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PROJECT EVALUATION SUMMARY

Fresh Water Fisheries Developmen
Project No., 527-0144

13. Summary

Having completed the infrastructure construction stage, equipment
procurement and installation, fish farmer training wich the cooperation
of the communities, in-country training. of technicians and initial
stocking of the two fishfarms and the two lakes, all sub-projects were
analyzed. Currently, the project is in the trout production stage,
raising and selecting the new genetic stock imported from the U.S.
evaluation of each sub-project in order to determine the economic v1ab1-
lity of the enterprises, and preliminary nutritional impact. Subsequently,
the potential replication of the activities shall be studied.

Specific Activities

Huashao and Acopalca fishfarms are stocked with 200,000 and 227,000
fingerlings respectively, from the Huaraz Hatchery, and are operating as
expected. Harvesting activities are carried out in Huashao as well as
marketing through the GOP Agency EPSEP. About 2 tons have been sold.
The great distance from the Acopalca Fishfarm to major consumption
centers able to pay competive prices, currently renders this enterprise
as financially unfeasible in tne short term., Direct marketing of the
product will eliminate financial losses and add a small profit.

The pellet plant is processing ingredients procured mainly in
Chimbote and Arequipa (where fishmeal plants are located):. The balanced
feed produced at the plant is providing the average of food/meat ratio
anticipated by the CSU experts. Production volume of the plant is
1/15 of the installed capacity. Promotion of processed product (pellets)
and greater utilization of plant capacity as well as the seasonal
variations in the supply of ingredients, are problems affecting this
sub-project. The pellet plant is operating with counterpart funds
according to the Project Agreement.

The CSU expverts have determined that the small lake (Yanacocha,
which has been stocked with 24,000 fingerlings) has a substantial pro-
duction capacity (on a small scale) resulting from its favorable
ichthyologic conditions. A small dam and/or a simple structure to reduc
the number of fish leaving the lake are contemplated in order to increas
the production volume of the lake. Lake Purhuay, the larger of the two
lakes, has become over populaed through natural reproduction; this
situation is currently being evaluated in order to establish the most
efficient mode of operation. It has already been established that this
lake's ichthyologic value is low.
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The Fish Hatchery was improved with project funds and at present
has 168,000 improved ovas from which a stock of 25,000 fish will be
kept for reproduction purposes and the remainder will serve to stock
the fishfarms.

Under the training activities, about 60 community members from
the sub-projects have been trained in management and operation. Plans
for short term (1 1/2 month) training in the U.S. in specialties to be
determined by the T.A. team are contemplated for professionals working
at the Fish Hatchery. Promotion and education campaigns for consumers
have also been carried out in surrounding project areas. Initial data
are being gathered to determine the nutritional impact of introducing
trout into the food diets of the communities' residents.

14. Evaluation Methodology

The purpose of this evaluation is to review the program conducted
by ORDENORCENTRO (0-C), and also to appraise the fish farms and lakes
on-going activities as they are carried out by the project beneficiaries,
in order to formulate recommendations for “he remainder of the project's
life, as well as to request appropriate technical support from the T.A.
team experts.

In addition to AID staff members, Mr. Douglas Chiriboga and
Mr. Enrique Schroth, the evaluation committee was composed of two
O-C representatives Mr., César Zavaleta and Mr. Manuel Ames and a
representative from the National Planning Institute, Mr, Arturo Balcazar.

The visits to the sub-project sites were planned ahead of time
in order to prepare the basic information on progress made. All sub-
pProjects were visited and meetings and discussions were held to care-
fully examine every matter of concern.

Information has been obtained from the 1979 Annual Bulletin of
0-C's Regional Sub-Directorate and from project reports for March 1980
as well as trip reports of CSU technicians.

15. External Factors

The most significant external factor affecting the project is the
lack of regular supply of the necessary ingredients for the preparation
of the balanced feed. This problem has created difficulties in obtaining
accurate feed to meat conversion ratio estimates, has delayed praject
progress due to difficulties in preparing new diets and also has
generated confusion among the technicians in charge of feed preparation.
Though the problem is due to external factors, the Colorado Technical
Assistance group has not given timely assistance with regard to
substitute ingredients and reformulation of the lLalanced feed.



