access to and use portable slide
 
projectors. In some cases, the collaborating farmers had
 
participated actively in the setting up of demonstrations,
 
whereas in others the farmers had apparently been only passive
 
followers.
 

It is important to note that the project has carried out
 
some very successful and complete extension activities. The
 
Gmelina exhibition, mounted in Hojancha, Costa Rica, is an
 
excellent example. Project personnel reported that over 1,000

people visited the exhibition, which consists of a series of
 
stands with Gmelina furniture products, nursery seedlings,

descriptions of plantations, and management guidelines. A
 
special free brochure was produced as an information source for
 
visitors.
 

The evaluation team believes the project should make more
 
efforts to reinforce the informal extension network. For
 
example, the permanent tree nursery supervisors all claimed to
 
answer farmers' questions and give advice on occasion.
 
Unfortunately, the information they offer is limited by their
 
experience. Consequently, in the case of some new tree species

(like Gmelina), they could not respond positively to their uses
 
because they had not personally witnessed them. Madeleia could,
 
for example, promote the sale of Leucaena seed in agricultural
 
stores because of possibility of significant demand.
 

Some demonstration farms received technical assistance from
 
ministry of agriculture extensionists, who assisted in the
 
planning process. In some cases, the farmers are recipients of
 
credit from formal sources. However, in other demonstration
 
farms, the forestry component had been planned in isolation and
 
no consideration was given to the possible improvement of the
 
farms' other components. An example of this is Mr. Braulio
 
Aroya's farm in San Ram6n, Costa Rica. His major crop is coffee
 
and the project is introducing Grevilea and Cuernevaca (Ing' p_)

for shade. Unfortunately, the attention he gives to his coffee
 
is only "about average" and is still a long way from causing a
 
big visual impact to visiting farmers. The visiting farmers, who
 
are primarily interested in coffee, could possibly perceive a
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cause and result relationship between the quality of the
 
plantation and the trees that shade it.
 

Up 	to the present Madelefia has not initiated any

experimentation with extension models; neither is this activity

contemplated in the project design. 
However, following the April

1987 consultancy of Chris van Dam, tentative plans have been

drawn up to try out a somewhat different extension approach than
 
that which is actually used by the project. This was categorized

by van Dam as "antiquated" and "effectively incapable to causing

changes in the campesino's situation." Before setting up the

extension experiment, it would be worthwhile to consider the
 
following observations:
 

" The demonstration farms (fincas demonstrativas) were
 
established after van Dam's consultancy. Part of
 
their role could be the validation of technology.
 

" Certain good extension results have been obtained.
 
That is to say, there has been adoption and
 
adaptation of technology--though obviously this
 
disregards the issues of cost-effectiveness and
 
systematization.
 

" 	The greater the difference between the proposed

experimental system and the systems that are
 
currently used by national extension institutions,
 
the smaller the chances that any demonstrated
 
improvement could be incorporated by them.
 

" 	There is a considerable time lag between planning a
 
demonstration experiment and obtaining conclusive
 
results.
 

Project personnel have not received any guidelines for or

orientation to extension techniques, methods, and strategies;

this is a direct result of the delay in hiring the
 
communication/extension specialist, who only joined the project

in September 1988. 
 At the same time, it does reflect the
 
somewhat academic tendency to compartmentalize the work into very

specific areas of responsibility, i.e., each expert focuses
 
entirely on his or her own field of study. 
As 	a result "the big

picture" is forgotten, and, in the absence of any particular

expert, his or her designated area is neglected, regardless of
 
its importance to the project as a whole.
 

Project field personnel have worked very hard in extension
 
activities, and locally their impact has been considerable.
 
However, it would appear that in many cases they are taking this
 
burden too much upon themselves. Instead of creating an
 
extension model to influence the work of national extension
 
institutions, they are personally responding, often in an ad hoc
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manner, to local technical assistance demands; hence, the huge

number of "educational talks" given, "nurseries supervised," and

"communities promoted." 
 The end result is a dilution of effort,
 
to the detriment of the model itself.
 

Considered as a group, project field personnel have
 
accumulated considerable collective experience in extension.
 
This is an important fact to consider in the production of future
 
extension guidelines and manuals and in conducting training
 
events. The collective experience also extends to a wide range

of different typec of national institutions and agencies. Work
 
has been done with national-level government organizations and
 
NGOs, PVOs, municipalities, small businesses, agribusinesses, and
 
others. This accumulated experience could serve as the base for
 
the elaboration of specific institution-type extension and
 
technical assistance strategies.
 

The lack of a systematic evaluation of project extension
 
activities has jeopardized the support and continuity of some of
 
the most positive experiences. The utilization of non-validated
 
technologies on demonstration farms points to a lack of
 
systematic communication between the CATIE-based silviculture
 
researchers and the national field extensionists. Similarly, the
 
unavailability of technical solutions to certain problems that
 
are occurring in the "liberated" technologies indicates a lack of
 
monitoring, i.e., information on what is happening on the farms
 
is not getting back to the researchers.
 

More positively, however, the emergence of zones of impact

(polos de impacto) has greatly contributed to the project's

extension achievements. Examples include the Program of Communal
 
Nurseries in El Salvador in which thousands of farmers have
 
planted trees, and the demonstration effect of multi-purpose tree
 
species experimentation in La Mdquina and Jutiapa, Guatemala,

which has also stimulated many farmers to plant these species. In
 
the future they will be a central component in the system for
 
influencing and training personnel from national extension
 
institutions. At the same time it should be borne in mind that
 
what is useful now is often the result of work carried out four
 
or five years previously as part of the Fuelwood Project.
 

Recommendations:
 

Dissemination and extension deserve highest priority in the
 
near-term in order to increase the impact of Madeleia.
 
Successful tree-planting as a result of project initiatives is
 
currently taking place, albeit on an ad hoc basis, throughout the
 
region. An effort to reinforce these achievements and to
 
systematically accelerate the spread of viable technologies will
 
create the necessary multiplier effect. Accomplishing this
 
should have greater priority than new research or fact-finding.

The recent arrival of the communication/extension specialist
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should greatly facilitate action in this area. The extensionist
 
workshop which the evaluation team partially participated in will
 
also, no doubt, provide useful information to systematize and
 
stimulate the Madelefia's impact in the field of extension.
 

The evaluation team believes, nevertheless, that
 
dissemination and extension merit the serious attention and
 
involvement of all staff. 
The silviculture and socioeconomic

research staff are in a position to know which technologies can
 
or should be disseminated. They and their colleagues in the

field will provide the basic informational inputs which will be
 
disseminated through a variety of mechanisms and will constitute
 
the message to be conveyed through country extension programs.
 

The evaluation team recommends the following:
 

* 	Given the quantity of scientific and technical
 
material that is in the pipeline, it would be
 
especially opportune to analyze, categorize and
 
prioritize a rational production schedule.
 
Similarly, it will be necessary to better define
 
roles and responsibilities and procedures for the
 
production of these materials.
 

* 
It 	is necessary to reiterate the recommendation of
 
the 1986 evaluation, that the staff give less
 
attention to producing information of a purely

scientific or academic nature. Emphasis should be
 
accorded to practical publications and other
 
materials that can be used at the field level by

extensionists, non-technical specialists, and the
 
farmers themselves.
 

* 	The major responsibility for producing these field
oriented materials should be with the country team.
 
The communications/extension specialist should limit
 
his role to providing technical guidance,

coordination, training, and support to the country
 
teams on the process of production. Other members
 
of the CATIE team, particularly the
 
silviculturalists, must assist the local staff in 
an
 
affirmative manner to carry out these activities.
 
In doing so they must be mindful of not allowing the
 
"best to become an enemy of the good".
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o 	The communications/extension specialist should
 
organize a workshop or seminar-type event to begin
 
to better define viable extension stxategies,
 
suggest guidelines on extension methods, and ensure
 
that the relationship of the project and its local
 
staff to national tree-planting programs is fully
 
understood. Participants at this event would
 
include the coordinators, national directors, and
 
two to three selected extensionists from each
 
country, representing different projects and
 
ministries. They should come prepared with
 
information about their ongoing extension
 
activities, local agricultural and forestry
 
development issues and current methodologies,
 
coverage, available human and material resources,
 
and observed impacts.
 

o 	The communication/extension specialist should
 
immediately start to compile an extension strategies
 
and methodologies training module to serve as the
 
basis for future short-courses in this area.
 
Additionally, as a basic reference tool for both
 
training and implementation the entire CATIE staff
 
should undertake the preparation of a practical
 
manual oriented to the technological aspects of
 
forestry and agroforestry extension. As sections of
 
this manual are prepared, they could be circulated
 
to field staff for use and feedback and be modified
 
as necessary.
 

o 	The planned studies of "successes and failures"
 
should be carried out expeditiously, giving special
 
attention to the extension components of the
 
different projects. Additionally, short impact
 
assessments of specific extension activities should
 
be conducted and serve as the basis for preparation
 
of short, readable accounts to be circulated to and
 
discussed among field staff.
 

* 	In lieu of the planned "extension experiment" which
 
the evaluation team views as being of limited
 
utility and difficult to implement, selected ongoing
 
extension activities associated with Madeleha should
 
be systematically monitored and improved. Attention
 
should be given to analyzing institutional and human
 
resources capability as well as the
 
policy/legislative environment under which these
 
extension programs are expected to operate.
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F. Training
 

Training and education are fundamental elements of the
 
institution-building objectives of the project. 
 The activities
 
foreseen under this component of the project include education at

the graduate level, training at the technical level, and
 
fellowships for both types. In addition, a series of short
 
courses and workshops of direct relevance to project activities,
 
or centering on the promotion and use of multi-purpose tree crop

technologies on a regional and national basis, have also been
 
planned. Support to promote curriculum change and graduate

student research are also foreseen.
 

It was readily apparent to the evaluation team that CATIE,
 
as might be expected from an institution whose mandate and
 
capability for training is quite strong, has done an excellent
 
job on the training component. With the exception of the award

of graduate fellowships (which will be completed this coming

year), all targets in training have been exceeded, often quite

dramatically. The evaluation team concentrated its efforts on

reviewing the operations and progress of short-term courses and
 
workshops. It has chosen this tactic as 
well because it is clear
 
that short courses are the most responsive vehicle for quickly

building institutional capability.
 

The reporting system classifies the short courses into two
 
main types: regional level courses with participants from the
 
majority of the attended countries, and national level courses,

where participants are generally restricted to citizens of the
 
country where the course is held. For practical terms, the
 
regional courses have been used to train Madeleia personnel,

whereas the national courses have often been conducted by

national Madelefia personnel to train people in collaborating

institutions. Although approximately 20 short courses were
 
originally planned, nearly 70 had been Qiven as 
of June 1988.
 

The majority of the regional courses have centered on
 
silviculture techniques, as have the corresponding national
 
courses. Interviews with participants indicate that courses are
 
well organized, of a high quality, and that back-up and reference
 
materials are provided. At the national level there were a few
 
observations to the effect that on occasion the course material
 
was excessive for the time allocated, and that it would be
 
preferable to have more practice than theory.
 

The list of national level courses demonstrates that
 
training events of this type have been conducted in all the
 
countries, with an average of one course per country every two

months. 
 In this manner a large number of different institutions
 
have been reached, some with much greater intensity than others.
 
It is also to be noted that certain courses have been given many

times in the same country; for example, in El Salvador the
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nursery techniques course has been given seven times with an
 
average of 20 participants each time.
 

Another effect of this intensive national-level activity is
 
that, far from satisfying the need, it tends to create local
 
demand for yet more courses. This interesting phenomenon stems
 
from the sizeable number of local institutions that desire this
 
type of orientation for their personnel, and having been exposed
 
to some training they ask for more training in allied fields.
 
Additionally, officials from one institution, on learning that
 
another institution has received training, suddenly discover
 
their own need for the same. Part of this training burden has
 
already been relegated to other institutions, such as technical
 
colleges and universities. In a few cases, such as ESNACIFOR in
 
Honduras, curricular reform has been carried out, introducing
 
more social aspects, "agroforestry" and "fast-growing and multi
use trees" into the new plan of studies.
 

The original project paper considerably underestimated the
 
need and importance of short courses and seminars. These types

of events are very useful in developing national interest and
 
capacity in the project's goals and techniques. Additionally,

preparation for the courses motivates and accelerates the
 
production of back-up materials and manuals, and the events
 
themselves provide an opportunity for their discussion and
 
modification. Madelela has made a very considerable effort to
 
train the country-based personnel in the silvicultural techniques
 
necessary to carry out their activities. The socioeconomic
 
personnel, too, have received specific training to carry out
 
their role. This effort has consisted of well-prepared and
 
structured courses, resulting in a high degree of satisfaction
 
and competence amonq the participants.
 

In order to improve their capacity to influence and train
 
the trainers in the principal national and agricultural extension
 
institutions, local personnel will require further training in
 
rural sociology and extension. This type of course or seminar
 
should be structured around analysis of the applicability and
 
utilization of specific case studies generated by the
 
socioeconomic investigation efforts. This will reinforce the
 
participants' capability to detect the potential and need of
 
local institutions to advise about appropriate methodologies and
 
to provide information about obtaining resources and services.
 

Many local technicians and extensionists have received
 
training by Madeleha personnel in national-level courses.
 
However, a huge and growing demand exists in the national
 
institutions for training their personnel in tree-crop production
 
techniques. This demand is far in excess of the project's
 
capacity to fill it. Local national institutions, after being

given sufficient guidance and training, have proved successful in
 
replicating the courses originally given by project personnel.
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The best proven method to achieve this end has been to use the
 
following sequence:
 

o 	Madelefia personnel give the course, with national
 
institution personnel as participants;
 

o 	the national institution organizes the course, with
 
partial backing by Madelefia personnel as
 
instructors; and
 

o 	the national institution takes complete

responsibility for organizing and conducting the
 
course.
 

One aspect of the short-course program which does not seem
 
to have received the attention it merits is increasing emphasis
 
on workshops and seminar-type events in lieu of more structured
 
training courses. Such events, wherein participants would have
 
more of an opportunity to exchange experiences and ideas, could
 
have a multiplier effect in terms of the many important lessons
 
from project implementation.
 

Recommendations:
 

Although training outputs have been realized almost
 
universally, it is likely that this dimension of the project's

activities will continue to be important. The evaluation team
 
believes that this continuity of effort will be appropriate as
 
trained people are the key element of institutional capability.

There will be, however, a need to examine how training is being

carried out and to assure that maximum impact is being obtained
 
through the best arrangement of project resources to respond to
 
this need.
 

The evaluation team recommends:
 

o 
The project staff must find a way for rationalizing

their roles and responsibilities related to short
term training courses and similar events and their
 
other obligations--research, technical assistance,
 
and full-scale participation at CATIE as members of
 
the staff. At least two new short courses are
 
suggested in this document (the silviculture
 
research process and the socioeconomic research
 
plan), so it is likely that CATIE staff will
 
continue to play an important part in course
 
development and early implementation. The project

will also have to be open to the need for new and
 
additional short courses because the demand that
 
exists is very much of its own making. Local staff
 
are, however, capable of implementing and teacihing a
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number of the basic skills courses and should be
 
encouraged and supported to do so.
 

* 	The project should continue to promote curriculum
 
modification and redesign to include topics related
 
to fast-growing, multi-purpose tree species
 
technologies at national universities, forestry and
 
agriculture colleges, and technical training
 
schools. A workshop for instructors from these
 
institutions would facilitate this process
 

* 	At the national level, many individuals and
 
institutions have now acquired valid and interesting
 
experiences in the planting and use of multi
purpose, fast-growing tree species. This provides
 
an 	opportunity for the project to further
 
consolidate and disseminate these experiences by
 
means of country-level seminars. The seminar and
 
workshop course structure should be preferred in all
 
instances where the participants a-ready have
 
considerable collective experience.
 

G. Institution Building
 

Madeleia does not include a separate component that could be
 
characterized as institution-building. However, all of the
 
expected outcomes or objectives of the project are stated in
 
terms of institution building and as such, this important aspect

deserves special treatment in this evaluation. A fuller
 
discussion of institutional issues related to CATIE and its
 
overall relationship with its member countries based on the
 
findings of this evaluation for both projects may be found in
 
Chapter V.
 

Depending on the country, Madeleha activity appears to be
 
more or less firmly integrated into the structure and operations
 
of the respective unit in the national forestry agency. The
 
consolidation of the activity's incorporation depends on factors
 
beyond the control of the project, i.e., the consolidation of the
 
agency as a whole and its staffing pattern and budget. In the
 
latter respect, it was observed that in all countries, except at
 
least temporarily in Costa Rica, agency budgets were victims of
 
public sector austerity which maintains payrolls but virtually
 
eliminates operating expenses. There seems to be no doubt that
 
the activity is being taken seriously and that its action will
 
endure beyond the life of the project. It is, however, a subject

that should be routinely monitored and scrutinized by the project

coordinator, ROCAP personnel, and senior authorities at CATIE.
 

There appears to be a tendency at times for CATIE pe.sonnel
 
to undertake such tasks as field-leve training and extension
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that, in accordance with the project's basic terms of reference
 
should be the host agency personnel's responsibility. In the
 
countries where field staff is 
scarce and extension methods and
 
messages for tree farming have not yet been generally introduced,

this tendency is quite understandable. Yet project personnel must

continue to hoard their time and energy for the task of
 
institution building if they hope to achieve their basic
 
objective at project's end.
 

