AIRGRAM

 DepaRTHENT OF STAiE

W PD-An-709

Por each address check one ACTION l INFO

Al

DATE REC'D.

A

kfmon?- @

r f
|
i

i
h

(Do not typa below this line)

PlemoN TO- oM TOAID ASO .
LADP o9 0cT 24 PM 3 40
INFO.
s
Lﬁp/{ | DATE SENY
A ACH FROM - USAID/Porteau~Frince, Hoitd October 19, 1979
foc Ayec’ " FES f521eT9=2 |
Integrated cultursl Developmont 521=0078
5‘//)0/ Ererence - T 13”_‘5‘\2’%”
D — B
N1
/e
/,0; K Flease distritute attached per reference instrustiame.
DsHE
AATS
[l T e nun W aingien,
35-W
JNES
a//cc(lwé
[ TY]} PAES :
URAFTSD WY OFFICE PHONE NO, JOATE AWW_"L - -1
JOottan % " | GP/EVAL 10/18/79 | JOottem T
A b 8%, ANGE 1IN CLEARANCLS
AID-3:38 (10:71) . . PRINTED 673

|
!
i ;
i


http:AIL.).46

“ATTACHMENT TO PORT-AU-PRINCE "

(\ S a0 vy

' PROVICT EVALUATION SUMMARY (PES) . PART | e e e

V. PHOJLCT TIT0 T RO W T T T AR GRS T e
. 5210078 Hlitl

Integrated Agricultural Development R Y P U ST AL S A

. Pfataril ahat s,

aeBouf  #92

b K1Y PHOJECT IMPLCMENTATION DAVES

521-79-2

6, CSTIMATLD PIHOJECT ~ 7

FUNDING
A, Bt 8, Final C. Final
FRO-AG ur Ouligatinn 1t A Towt £ 8,000, 0,00(1,)“
tquivstlum Erpoctind Dclivery d
gy e vv 80  £,090,000(6).". |

U

s
U, A

A, Lnt chclslons any/or unresolved Isvuns, Chw these Items neeaing futther siudy,
(1 OTE: Misuton dazlslons which anticipate Al W or reglonal office ot ian should
suocity type ot dotument, e.y., sirprem, SEAR, FIOwhich wil pretany oet-ied requnst.)

. 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 c;ted in Part 1I1.D.

BINVENTORY OF BOCUNMLN TS O BLHEVISED #I 1 ABDVE DECISIONS
X1 peo; P implemaneniion Pl;n

roject Faper og., CI | Network I l Other (Specity)

D Fireaclal Plan | ' PIO/T

I l f.ogical Fratnavwork ! I PiO/C

| I Projocty Agreemant | I PO/

et ety Nt

Fiscal Vunr, Suriar NoL e ginning vk N.. ooty

O REGULAR EVALUATION
T—, PEIIOD COVETIUD 1192t

[ \
—
UM ULTISIONS A ROVED uY Mv.;.al()N OH AIDM DF - ICE Uit "TL;“

. B T T v mere . arhe e e * - eee . . -
YO, LLTHE GATTIVE CLCE 00 G U kg

< . IR P "'j-c\.ﬂl

[] sPCCiAL CVALUATION

y,l 'll'nl'l')'\

rom {monin/yr,)

tmunth.ye,)

TRV stinn

WONANL OF
Ory.CLT,
RESPUNSIBLE
FOR ACTIC S

I C.L v EACTION
HIAEN
CONPLETE

OF PRGJIECT

A, D Cantinue 'roject With .u* Clange

[:J Change Project Cesign andivor

X' Chango Iimplemrentaticn Plar

C. D Discontinus Proingy

V1, PROJECY OFF ICUA AND HOST COURTHY ON OTHER RANKING PARTICIPANT &
AL APPROPNIATE (Names snd Titles)

G. Neptune \k(\\ PR

Pﬁll R. Ballantyne \J\V\‘k\s.&’

12, Nl'.llon/AIDlw Qﬂl'-e O}rrc O AL eyl

Sigpi Gre:

(,Z)'. /).1 i

‘Jx

Typed Namvie
Allan R. Pumu

b

Dno

." ,.’:/.01,
P R

;»’,'/ . e

AKX 1330-95 13.79) !

~vano-s0

- ap———




A. Summary. 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 millfon loan (to finance technical asais-
tance, construction commodities and training) and a $4.1 million grant (to finance
technical assistance). The project purpose is to develop the inatitutional capa-
city of the Ministry of Agriculture and community organizations to delive¥ produc-
tive rescurces sild services to small farmers. To accomplish this purpose, AID
agreed to financé inputs of technical assistance, commodities, training and cons~
truction for the administrative, 1rr1gation. 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 rcdesign 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 Froject represented the Ministry of Agriculture's
(DARNDR's) first involvement in a complex project, requiring a critical mass of
adminisirative and organizational skillsheretoforenotin 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



inexperienced DARNDR staff to meat the CPs within a reasonable timeframe was,in
hindaight, probably a predictable occurence given the nature of the CPs. Never-~
theless during project design both USAID and the GON believed that the CPs were
toth logical and achievable vhen 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-
psrience of the DARNDR staff with the host country contracting process, two years
vere required to s:cure this technical assistance, and thus the MIT was unable to
assist the Ministry in the execution of the C.P.8. 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 disbursement were met in April 1979, 24 months after execution
of the loan agreement. The necessary actions preliminary to fnitiating che 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 establighed a aspecial

unit responsible for project implementation. The purpose of the project unit vas



to attract to the project top qualit! Haitian technicians, in or out of DAﬁNDR.

who in turn would coordinate project'activitieu through the appropriate technical
offices and thereby provide efficient project implémentation. 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 tﬁe necessary relationships with the regular
DARNDR téchni;al 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 agsumed 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 latiufactory completion is a significant indication

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

C. Redesipgn 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 Amerdment

are: 1) The Project be entirely grant financed; 2) increased resources be devoted



to technical assistance and training; 3) the fifth year Faculty of Agronomy
compcnent be eliminated; 4) the 1ife 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 appropfiate sexrvices 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.