16. Inputs

Of the total project funds US$465,000, US$294,272 are direct
expenditures and US$403,840 are committed and expended.

Thirty-three weeks (US$83,000) of in-country technical assistance
on specialties such as fish pellet feed production, Hatchery, fish-
farms, lakes operation and administration and laboratory species
analysis was given to hatchery technicians under the contract with CSU
experts group. Of the total 68% (US$56,440) of visit to sub~project
site has been accomplished.

Inconsistent technical assistance from the CSU technicians due to
sporadic visits and poor planning has resulted in a poor performance
in some areas, particularly in marketing, economic and financial
analysis of sub-projects, processing techniques of fish and preparation
of balanced feed. (See letter to Dr. Hagen, Attachment #1).

The original programmed training for 2 technicians with MS degrees
has been modified since no candidate with language requirements was
found. On schedule for next September-October is on the job taining
in the U.S. for the hatchery technicians. The training will consist of
a short term course at CsSU and off-campus travel directed visits to a
laboratory, Hatchery lakes and Pellet Plant.

Project investment support has been provided in an amount of
US$235,435 of the US$240,500 considered originally and by now modified
to $317,866.

In-country Ministry of Fisheries technical assistance on fish farm
operating, accounting, administration and nets maintenance has been
conducted in which 55 community members participated, Also, 35
participants attended a seminar conducted by CSU experts at Huaraz on
latest May.

Originally, US$71,950 was planned for local training, research
equipment and trout consumption promotion, a project implementation
reprogramming on January 80 assigned and updated estimated amount of
Uss$41,134.

17. Outputs

Due to GOP institutional problems, project activities have been
delayed approximately one year. This negative impact has affected
activities related to sub-projects operation, economical feasibility and
nutritional impact demonstration. A summary of accomplished project
outputs is presented below:
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- The Feed Pelleting Plant has been established. Production of
360 MT/Yr was originally planned for the second year. The new
estimates indicate, however, that 300 MT/Yr would be achieved
only by the third year of project (December 81). Since the
plant began operating in October 79, 42 tons of feed pellets have
been prepared.

-~ The Huaraz Hatchery has been improved and produced 1,200,000
fingerlings in 1979. Procurement of additional incubators is
underway which will give the Hatchery a capacity of 2,000,000
fingerlings. With the arrival of 168,000 ovas from Colorado
in January of 1980, genetically improved trout species have been
recently introduced to the project.

- For the community fishfarm established at Huasliao, outputs
projections have been modified from 36 MT/yr to 20 MT/yr of
trout produced and marketed due to an incorrect estimate of race-
ways capacity. Full capacity is expected by June 1981,

- The community fish farm in Acopalca will reach the expected
program of 36 MT/yr of trout produced and marketed by July
81 (a delay of one year) .

- Lake Yanacocha has the capacity to produce approximately 2.5
MT/yr of trout; most of it consumed by community members. By
June 30, 1980, the community had marketed 0.6 MT of which 0.1
MT has been consumed by farmers. (See attachment #2)

- Lake Purhuay has not been stocked since it has its own natural
existing trout. Original programmed output of 10.8 MT/year
is now considered too high since an explorative harvest
determined an estimated production capacity of 0.9 MT/yr.

- On December 79 the Ministry of Fishery conducted a trout consumer
campaign in the communities of Acopalca, Huashao and Villanueva
(Lake Yanacocha). The campaign was directed to 860 community
members. They had worked with the women community group cooking
indigenous rural food and in the school with children.

18. Purpose

The pilot project aims to increase the incomes of the inhabitants
as well as to contribute to nutritional improvement of the sierra small
farmers through the introduction, expansion and improvement of a viable
model for the production of trout. Since June 1980, fish farms oneratior
activities (intensive production) initiated a change in the farmers
incomes. It is estimated that the sale of the trout will generate enougt
income - to keep in operation the enterprises created with grant funds.
This will mean a real impact for the rural poor who will complement
their income from agricultural activities with the income generated from
fishfarm and lake activities. 1In addition, nutritional status of
participants will improve.
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It is expected that AID direct participation will terminate by
the end of 1981. Therefore, all ongoing activities shall follow the:
project plan until such date.