There is general agreement among project staff at all levels
 
that quantitative project targets as reflected in the annual work
 
plans are far too ambitious. The evaluators fully share this
 
view. The phenomenon appears to be related to the inordinate
 
concern of project personnel with the image of the quarterly

report to ROCAP and with the project paper's target figures-


Certain tension has arisen due to the increasing pressure

for "action" requested at the country level, and the insistence
 
of project management and CATIE on scientifically validated
 
research results to be incorporated into the technological

recommendations for farm-level application. 
The country-level

demand for action is not only understandable; it clearly reflects
 
the project's success in stimulating demand for technical
 
assistance and materials for t;'ee farming. Equally understandable
 
is management's concern that only scientifically valid
 
recommendations be passed on, in the interest of the welfare of
 
the target population and thus of the activity's sustainability.

On balance, it appears that there is 
a middle ground between the
 
two positions: while a good deal of silvicultural and "economic"
 
(i.e., profitability and markets) research is incomplete, a vast
 
store of research and practical results has been accumulated
 
since 1982 and from activities outside the project (which,

however, exist largely in unorganized documentation and in the
 
minds of technical personnel)
 

Delays in recruiting personnel for key posts have been
 
responsible for serious imbalances among certain activities.
 
Sharing of the time of the project coordinator (who is on the
 
CATIE core budget payroll) between project management

responsibilities and those of director of CATIE's Forestry and
 
Agro-Forestry sub-program has also been unfortunate 
(and is
 
facing the incumbent with a difficult choice at this time). Time
 
sharing was also a serious problem in the case of the former
 
chief economist who spent a good deal of his tenure with the

project assisting in the development of CATIE's new 10-year

strategy, and was then subsequently appointed as head of the new

Program III--Natural Resources. The allocation of time and
 
responsibilities between obligations to the project and to CATIE
 
for all international staff continues to be an 
issue, as it was
 
at the beginning of this project.
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Typically, project professional staff have responsibilities

for teaching at the graduate level, participating in the planning

and implementation of unprogrammed short courses, acting as
 
advisors to two to three graduate students who are preparing
 
their theses, taking part in internal committees of CATIE,
 
receiving and attending to unforeseen official visitors to the
 
institution, and occasionally taking part in non-project related
 
technical assistance missions at the behest of the directors.
 
There is nothing inherently wrong with Madelefla staff carrying
 
out such functions; the issue is the amount and programming of
 
this time, which often flies in the face of the demanding

workload assigned to them. The evaluation team believes that the
 
majority of the staff would prefer to have more time for project
 
business and be able to provide additional support to their
 
colleagues at the country level.
 

Country personnel complain about the less-than-desirable
 
scheduling and duration of country visits, and occasionally about
 
the nature of these, by central project personnel. The
 
complaints allege that travel schedules reflected in work plans
 
are not maintained, that visits are often bunched unhelpfully and
 
announced on short notice for inconvenient dates, and that they
 
often absorb too much time of country personnel. Moreover, it
 
seems to be the general opinion among field personnel that the
 
visits are not long enough to be really useful in meeting their
 
requirements for specialized collaboration and advice. Because
 
of the pressure of time and work, some of these field visits have
 
taken on an aspect of inspection missions, where CATIE-based
 
staff simply criticize the field activities rather than providing
 
technical assistance, problem-solving advice, and support.
 

Except in Costa Rica, the involvement in project activities
 
of institutions other than the official forestry service has been
 
sporadic, and there has been little or no cooperation with the
 
agricultural extension services except on an ad hoc local level.
 
There have been, however, joint programs with CARE, the Peace
 
Corps and bilateral programs in Honduras and Guatemala, and
 
similar groups, and a tripartite communal nursery program in El
 
Salv,dor (which is currently hampered by the diversion of World
 
Food Programme food commodities to other purposes). Meanwhile,
 
Costa Rica has been aggressive in some areas in involving local
 
cooperatives and the unique institution of cantonal agricultural
 
centers, some of which appear ready to assume virtually full
 
responsibility. In Costa Rica, where the "Project" is truly an
 
integral and permanent feature of the forest service, there are
 
also satisfactory formal and de facto arrangements for
 
cooperation with the cantonal agricultural extensionist.
 
Interestingly, this cooperation is reportedly better now that the
 
forest service has been transferred to the new (and not yet

legalized) Ministry for Natural Resources, Energy and Mining,

than it was when it was part of the Ministry of Agriculture.
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Recommendations:
 

These recommendations are in addition to those presented in
 
the next section:
 

" 	The project (if necessary, bolstered by short-term
 
consultants) should provide some assistance to
 
authorities of host-government agencies to better
 
incorporate and institutionalize activities related
 
to tree crop production in their structure,
 
operations, and management to ensure their
 
sustainability. In this same regard, the project

might also consider providing support for a certain
 
amount of "horizontal" technical assistance from the
 
more viable national institutions to the others.
 
The project should continue to provide technical
 
assistance for project/investment identification,
 
particularly for opportunities to help identify

bilateral projects supportive of local institutional
 
capability. 
Both CATIE and ROCAP should monitor
 
host government budget allocations vital to
 
sustaining implementation both during and beyond the
 
life of the project.
 

" 
The project should consider action to help countries
 
other than Costa Rica identify and mobilize NGOs
 
that might be involved on a long-term basis with
 
promoting and implementing tree crop technologies.

This work could be carried out by a consultant
 
and/or staff from Costa Rica who has been involved
 
in 	the successful programs there.
 

* 	Project management should institute the new policies

regarding support travel to the member countries by

CATIE staff which were discussed during the
 
evaluation. These include longer trips and
 
avoidance of ceremonial-type assistance by local
 
staff to CATIE staff visiting the countries. It is
 
perhaps most important that the principle be
 
accepted that travel by center personnel must, as a
 
rule, respond to country priorities, needs, and
 
timing, rather than vice versa.
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V. CATIE AND ROCAP: INSTITUTIONAL ISSUES AND STRATEGIES
 

CATIE and ROCAP are currently developing strategies on which
 
to base their natural resources and environmental programs for
 
the next 10 years. Both institutions are seeking to enhance or
 
build upon current programs and develop new ones of greater

impact in decreasing natural resource degradation while
 
increasing the regional population's well-being. PRMC and
 
Madelefia involve technical orientations and activities thaL are
 
directly related to these objectives. Of paramount importance in
 
CATIE's strategy over the next 10 years will be increasing the
 
center's presence and impact at the national level. CATIE must

also seek to integrate management of natural resources as the
 
best means to ensure their sustainability.
 

As defined, CATIE's mission is to resolve resource
 
management problems through activities of research and training-
concentrating as much as possible on improving the human resource
 
base. The Center's philosophy is to support activities at the

national level through technical assistance and training,

building the capability of national institutions to recognize and

resolve natural resource management problems with a minimum of
 
external assistance.
 

As part of its 10-year strategy, CATIE has proposed an

outreach model (Modelo de Adopci6n Tecnol6gica) which is designed

to permit CATIE to prove technologies and assess the validity of

transfer strategies. As proposed, the model will involved pilot
 
areas in each country where a technical team of at least four

professionals appointed by national government agencies will be
 
charged with planning, executing, and monitoring of agricultural

and resource management activities. These teams will be advised
 
by a technology adoption committee made up of representatives of
 
farmers/producers, research and extension institutions, potential

funding agencies, agroindustrialists, marketing boards, and other
 
relevant groups selected in each country. CATIE in turn will
 
support the organizations, personnel, research, and training

activities in the pilot areas, including information collection
 
and dissemination.
 

The following sections are based on the evaluation team's
 
conclusions concerning the "whole picture" at CATIE, including

the two projects under evaluation. Several aspects are discussed
 
of relevance to both CATIE's and ROCAP's 10-year strategies, and

which address the principal questions raised at the outset of
 
this evaluation. The recommendations made herein, although

fundamental in scope, are rather general. The evaluation team
 
did not have adequate time to fully explore these complex issues.
 
They also recognize that institutional change should best be
 
planned and implemented by the parties directly involved.
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A. Decentralizing CATIE Authority and Activities
 

CATIE, historically, has had a relatively low profile in its
 
member countries. The Center's official representative in each
 
country was IICA's national director. CRTIE personnel from
 
Turrialba made infrequent visits to each country--instead
 
concentrating most of their research and training activities in
 
Turrialba and Costa Rica. With the advent of the ROCAP-funded
 
Fuelwood and Alternative Energy Sources Project, CATIE began to
 
place long-term coordinators in residence in each participating
 
country. The Integrated Pest Management Project, PRMC and
 
Madelefla followed suit, and a country coordinator represents each
 
project in each participant country. Even more recently, CATIE
 
began to supplant the IICA representative (or the selected
 
country coordinator) with full-time CATIE national
 
representatives. Now CATIE has an overall supervisor for all the
 
Center's activities in each country. These actions have vastly

increased and improved CATIE's image at the national level. This
 
decentralization of CATIE will allow greater impact, depending on
 
the strength and success of local CATIE personnel to coordinate
 
activities with local institutions.
 

In CATIE's draft 10-year development strategy, however, few
 
details are presented on the Center's plan to strengthen these
 
offices at the national level. It was not clear if CATIE intends
 
to decentralize many of the managerial and administrative
 
activities currently centralized in Turrialba. Also, the
 
proposed outreach model is ambiguous in terms of assigning
 
responsibilities, operational strategies, and short-term goals.
 

Recommendations:
 

CATIE should continue strengthening its national-level
 
offices. Offices should be fully outfitted with necessary staff
 
(assistants and clerical) and equipment (including micro
computers). To fully enhance operations at the national level,
 
CATIE should consider decentralizing activities such as the
 
following:
 

* CATIE's national representative should be charged

with comprehensive terms of reference that include
 
taking the lead in planning, monitoring, evaluation,
 
and reporting for all CATIE activities at the
 
national level. It should be understood that the
 
representatives' terms of reference may yet require
 
some time to evolve because their placement is a
 
recent innovation.
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* 	Separate budgets for representation and program

implementation should be established for CATIE in
 
each country, with the CATIE representative

providing oversight and administration. These
 
budgets should be based on a submission of annual
 
work plans and remain essentially unchanged at the
 
national level (i.e., no readjustments that may
 
remove or redistribute funds to other countries
 
unless surpluses exist).
 

& 	Priorities for each program/project should be set at
 
the national level with the CATIE representative

taking the lead in coordination, but considering

objectives and goals of each program and CATIE as 
a
 
whole. Annual plans based on a uniform format for
 
all countries will be developed at the national
 
level, then consolidated and combined to form
 
CATIE's regional plan.
 

* To achieve the actions discussed above, CATIE should
 
develop a planning, monitoring, evaluation, and
 
reporting system based at both the national level
 
and at Turrialba. Mechanisms should be better
 
designed and defined at the national level, such as
 
formats, protocols, and instruments, in order to
 
decentralize authority and increase efficiency.

This system should provide the basis for activities
 
to 	be implemented under CATIE's outreach model.
 

B. Strategy and Focus of CATIE
 

CATIE cannot be all things to all people. Numerous
 
interviews produced queries on why CATIE could not fund
 
implementation activities and hire local project staff. 
While
 
some complain of shortages of locally-trained personnel, they

would just as soon have CATIE provide the technical assistance to
 
cover the void rather than investing in the medium-term solution
 
of 	improving education. An overview of Madelefia and its ad hoc

approach to extension shows the difficulty in trying to walk a
 
line between facilitating an activity at the national level and
 
actually implementing it. These nroblems have concerned CATIE
 
for a long time, and certain questions remain unanswered:
 

" 	whether CATIE should facilitate or implement an
 
activity;
 

" 	whether CATIE should train professionals at the
 
national level or provide their technical assistance
 
needs;
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" whether CATIE should develop national institutions 
capabilities to supplant the need for CATIE's 
constant assistance, or allow a regional dependence 
on CATIE to exist indefinitely; and 

" whether CATIE should dictate technical innovation to 
institutions at the national level, or first 
synthesize experiences from innovations being 
practiced throughout the region, analyze them, and 
then repackage and promote them. 

Recommendations:
 

Because there still exists some confusion over its mission,
 
CATIE needs to define its objectives and strategies clearly and
 
present these to client institutions at the national level. The
 
CATIE representative in each country should explain these
 
objectives in terms of answering the questions cited above.
 
CATIE must define the bounds of its outreach and activities, and
 
develop strategies with targeted national institutions within
 
these bounds. This will require development of a much more
 
detailed strategy in CATIE's outreach model involving national
level professionals.
 

C. 	 Internal Collaboration/Coordination Between CATIE's Programs
 
and Projects
 

Based on interviews and observations, it was found that the
 
level of collaboration between the different CATIE programs and
 
projects at both central (Turrialba) and national levels has been
 
deficient. Beyond presentation of annual work plans and/or
 
annual reports, few real exchanges of information have occurred
 
and there is a noticeable lack of coordination among activities
 
of the different projects carried out by CATIE at the national
 
level. There has been little orientation toward integration of
 
activities by CATIE management prior to the recent development of
 
the 10-year strategy to bring this about. Any collaboration has
 
been ad hoc, usually in a training event or information exchange
 
there is no real joint effort to share resources. This has led
 
to some duplication of effort and utilization of resources (each
 
project has its "own"). This is intrinsically inefficient and
 
unfortunate in that it fosters competition between projects of
 
the same institution for their "share" of national institutions-
especially where projects have the same counterpart institutions
 
(e.g. Madelefia and PRMC both have counterparts in national
 
forestry institutions).
 

The creation of pilot areas as proposed in CATIE's 10-year
 
plan is intended to concentrate multidisciplinary efforts of
 
Programs I, II, and III in integrated planning and development of
 
technological packages. CATIE expects this approach will also
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foster more horizontal cooperation among the different national
 
institutions related to research- education, and development. At
 
present, PRMC national counterparts have selected priority

watersheds in their countries. While these seem to meet the
 
criteria for pilot areas in CATIE's 10-year strategy, CATIE
 
representatives explained that "they are different."
 
Furthermore, Madelefia officials stated that they too were
 
planning bankable projects at the national level that "may not
 
coincide with those of PRMC or pilot areas." 
 This is indicative
 
of the lack of integration that has been a problem at CATIE for
 
years. While the 10-year plan seeks integration of programming

and geographical focus at the national level, an attitude of
 
separation still exists.
 

Finally, CATIE has long been an important agent in raising

the capability level of professionals and technicians in the
 
region. The center's graduate program is subdivided in principal

disciplines. Similarly, departments (programs/projects) design

and carry out their own short courses with minor, albeit
 
coincidental, collaboration from other CATIE programs. Thus,

training activities tend to be segregated, lacking the
 
multidisciplinary orientation so necessary in CATIE member
 
countries. Programs tend to be myopic to other disciplines.

(Socioeconomic aspects, for instance, have long been a
 
interdisciplinary area where CATIE has broad weaknesses--both
 
PRMC and Madelefla are deficient in these aspects.) In addition,
 
CATIE's training activities have been without an overall focus,

providing short-term training in many cases to anyone with
 
interest regardless of their professional preparation and
 
institutional affiliation. 
This has resulted in a scattering of
 
technical capability among various institutions, but without
 
cohesion around a central objective. In its 10-year strategy,

CATIE mentions the creation and facilitation of the Regional

Cooperative Network for Education in Agriculture and Renewable
 
Natural Resources. Conceived within the ROCAP-funded Higher

Education Project, the network is intended to strengthen national
 
research and educational institutions through "exchanges" (not

specifically defined in the strategy). 
 This network represents
 
an important step in obtaining needs assessments from national
 
institutions and in focusing training.
 

As mentioned, CATIE management has already recognized these
 
problems and intends to rectify them as part of the 10-year

strategy, which the evaluation team fully encourages. CATIE has

proposed the redistribution of all activities into three major
 
programs, aimed at forging an integration in aspects of research,

formal education, and dissemination of information. Again, the
 
draft 10-year plan does not specify the methods of integrating

activities at the national level. Also, there is 
an urgency to
 
the situation--integration of various activities should begin

immediately.
 

101
 



Recommendations:
 

CATIE should adopt a decentralized planning approach with
 
the CATIE national representative in each country. Integration
 
should be instituted first at the national level where training
 
and assistance activities are carried out. CATIE/Turrialba
 
should respond to these integrated plans in similar fashion,
 
integrating training and technical assistance missions.
 
Similarly, ROCAP must support planning and reporting schemes that
 
allow this integration of project/program resources. The
 
evaluation team also makes the following recommendations for
 
integration:
 

* 	CATIE 3hould use the priority watersheds selected
 
under PRMC as the pilot areas mentioned in the 10
year strategy. PRMC used a sound methodological
 
approach directly involving national institutions in
 
the selection of these watersheds. In each country,
 
they meet or exceed criteria for their selection as
 
pilot areas for all CATIE programs. Madeleha
 
bankable projects should also coincide, where
 
feasible, with these priority watersheds.
 

e 	Beyond integrating training, which is urgently
 
needed, CATIE should deve-op an overall strategy for
 
targeting training at selected institutions and
 
individuals within them. Focusing training will
 
have a greater impact in these institutions, will
 
provide for a more systematic approach to education
 
(i.e., phased or step-by-step) whereby one course
 
leads to another, and will allow CATIE to better
 
assess the impact of its training outreach.
 

