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This PES reports the findings of a special in-house
 

evaluation which was undertaken to clarify major
 

Implementation problems. Mission actions resulting
 

from this evaluation are cited in Part II.0.
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A. Suamary. The grant agreement for the Integrated Agricultural Development
 

Project was signed In September, 1976. The loan agreement was signed in April,
 

1977. The agreements call for an $8.0 million loan (to finance technical assis­

tance, construction commodities and training) and a $4.1 million grant (to finance
 

technical assistance). The project purpose is to develop the institutional capa­

city of the Ministry of Agriculture and community organizations to deliver produc­

tive resources Aiid services to small farmers. To accomplish this purpose, AID
 

agreed to finance inputs of technical assistance, commodities, training and cons­

truction for the administrative, irrigation, extension, soil conservation, research,
 

credit, and educational systems of the Ministry of Agriculture. Activities focus
 

on four pilot areas: Les Cayes, Jean-Rabel, Jacmel, and the Cul-de-Sac.
 

An in-house evaluation was launched in April 1979 to ascertain the reasons for
 

delays in implementation and to make recommendations for redesign of the project.
 

In-depth reviews were conducted by USAID with all levels of the Ministry of Agri­

culture and counterpart project personnel over a period of serveral months. FIeld
 

trips were also taken to assess progress in major project areas.
 

B. Implementation Problems. Following AID's return to Haiti in 1972, the Integra­

ted Agricultural Development Project was the first major agricultural sector pro­

gram financed by AID. Thus, this Project represented the Ministry of Agriculture's
 

(DARNDR's) first involvement in a complex project, requiring a critical mass of
 

administrative and organizational skills heretoforenotIn demand under DARNDR's
 

on-going programs. Institutional weaknesses were exacerbated by the complex requi­

rements established under the Conditions Precedent. The inability of the relatively
 



-2-


Inexperienced DARNDR staff to meet the CPs within a reasonable timefrane wastin 

hindsight, probably a predictable occurence given the nature of the CPs. Never­

theless during project design both USAID and the GO! believed that the CPs were 

both logical and achievable when measured in terms of the ambitious scope of the 

Project. 

To assist DARNDR in the implementation of the Project, AID grant financed the
 

services of a management implementation team (MIT). However, because of the inex­

perience of the DARNDR staff with the host country contracting process, two years
 

were required to sscure this technical assistance, and thus the MIT was unable to
 

assist the Ministry in the execution of the C.P.s. Due to the absence of in-house
 

administrative capability, and without access to the MIT, DARNDR encountered ex­

treme difficulties in executing the activities necessary to initiate Project imple­

mentation. A contratt for the Management Implementation Team (MIT) was finally
 

signed In January 1979, 27 months after signing the grant agreement.
 

The C.P.s to loan diabursement were met in April 1979, 24 months after execution 

of the loan agreement. The necessary actions preliminary to initiating .he imple­

mentation of the Project, under both the grant and the loan, were not completed 

on a timely basis and therefore project implementation was at a virtual standstill. 

In conjunction with the C.P. and host country contracting difficulties, the orga­

nizational framework for project implementation developed into a major problem
 

area. Upon signing the original project agreements, DARNDR established a special
 

unit responsible for project implementation. The purpose of the project unit was
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to attract to the project top quality Haitian technicians, in or out of DARNDR,
 

who in turn would coordinate project activities through the appropriate technical
 

offices and thereby provide efficient project implementation. Initially USAID
 

concurred with this GOH initiative (it was Included in the C.P.s) and regarded this
 

unit as the focal point for channeling the programmed inputs to the appropriate
 

officer of the Ministry. Unfortunately, it soon became apparent to USAID that
 

the project unit-was not developing the necessary relationships with the regular
 

DARNDR technical offices (Irrigation, Soil Conservation, Ag. Extension) who were
 

directly responsible for executing the Projects' activities. Thus, a situation
 

was created whereby the intended institutional strengthening of DARNDR could not
 

occur if the units unilateral initiatives were continued unchecked. During the
 

evaluation both DARNDR and USAID reached an agreement in which it was decided to
 

dismantle the special unit and incorporate the Project implementation activities
 

into the respective technical offices of DARNDR. On a parallel basis the Adminis­

trative office of DARNDR assumed the coordination role previously held by the
 

project unit and thus in fact the interface between USAID and the technical offices.
 

Although this operational re-structuring required several months of joint dis­

cussions and negotiations, its satisfactory completion is a significant indication
 

of DARNDR's resolve to revitalize the implementation of the Project.
 

C. Redesign Recommendations. The Mission in collaboration with the Ministry of
 

Agriculture has completed a detailed review of all aspects of the original Project
 

Paper and will submit a proposed amendment to AID/W for review and approval in
 

October 1979. The Mission's basic recommendations with regard to the Amerduent
 

are: 1) The Project be entirely grant financed; 2) increased resources be devoted
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to technical assistance and training; 3) the fifth year Faculty of Agronomy
 

component be eliminated; 4) the life of project be extended for an additional
 

two years, and 5) the Implementation plan be revised.
 

D. 	Mission Actions.
 

-	 As has been noted above, the Mission has satisfactorily resolved the problem
 

of the parallel project organization within DARNDR. All project support acti­

vities and personnel are being reintegrated with the appropriate services of
 

the Ministry.
 

-	 The Project Paper is being amended per recommendation of the evaluation.
 

- Long-term technical assistance is being identified and is expected to arrive
 

in the second quarter of FY80.
 

- In view of the lack of basic and prerequisite implementation of the project,
 

no evaluation of project outputs or objectives was undertaken. An evaluation
 

of the performance of the Management Implementation Team (Servicios Tecnicos)
 

will be undertaken in November, 1979.
 