An economic/financial analysis will demonstrate the real budyet
conditions of these enterprises.,

19, Goal/Sub-Goal

This is a pilot project whose significance and feasibility may
permit replication and extension at national level. The project has
surpassed equipment and infrastructure goals. At present, activities
to meet production goals are being developed. The corresponding
economic evaluation is underway. (See attachment #2).

20, Beneficiaries

The families directly benefited are the following:

Sub-Project Families Total Beneficiaries
Huashao Fishfarm 39 234
Lake Purhuay and
Acopalca Fishfarm 100 600
Lake Yanacocha 38 228
177 1,062

Education campaigns for consumers focussed on a rural population
of 860 people ranging from students to women from the communities.

21, Unplanned Effects

The Government decentralization policy created a significant
delay due to changes in project management from the Ministry of
Fisheries to the (0-C) organism. At the same time, 51gn1f1cant
changes of technical personnel occurred.

During project execution, the following changes in project design
are being carried out:

- Direct marketing of product rather than through EPSEP, to obtain
better prices for the Communities. This modification could be made by
selling the promotion truck which is not very important for the project
and in turn purchasing with same funds a refrigerated truck.

- Seasonal condition and poor quality of inputs utilized in feed
preparation, caused significant mortality and irregular supply. In
order to resolve this problem, it is proposed to request from both the
Ministry of Fisheries and the Ministry of Agriculture assurance of
regular good quality supply of inputs, and sound analy51s of same prior
to acquisition,
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- It was planned that the fishfarms would produce genetically
improved ovas. This will not be possible until 1981.

- Participation of the tecchnical assistance group is irreqular.

22, Lessons lLearned (General Recommendat.ions)

Full time foreign technical assistance unrelated to university
schedule is needed to fulfill project requirements.

It is desirable that counterpart participant professionals
should have a working knowledge of English since components, manuals,
literature, U.S. training etc. require it.

Among counterpart personnel, an economist should be assigned to
carry out economic evaluations.

23. Recommendations

a. The sale of the promotional truck and the orocurement of a
refrigerated vehicle is recommended since direct sale and marketing of
the product will increase the enterprise's profits.

b. The technical assistance group from Colorado State University,
should indicate, as soon as possible, dates and costs of the training
course for the Fish Hatchery technicians.

c. The Evaluation Team recommended to the Executive Director of
ORDENOR-CENTRO to develop future plans to further promote Fresh Water
Fisheries Development in Ancash.

d. The Fish Hatchery at Ancash should study the seasonality of
inputs required for balanced feed pPreparation and develop appropriate
plans for the timely acquisition of ingredient stocks.

e. CSU experts will provide plans for the use of the remaining
contract funds and will assign an economist to carry out the project
economic evaluation in conjunction with ORDENOR-CENTRO.

f. CSU should propose practical solutions for fish processing.

g. The PACD and the CSU contract should be extended one year.

h. The pellet plant balanced feed technician and the Colorado
Technical Assistance should consider project risk due to the good

possibility of anchovy extension.

i. Among counterpart personnel, an economist should be assigned
to carry out economic evaluations.

The USAID project manager will oversee the implementation of these
recommendations.