* 	The role of the Regional Cooperative Network for
 
Education should be enhanced by CATIE to include the
 
suggested Network of Professionals and Educators
 
(see discussion in section III B.5) in order to give
 
continuity and substance to the educational process.
 

D. 	 Coordination With Other Bilateral and Multilateral
 
Organizations
 

By its nature, CATIE is a development-oriented research and
 
education institution with a regional focus. CATIE seeks to
 
support activities at the national level, facilitating training
 
and technical assistance as stipulated in its agreements with
 
member countries. Part of this effort includes collaboration and
 
coordination with other bilateral and multilateral organizations
 
such as OAS, IICA, USAID, IDB, the United Nations Development
 
Programme (UNDP) and FAO. At its central level, CATIE is
 
efficient in meeting the intended program-funding objectives of a
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multitude of donors. 
 In several cases at the national level,

however, CATIE, instead of being the object of donors' funding,

actually competes with these same organizations for the attention
 
of the national institutions.
 

Evaluators found that within the national offices of

bilateral and multilateral organizations (specifically USAID and

IDB), 
there was little or no knowledge of CATIE's programs. A
 
case in point is that IDB is currently financing the preparation

of watershed management plans for hydroelectric projects in

Honduras, Guatemala, and Costa Rica; OAS is providing the
 
technical assistance to develop the plans in Honduras and

Guatemala. Yet these organizations are, as of yet, not

coordinating these activities with ongoing efforts in these
 
countries supported by CATIE (PRMC and the CANs). 
 This has

resulted in duplication of efforts and funding for similar, if
 
not identical objectives. Similar problems of overlap and lack
 
of coordination also occur among various organizations at the

national level; for instance, UNDP, USAID, World Bank, and IDB
 
all fund different watershed management, forestry, and rural
 
development projects without any coordination.
 

Recommendations:
 

CATIE should encourage and participate fully as a regional

development broker in the donor coordination process. There is a
great need for improved coordination in development efforts
 
within the region. The similarities in ecological and
 
socioeconomic circumstances in countries in the region provide an

excellent opportunity to work together, and this should be taken

advantage of. 
While this will take tinte, CATIE management should
 
try to resolve the issue of lack of coordination between the
 
Center, IDB, and OAS in watershed management initiatives in the
 
region.
 

E. CATIE: Project or Program Focus?
 

Nearly 80 percent of CATIE's present funding comes from

specific projects, the bulk of it from USAID. 
 In 1987, the core

budget (IICA and member countries' contributions) amounted to

only $1.3 million; the balance of its total expenditures of about

$15.5 million was provided by projects, including an average of

nine percent overhead on project funding that constitutes "a

variable component of the core budget", according to CATIE's

draft 10-year strategy. CATIE's financial situation thus

contradicts covenants in the Madelefla project agreement that

CATIE will continue a number of the project's activities "and

provide the necessary financial resources to sustain project

results beyond the life of the Project."
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CATIE's original mandate as essentially a research and
 
training center for the Central American region (including Panama
 
and the Dominican Republic), and particularly its new concepts

for integrated programming and technical assistance, if
 
appropriately developed, call for the kind of long-term

commitment of resources enjoyed by other international
 
agricultural research centers. Long-term funding security makes
 
it possible to recruit and retain highly qualified scientists and
 
technicians in competition with similar organizations. Short
and medium-term funding through projects does not provide either
 
the kind of personal job security or the professional time
 
horizon demanded by successful researchers, educators, and
 
operationally experienced advisors.
 

Moreover, USAID regulations seem to require that ROCAP sign

off on all staff appointments and out-of-region consultants.
 
Typically, it has taken ROCAP from one to three months to approve

personnel appointments, and in a few cases much longer. These
 
delays add to those inherent in CATIE's own bureaucratic
 
recruitment and contracting process. USAID procurement methods
 
can be very frustrating for project personnel, especially as
 
regards such tasks as vehicle procurement.
 

Project-type financing is obviously not conducive to the
 
kind of flexibility in resource allocation needed by an
 
institution like CATIE to carry out a complex 10-year strategy

and be responsive to changing circumstances and opportunities

arising from unforeseen demands from member countries. Project

financing tends to lead to the creation of cliques with separate

policies, administration, and resources, by necessity more
 
responsive to the donor than to the institution's management.
 

On the other hand, the preponderance of project funding

leads to the temptation to use project-funded personnel for
 
institutional management and academic responsibilities of the
 
Center (as is happening in both projects), a practice that will
 
not benefit either project or program in the long run and can
 
lead to staff members' personal frustration. Rather than
 
reinforcing the multidisciplinary, synergistic, and collaborative
 
spirit sought by the new CATTE strategy, continued project-type

financing could encourage the traditional professional
 
separatism, interdisciplinary jealousies, and reluctance to share
 
resources that have plagued the institution in the past.
 

Project-type financing tends to divert project personnel's

attention from the ultimate goal of the activity in question, to
 
meeting intermediate quantitative targets. This is true
 
particularly if donor monitoring is perceived to be more
 
concerned with measurable progress toward quantitative targets

than with the qualitative goals.
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Recommendations:
 

CATIE and ROCAP should research mechanisms to bring about a
 more medium- to long-term support for the Center's activities,

focusing on programs instead of projects. CATIE should also seek
 
program or endowment-type funding from other bilateral and

multilateral donors. Program-oriented funding will require that
 
CATIE improve internal administrative and management capabilities

to be more fully responsive to donor requirements. An important

part of this upgrading will include appropriate planning,

monitoring, evaluation, and reporting systems at the national and
 
central levels.
 

F. Parameters for Monitoring and Evaluation of CATIE Programs
 

As was stipulated in the evaluation scope of work and

mentioned by ROCAP representatives during the team-building

session, there exists a need to improve or otherwise develop
 
"comprehensive monitoring and evaluation systems" for CATIE
 programs in order to gauge ongoing progress toward CATIE/ROCAP

project goals and objectives, as well as to assess the impact of

these projects and programs on clients in national institutions.
 

Currently both PRMC and Madelefia produce comprehensive

quarterly reports organized around the logical frameworks
 
(logframes) presented in each respective project paper. 
Both

projects also provide continuous assessment of their progress

based on achievement of quantitative goals such as number of

training sessions, people trained, technical reports, technical
 
assistance, missions executed, and demonstration developed.

These reports are comprehensive--indeed, they are often overdone.
 
An overemphasis has been placed on quantifying the output of the
projects in reaching or surpassing project paper targets, while
 
the impact of the projects in meeting their respective goals and
 
purpose has not been adequately considered by CATIE or ROCAP. It
 
is relatively straightforward to quantify project output in terms

of number of participants in a training event, but the more

pertinent questions are the impact of their training, how much
 
they absorbed, and whether they are applying the results of
 
training in their jobs. An impact assessment can involve a

number of parameters which are sometimes difficult to measure,

such as changes in attitude, increase in technical capability,

changes in orientation of a project or program, and increased
 
institutional effectiveness.
 

Both ROCAP and CATIE can be faulted for this disparity. The

PRMC project paper's logical framework, for instance, is very

ambiguous in terms of "means of verification" of the objectively

verifiable indicators (outputs). The series of conditions that

indicate the project purpose will have been obtained by the end
of-project (including permanent capacity for technical assistance
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and training established at CATIE, national institutions using
 
improved watershed management plans, and technicians at the
 
national level better trained), are to be verified by only two
 
project evaluations, three years apart; this obviously is not a
 
continuous monitoring and evaluation tool. Beyond this, the
 
logframe indicates that quarterly and annual reports will be the
 
essential instruments for verifying the project's progress and
 
impact. As such, the original design of the project did not
 
consider a means of monitoring and evaluating the impact of PRMC.
 

CATIE has followed the logframes of both projects as well as
 
or better than any project implementor could be expected.
 
Nevertheless, the Center must be faulted for lack of attention
 
paid to the impact of its efforts at the national level. As
 
pointed out in section III A, CATIE has not followed up on it
 
training activities in order to assess their effectiveness and
 
gain valuable feedback which can, in turn, increase the value of
 
training to personnel in national institutions. Similarly, lack
 
of follow-up of technical assistance missions and seminars
 
directed at institutional development leaves a question about the
 
real effectiveness of these activities. CATIE must continuously
 
evaluate its effectiveness as a "development-oriented research
 
and education institution" by monitoring the impact of its
 
outputs. ROCAP should be equally concerned that grant monies
 
are achieving the purpose for which the funds are invested-
again, not just in terms of quantifying outputs, but also in
 
assessing the impact of those outputs on the client base.
 

Recommendations:
 

As part of the 10-year development plan, CATIE should
 
include the establishment of a monitoring and evaluation unit
 
directly responsible to the Director General in order to satisfy
 
donors' and its own needs for systematic information and follow
up on the Center's strategy, planning, implementation, and impact
 
of its overall program and specific projects. In consultation
 
with ROCAP and other donors, CATIE should develop the terms,
 
parameters, and instruments to be utilized by this unit and
 
select personnel accordingly. (Personnel could be reassigned
 
within CATIE, and/or augmented with new staff.) In most cases,
 
appropriate monitoring and evaluation activities will be included
 
in the duties of key personnel at the central program and
 
national levels. All CATIE staff will become more concerned with
 
the impact of their activities, placing less emphasis on
 
quantifying outputs. Whereas the quantification of outputs will
 
always be used as a "control" on activities at each level, these
 
will complement impact assessments. The evaluation team suggests
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the following terms of reference for the monitoring and
 
evaluation unit:
 

* 	Select appropriate parameters to assess the
 
effectiveness of training, technical assistance, and
 
institutional development at the national level;

develop baselines applicable toward assessment of
 
these parameters.
 

* Develop practical instruments that can be used at
 
the national level to measure changes (i.e., impact)
 
on these parameters.
 

" Provide training and guidance to staff at both CATIE
 
and national levels in how to utilize instruments,

gather and analyze information, and apply these
 
analyses toward increasing the effectiveness of
 
program activities.
 

" 	Prepare semi-annual updates on monitoring and
 
evaluation results on selected (or all)

programs/projects to the Director General and
 
appropriate donor representatives (e.g. ROCAP
 
project officers and managers) in order to take
 
corrective actions as necessary to improve the
 
effectiveness of programs/projects toward their
 
intended goals and purpose.
 

In 	Table 2, a list of potential parameters with respective

instruments is suggested for developing the monitoring and
 
evaluation system.
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Table 2. 	Parameters and Instruments for DevelopinQ
 
the Monitoring and Evaluation System
 

PARAMETER 	 INSTRUMENT
 

Training
 

o "appropriateness" of 	 o inventory of technical professionals
 
training courses by category and their qualification
 

(by country)*
 
o formal interviews/questionnaires witl
 
a 20-percent random sample in each
 
category
 

o effectiveness of o ex post evaluations of courses based
 
training courses on interviews, in their workplace of
 

a 20-percent sample of participants
 
of selected courses, and assessment
 
of training materials in their jobs
 

o results of institutional capability
 
monitoring
 

o multiplier effect of 	 o assessment of which institutions are
 
training 	 carrying out improved training using
 

CATIE course themes and materials,
 
and at what technical level training
 
is being delivered (interview/
 
questionnaire)
 

o determination of the "critical mass"
 
of technical capability needed to
 
perpetuate training, and assessment
 
of where country/institution is on
 
this curve
 

o training needs assessment based on
 
review of curricula in national
 
education and professional
 
institutions, and interviews with
 
principal staff*
 

* ROCAP carried out a similar assessment in February to March 1983 
in preparation of PRMC design. No similar efforts have taken place 
since. 
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Technical Assistance
 

o responsiveness of 
 o based on an updated needs assessment

technical assistance of national institutions * review of
 

technical assistance themes for each
 
country selection of strategy and
 
priorities, and comparison with
 
outputs.
 

o effectiveness of o evaluations (questionnaire and/or

technical assistance interview) of technical assistance
 

missions by client (institutions),
 
including recommendations to client
 
on how to improve product
 

o invited or paid readership (peer

review) within or outside of CATIE of
 
documents, while still in draft,

produced by/for technical assistance
 
mission, and consideration or
 
readership by CATIE representative or
 
third party at national level
 

o capability assessment of local
 
(national) professionals to carry out
 
technical assistance, and development
 
and continual updating of consultant
 
rosters.
 

109
 



Institutional Development
 

o increasing capability of o based on a diagnosis of institutional
 
institutions in appropriate capability,** assessment of changes

natural resources management over time toward increasing capacity
 

in planning, implementation,
 
monitoring, evaluation, and
 
effectiveness of projects/programs,
 
including indicators of:
 
--increased quality and practicalit,
 
of plans;
 
--increased number of skilled, prove

professionals on consultant rosters
 

o increasing capability of o administration of aptitude tests
 
technical professionals (questionnaire-type) to be carried
 
institutions out as a baseline,* then periodical]
 

delivered in order to assess change
 
and need areas (in combination with
 
training needs assessment)
 

o gauging of increase in membership
 
of CATIE networks
 

o increasing policy o based on a diagnosis of policy

orientation toward adequate issues,** highlighting of priority

integrated natural resources change areas for each country and
 
management assessments carried out periodically
 

to gauge progress
 
o assessment of adequacy and
 

enforcement of new laws and
 
regulations
 

o assessment of changes in budget
 
allotments and in number of staff
 
dedicated to natural resources
 
projects
 

** PRMC carried out institutional diagnoses in member countries in 

1987. 
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APPENDIX A
 

SCOPE OF WORK
 

EVALUATION OF REGIONAL TROPICAL WATERSHED MANAGEMENT PROJECT
 
(596-0106) AND TREE CROP PRODUCTION PROJECT (596-0117)
 

I. OBJECTIVE:
 

The contractor will assist ROCAP and CATIE (Tropical Agriculture
Research and Training Center), the implementing agency, to
 
evaluate the Regional Tropical Watershed Management (596-0106)

and Tree Crop Production (596-0117) projects. Evaluation
 
results will be used by CATIE and ROCAP as a basis for making
 
any required adjustments to these ongoing projects to improve

their effectiveness and impact. In addition, the evaluation
 
will provide information to both CATIE and ROCAP for possible

inclusion into the development of a ROCAP-funded Central
 
American Natural Resources and Environmental Management Project,

proposed for FY89.
 

As a byproduct of this collaborative evaluation, we expect that
 
ROCAP and CATIE will conduct followon actions to develoD a
 
comprehensive monitoring and evaluation system for CATIE
 
programs, as well as assess areas for possible future program

support to CATIE. 
The approach proposed for this evaluation
 
will enable CATIE and key cooperating national institutions to
 
be actively involved in developing a plan of action for
 
implementing evaluation recommendations.
 

II. BACKGROUND:
 

The Regional Tropical Watershed Management project (596-0106)

has a LOP funding of $6.0 million, was authorized on July 26,

1983, and has an amended PACD of December 31, 1989. The project

purpose is "to improve the capabilities of institutions in
 
Central America and Panama in the management of watershed and
 
natural resources in the region". Collaborating institutions
 
include major national institutions involved in water resource
 
and/or watershed/natural resource management. Project
 
components include MS and short-term technical training,

technical assistance, and support services (eg. data base,

instructional materials development, and information
 
dissemination).
 

End of project conditions include: 1) permanent capacity to
 
provide appropriate and cost-effective training and technical
 
assistance in watershed management will have been established at
 
CATIE, 2) natural resource and other institutions will be
 
utilizing improved plans to manage watershedsr 3) technicians
 
involved in watershed or natural resources management will be
 
better trainedi 4) decision makers will be more aware of the
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benefits of watershed management and correspondingly, watershed
 management and natural resources will receive more support from
national governmentst and 5) coordination among national
institutions responsible for watershed management within CA/P
countries will have been improved. The revised PP logical

framework is attached as Annex A. 
The project was last
evaluated in September, 1985. The executive summary of that
evaluation is attached as Annex B. 

The Tree Crop Production project (596-0117) has a LOP funding of
9.00 million, was authorized on August 16, 1985, and has a PACDof August 31, 1991. The project purpose is "to develop and
strengthen the capabilities of CATIE and national level

forestry, agricultural and educational institutions in CA/P 
to
develop, access, promote, and disseminate on-farm,

market-oriented tree cropping technolgies". 
 Collaborating

institutions include national forestry institutions,

universities, PVOs and NGOs. 
 Project components include

silvicultural and socioeconomic research on multi-purpose tree
speciesi information dissemination (eg. support for extension,
increasing public awareness of benefits of multi-use tree crop
production, technical support) 
MS, vocational and short-term
 
technical training.
 

End of project conditions include: 
 1) Each national institution

responsible for forest resources in Guatemala, El Salvador,
Honduras, Costa Rica and Panama will have a functioning program

to promote tree cropping, sufficient staff and budget to sustain
tree cropping programs, and ongoing research and information
 
dissemination capabilityi 
 2) Principal agriculture and
livestock agencies will include tree components in farming
systems programsi 3) CATIE will have a well-rounded MS program
to train foresters in multi-purpose, fast growing tree species,

including socioeconomic, silvicultural and extension subjectsr

and 4) Formal training programs at CATIE and national

universities in crop and animal science will include

consideration of the environmental and economic benefits of
trees in agricultural production systems. 
The PP logical

framework is attached as Annex C. 
The project was last
evaluated in June, 1986 in conjunction with the final evaluation
of the Fuelwood Project. The executive summary of that

evaluation is attached as Annex D.
 

FACTORS INFLUENCING TIMING AND NATURE OF EVALUATIONs
 

The 1989-90 ROCAP Action Plan included as part of its evaluati.on

plan an evaluation of the four ROCAP/CATIE projects (Watershed
Management, Tree Crop Production, Integrated Pest Management,

and Higher Education) to be completed during the fourth quarter
of FY88. Based on further discussions within ROCAP and CATIE,
ROCAP has decided to not evaluate the Integrated Pest Management
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project, to defer the evaluation of thd Higher Education projec
 
until FY89, and to conduct in fourth quarter FY88 a
 
cross-cutting evaluation of the two ROCAP-funded natural
 
resource projects at CATIE (Tree Crop Production, Watershed
 
Management). This decision was based on the following
 

1) The Integrated Pest Management project was evaluated i
 
September/October, 1986. Evaluation findings and
 
conclusions were strongly positive, with evaluators notin
 
the significant progress to date, importance of IPM
 
programs in the region, and high degree of commitment of
 
national institutions. Since the evaluation, the project
 
has not experienced any major implementation problems.
 
ROCAP is considering followon activities in IPM and
 
pesticide management in the context of the comprehensive
 
FY89 environmental project.
 

2) The Higher Education project supports various CATIE
 
institutional strengthening efforts in graduate and
 
short-term technical training. The focus and implementio
 
of some project activities (ie. institutional networking,
 
curriculum development, fund-raising) have been modified
 
according to CATIE's long-range institutional plan, which
 
was recently approved by CATIE's board of directors.
 
Given the nature of this project, ROCAP and CATIE have
 
decided to allow these institutional strengthening
 
components to progress further prior to assessing their
 
institutional impact.
 

3) ROCAP was requested by AID/W, following the review of
 
its Regional Development Strategy Statement, to develop a
 
regional natural resources and environmental management
 
strategy for CA/P. Strategy development is underway with
 
a draft document scheduled for completion in July 1988.
 
In response to the need to address natural resources and
 
environmental degradation problems in the region, ROCAP
 
has also proposed in its FY89-90 Action Plan a
 
comprehensive new project for FY89 (see New Project
 
Description, Annex E).
 

4) The Watershed Management project was last evaluated in
 
September, 1985. Since that time, the project has been
 
somewhat reoriented and has experienced significant
 
changes in staffing. CATIE has also made watershed and
 
wildlands management a major program area instead of
 
sub-programs. The Watershed Management project has been
 
extended through December 1989 to complete some project
 
components (ie. development of data base activities and
 
bankable watershed management plans) delayed by earlier
 
implementation problems.
 

5) The Tree Crop Production project was evaluated in
 
conjunction with the Fuelwood project in June, 1986,
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when the Tree Crop project was in early stages of
 
implementation. Since the evaluation the project has
 

experienced serious delays in several project components,
 
most notably in socioeconomic research and dissemination
 
activities.
 

The information from this evaluation is required by late October
 
1988.
 

III. SCOPE OF EVALUATION:
 

A. GENERAL COVERAGE: This evaluation will provide an 
opportunity for ROCAP and CATIE to jointly:
 

1. review the overall Watershed Management and Tree Crop
 
Production project implementation strategies within the
 

context of the project's logical framework and work
 
plans. Determine if the outputs to date and those planned
 
for the remainder of the project are realistically
 
attairable as well as whether they are geared to achieve
 
the project purpose in the prescribed time frame and
 
contribute to the project goal;
 

2. determine areas for improvement in the implementation
 
of the Watershed Management and Tree Crop Production
 
projects
 

3. assess the impact to date of project efforts on 
institutional strengthening of CATIE and national
 

institutions in Central America and Panama in Watershed 
Management and Tree Crop Production programs; and to
 

validate assumptions made in project designs about
 
increased long-term commitment of both CATIE and national
 
institutions to these programs and
 

4. identify followon support needs in the Watershed
 
Management, Tree Crop Production or closely related
 
subject areas for possible inclusion by ROCAP in its FY89
 
natural resources/environmental project and/or thru
 
institutional program support funding.
 

B. SPECIFIC CONCERNS, Within the general framework outlined
 
above, the evaluation will focus on such topics as:
 

1. assess the appropriateness and quality of silvicultural
 
and socioeconomic research activities under the Tree Crop
 
project as perceived by end-users
 

2. assess the appropriateness and quality of graduate and 
short-term technical training programs given by CATIE in 
Watershed Management and Tree Crop Production areas,
 

including subject matter presented, instructional
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materials used, trainees' and their supervisors'
 
assessment of course effectiveness, and on-the-job
 
application of learningl
 

3. assess the relevance, degree and effectiveness of the
 
Watershed Management and Tree Crop projects' outreach
 
efforts including data base development, and technical
 
assistance missions as perceived by users and findings on
 
results in countriest
 

4. review the relevance, quality and effectiveness of
 
information dissemination efforts (including through
 
newsletters, services of documentation centers, field
 
days, and the dissemination of training/extension
 
materials) to various target groups under both projects.
 
Identify ways in which dissemination to end users of
 
technologies/information promoted by the projects can be
 
enhanced;
 

5. review, both independently and through users' opinions
 
the appropriateness and qualiLy of technical publications
 
prepared under these projects, the degree to which they
 
have been disseminated, and the extent to which they have
 
been usefully applied in promoting Watershed Management
 
and Tree Crop Production programs in the region
 

6. review how ROCAP's and CATIE's systems of project
 
management, progress reporting, and project
 
monitoring/internal evaluation under both projects have
 
supported or impeded achievement of project purposes, and
 
how they might be modified, and
 

7. examine the relation of the Watershed Management and
 
Tree Crop Production projects to national programs,
 
particularly those efforts supported or planned by
 
bilateral USAIDs, and suggest ways for enhanced
 
collaboration
 

The evaluation may also touch on broader issues of CATIE'z
 
effectiveness in carrying out programs intended to
 
integrate research, training, information dissemination,
 
and advisory services to national institutions. These are
 
matters of importance to both CATIE and ROCAP in light of
 
CATIE's strategic focus, search for long-term core
 
support, and the interest of both organizations in success
 
of the Agricultural Higher Education Project.
 

It should be noted that this scope of work is intended to
 
respond to decision requirements of both CATIE and ROCAP.
 
However, full discussions with CATIE on this have not yet
 
occurred, but will be scheduled during the coming weeks.
 
These discussions may result in some modification of areas
 
to be covered. These will be decided upon during the
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first days of the evaluation effort, and embodied in a
 
final agreed to scope before field work begins. It is not
 
anticipated that resultant modifications in the scope of
 
work will affect the overall level of effort or
 
composition of the evaluation team.
 

IV. METHODS OR APPROACH TO EVALUATIONt 

The evaluation team will work closely with the CATIE Project
 
Teams, other CATIE officials and ROCAP staff. Visits will be
 
made to collaborating institutions and USAIDs in CentraL America
 
and Panama (including Guatemala, Honduras, Costa Rica, El
 
Salvador and Panama), and to project activities in these
 
countries. An initial meeting with CATIE and ROCAP officials, 
as discussed below, will be held to review the evaluation
 
expected outcomes and use, decide on final methodology, schedule 
field visits and review the responsibilities of the respective
 
parties. A workshop will be conducted during the final week of 
evaluation field activities to discuss preliminary evaluation
 
findings, conclusions and recommendations, and develop an 
initial action plan for evaluation followup by the interested
 
parties.
 

V. ROLE AND COMPOSITION OF EVALUATION TEA14i 

The role of the evaluation team is to apply their skills (team
 
planning, evaluation methodology, presentation of findings and 
conclusions) and knowledge of technical subjects to support a
 
critical review by CATIE and ROCAP of these two projects. This 
includes such tasks as:
 

1. Validating and assisting in the modification of 
evaluation objectives in terms of decision makingi
 

2. Proposing plans for information collection, including
 
sampling techniques; instruments for information
 
collection and analysis, formulation of questions, guides
 
for observation of technical and institutional situations)
 
rapid assessment methods, and the likel
 

3. Participating actively in the collection of information
 
along with project implementers
 

4. Assembling, synthesizing, and presenting the collected
 
information in a form that lends itself to discussion,
 
analysis, and planning. This role does not rule out
 
independent analysis, judgements, or suggestions by
 
members of the contract team. However, it does place the
 
primary emphasis on encouraging structured, critical
 
thinking by the organizations participating in the
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projects, so that the main burded of drawing conclusions
 
and taking action is a product of the involvement and work
 
of CATIE, ROCAP, and cooperating institutions' staffs. In
 
summary, the evaluators' role is to bring intellectual
 
rigor and honesty to the process, act as an honest broker,
 
and offer observations and suggestions based on the
 
analysis and on their prior experience.
 

ROCAP suggests that a four-person consultant team be used. In
 
addition, CATIE will be requested to designate a senior-level
 
official who will actively participate in the evaluation.
 
Spanish fluency at the S-3, R-3 level is required for all team
 
members. Professional work experience in Central America,
 
knowledge of CA/P national and regional institutions involved in
 
forestry and watershed management, as well as prior experience
 
with AID development projects is highly desiraole. Team
 
composition should include:
 

1. Team Leader/Evaluation Specialist with experience in Team
 
Planning Meeting techniques and participatory evaluation of
 
AID-funded projects and agricultural development in Latin
 
America. Individual should have significant experience with
 
institutional and management assessments of development
 
projects. This person will be responsible for the successful
 
conduct of the evaluation, including data collection activities,
 
and editorial responsibility for presentations and reports.
 

2. Training and Technology Transfer Specialist with extensive
 
professional experience in the development and implementation of
 
forestry/natural resource management training and extension
 
programs in developing countries.
 

3. Watershed Planning and Management Specialist with extensive
 
field experience in natural resource management project
 
implementation and training activities in developing countries.
 
Knowledge of Central American agriculture, natural
 
resource/environmental problems and related development programs
 
desirable.
 

4. Forester with ample background in tropical silviculture and 

extensive professional experience in developing countries. 
Silvicultural research experience is required. Practical 
experience in social forestry and tree planting with small
 
farmers in tropical countries is desirable.
 

VI. WORKSHOPS AND REPORTS:
 

A) Reports Requi reds
 

The evaluation team is responsible for the preparation of a
 
written report. Six copies of the draft report, in English with
 
the executive summary also in Spanish, will be submitted to
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ROCAP within three weeks of the departure of the team leader
 
from the region. ROCAP and CATIE will submit written comments
 
on the draft report to the team leader within ten working days

following receipt of the draft report. Comments will focus on
 
the adequacy of the draft report in addressing the scope of
 
work, whether there are factual errors, and whether additional
 
backup information is required to support evaluation
 
conclusions. Ten copies of the final report in English and
 
Spanish will be submitted to ROCAP within two weeks of receiving
 
comments on the draft report. The evaluation report will
 
contain the following sections:
 

1) Basic Project Identification Data Sheet (see attached
 
outline, Annex F)
 

2) A stand-alone executive summary, including purpose of
 
the evaluation, methodology used, findings, conclusions
 
and action plans of the participants.
 

3) A copy of the scope of work under which the evaluation
 
was carried out. The methodology used will be
 
summarized. Any modifications to the scope will be
 
explained.
 

4) A listing of the evaluation team members including

CATIE and ROCAP representatives, and persons interviewed,
 
including project technicians, AID officials and host
 
country personnel.
 

5) A clear presentation of the evaluation findings,
 
conclusions and time-phased action plans, in a separate
 
section of the report. This part of the report (and any
 
presentat4 nns, briefings or discussions on which the
 
report iE ased) should clearly distinquish between (a)

findings hat information was gatheredt the facts or
 
evidence or what has occurred in the projects), (b)

conclusions (the interpretations that can be drawn from
 
the findings)i and (c) recommended or planned actions.
 
This allows any user of the evaluation to see clearly the
 
logic of the analysis and how the information was used,
 
and, depending on their perspective, to draw different
 
conclusions, or suggest alternative actions.
 

B) Workshops/Meetinis Planned:
 

Due to the complexity of this two-project evaluation, the
 
emphasis on the collaborative mode, the mix of skills involved,
 
and the probability that the team members will not have all
 
worked together in the past, the contractor is requested to
 
conduct a Team Planning Meeting (TPM) of approximately two days'

duration in their home office prior to departure for Central
 
America, or if preferred by the contractor to be held in Costa
 



Rica to permit active participation of ROCAP and CATIE
 
officials. The purpose of the TPM is to forge a strong set of 
shared understandings about the evaluation effort, and how it is
 
likely to proceed. Some of the outcomes would be:
 

1. Clarity about evaluation objectives, including those
 
that may be ambiguous and need further clarification with
 
CATIE and ROCAP?
 

2. Understanding of the collaborative approach, and how
 
that may affect team members' roles and ways of doing
 
their work,
 

3. Understanding among the team of their respective work
 
styles, skills and interestsl
 

4. Preparation of preliminary working documents for review
 
with CATIE and ROCAP, such as a final report outlinel
 
summary data tablest information collection instrumentst
 
and
 

5. A series of issues, questions or topics to bring up in
 
startup meetings with the client group, and a plan for
 
including client staff in the evaluation.
 

The TPM should be conducted by a person with experience in the
 
technique, who may be the team leader, or a consultant engaged
 
for this task. A certain amount of the TPM method should be
 
brought to Central America with the contract group for
 
application in the planning sessions with CATIE and ROCAP staff,
 
if the TPM meetinq is held in the U.S.
 

Prior to initiating the evaluation, the team leader will meet
 
with ROCAP and CATIE officials to review the evaluation
 
objectives and methodology, information requirements of the
 
evaluation teami scheduling of travel within the region to visit
 
field activities, USAIDs and collaborating institutions; and the
 
roles of the various parties in the evaluation.
 

During the final week of the evaluation's field activities in
 
the region, a workshop will be held to discuss preliminary
 
findings, conclusions and recommendations, as well as to develop
 
a tentative plan of action for evaluation followup which
 
identifies specific actions to be taken by ROCAP and CATIE. A
 
summary presentation of findings will be used as the basis of
 
discussions. This meeting will be attended by CATIE personnel
 
(including management of CATIE, program heads, project staff in
 
Turrialba, country coordinators), representatives of key
 
collaborating national institutions, ROCAP personnel and
 
evaluation team members.
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EVALUACION DE LOS PROYECTOS: Regional de Manejo de Cuencas 
Y Cultivo de Arboles de Uso Multiple 

Preguntas Principales 

1. Hasta donde caben los proyectos dentro de la estrategia y organizacion 
del CATIE (justificacion y ubicacion de proyectos, asignacion de perso
nal). 

2. Podria agregarse invustigacion aplicada sobre tecnologia apropiada a la 
region? (Cuencas) * 

3. Existe necesidad y justificaci6n para continuar actividadla regional de 
Manejo de Cuencas? (i.e. ROCAP). * 

4. Hasta que punto se ha logrado fortalecer las instituciones nacionales. 

5, Son los instrumentos/mecanismos (capacitaci6n, base datos,de asisten
cia tecnica, etc.) los mas adecuados? 

6. Esta la actividad de preparar planes bancables logrando los objetivos 

orevistos? ** 

7. Es la asignacion de recursos financieros y humanos y la distribucion de 
tiempo adecuados para lograr las metas 	propuestas por los proyectos? 

8. Cuales son las actividades para priorizar, reforzar, aumentar y/o redu

cir? 

9. En que grado ha Uegado el Proyecto a su poblacion neta? (Personal de 
las instituciones y productores). 

10. 	 Cuales insumos tendran los proyectos en la estrategia de ROCAP, y 
cuales consecuencias tendran para la continuidad de los mismos. 

11. 	 Cuales actividades pueden los proyectos dejar de hacer, para ser asu
midas por las instituciones nacionales? 

* No corresponde al Proyecto Madelena. 