BEST AVAILABLE DOCUMENT ¥,

asch 31, 1960

D:c u“om Ne “Hﬂull

Frofuuuor of Vishusy Lelaice
Depts of yluiucy & wildlifu Liulo
Colurado Ltatw Uidvaruity

Fort Collddiu, Culurado Lu523

Duar D¢, h&\gmx

Culcurulig your luttur dutod ol 1d, luul I Luve the fullowe
g cuuusncs,

Hanual Asws has buss nuliilal taad L cuusso will bae hald 4n
Uuards the woui uf Hey luthie we lave wod Jdiucarded the program
Pl YOU Gunt laut sudias wud we will Liun the avaits accox

€O Chiut proysuws unluus you Liavu Chiwvyus Wilch you aiowld foupward
RGAR, a8 well us @l ciius dubudds Luwjucubed peavicualy,

s far 43 the teuluidcal acudutw.y W4 uapwitud £rTow CEU and the
8kinpy budget, us you put i, 1 e ot ruadnd you tlat cgu

fruely uwnterod iutu a Cunlblactual o, fuuucutl with aAIb, It ig Wy
Jub Lty guw tlht Wi Wudh, ulluiudieg Lo Ly CLUNtIUCE, guly Jouy,

1he negatlve attitudu wid decivy o wey the projeot fuil which
¥you attyibute to we au otliss i Asb/Liua 18 @ fawcication which
‘WO Wufd @hockud Lo Fuud) Liu woliven fog whlch we can uuly
bjuculate about, ‘Liu poujuct waw “woesdvvad ln ogder to duvalog

a tyg weivubeally viable pau)ect in Juwgﬂ:;_u;_ge
Auturudne ity Yoplicativi puunlolliitiovy lu VCLiOr asuui 1N PegU.
It wag ot eppsuved 4 uider Lo bedles AL Luil. WO LuveE Liave

OE drfu wa NuwWw placiisy il Llaaww o Cule Wo UL huwaveg Yueinjillse
W duaid Lhe Sudedllvant of wolayalivie culibiuctuatly Giuwl an,
48 18 Xuduunable to WiPdet OF Wiy pusoun ur Awtitutiun, '

Now, sowe couwanty o Chid uvaduuliu, aliathied W your lottax

by, Pavagon's bEvaluaticn: L Soydad Lo Lleuzt of your coutact
with LUSEY e« fuw YOurs buacke  Liieu L cuuly uot Llid rutuswice
tu this in tho trip Lepodtn, 1 would appucuciate o copy i thdag
Lifosuaticn, AlLo, L would by Luteieolod to Kww ig e Paxagun



http:4LLLL&.1u
http:Wilt..LL

gz FROL BES
{ﬁm@mﬁswumlanUE‘E[“?w s

re-established contact with EPSEP on marketing trout fram each
sub-project, agrecments reached, plans, etc., since the first
batch. of trout fran Huashao is about to be marketed and there
was- no information on marketing coordination in Mr. Paragan's
report. Since you lhiave been "way ahead” on this, we would
appreciate this infanmation ASAP.

Dr. Post's BEvaluation und Notes: Concerning Dr, Post's camment
that thero is nothing in the contruet which says he is to teach
disease diagnosis to the pueople in lluaraz,see Annex A of Contract
AID-327-341/1 with CSU "lle will, of couxse, present a short cource
training program for GOF technicivus to enable them to detect
early syndromes for any disecase problem",

I have already explainud why training the lap technician had not
begun sooner, in my past communication.

I recognize that Dr. Post has suygested we send sameons tg CSU to
ke trained in formulating balanced feed diets. In ny past communica
tions I have asked you for informution on when, where, for what
poriod at each location, costs, ctc. for U.S. training of four
Peruvian technicians. oOnce ayain, I am soliciting precise informa-
tion so we can prupare the necessary paperwork. We ara currently
budgeting $23,000 for this purposec.

I recognize the problum of inyredient supply consistency, This
problem was surely anticipated during project design and must
clearly be the rcason why under Description of Services, Fish
Nutrition and Diseasc page 2 of the contract it states that "Thasa
formulas shall be adupted to locul availubility of low cost feed
ingredicnts in coastal and hiyhland reyions ,..,." (my emphasgig),
During Dr. Post's trips to Puru soue additional time could have
been dedicated to visiting the Minigtry of Agriculture, etc., to
find out about ingredicnt supply consisteuncy and related matters,
$o he can prepare formulas adapted to local availability, as :
called for in the contract. ,

Manuel Ames is looking into the use of tueathers and their avaia-
bility but informs us that they nced to know the details on
hydrolyzing feathers for use as an ingredient,