* * En cuanto al Proyecto Madelena, demasiado temprano para
opinar 
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APPENDIX B
 

Persons Contacted in Connection with Evaluation of
 
Regional Watershed Management Project
 

USAID/ROCAP
 

Jeffrey Allen, Project Officer, ROCAP/San Jose
 
Frank Zadroga, Project Manager, ROCAP/San Jose
 
Pirie Gall, Evaluation Officer, ROCAP/San Jose
 
Ronald Curtis, Agricultural and Rural Development, Officer,
 
ROCAP/Guatemala
 

CATIE/Turrialba
 

Rodrigo Tart6, Director General
 
Eduardo Casas, Associate Director for Research
 
Jos6 Flores, Director, Integrated Natural Resources Management
 
Program
 

Enrique Blair, Project Coordinator, PRMC
 
Claudio Guti~rrez, Hydrologist
 
Amaro Zavaleta, Land Use Specialist

Herndn Contreras, Instructional Materials and Design Specialist
 
Jorge Faustino, Soil and Water Conservation Specialist
 
Eric Richters, Land Use Specialist
 
Manuel Dengo, Data Base Management Specialist
 
Sergio Castillo, Natural Resources Economist
 
Charles Veiman, Assistant in Data Base Management
 
Jos6 Antonia Mata, Assistant in Natural Resources Economics
 
Maximiliano Sigui, Instructional Materials Technician
 

Honduras
 

Ricardo Perez, National Coordinator, PRMC
 
Juan Blas Zapata, National Representative, CATIE
 
Manuel Hernandez, Assistant General Manager, COHDEFOR
 
Omar Oyuela, Chief of Watershed Management Section, COHDEFOR
 
Wilfredo David*, Chief of Operations Accounting Section, COHDEFOR
 
Larry Bell, Partners of the Americas
 
Jos6 Aguilar*, Professor Hydrology and Watershed Management
 
National University, CURLA
 

Gerardo Reyes*, FAO
 
Ruben Guevara, Director, ESNACIFOR
 
Ing. Moncada, Director SANAA
 
Wilfredo C6rdoba, Director, Proyecto Manejo de Recursos
 
Naturales, Ministry of Natural Resources
 

* Member of National Advisory Committee (CAN) 
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Henry Fonseca*, Chief, El Cajon Watershed Project, ENEE
 
Ciriaco Andino*, Watershed Specialist, SANAA
 

Manuel Rosales, Soils Specialist, COHDEFOR
 
Eddy Nelson Larios, Chief, Rio Concepcion Project, SANAA
 
Ing. Peralta, Agricultural Planning Dept., SECPLAN
 

Guatemala
 

Manuel Basterrechea, National Coordinator, PRMC
 
Bladimiro Villeda, National Representative, CATIE
 
Heber Rodriguez*, Professor, FAUSAC
 
Alan Gonzdlez*, Remote Sensing Program, Instituto Geogrdfico
 
Militar
 
Ral Franco*, Watershed Management Coordinator, EMPAGUA
 
Carlos Morales*, Agriculture Sector, SEGEPLAN
 
Mario Vela*, Coordinator, Watershed Management Program, INDE
 
Vicente Escobar*, CONAMA
 
Jorge Mario del Valle*, DIRYA, Director of the CAN
 
Rudy Cabrera*, Watersheds Coordinator, DIGEBOS
 
Oscar Alfredo Orozco*, MDUR
 
Edmundo Vdsquez*, CONAMA
 
Marco Antonio Curley*, GACILA
 
Rolando Tobar, Director, DIRYA
 
Mirna Luin, Studies Division, DIRYA
 
Marta Samayoa, Chief, Hydrology Department, DIRYA
 
Francisco Vallejo, Irrigation Program No. 2, DIRYA
 
Ricardo Masaya, Irrigation Program No. 2, DIRYA
 
Miguel Fuentes, General Manager, EMPAGUA
 
Jorge Cabrera, Coordinator, CONAMA
 
Rene Gonzdlez, Sub-Director, Instituto Geogrdfico Militar
 
David Lepe, General Manager of Public Works, INDE
 
Carlos Secaira, Sub-Director MDUR
 
Carlos G6ngora, Financial Administrator, DIGEBOS
 
Manuel de Jesis Castellanos, Sub-Director, DICABI
 
Julio Samayoa, Chief, Cadastre Processing Dept., DICABI
 
Carlos Sanchez, Assistant Head, Cadastre Division, SEGEPLAN
 
Gilberto Ramirez, INTA
 
Anibal Martinez, Dean of School of Agronomy, FAUSAC
 
Hugo Tobias, Professor/Director of Investigation, School of
 
Agronomy, FAUSAC
 
Juan Carlos Godoy, Director, CECON/USAC
 

Costa Rica
 

Marcelino Locilla, National Coordinator, PRMC
 
Sadi Laporte*, Chief, Baseline Studies Division, ICE
 
Gerardo Ramirez*, Hydrologist, AyA
 
Marco Corrales*, Chief, fLydraulic Development Dept. SNE
 
Maria Andrade*, Natural Resources Coordinator, Ministry of
 
National Planning
 

Marco Araya*, Chief, Dept. of Forest Reserves and Watersheds,
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DGF
 
Eladio Z6rete*, Director General, IMN, Director of CAN
 
Jorge Fallos, Professor of Environmental Sciences, National
 
University
 

Eliana Mirande, Biologist, Watersheds Unit, AyA

Carlos Vargas**, Chief, Watersheds Unit, AyA

Jorge Rodriguez, Vice-Minister, Ministry of Natural Resources,
 
Energy and Mines
 

Fernando Estrada, General Manager, SENARA; Member of GEC
 
Eladio Prado, President, AyA; Member of GEC
 
Guillermo Arias**, Watershed Management Specialist, DGF
 
Ulfrdn Murillo, Watershed Management Coordinator, Arenal
 
Reservoir
 

Persons Contacted in Connection with Evaluation of
 

Tree Crop Production Project
 

USAID/ROCAP
 

Jeffrey Allen, Project Officer, ROCAP/San Jose
 
Henry Tschinkel, Project Manager, ROCAP/San Jose
 
Pirie Gall, Evaluation Officer, ROCAP/Guatemala

Ronald Curtis, Agricultural and Rural Development Officer,
 
ROCAP/Guatemala
 

CATIE/Turrialba
 

Rodrigo Tart6, Director Genera
 
Eduardo Casas, Associate Director for Research
 
Jos& Flores, Director, Integrated Natural Resources Management
 
Program
 

Ronnie de Camino, Project Coordinator, CATIE
 
Miguel Musalem, Principal Silviculturalist, CATIE
 
Thomas McKenzie, Principal Economist, CATIE
 
Luis Ugalde, Forestry Information Specialist, CATIE
 
Rodolfo Salazar, Forest Geneticist, CATIE
 
Hector Martinez, Silviculturalist, CATIE
 
Carlos Reiche, Agricultural Economist, CATIE
 
David Hughell, Forestry Information Specialist, CATIE
 
Stanley Heckadon, Anthropologist, CATIE
 
Ian Hutchinson, Silviculturalist, CATIE
 
William Vasquez, Silviculturalist, CATIE
 
Carlos Rivas, Extensionist, CATIE
 
Blas Moran, Silviculturalist, CATIE
 
Lela Gonzalez, Sociologist, CATIE
 
Manuel Gomez, Assistant to the Economist, CATIE
 
Victur Jimenez, Silviculturalist, CATIE
 

** Member of Technical Secretariat of GEC 
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Honduras
 

Juan Blas Zapata, National Representative, CATIE
 
Manuel Hernandez, Sub-Director General, COHDEFOR
 
Rolando Ordofiez, Madelefia Coordinator, CATIE
 
Romulo Sandoval, Head-Budget Section, COHDEFOR
 
Wilfredo Davis, Head-Operations Section, COHDEFOR
 
Jorge A. F6 Peialba, Head-Forestry Department, COHDEFOR
 
Larry G. Bell, Agroforestry Leader, Companeros de Las Americas
 
Rodney Moncada, Head-Public Relations, COHDEFOR
 
Juan F. Pastora, Madeleia Economist, CATIE
 
Luis Cardona Matute, Madeleha Project, COHDEFOR
 
Jorge 0. Calix, Madeleha Project, COHDEFOR
 
Betty Robles, Madeleta Economist, COHDEFOR
 
Oscar Flores, Forester/PMA, COHDEFOR
 
Isaac Abastida, Forestry Extension, COHDEFOR
 
Mario Vallejo, Head-Madelefla Project, COHDEFOR
 
Carlos Sandoval, Madelefla Project Researcher, COHDEFOR
 
Ruben Guevara, Director, ESNACIFOR
 
Florencio Rivera, Farmer, Jicaro Galau
 
Ridoniel Rodriguez, Regional Forester, COHDEFOR
 
Vicente Vela, Farmer, San Jeronimo
 
Orlando Peralta, Regional Head, COHDEFOR
 
Miguel Zavala, Madelefla Project, COHDEFOR
 
Arcadio Bulnes, Farmer, La Paz
 
Gustavo Morales, Regional Head, San Pedro Sula, COHDEFOR
 
Jorge Cuadras, Forester, Companiz Azucera San Pedro Sula
 
Geronimo Meudoza, President, Casmul Cooperative
 
Luz Dariela Jimenez, Economist/San Pedro Sula, COHDEFOR
 
Carlos Melendez, Municipal Watershed Manager, San Pedro Sula
 

Guatemala:
 

Eberto de Leon, Madelela Coordinator, CATIE
 
Saul Aquilar, Madelefla Project Head, DIGEBOS
 
Bladimiro Villeda, CATIE Representative, CATIE
 
Antonio Nishtal, Director General, DIGEBOS
 
Donal Moran, Madeleha Technical Assistant, DIGEBOS
 
Salvador Rivera, Madelea Technical Assistant, DIGEBOS
 
Carlos Fausto, Madelefia Economist, DIGEBOS
 
Byron Villeda, Data Base Manager, DIGEBOS
 
Eric Asturias, Controller, DIGEBOS
 
Efrain Salazar, Chief-Bausefor, DIGEBOS
 
Pedro de Leon, Field Manager-Madeleha, DIGEBOS
 
Lionel Sickavizza, Head-Training/Extension, DIGEBOS
 
Osvaldo Ovaudo Castillo, Farmer, La Maquina
 
Jose Aragon, Advisor to Municipality, Quetzaltenaugo
 
Efrain Monteroso, Regional Head, DIGEBOS
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El Salvador
 

Hugo Zambrana, Project Coordinator, CATIE
 
Humberto Franco, National Project Manager, CENREN
 
Leonardo Castillo, Regional Manager, Santa Ana, CENREN
 
Humberto Ortiz, Madelefia Project, CENREN
 
Mario Barrientos, Forest Economist, CENREN
 
Emilio Flores, Madeleha Project, CENREN
 
Manuel Huezo, Farmer, Paraje Galau
 
Rosa Elena Fuentes, Madelefta Socioeconomist, CENREN
 
Willy E. Renderos, Director of Research, Univ. El Salvador
 
Victor Rosales, Forestry Professor, Univ. El Salvador
 
Jorge Garcia, Technical Collaborator, CENREN
 
Manuel Ponce, Chief Technical Advisor, FAO
 
Carlos Henriquez, Chief Research Div., C.D.G.
 
Napoleon Lazo, Forestry/Watershed Advisor, CEL
 
Modesto Juarez, Socio-Economic Studies, CENREN
 

Costa Rica
 

Ronald Vargas, Director, DGF
 
Jorge Rodriquez, Vice Minister, MINREN
 
Walter Picado, Madelefia Coordinator, CATIE
 
Gilbert Canet, National Project Director, DGF
 
Orman Morales, Madeleha Social Component, DGF
 
Shari Munoz, Data Base Manager, DGF
 
Marta Liliana, Silviculturalist, DGF
 
Luis Guillermo Jiminez, Head-Planning, DGF
 
Frederich Rojas, Director-Forestry Department, ITCR
 
Juan Bravo, Environmental Sciences School, UNA
 
Elias Badilla, Madelea Project, DGF
 
Emelino Rodriquez, Made]Aia Project, Pacifico Seco, DFG
 
Pedro Aquirre, Director, Coopepenin
 
Rafael Rojas, Representative, CACN
 
William Zuniga, Representative, Coopecerroazu.
 
Gerardo Mejia, Representative, CACH
 
Carlos Bonilla, Representative, COONAPRESAL
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Bibliography Consulted
 

Tree Crop Production Project
 

USAID/ROCAP - Project Paper - Tree Crop Production Project (596
0117), AID/LAC/P - 238, 1985
 

CATIE - Plan(es) de Trabajo y Presupuesto, 3 years: 1986, 1987 &
 
1988.
 

CATIE - Informe(s) Trimestral(es) - complete set - 10 reports,

Jan.-March 1986 thru Abril-Junio 1988.
 

CATIE - Plan de Investigacion Silvicultural - 1986-1991, 1986,
 
pp. 25 + annexos.
 

CATIE - Plan de Investigacion Socio-Economico 1986-1991, 1988,
 
pp. 62.
 

Associates in Rural Development - CATIE Component of the Fuilwood
 
and Alternative Energy Sources Project (596-0089) - Final
 
Evaluation, July, 1986, pp. -83 + appendices.
 

Ugalde, Luis A. - El Sistema MIRA: Un Sistema de Manejo de
 
Informacion Sobre Recursos Arboreos, n.d., pp -5.
 

Ugalde, Arias L. & Rose, D.W. - A Management-Information System

for Multi-Purpose Tree Species Research in Central America,
 
poster presented at IUFRO conference on "Forest Growth
 
Modelling and Prediction", 24-27 August, 1987, Minneapolis
 
Minnesota, pp. -1138-1144.
 

Reiche, C.E. - Socio-Economic Approach and Analysis of
 
Agroforestry Systems Applied on Demonstration Farms in
 
Central America, paper presented at the Symposium, Fragile

Lands in Latin America: The Search for Sustainable Uses,
 
March 1988, pp. -24.
 

CATIE - Resumen del Estado de Evaluacion de los Eusayos del
 
Proyecto Madelena, computer printout dated 13 Sept. 1988.
 

McKenzie, T.A. - A Proposal for a Minimum Data Series in Social-

Economic Studies, CATIE/Project AUM, n.d., pp. -12.
 

CATIE - Registro de Actividades en las Fincas Demostrativas de
 
CA/P - actualizado al 16 July, 1988, pp. -3.
 

CATIE - El Mercado para Lenz e Antigua, Guatewalz, Informe del
 
estudio realizado como pante del curso sobre methodoloqias de
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estudios de mercado de arboles de uso multiple, March, 1988, pp.
63.
 

Musalem, M. - Memorandum - Unidades de Investigacion Activas,

Proyeco Madelena, 16 August, 1988, PFAF/MDLN - 525.
 

USAID/ROCAP - Project Status Report - Tree Crop Production
 
Project (596-0117), Oct., 1987 - March, 1988.
 

CATIE - Silvicultura de Especies Promisolias para Produccion de
 
Lena en America Central, - Resultados de Cinco Avos de
 
investigacion, Turrialba 1986, pp. -220+ annexos, Serie
 
Tecnica - Informe Tecnico No. 86.
 

CATIE - Area de Produccion Forestal y Agroforestal, Dia de Campo,

14 September, 1988, Resumen de las Exposiciones.
 

Sanchez, G.A. & Camacho, Y. - Huerto Latinoamericano de Arboles
 
Fijadores de Nitrogeno, n.d., pp. -various.
 

CATIE - Normas Para la Investigacion Silvicultural de Especies

Para Lena, Serie Tecnica, Manual Tecnicc No. 1, Turrialba,
 
1984, pp. -115.
 

CATIE/NAS - Especies Para Lena - Arbustos v Arboles para la
 
Production de Energia, Spanish Translation of Firewood Crops
 
(2 Vols.) - 1984, pp. -344.
 

CATIE - Facing the Challenge - CATIE's Programs, Objectives and
 
Strategies - A Ten-Year Strategic Development (1988-1997),
 
1988, pp. -70.
 

DeCamino, R. & McKenzie, T. --The Needs of Socio-Economic
 
Forestry Research in Central America - Some Considerations,
 
Paper presented at the International Workshop on Data Base
 
Management Applications in Forestry Research, CATIE-Kellogg

Foundation - University of Minnesota, June 1988, pp. 14.
 

CATIE - Crecimiento y Reudimiento de Especies para Lena en Areas
 
Secas y Humedas de America Certral (Volumen 1 & 2), 1986,
 
pp. -691 y 724. CATIE Serie Tecnica - Informe Tecnico No.
 
79.
 

ITCR/CATIE - Primer Taller Nacional Semillas y Viveros Forestales
 
- Memoria, editor - Freddy Rojas R, Noviembre, 1985,

Instituto Tecnologico de Costa Rica/CATIE, 1987, pp. -554.
 

Salazar, R. (editor) - Tecnicas de Produccion de Lena en Fincas
 
Peguenas y Recuperacion de Sitios Degradados por Medico de
 
la Silvicultura Intensiva - Actas de los Simposios, Junio
 
1985, Turrialba, pp. -459.
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Reiche, C. & Campos Arce, J.J. - El Consumo de Lena en los
 
Beneficios de Cafe de Costa Rica Problemas v Alternativas
 
Forestales, CATIE Serie Tecnica, Informe Techico No. 68,
 
1986, pp. -72.
 

Salazar, R., Picado, W. & Ugalde, L. - Comportamiento de Leucaena
 
en Costa Rica, CATIE Serie Tecnica, Informe Tecnico No. 115,
 
1987, pp. -42.
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CATIE-

Panama, Panama.
 

Sonoviso: Cuanto Vale el Agua?
 

Sonoviso: Agua Limpia, Un Derecho Para Todos.
 

USAID, 1983. Project Paper: Regional Tropical Watershed
 
Management. Project No. 596-0106. ROCAP. Washinqton, D.C.
 

USAID, 1983 - 1988. Project Implementation Letters. Regional
 
Tropical Watershed Management Project. ROCAP. San Jose,
 
Costa Rica.
 

BLAIR, E.; PPREZ, R.; GAMERO, R. Diagn6stico National del Manejo
 
de Cuencas en Honduras. Documento de Apoyo Institucional.
 
Honduras. June 1988.
 

BASTERRECHEA, M. Limnology of the Chixoy Reservoir. Orlando,
 
Florida (U.S.A.), Memoria de Simposium de NALMS, November
 
1987.
 

BASTERRECHEA, M.; FONSECA, 0.; (eds.) Diagn6stico Institucional
 
del Manejo de Cuencas en Guatemala. Documento Base de
 
acciones en Manejo de Cuencas. Guatemala. March 1988.
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Agua potable para Tegucigalpa;

estudio de uso de la tierra. Turrialba (Costa Rica), CATIE,
 
1986. 43p. Ilus. Bref.
 

FAUSTINO, J. Conservacion de suelos; curso de capacitacion
 
dectado en Panama. Turrialba (Costa Rica), CATIE, 1985.
 
pv. Ilus. 10ref. Aprox. 170p.
 

Curso Fundamentos de Manejo de Cuencas, Panama (Panama), 15 - 19
 
Jul 1985. Manejo de Cuencas. Turrialba (Costa Rica),

CATIE, 1985. pv. ILus. Aprox. 400p.
 

MALDONADO, T.; PEREZ, R. (eds.) Tercer Seminario Nacional de
 
Manejo de Cuencas Hidrograficas, La Ceiba (Honduras), 9 - 11
 
Oct 1985. Memoria. Tegucigalpa (Honduras), CATIE, 1986.
 
125P. Ilus.
 

MALDONADO, T.; PEREZ, R. (eds.) Seminario sobre Agua Potable
 
para Tegucigalpa, Tegucigalpa (Honduras), 28 - 30 Abr 1986.
 
Memoria. Tegucigalpa (Honduras), CATIE-AHE-IUCN, 1986.
 
158p. Ilus. Dat.num.
 

MALDONADO, T. (ed.) Integracion de la conservacion con el
 
desarrollo en el Proyecto de Riego Arenal-Tempisque;

documentos de los consultores sectoriales. Turrialba (Costa

Rica), CATIE, 1986. v.2: 132p.
 

MUNOZ, C. E.; ALVARADO, G.; RODRIQUEZ, C. El Diagn6stico de los
 
Aspectos Institucionales en el Manejo de Cuenas. Centro
 
Agronomico Tropical de Investigacion y Enseianza Proyecto

Regionai de Manejo de Cuencas Hidrograficas. Guatemala.
 
February 1988.
 

PEREZ, R.; BLAIR, E.; GAMERO, R. Diagn6stico Institucional del
 
Manejo de Cuencas. Centro Agronomico Tropical de
 
Investigacion y Enseianza CATIE. Tegucigalpa (Honduras),
 
May 1988.
 

Primer Encuentro Nacional Conservacion de las Tierras de Ladera,

Tela (Honduras), 25 - 28 Ago 1986. Tela (Honduras), CATIE,
 
1986. 294p. Ilus.
 

TORRES PEREZ, L. Informe del consultor en planificacion del uso
 
de la tierra. Tegucigalpa (Honduras), Proyecto

Hidroelectrico de El Nisperac. 986. 27p.
 

Informe de asesoria, perfil de proyecto manejo para la proteccion

de la cuenca del rio Guacerique, Honduras (Documento de
 
trabajo). Tegucigalpa (Honduras), CATIE, 1986. 29p. Ilus.
 
14ref.
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REYES C., R. Informe de la asesoria sobre mecanismos y

responsabilidades institucionales en el manejo de cuencas
 
hidrograficas en Costa Rica. 
San Jose (Costa Rica), CATIE,
 
1986. 68p.
 

SIGUF, M.; CONTRERAS, H. Plan Piloto de Capacitaci6n Ambiental.
 
Manual y sonoviso de acci6n. Costa Rica. June 1988.
 

Curso Corto Planificacion del Uso de la Tierra en el Manejo de
 
Cuencas. Turrialba, Costa Rica. 1988.
 

Curso Corto de Agrometeorologia, Turrialba, Costa Rica. 1988.
 

Curso Corto, procesamiento de imagenes y sistemas de informacion
 
geografica, Turrialba, Costa Rica, 1988.
 

Plan Piloto de educacion ambiental en torna al agua; manual para

el educador. Turrialba, Costa Rica, 1988.
 

Encuentro Nacional para la Conservacion de tierras de laderas,
 
Comayagua, Honduras, 1987.
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APPENDIX D
 

PRMC Short-Courses and Seminars
 

Nombre de la Actividad Fecha 
No. 
de 

Participant. 

Lugar 
de 

Origen 

Localizaci6n 
de la 

Actividad 
Instituci6n 

Participante 
Fuente de 

Finanaciamiento 

Documento de 
Referencda para 

Evaluaci6n 

C.C.1 

C.C.2 

C.C.3 

C.C.4 

Fundamentos de Manejo de 
Cuencas 

Bases Hidrol6gicas 

Principios de Manejo de 
Cuencas 
Conservac16n de bueLos y
Transferencia de Tecnologfa 

4-7 Marzo 
1985 

12-23 Agosto 
1985 

15-20 Julio 

1985 
22-26 Julio 
1985 

21 

27 

21 

28 

Costa Rica 

Guatemala 
Honduras 
El Salvador 
Nicaragua 
Costa Rica 
PanamA 

PanamA 

Panami 

ICAES, Coro-
nado, C.R. 

CATIE 

PanamA 

PanamA 

Dir. Gnral. 
Forestal 

Varios 

RENARE 

RENARE 

ROCAP 

ROCAP por Gua
temala, Hondu
ras, El Salva
dor, PanamA, 
Costa RIca, 
PanamA 

ROCAP 

ROCAP Curso Corto Conser
vac16n de Suelos y 

C.C.5 

C.C.6 

etodologfa para laDetermi-

nac16n de la Capacidad deUso de las Tierras 

Principios de Calidad de Agua 
para Manejo de Cuencas 

21-25 Abril 

1986 

25-29 Agosto 
1986 

25 

20 

Costa Rica 

Panami 
Honduras 

Costa Rica 
Honduras 

Costa Rica 

Costa Rica 

Varios 

Varios 

ROCAP 

ROCAP 

"Porqu6 los peque
6os agricultores 
hacen lo que hacen? 

PanamA 

C.C.7 

C.C.8 

Fundamentos para Manejo de 
Cuencas 

Fundamentos del Manejo de 
Cuencas 

8-12 Set. 

1986 

13-17 Oct. 
1986 

25 

20 

Est. posgrado 
Panama 

Costa Rica 

Panama 

San Jose 

Varios 

DGF,IFAM y 
tknicipa-

ROCAP 

ROCAP 

C.C.9 Manejo Integrado de Cuencas 22-24 Oct. 
1986 

20 Honduras Tegucigalpa 
lidad 

COHDEFOR 
SANAA, ENEE 

ROCAP 



Nombre de la Actividad Fecha 
No. 
de 

Participant. 

Lugar
de 

Origen 

Localizaci6n 
de la 

Actividad 
Instituci6n 
Participante 

Fuente de 
Financiamiento 

Documento de Re
ferencia para 
Evaluaci6n 

C.C.10 Tecnicas de Conservacion de 
Suelos y su Transferencia 

5-15 Nov. 

1986 
29 Panama Chitre Varios ROCAP 

C.C.11 Fundamentos del Manejo de 

Cuencas 
1-5 Dic. 

1986 

20 Guatemala Guatemala Varios ROCAP Memoria 

C.C.12 Fundamentos del Manejo de 
Cuencas 

23-27 Feb. 
1987 

26 PanamA PanamA IDAAN, 
INRENARE, 
MIPPE, MOP,
IRIE, Otros 

ROCAP Encuesta 

C.C.13 Geomorfologfa aplicada al 
Manejo de Cuencas 

23-28 Feb. 
1987 

18 Honduras Tegucigalpa CATASTRO, 
ENEE, UNAU, 

COHDEFOR 

ROCAP Memoria 

C.C.14 Capacidad de Uso de las Tie-
rras de Costa Rica 

9-13 Marzo 
1987 

20 Costa Rica San Josd Delegados 
de Juntas 
Rurales y 
Asist. Tec. 
del Banco 
Nacional de 
Costa Rica 

ROCAP Informe 

C.C.15 Curso Regional de Bases Ili-
drol6gicas para el Manejo de 
Cuencas 

7-19 Junio 
1987 

22 Costa Rica 
El Salvador 
Guatemala 
Honduras 
Panam& 

CATIE Varias ROCAP Encuesta 

C.C.16 

C.C.17 

Sistemas de Materiales de 
Instrucci6n y Divulgaci6n 
Regional en Guatemala 

Metodologfas de evaluaci6n 
de la Capacidad de Uso de 
Tierra 

7-19 Junio 

1987 

31 Agosto 
4 Set. 1987 

21 

35 

Guatemala 

Honduras 
Costa RIca 

Honduras 
Costa Rica 
Guatemala 

Guatemala 

La Ceiba 
Honduras 

Varias 

CURIA 
CATASTRO 
SRN 

ROCAP 

ROCAP 

Encuesta 

_____________HDEFOR 



No. Lugar Localizaci6n
Nombre de la Actividad Fecha 	 Documento de
de de 
 de la Instituci6n Fuente de 
 Referencia para

Particip. 
 Origen Actividad Particip. Financiamiento 
 Evaluaci6n
 

.C.18 Planificaci6n Integrada de 
 7-19 Set. 
 23 Honduras 
 CATIE Varias prin- ROCAP
Cuencas Memoria
1987 Costa Rica cipalmente
Costa Rica 

PanamS 
 institucio

nes de pla
nificaci6n
 

C.C.19 Metodologfa para la Determina-
 21-24 Oct. 20 Guatemala Antigua EMPAGUA ROCAP
c6n de ila Capacidad de Uso 1987 	 Informe
 
Honduras Guatemala DIRYA, CILA,


de la Tierra 
 INAFOR, INDE
 
IGM, DIGESA
 
Otros
 

C.C.20 Manejo de Base de Datos 
 9-18 Nov. 
 21 Honduras 
 CATIE Varios ROCAP 
 Memoria
 
1987
C.. 	 Costa Rica 

Panam, 

Guatemala
 
C.C.21 Planificaci6n del Uso de la 
 29 Feb. al 
 26 Costa Rica 
 CATIE Varlos ROCAP 
 Memoria
Tierra en el Manejo de Cuencas 11 Marzo 1988 
 El Salvador Costa Rica
 

Guatemala
 
Honduras
 

C.C.22 Comunicaci6n y 
 25-29 Enero 25 y Honduras Honduras COHDEFOR 
 ROCAP
 
C.C.23 Extens16n 
 1988 


(simultgneos) 27 	 SRN, SECPLAN
 
CATASTRO
 

TOTAL ACfUULADO 
 560
 
--------------------------------------.---------------.----.........-..........................................................................
 



Nombre de la Actividad Fecha N.de 

Particip. 

Lugarde 

Origen 

Localizacidnde la 

Actividad 

Instituci6n 

Particip. 

Fuente de 

Financiamiento 

Documento de Referencia para 

Evaluacibn 

S.T.1 

S.T.2 

Taller Polftica de Planifica-
c16n y Manejo de Recursos 
Naturales 

Taller Normas Calidad de 
Agua 

1-5 Julio 
1985 

13-17 Enero 

1986 

17 CATIE 
20 Paises 

25 

Guatemala 
Honduras 
El Salvador 
Nicaragua 
Costa Rica 
Panama 
Rep.Dominican 

PanamA 

CATIE 

Ciudad Panam 

Varios 

RENARE 

IDIAP 

ROCAP 
(Nicaragua y Rep. 
minicana UNEP-

IUCN) 
adows para Ni

caragua y otros 

ROCAP Propuesta de Norma 

IDAAN, IRHE 
MS, U de P. 
Univ. Tec., 
MIPPE, Comi 
s16n del 

S.T.3 Seminario-Taller sobre Eva-
luaci6n de los Planes sobre 
la Cuenca del Canal de 
PanamS 

12-14 Marzo 
1986 

60 PanamA Zona del 

Canal 

Canal, MICI 

Varios ROCAP y Otros Documento de 

Consenso 

S.T.4 

S.T.5 

S.T.6 

S.T.7 

Taller Tdcnico sabre antepr°-

yecto de Ley de Aguas 

Seminario-Taller de Metodolo-
gfa de Priorizacidn de 
Cuencas 

Seminarie-Taller de Manejo 
de Instruentos Hidrome-
teoroldgicas 

Taller-Estudio Agua Potable 
para Tegucigalpa 

11-12 Marzo 

1986 

13-16 Mayo 
1986 

19-21 Mayo 
1986 

23-30 Abril 
1986 

20 

22 

20 

100 

Costa Rica Heredia 

PanamA Ciudad 
Costa Rica Panami 
Honduras 
Guatemala 

Rep. Dominic. 
Nicaragua 

PanamA, C.R. Divisa, 
Hond., Guat., PanamS 
Rep. Dominic. 

Honduras Tegucigalpa 
Costa Rica Honduras 

PanamA 
Repdblica 
Dominicana 

Varios ROCAP Conclusiones y 
recomendaciones 

RENARE, ROCAP PublicaciAn de He-
IDAAN, MIPE (Nicaragua y Rep. moria (Vers16n
IRHE Domincana, otros: Prelminar) 

Otros 
(pafses) 

IRNE, RENA- ROCAP Publicaci6n de 
RE, Otros (Otras Rep. Dom., Memoria (Vers16n 
Pafses Preliminar) 

PMRN ROCAP Publicaci6n de la 
SANAA, ENEE, (Otros Repdblica Hemoria (en edi-
AHE, Dominicana) ci6n)
Otros(pafses. 



Nombre 	de la Actividad 


S.T.8 	Seminario-Taller, Planeamiento 

Integrado de Cuencas 

(Decisores) 


S.T.9 Taller Encuentro Conservac16n 

de Tierras de Ladera 


S.T.10 	Taller para Decisores Are-


nal-Tempisque (Costa Rica) 


S.T.II Taller Estudio de Caso Bayano 

U, S.T.12 Taller Estudio de Caso 


El Nfspero
 

S.T.13 Taller T4cnico con el Comi-

t4 Asesor Nacional 


S.T.14 Seminario-Taller Priorizacidn 

de Cuencas 


S.T.15 Taller para Decisores. Pro-

blem~tica Institucional en 

Manejo de Cuencas 


S.T.16 Seminario Tdcnico de Evalua-

ci6n de Impacto Ambiental 


S.T. 17 Taller Cuenca Prioritaria 


(Panama)
 

S.T.18 Taller Cuenca Prioritaria 

(Honduras ) 
S.T.19 Seminario Regional de 


Agrometeorologfa 


Fecha 


20-23 Agosto

1986 


25-29 Agosto

1986 


'12 Set. 1986 


.30-3.. Oct. 86 


i5-17 Oct. 86 


28 Nov. 


1986
 

1-6 Marzo 

1987 


12 Feb. 1987 


13-15 Abril 

1987
 

-

6-8 Mayo 

1987 


No. 

de 


Particip. 


12 


67 


20 


55 


20 


8 


29 


12 


31 


-

-

16 


Lugar 

de 


Origen 


PanamS 

Costa Rica 

Honduras
 
Guatemala
 

Honduras 


Costa Rica 


Panam5 


Honduras 


Costa Rica 


Guatemala 

El Salvador 


Costa Rica 


Panamg 


Panami 


Honduras 


Costa Rica, El 

Salvador, Gua-


temala, Hondu-


Localizaci6n 

de la 


Actividad 


San Josd 

Costa Rica 


Tela,

Honduras 


San Josd 


PanamS 


Tegunigalp 


San Jos6 


Antigua 

Guatemala
 

San Josd 


PanamA 


PanamS 


Honduras 


CATIE 


Instituci6n Fuente de 

Participante Financiamiento 


Varias ROCAP 


Varias ROCAP 


Varias ROCAP 


Varias ROCAP
 

Varias ROCAP
 

Varias ROCAP
 

Varias ROCAP
 

MIRENEM, ROCAP
 
AyA, ICE,
 
SENARA,
 

DGF, SNE
 

Varias ROCAP
 

CAN ROCAP
 

CAN ROCAP
 

Varias ROCAP 

(Otros Nicaragua)
 

Documento de
 
Referencia para
 

Evaluaci6n
 

Publicacidn de
 
Memoria
 

Publicaci6n de
 
doctumento final
 

(Vers16n Pre

liminar)
 

Publicaci6n de
 

documento final
 

Informe
 

ras, Nicaragua
_PanamS
 



Nombre de la Actividad Fecha 
No. 
de 

Particp. 

Lugar 
de 

Origen 

Localizaci6n 
de la 

Actividad 
Instituci6n 
Participante 

Fuente de 
Financiamiento 

Documento de 
Referencia para 
Evaluaci6n 

S.T.20 Taller Cuenca Prioritaria 
(Honduras) 

17-21 Agosto 
1987 

17 Honduras Jfcaro Galen 
Honduras 

ENEE, SEC-
PLAN, SANAA, 
COHDEFOR, 
FAO, SRN 
CURLA 

ROCAP Elaboraci6n de 
Diagn6stico 

S.T.21 II Seminario-Taller Nacional 
de Conservaci6n de Tierras 
de Ladera 

22-25 Set. 
1987 

45 Honduras 
Guatemala 

Comayagua SRN, PHNR, 
SANAA, 
COHDEFOR, 
CURLA, 
COHAT, DIRYA 

S.T.22 Taller Cuenca Prioritaria :27 Agosto 
.1987 

24 Panamfi PanamS INRENARE, 
IDAAN, IRHE, 
MIDA, MIPPE 
MOP, MS 

ROCAP Informe 

S.T.23 Taller Cuenca Prioritaria 28-24 Agosto 
;20-21 Set. 