I agree entirely with Dr. Post that the five problems he identified
are serious, however, what we necd is more than a mere identifica-
tion, we need precisc plans, iustructions, and CSU input in solving
these prablems.
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Dr. Maga's Bvaluation: The reason I stated in my 2/29/80 letter
that recquuiendations on fish preservation techniques should have
been made long ago is becduse Dr. Maga stated (you may refer to
his trip report dated March 24, 1978) he would look into the use of
corn cobs as fuel for smokinyg fish and that he would bring small
portable solar collectors for drying fish in order to explore the
concept. In point 8 of his last report (almost 2 years later) he
1s still offering to look into the first vaenture, while the second
never materialized. According to M. Awmes, Dr. Maga never made
recomnendations on salting, smoking, drying, etc. to wembers (past
or present) of the fisheries station at Ancash’,

As far as recommending deying rucks or salting batlws , surely
other CSU T.A. team mcubers can ygiv. hin some idea of intandad use
and volume approximation.,

We are happy to learn that Dr. haga is trying for a grant to
investigate technologies for nandliny and marketing trout ; We
eagarly await results,

T. Hardin's Evaluation: 1. Hardin did not mention that the marginal
product of labor at the communitics wus <uro, as you noto. I statad
this (as it is a .condition for assigning a zero shadow wage rate) in
order to stimu.ate deeper thouyht to the assignment of zero harvest-
ing costs and preseat a wore substantive justification than as you
put it ",,, economists here say that under certain conditions he
could be carrect...". If, for instance, trout harvesting occurs
during agricultural pcuak labor demand seasons, then the opportunity
cost of labor way not bue zero. ‘thure are many othur technical
considerations which must be satisfied for the assumption to be
realistic,

Dr. Madsen's Evaluation and Notes: T agree that since 1979 was an
expefimental year, feed production costs were high, and that thesa
high initial feed costs would not be used for future years in an
economic evaluation.

There are two issues hecre. Pirst, since the 1930's econamists

have had a methodology by which to appraise the economic rationa-
lity of investment projects. ‘his technique, the theoretical
framework for which is based on a branch of economics called
welfare econamics, is Ccauwnonly referred to as cost-benefit analysis,
Since the 1930's, when one asks for an economic analysis of a
project, economists understand that what ig asked for is cost-
benefit analysis, calculation of the internal rate of return, atc,
Typically, fixed investment is attributed to an initial point in
tiwme, actual costs and returns for the first year (if available)
are attributed to the first time period, subsequent costs and
returns are estimated making explicit' assumptions (e.g, in the
second year feed production will be five times larger and cost will
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bae 100 rather than 239 because CSU has estimatad that two new fish
farus will start opuration and because Huashao and Huari will
use X more feed, additional fixed costs of Y will be incurxed in
the second year because the plant will require dyring racks and
an electric fan; in the third year due to ‘expected increase in
demand for feed, - mixing machine capacity will be a limiting
factor requiring a new investuwnt - feed costs will dacroasa to 2,
etc.; depreciation is attributed each year, salvage valua to the
last, explicit assumptions are made concerning both price and cog.
inflation, costs and returns are discounted to their net present
values, etc., etc.). Project economic analysis requires estimates
of future events, sowe of which must necessarily he subjective. -
One of the purposcs of working through a project economic evalua-
tion is precisuly to make explicit the various assunptions sbout
present and future paramcters. In a nutshell (though .I dg not”
presune to be an economist with a world-wide reputation,’' I have
been trained in cconomics and do recognize an econamic analysis

+ of a project when I suec one) the veonamic analysis of sub-grojecca
which we requested was not delivercd,

Second, we requested a financial analysis of fish faxms and lakeg

in order to find out if these production centers would be ahle to
generate enough revenue in 198l to cover operating costs, since

they would no longer be subsidized by the grant after December

1980, The 100 versus 239 feed cost issue entered here,

The tables presented by Dr, Madsen contain useful information

which we expected he would supplenent with the additional informa-
tion the other CSU T.A. team menbers would supply him with, in orxder
to make reasonable asswnptions and thus develop what is commonly
referred to as an econowmic analysis. The integration of his numburg
and supplemental information would have made the evaluation an
"Integrated Project Analysis", not, as you have done, i.e. sumnarize
ing the individual reports and presenting the work under that labul,