13 Guatemala Guatemala INDE, INAFOR 
DIRYA, MAGA, 
EMPAGUA, 
CONAMA 

ROCAP Informe 

S.T.24 Seminario Anteproyecto de 
la Ley de Aguas de Guatemala 
(Guatemala) 

;19-20 Set. 
i1987 

30 Guatemala Guatemala EMPAGUA, 
INDE, DIRYA, 
CONAMA, 
INAFOR, IGM 
Otros 

ROCAP Lnforme 

S.T.25 Taller Identificaci6n de 
Acciones en el Manejo de 
Ninicuencas (Guatemala) 

30 Nov. al 
4 Dic. 1987 

20 Guatemala Antigua 
Guatemala 

INDE, INAFOR 
DIRYA, MAGA 
EMPAGUA, 
CONAMA, 
Otros 

ROCAP Informe 

S.T.26 Seminario sobre Planificaci6n 12-13 Nov. 
Regional y Manejo de Cuencas 1987 
(Panam5) 

30 Panami PanamS INRENARE, 
MOP, MIPPE, 
MIDA, IRHE, 

ROCAP Informe 

IDAAN, MICI, 
MIVI 
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Nombre de la Actividad Fecha 
No. 
de 

Particip. 

Lugar
de 

origien 

Localizaci6n 
de la 

Actividad 

Instituci6n 

Participante 

Fuente de Finan-

ciamiento 

Documento de Refe
rencia para 

Evaluac16n 

B.3 
1. 

VIAJES DE ESTUDIO 
Vaje de Estudios C.V.C. 24 Agosto al 

la Set. 1985 

14 Honduras 

Costa Rica 
PanamS 

C.V.C 

Colombia 

Institucionet 

e energfa, 
ecursos na-

ROCAP Informe 

co 

2. Viaje de estudio al ICE 

(Costa Rica) 
TOTAL ACUMULATIVO ............... 

10-29 Agosto 

1987 

1 

15 

atemala Costa Rica-

urales, 
bastecimien
o de agua, 
gricultura, 
?royecto AID(cada pafs) 

INDE ROCAP Informe 
nom 

B.4 SEMINARIOS !E)VILES 
1. Seminaro Wvil de Nanejo de 

Cuencas 
121 Oct. al 

9 Nov. 1985 

18 Panami 

Honduras 
PanamA 

Honduras 
Varios ROCAP Evaluac16n 

2. Seminarlo M6vil de Manejo de 
Cuencas 

3. Seminarjo M6vil de Manejo deCuencas 

9-18 Nov. 

1987 

25 Oct. al 
4 Nov. 1987 

14 

14 

Costa Rica 
Guatemala 

Honduras 

Costa Rica 
PanamA 

Costa Rica 
Guatemala 

Honduras 

Costa Rica 
PanamA 

CAN 

CAN 

ROCAP 

ROCAP 

RCPEauc6 
RCPEaucd 

Evaluaci~n 

Evaluaci6n 



APPENDIX E 

PRMC Technical Assistance Missions
 

C.1 CATEGORIA 1:Largo Plazo Instituci6nApoyada Objetivo Localizaci6nde laActLividad 
Fecha yDias - lombre Individuo que

suministran laAsistencia Tec. Informe Producido 

A.L.1 CATIE Calidad de Aguas Turrialba 17-24 Agosto 1985 S. Kumkle Recomendactones 
A.L.2 

A.L.3 

CATIE 

CATIE 

Diseho de Curricu-
culum e Manejo do 
Cuencas 

Apoyo al Proyecto 

de Sistemas Silvo-

Turrialba 

Turrialba 

GuSpiles 

18-26 Marzo 1985 

Despuds de Julio 1985 

Eric Richters 5% 

J.Melman y F.Smith 
Colorado State 
University 

E.Richters 

Recomendaciones y 
Acuerdos 

Informe Pre!iminar 

pastoriles (con
Producc16n Animal y
Agrofo Jterfa) 

A.L.4 CATIE Actualizar Convenio Turrialba 6-13 Abril 1985 J.Meiman Acuerdo 
con CSU 

A.L.5 Direcci6n General Desarrolllo de Plan Caftas, 
Forestal, Costa Rica de Manejo 

Guanacaste Junio, 1986 R.Komives Informe 

A.L.6* CAN-Costa Rica Proyecto Bancable Rio Virilla Iniciada en Agosto H.Losilla Borrador del Informe 
Costa Rica 1987 E.Blair 

Consultores 

A.L.7** CAN-Honduras Proyecto Bancable Rio Choluteca Iniciada en Noviembre 

INGEOSA 

R. PLrez j 

A.L.8** CAN-Guatemala Proyecto Bancable 

Honduras 

Rfos Xay& y 

1987 

Iniciada en Diciembre 

CAN-Honduras 

M.Basterrechea 
Pixcays, 1987 CAN-Guatemala 
Guatemala 

A.L.9** CAN-PanamS Proyecto Bancable Rfo Chiriquf Iniciada en Octubre I.Rufz 
Viejo-Panami 1987 ICAN-Panami 

* Se inici6 con la segunda etapa, revisi6n del Diagn6stico
 
,-
 Se oncuentran en su primera etapa de contratac16n del Diagn6stico
 



C.2 CATEGORIA 2Corto Plazo Instituci6nApoyada 

e 
ObJetvo 

Localizaci
6 n 

de la 
actividad 

Fecha y
Dias-Hombre 

Individuos que 
suministran la 
Asistencla TEcnlca Informe Producido 

A.S.1 Varias en Panaml Coordinar con Insttu-
clones Involucradas 
en Conservaci6n de 
Aguas (Calidad) 

PanamS J. Faustino Informe 

Universidad 
nol6gica 

Tec- Evaluar potencial para 
poner de nuevo en ope-
racl6n una cuenca ex-
perimental. 

Cuenca Aqua Sa-
lud entre la 
Cuenca del Ca
nal de PanamA. 

C. Quesada 

A.S.2 IRHE-PanamS Cuenca Fortuna 
PanamS 

E. SeaLnarlo 

A.S.3 SERAPA-Costa Rica Necesidades de Hanelo 
inmediatas en la cuen-
ca Krenal. 

Cuenca Arenal, 
Costa Rica 

C. Gutitrrez 
J. Faustlno 

Informe 

A.S".4 Direcci6n 
I Forestal 

General Inspecci6n de caupo y 
recomendaclones en 
cuenca problemltica. 

SENARA, 
Rica 

Costa C. Gutikrrez 
0. Lucke 

Inforue 

A.S.5 Direcci6n General 
Forestal, Costa 
Rica, Manejo in
terinstitucional. 

Borrador y acuerdos 
para eventualidades. 

Cuenca Arenal C. Gutifrrez 

A.S.6 UICN-CATIE Arreglos para giras de 
caspo. 
Reunl6n iniclal sobre 
un plan de Corervac. 

Bocas del Toro 
PanamS 

1985 
5 personas/dlIa 

G. Wallace Porciones de Ia pro
puesta "Plan de Con 
servacL6n para Boca 
del Toro". 

A.S.7 PdrticLpar en reunlones 
para propuests 

Ciudad de Pana-
MA 

I persona/dIa E. Rlchters 
0. Lucke 

A.S.8 0CINDE-AHAI Aslstencla an publica-
sc16n del BoleLin 1 
sobre conservici6n de 
suol os y Aquas. 

Zona Atllntica
Costa Rica 

G. Wallace
J. Faustino 

Informe y
c 6n para 

32. 

contrLbu-
Boletin 



A.S.9 

F 
C.2 	CAIEGORIA 2 


Corto Plazo 


A.S.1O 


A.S.I1 


A.S.12 

A.S.13 

A.S.14 


A.S.15 


A.S.16 


Instituci6n 


Apoyada Objetivo 


SENARA Costa Rica Selecci6n de equipo
y IU04 asesor, Ilevar a cabo 

seminarto, escribir y 
discutir reporte en es-
pahol e inglis sobre 
aabiente y planifica
ci6n de desag~es en pro 
yecto de Irrigaci6n. 

Catastro Nacional Evaluaci6n de la clasi-

Honduras ftcaci6n general del 


uso de la tierra. 


ODA 	 Proyecto Texto Agrofo-


resteria: Descripci6n 
del Capltulo 6 con 
Ann Thrupp. 

Varlas en Honduras Insumos tcicos para 

taller sobre agua po-
table papa Tegucigalpa 
en abril. 

Instituto de Acue- Plan do Disealo y produc 
ductos y Alcanta- ci6n de audiovisual so-
rillados de C.R. bre el valor del agua. 

Universidad Naclo- Investigaci6n en Cuenca 
nal UNA (Costa R - Prioritaria 
ca. 
Empresa Elictrica Estudio para Proteccl6n 
atav)ros doCuencas con fines 

(Co: 	 i Rica) bidrnel&ctricos 
.SDWARA 	 Plaidficaci6n integral 
i (Costa Rica) 	 1c finca. 

IJCURLA (Honduras) 	 Manejo de Cuencas 

Municipales 


S- - . - -  -

Localizaci6n 

de la 


actividad 


Arenal-Tempis-

que, 	Guanacaste 

C.R. 	y IUCN. 


Tegucigalpa, 

Honduras 


Turrialba y 


Gulpiles 

Costa Rica
 

Tegucigalpa 

Honduras'y
CATIE 

San JosfC.R. 

San Jos&,C.R. 


Ciudad Quesada 
Costa Rica 

La GuarLa, Cala. 

Bagatzi, Guana-


caste, C.R. 

Fecha y 

Dias-Hombre 


8/85 

6 personas/dia 


3 personas/dIa 


Feb.-Marzo 1986 
6 personas/dia
 

6-86 


6-86 

6-86 


Individuos que

suatnistran la 

Asistencia Tfcnica 


C. Gutitrrez
 
0. Lucke con equi
po asesor de profe
 
sionales costarri
censes. 

R. Kosives 

0. Lucke
 
E. Richters
 

Ann Thrupp 


G. Wallace
 

R. PIrez 
R. Koalves 
0. Lucke 
C. QuesadaConsultores
 

G. Wallace 

C. GutLrrez
 

C. Gutifrrez 

G. Wallace 


R.Prez 


Informe Producido
 

Informe
 

CapItulo Producido
 

ElaboracL6n de info 

Elaboraci6n de tnfor
 
me. 

Seguimiento
La Ceiba, Holou- En proceso 6/86 

ras.
 

_ _ _ _ 

A.S.17 



A.S.18 

C.2 CATEGORIA 2 


A.S.19 


A.S.20 


A.S.21 


A.S.22 


A.S.23 


A.S.24 


A.S.25 


A.S.26 


l 

I instituc16nApoyada Objetivo 


ENEE (Honduras) Organizacit6n Secc16n 

I de Cuencas Hidrogr&-
ficas. 

Acueductos y Al- I Estrategia y mecanis-cantarillados 
 mos de Coord. Interins-
Costa Rica titucional para *I Ma

nejo de Cuencas. 

Serviclo Naclonal Aspectos instituciona-

de Electricldad les para reestructura-

Costa Rica c16n del Depto. de
 

Aquas).
 

Eapresa Naciondl Identificaci6n de ac-
de Energia Elctr! clones Inmediatas para 
ca, Corporaci6n - la elaberacl6n del Pla 
Hondurefia de Desa- de Manejo de Cuenca 
rrollo Forestal Proyecto Hidroelctricc
Honduras. El Cai6n.
 

Serviclo Aut6nomo Perfil para el Plan 

Nacional de Acue- de Manejo y Financia-

ductos y alcanta- miento de la Cuenca 

rIllados Guacerique.
 
Instituto de Acue Desarrollo de Aquas 

ductos y Alcanta- SubterrIneas para

rillados Naciona- abastecilento pobla
les y Ministerlo clonal.
 
de Salud.
 

SENARA/Costa Rtcp Riegos y Fertilidad

de Suelos 


a,AY (oste a Estudlo y angiisis de 

ol COPT YanAl I Problemtica, para re-c, i.raG)UXR tH- comendaciones y alter-ras, nativas 

-
 Anlisis, inundaci6n 

Paa,, 
 y control de torrentes 


A 

Localizaci6n 


dela
actividad 


Tegucigalpa 


San Jos&, 

Costa Rica 


San Jos6 

Costa Rica 


Honduras 


Teguclgalpa

Honduras 


Panama 


San Josf-Catas 


Panam& 


Costa Rica 

Honduras
 

Chiriqul 
(Panams) 


Fecha y
DIns-Hombre 


En proceso 5/86 


Agosto 1986 


Septiembre 1986 


Setieabre 1986 


Setleabre 1986 


Agosto 1986 


Junlo-Setienbre 


Octubre 1986 


I semana cada pal 


27-31 de octubre 

1986
 

Individuos que
 

sumtnistran la
A-sistencia T*,cnlca 


R. Perez 


R. Komives
 
G. Wallace
 
Ricardo Reyes 

(Consultor)
 

Ricardo Reyes

(Consultor)
 

Claudio Gutirrez 

Ricardo Pfrez
 

E. Semlnarxo 

R. Pires
 
J. Faustino
 

N. Losilla 


J. FaustLno

E. Richters
 
R. Diaz
 

J. Rairo Zfifiga 


(Consultor)
 

Eduardo SeminariG 


Informe Producido
 

Seguisiento
 

Informe
 

InEorme
 

Informe
 

Informe Preliminar
 

Informe
 

Informe
 

Informe
 

Informe
 

' 



C.? CATEGORIA 2 

Corto Pldzo 

lnstitucl6n 
Apoyada Objetivo 

Localizaci6n 
de la 

actividad 
Fecha y

Dias-Hombre 

Individuos que 
suninLstran la 
Asistencia T6cnica Informe Producido 

_ 

A.S.27 I SANAA 
Honduras 

Estudlo, Recarga de 
Acuiferos 

Juticalpa 
Siguatepeque 
Honduras 

Noviembre 1986 
(20 dias) 

H. Losilla Informe 

A.S.28 

A.S.29 

SANAA 
Honduras 

EDEE 

Propuesta para el Plan Tegucigalpa
de Manejo do Cuencas, 
Proyecto 4 Ciudades 

Estudlo de caso Tegucigalpa 
"El Nispero" 

Noviembre 1986 
(30 dias) 

Noviembre 1986 
(60 dias) 

R. Aguilar 
(Consultor) 

Luis Torres 
Arturo Jovel 
Manuel Rosales 

Informe 

Informe 

Roberto Ciceres 
Isaac Abastida 

A.S.30 

A.S.31 

A.S.32 

A.S.33 

Varias instituclo-nes. Guatemala 

Vaxias institucio-
nes. Guatemala 

EXPAGUA, USAC, 
BANVI. 

CDAA, INAFOR, 

USAC-ERIS, Univ. 
del Valle 

Control de inundaclo- Guatemalanes Rio Pensativo 

Diagn6stico para Desa- Guatemala 
rrollo Institucional 

Hejoranlento de la can-uatemala 
tidad y calidad de 
agua para abastecizien 
to de Agua Potable. -
Hanejo de Hicrocuencas Guatemala 

Iniclo enero 1987 

Iniclo enero 1987 

Iniclo enero 1987 

Iniclo enero 1987 

Jorge Abastida 

M. Basterrechea 

0. Fonseca 

M. Basterrechea 

M. Basterrechea 

T~rminos de Referencia (continua) 

Tfrminos de Refe
rencia (continua) 

Continua 

Continua 

A.S.34 Comisi6n del Medio 
Ambiente, otras 

Impacto Ambiental Guatemala Iniclo enero 1987 1. Basterrechea Continua 

A.S.35 Convenlo IFAN-DGF a) Elaborar manual par 
01 anelo do cuen-
ca. pequeftlas. 

Costa Rica Iniclo en marzo 
do 1987 

H. Contreras y 
consultor 

Continua 

b) Roconocimlento do 
campo para identL-

Costa Rica (4 moses) Inlciado Guillermo Arias Informe Final 

t 

I

I 
iicar probloa ypro-

Poner soluciones 

........-..... 



C.2 	CAEGORIA 2 
Corto Plazo 

A.S.37 


A.S.3h 


A-S-3L 


a A.S.40 


A.S.41 


A.S.42 


A.S.43 


A.S.44 


A.S.45 


A.S.46 


Instituci6n 

Apoyada 


UUnvesdad Nacio-


nal de Costa Rica 

(lINA) 
INRE X!J (Pana) 


Instituto ce Acue-


ductos y Alcanta-
rlllados Naciona-
les (Panand) 

.INRDMARE, MOP, I. 
(Pana-A) 


COHDEFOR (Honduras 


CURIA (Honduras) 


HOP-IRKE (PanaxA) 


INREHARE-HIDA 


(PanaxS) 

IRIIE (Panam) 


Guatemala 


Comit Lago Amati-


t1Ln IGM-usAC, IGA 

DtPAGUA, OIEA, CO-
NAHA, INKFOR, OEA, 

Lrcalizact6r.ue
fIndvtluos 

Obetivo de I& 
 Fecha k 


•Activida: Otas - Hombre 


Revs16r.de Plan de Es 
 Costa Rica 
 Marzo 1987 

tudios Especialidad er.
 
HnMejo de Cuencas
 

Elaborar la propuesta PananS
para 	el prograaa naclo 23 al 26 de marzo 
24 al 25 de Junto 


nal do Conservac16n de
 
Suelos.
 
Apoyo para la organi- Panama 
 Inicio Enero 1987 

zaci6n AdainlstratLva
 
de la Unidad de Nanejo
 
de Cuencas.
 

Control de Avenidas Chiriqul, PanamS Iniclo Enero 1987 

Rio Chico, Chiriqul
 
(II Fase)
 
Creacl6n de la Secc16n 
Tegucigalpa 
 Inicto Febrero 198 

de Extens16n que in-

cluirA Hanejo de Cuen
cas.
 
PrLorizaci6n de Cuen-
 La Ceiba Iniclo enero 1987 


cas 

Segulalento A.S.39 
 Chiriqul, PanamS 
8-16 	de Junlo 1937 


III Fase
 
Seguimiento A.S.37 
 PanamS 
 29 Junio/2 Julio 


II Fase
 
Clasificaci6n capacida( PanamS 
 27-30 Mayo 1987 


Uso Cuenca Fortuna
 
Diagn6stico Instituclo- Guatemala 
 30 dlas (Junlo 87) 

nal sobre Hanejo de 

Cuencas 


LEvaluac16n de estudlos 
 Guatemala 
 I semana Junto 198 


recientes sobre conta
minaci6n.
 _
 

ausiLttrar la
 
Arltenc.'s Tfcnca 

H. Cwtroms 


J. Faustinn 


1. Ruiz
 

I. Ruiz 


H. Contreras 


R. Perez 


C. Gutitrrez 


J. Faustino 


E. Richters 


Carlos Hufioz 


Carlos Rodriguez 
Gilberto Alvarado 
Oscar Fonseca 
H. Basterrechea 


ines- Producido 

Doeusnto it trabal
 

Inforua de avance
 
Fase 	11 terulnada 

Informe Prelalanar
 

Iniclo de la Activi

dad.
 

Inforue de avarice de
 

Metodologia Aplica
ble a Honduras.
 
Inforne
 

Inforwe 

Inforue de Avance
 

Informe Preliminar
 

Documento T~cnlco
 



, 
C.2 CATEGORIA 2 

Corto Plazo i 
tnstirtuci6n 

Objetivc. 
Locaiizsci6& 

de le 
Fecha y

Ofas - Hombre 
yctividad' 

Minisrrio Energfa 
y 11inas T.NSTVUMEH 
(Guatemala 

A.S.47 EDECA-LINA Revisi6n Plan o Hcr.dih j semanas 
Eatudios de Espe-
cializaci6n en ha-

Costa Rice Abril 87 

nejo de Cuencas 
A.S.48 COHDEFOk Extens16n en Mane- Tegucigalpa 1 semana 

(Honduras) jo de Cuencas Abril 87 

A.S.49 CAT.ASTRO Capacitacidn en Honduras 2 semanas 
(Honduras) servicio sobre Geo Varios lugares Abril 87 

morfologfa. 

A.S.50 EAP Investigaci6n del Cerro La Uyuca 2 semanas 
(Honduras) comportamiento hi-

drol6gico en Boo-
Mayo 87 

ues Nublados 
(largo plazo) 

A.S.51 A y A Acciones para con- Orosi 2 semanas 
(Costa Rica) trolar problemas 

en el Proyecto 
Acueducto Orosi 
-(mediano plazo) 

A.S.52 A y A 
DGF-SENARA 
(Costa Rica) 

Investigaci6n en 
los acufferos en 
el Valle Central 

San Jos6 I semana 
Mayo 87 

(Apoyo Instituc.) 
A.S.53 SENARA Planificaci6n del Costa Rica 5 semanas 

Costa Rica Uso de la Tlierra er Area de Riego Set.-Dic. 87 
el Proy. de Riego Arenal-Tempisque 
Arenal-Tempisque 

A.S.54 ICE/IRHE/ENEE/INDE 
Costa Rica 

Estudio sobre Sedi. San Josd, 
mentologfa Costa. Rica 

35 dfas (total) 
Set. 87 

PanamS Panama, Pan. 
Honduras 
Guatemala 

Tegucigalpa, Hon 
Guatemala, Guat. 

individuok out
uuLntran I Int.ors Producido 

Aaibtencia Tdc. 

H. ..oIrerab lnim-&2i Final 

Ii. (ontreras Inforue Preltuinar 

H. Contreras 
H. Losilla 

Informe de Avance 

T. Stadtaflller Informe de Avance 

E.Blair 
J.Faustino 

Ch.Veiman 
R.Salazar 
M.Losilla 

M.Lsilla 

Informe de Avarice (2) 

Documento Tdcnico 

E. Richters Informe Preliminar 

E. Seminario 
(Consultor) 

Inforue Pendiente 



C.2 	CAMGORIA 2 

Corto Plazo 


A.S.55 


A.S.56 


A.S.57 


A.S.58 


C. 


A.S.59 


A.S.60 


A.S.61 


Inatituci6n 

Apoyada 


MOP 

PanamS 


IRHE 


Varlos 


MOP/IRHE 

INREMARE 

INSIVUMEH 


ICE/Costa Rica 


DIRYA 


Localizaci6n 
ObJetivo de la 

actividad 

Control de Avenida Panama 

en el Rio Chico David, PanamS 

(Continuaci6n)
 

lasificaci6n de la La Fortuna 

apacidad de Uso de
 
uelos
 

tudio de inunda- Antigua-Guatemala 

clones en el Rio
 
Pensdtivo y reco
mendaciones para
 
mitigar el efecto
 

Evaluac16n de la hiriqui y 
problemAtica de la Panam& 
carretera Hornito-


Sitlo de Presa 
Chiriqui Grande 

Apoyo en el esta- Guatemala 

blecimiento de su
 
Lb,-c de datos
 
Hidrometeorol6gico
 

Instalaci6n e Im- San Josh 

plementac16n de Costa Rica 

modelos hidrol6
gicos
 

Restructuracifn Guatemala 


del DIRYA 

Fecha y 

Dfas - Hombre 


_ 

1 semana 

Set. 1987
 

Set. 	1987 


2 meses 


2 semanas 

Dic. 1987 


Fec. 88 


3 dias 

Marzo 1988
 

Marzo 1988 


Individuos que 
suministran la 

Asmitencia Tdc.
 

C. Gutifrrez 


E. Richters 


Fernando L6pez 


Ezequiel Vieto 

J. Faustino
 
R. Oreamino
 

M.Dengo
 

R. Oreamuno 


M. Basterrechea 


Informe Producido
 

Inforne
 

Inforne
 

Inforue preliminar
 

Informe
 

Informe preliminar
 

Informe prelisinar
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fI Autor/producldo por TItulo 
 de
Fecha Lugar
de 
 Naturaleza del
PlIblicaci6n material
Publicaci6n 
 publicado Difusi6n
Propuesta
 

Thoas Stadun~ller 
 "Cloud Forest In the Humid 
 6/85 Chiang Mai 
 Simposio Internacional Internacional
 
Tropics; dstribution and 
 (Thailand) 
 sobre hidrologla trohydrologic Characteristics" 


pical forestal y actas
 
de aplicaci6n (en pren
 
sa)


Claudio Gutifrrez "Integraci6n de la Conservac6n
Uscar L~cke CATIE 11/85 UICN (Suiza) Estudio de Caso
con el Desarrollo en el Proyec- Publicaci6n Interna-
Ra Sol6rzano DGF CATIE (Costa Rica)
to de Riego Arenal-Tempisque" 
 al
 
(Instituciones Nacio

nales)
Thomas Stadtmaller 
 "Los Bosques Nublados en el Tr6-
 9/85 Universidad de
pico HEmedo y su papel en la Actas del Congreso Instituciones Costa-
Costa Rica 
 Aabiental (en prensa) 
 rricenses
 
Naturales"
 

ComIt6 Organlzador PRMC Memorlas Taller de Calidad de 


Conservac16n de los Recursos
 

5/86

PanamA CATIE 

CATIE Panam& Documento de Trabajo 
 Instituciones Naciona-
Agua (PanamA) 

lesEric Richters "Clasificaci6n y Priorizaci6n 
 6/86 CATIE Turrialba
PRMC-CATIE Documento de Conferen- InstLtuciones
 

cia 

de Cuencas, un Concepto General' 


RegionalesEduardo Seminario "Transporte de Sedimentos en el 6/86CATIE CATIE TurrialbaRIo Guacerique" Actas (an prensa) Publicacl6n Interna
ca IComitf Organizador Taller Tcnico Anteproyecto 6/86 San Josf, Costa Docuneto de Trabajo c ionalPRMC 
 Ley de Aguas 
 Douet oTaao InstitucLones Nacio-


Costa Rica CATIE 

Rica 
 nales
 

R. Koalves 
 "Agua Potable para Tegucigalpa 6/86
0. CATIE TurrialbaLricke Actas (en prensa) Instituciones HondureoNuifo es al responsable? Es-
R. PCrex tudio de Uso de la Tierra"PPMC-CATI E has y CATIE 
SOscaz Lacke Consideraciones 8Usicas sobre 
 8/86 CATIE Turrialba 
 Actas (en prensa) CATIE, Instituclones
la Aplicaci6n do Metodologlas 


d Ia Req i on
do Anilisis en la Planificaci6n 
 do la Reoln
del Uso de !a Tierra y la Toma
 
de OecI5jonas
!jdrqt Faistino ICriteclot Q&ra la clasificael6n 
 9/86 
 CATIE Turrialba Publicaci~n Tknica CATIE, Insttuco,,e.
d& prohleaai r soluciones en,Cosorv,ca. . uenp VCi vAquas 

do la Regi~n
 



" Aut, prfruductdo Por 


Oscar Lacke 


Coordinaci6n /Honduras 


PR.4C/ESemnario 


koordlnaci6n/Honduras 


H.Contreras/M.Losjlla 

S Zoordinacit6n/Guatemala 

0o oodnc /utnlSoordlnac16n/Guatemala 

'oordlnaci6n/Guatemala 


Coordinacl6n/Guatemala 

0 oordInaci6n/Costa Rica 


0 Pc.r41ac6n/ParM 

0 F--:dlnac16r;/Honduraz 

oovualna..I5n/pa, a4 

Titulo 


cala y Niveles de detalle 

n Planiflcaci6n del Uso de la 

T:rrade 


esumenes de tesis de 
la Carre-

a Forestal del CURIA, Honduras 


Informe Tfcnco Anual 1985 


Estudopara Tegucde ao a oTegucigalpaCaso Aqua Potable 

Geozorf91ogja aplicada al Mane-
Jo de Cuencas 

Fundamentos del Manejo de Cuen-

a 

etodolog1 para priorizac16n 
do Cuencas 

Fundamentos del Manejo de 


Cuencas 

Estudlos recientes sobre conta-
minaci6n del Lago de Anatitlhn 

Integraci6n de. la Conservaci6n 

con el Desarrollo en el Proyec-
to de Riego Arenal-Tempisque. 

2 Volamene.
j Senirilu 'aller MetodologLas 

para Vrtorfiaci6t, de Cuencas. 

EncuenL-u .4'aional dt Corser-
d. T-'!erras 4 Ladera 

PIoyeetci 1k Jsearrol1, del I1 
43r.dc-w ,tc..tiva e Conseva-

"16n* d9 zuelos an la Colorada 

Fechd
de
Publlcact6n 


9/86 


11/86 


11/86 


3/87T 

3/87 


3/87 


3/87 

5/87 


6/87 

6/87 


9/87 

9/87 

/87 


Lugar
de 

Publtcacl6n 


CATIE-Turrialba 


CATIE-Honduras 


San Jos6-Costa 

Rica 


Tegucigalpaterial 

Guatemala 


Guatemala 

Guatemala
 

Guatemala 

CATIE-Turrialba 


CATIE-Pananmg 

CATIE-Honduras 

PanaA 

Naturaleza del
material Oif us 16n
 
publicado 


Propuesta
 

ouento para curso
r o
os CATI£
 
e posgrado
 

Docuento bibliogrfl- Naclonal
 
0 
 (Honduras)
 

Informaci6n General 
 Regional
 
PFRC-CATIE
 

moria de Seminario Nacional (Honduras) 

para curso 
crto Participantes al curso 

Corto 

emoria de Curso Corto 4aclonal (Guatemala) 

leorla doSe,,naro aconal (Guatemala; 

moria de Curso Corto 4acional (Guatemala) 

aorta de Slaposlo acional (Guatemala)
 

nforme Tmicoa regional e instituclo
ws bacionales 

maria dacionaleS 

r do ominar a 

lemoria de Seainario 4acional "(Honduras) 

aaclofl (Panam&D 



No Autor/producido por 

Coordinaci6n/PanamA 

Coordinact6n/Cqsta Rica 

f Coordinaci6n/Costa Rica 

# Coordinaci6n/Costa Rica 

Coordinaci6n/Honduras 

# Coordinaci6n/Honduras 

Enrique Blair 
arcelino Losilla 

# Enrique Blair 

Eric Richters 


LostlU 

Tftulo 


Seminario Taller Manejo de 

instrumentos hidrometeoro
16gicos
 

Memoria curso corto, plani-
ficaci6n Integrada de Cuen-
cas
 

Diagn6stico y acciones pro-

puestas para la protecci6n
 
de cuencas de acueductos
 
municipales
 

Revisi6n del plan de estu-

dios de la especializaci6n
 
en Manejo de Cuencas
 

Prop6sitos y lineamientos 
de la actividad de exten
si6n en COHDEFOR 

La Secciea de Extensi6n de 

la Corporac16n Hondurefia de 
Desarrollo Forestal 

Situaci6n Institucional 
del Manejo de Cuencas en 
Centroamirica y PanaaL
 
y Acciones del PRHC-CATIE 

Alternativas Instituciona-
lea para el Manejo de 
Cuencar en el Istmo Centro

h:, IJ ,, ;Ir. la rierra en el 
Cutext, -let Manejo de 
Ouem %i

,arcelinoPlujo y Conta-dc 
r minsicV%. ?'otencial en Pozos 

df ft-x.dlctus frbanos 

Fecha 

de 


Publicaci6n 


9/87 


9/87 


9/87 


9/87 


9/87 


9/87 


11/87 

11/87 

10/87 

11/87 

Lugar

de 


Publicaci6n 


PanamA 


CATIE/Turrialba 


Costa Rica 


Costa Rica 


Honduras 


Honduras 


Costa Rica 

PanamA 

Costa Rica 

Honduras 

Naturaleza del
 
material 

publicado 


Hemoria de Seminario 


Hemoria de Curso Cor-
to 

Hemoria Ticnica 


Hemoria Tdcnica 


Hemoria Tfcnica 


Hemoria TMcnica 


Hemoria de Taller 
de FAO 

Hemoria de Taller 
PRHC-KIPPE
 

Hemoria del Congreso 
de ACRH 

Hemoria del Congreso 
de AIDIS 

Difusi6n
 
propuesta
 

Nacional (Panawin)
 

CATIE
 

Costa Rica
 

Costa Rica
 

Costa Rica
 

Hacional (Honduras)
 

Internacional 

Nacional 

Nacional 

Regional 

I 



No Autor/producido por Tftulo 
Fecha de 

Publicaci6n 
Lugar de 

Publicaci6n 
Naturaleza del 

material 
publicado 

Difusi6n 
propuesta 

Keith Anderson Aspectos culturales del Ma-
Roy Garcfa nejo de Cuencas en el Rio 
Hernhn Contreras Tuis. 

11/87 Costa Rica Video-VHS Nacional 

* 

.ManuelBasterrechea Limnology of the Chixoy 
Reservoir 

Manuel Basterrechea Caracterizaci6n de la 
Cuenca del Rio ChinimayA 

11/87 

11/87 

U.S.A. 

Honduras 

Memoria de Simposium 
de NALMS 
Orlando, Florida 

Memoria del Congreso 
de AIDIS 

Internacional 

Regional 

U. 

S Le6n J. Saborfo La Previsi6n Hidrol6gica 

Enrique Blair Propuesta de Reestructura-
Josd Flores ci6n del DIRYA 
Manuel Basterrechea 

11/87 

3/88 

Costa Rica 

Guatemala 

Memoria del Congreso 
de ACRH 

Informe de A.T. 

Nacional 

Nacional 

Manuel Basterrechea Diagn6stico Institucional 
Oscar Fonseca del Manejo de Cuencas en 
(editores) Guatemala 

3/88 Guatemala Documento Base de 
acciones en Manejo 
de Cuencas 

Nacional 

# 

Enrique Blair Diagn6stico Nacional del 
Ricardo Pdrez Manejo de Cuencas en Hondu-
Rend Gamero (CONAMICH) ras 

PRMC-Comisi6n Nacional Diagn6stico Nacional de 
Cuencas y del Manejo de 
Cuencas-Panaml 

6/88 

6/88 

Honduras 

PanamA 

Documento de Apoyo 
Institucional 

Informe de trabajo 

Nacional 

Nacional 

* 

# 

Coord. Panam& Seminario de la Cuenca Alta 
del Lago Bayano 

Max Siguf j Plan Piloto de Capacitaci6n 
HernAn Contreras Ambiental 

-I _ __ 

6/88 

6/88 

_______ 

PanamS 

Costa Rica 

Memoria de Seminario 

Manual y sonoviso 
de acc16n 

Nacional 

Nacional 