On another point, given that,no estimates or assumptions as to the
probable range of own dumand clusticities or cross-price elasticitie;
with corvina, lenguado or other £ish were presented, on what
scientific basis can it be stated that prices may be raised 50-60:
with no likely sales rustriction? Argumaents based on deference to

@ persan's world wide ruputation do not substitute for logical or
statistical inference. ' '

The market analysis dous not cven give us an idca of the quantity
of trout produced in Feru, nor identification of market channels
(intraregional, interregional, export), an idea of costs and
returns in other regions, etc., as called for in the contract, in
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order to provide sufficient justification for expanded replication
of the project in other highlaid areas in Peru, as called for in
the contract. LInstead what is concluded is (see Appandix A of
the Eyaluation) *.,, to ruly identify the market potential fox
trout will require an in depth market survey which could be

- conducted by the Ministry of Fisheries." 'Since we consider

that the infonmation noted in this Paragraph is necessary for
determining the fuasibility of an expansion'of a fresh water
fisheries program in Peru, we will attempt to contract a

study with the Ministry of Fisheries for an in depth market
survey.

Had an economist buen lncorporated early during project implementa-
tion, as was plunued, he' could have provided guidance and a scape
of work for such o market study, to complement the information .
being gencrated by the pilot project and thereby determine
replication feasibility. Please make arrangements so we can

do this as soon as possible.

We are anxious for results of the fish and feed analysis since,
as I explained in our last phonc conversation, the mortality hasg
reached disastrous proportions. As I notified Dr, Post in my
cable, the affected fingerlings are back on the old diet. There-
fore in orxder to,prevent the entire project from regressing back
to the 4 to 1 conversion ratio, ingredient supply availability,
balanced feed formulation, and whatever else is contributing

to the problem require further atteantion.

From what we consider a less than adequate economic analysis
of the project and components we understand CSU considers
Huashao fish faxm and lake Yanacocha as viable enterprises
and are waiting for more data on the Acopalca fish farm and
lake Purhuay.

As for the replication of the pProject in other areas we consider
that the information contained in the analysis is insufficient;
4t prescent, to recouwmend a more extensive program in Peru, -

To conclude, we, like yourself, have a strong interest in making
the experiment work., I am here to help you in any way I can to
see that the project is standing on its own feet by the end of
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SUB-PROJECT
—————— e

Pallet Plant

Huaraz Hatchery

Huashao Fish Fam

Acopalca Pish Famm

Purhuay Laka

Yanacocha ".aka

PROGRAMMED OUTEUT

360 H’I‘/.yt of balanceq
faed

2 million’ fingerlings
per year

36 MT/yxr of trout pro~
duced and marketed

36 MT/yr of trout pro-
duced and marketed

10.8 MT/yr of trout pro—
duced and most of it con-
sumed by cammunity mem-
bers

1.6 MT/yr of trout pro—~
duced and most of it
consumed by camunity
membars ..

ATTACHMENT §2°

MODIFIED OUTPUT
300 W/YF of pqlancq_d fggq
2 millon fingerlingn pax
year (with additionsl =~
incubators under procuye-
maent)
20 MT/Yr of trout prodquq
and marketed

36 MT/yr of trout Produceq
and markaeteq

4 MI/yr of trout

2.5 MT/yr of trout

ESTIMATED DATH

! ' PROGRESS OBTAINED

Year 1979

Year 1980

TO BE REACHED
bac. 81

Peac. 80

. 80

Qlc. 91

Juna 81

22 HT/yx of balanced
feed-

1.2 million of finger-~

lings

0.3 MT/yr trout

6/80
20 MT/yr of
balanced feed

oo
|
=
2 Mr of trout >

produced and
marketed

118YTIVA

0.6 MT/yr of
trout
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