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AGRICULTURAL RESEARCH AND INFOIMATION SYSTEM 
PROJECT No. 596-0048
 

ROCAP/GUATEMALPA 

EXECUTIVE SUMMARY 

Introduction
 

A grant agreement was signed in May 1975 with the Inter-American Institute
 
of Agricultural Sciences (IICA) of the Organization of American States for the
 
development f a regional information system involving agricultural research 
and planning. IICA was founded in 1942 and is located in San Jose, Costa 
Rica. IICA objectives are to assist Latin American and Caribbean countries in
 
stimulating and promoting rural development and expanding agricultural
 
production. 

The project, entitled Program for Agricultural Information for the Central
 
American Isthmus (PIADIC) by IICA, was funded and administered through AID's 
Regional Office for Central American Programs (ROCAP) in Guatemala. The 
project originally included Costa Rica, El Salvador, Guatemala, Honduras, and 
Nicaragua, but was subsequently amended to include Panama. The first phase of 
the project 'nded on March 31 , 1979, and the project was extended to cover the 
27-month extension period of April 1, 1979, to June 30, 1981, increasing total 
authorized funding to $3,397,000.
 

The purpose of the project was to improve the collection, analysis, and 
use of relevant small farm data on which improved research and planning action 
can be taken nationally and regionally in Central America and Panama. 

Scope 

Because the first phase of the project ended on March 31, 1979, and under 
the continuation phase it was re-designed with a narrower, more specific
focus, we limited our scope of review to the extension period to determine 
whether the goals and objectives were being accomplished; what problems 
management should be attempting to resolve; and what actions management should 
be taking to improve the situations noted. 

Audit Conclusions
 

IICA's financial accountability was generally good. We found, however, 
that supporting documentation for expenditures incurred in the participating 
countries for national surveys were not always being kept at the IICA country
office. A test check in two countries of over 50 percent of these costs 
disclosed that the expenditures were properly supported and documented. We 
believe that supporting documentation for all expenditures, including national 
surveys, should be kept at IICA headquarters. (Page 5). 

Although an accounting breakdown of IICA's $1,107,500 counterpart

contributions was not being kept by IICA, we determined that IICA was not 
providing the agreed upon technical assistance to the project. About 69 
percent, or $766,800 of IICA's counterpart contribution was to be applied 
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to personnel costs for 219 person-months of technical assistance. Wefound that only about 159 months or 72 percent of the planned months willoe provided by the completion of the project in Ju'ne 30, 1981. Thefailure to provide the agreed technical assisi:ance has caused delays inproject progress. Although we observed that IICA was contributing
logistical support to the project, we could not determine the dollar valueof the remaining $340,700 in counterpart contributions that was to bep,.ovided for logistical support. In order to determine the extent thatIiCiA has contributed its agreed upon resources to the project, we believeIICA should provide an for itsaccounting counterpart contributions.
 
(Page 5).
 

The required U.S. technical assistance was not being provided theproject. However, IICA's failure 
to 

to provide the agreed upon counterparttechnicians and lack of timely information on Participating Agency Service
Agreement (PASA) funding levels have resulted in shortfalls. Only U8, or70 percent, of the total 126.5 planned months of U.S. technical assistance
will be provided through the IICA by the end of the project. RCrAP washaving problems with AID/Washington in obtaining information concerningunexpended IICA balances, transferring inccr,4 ct charges made to thepr': ject, and amending the PASA. We recolened that AID/Washington take
inui:-diate action to resolve these matterL. 
 (Page 7).
 

Generally, the project purpose has been met. Although much progressi . been aqcomplished, the planned project outputs will, not be fullyaci.ieved by the completion of the project. Because o- high turnover of_,tional technicians, training must be continuous 
to maintain a trained
CL;,:e staff at the country level. 
There was strong interest in the PIADIC
project by participating countries. IICA was preparing for a 2-1/2 yearcontinuation of PIADIC activities upon termination of financial support by
ROCAP in June 30, 1981. We believe continuation of project activities byIICA after termination of ROCAP funding will ensure
help eventual

achievement of unaccomplished objectives and outputs. 
 (Page 9).
 

Although project evaluations were not done as planned, a recent:valuation highlighted the progress made, identified problem areas, andmade several draft recommendations directed IICA.at We reconmended thatROCAP work with IICA to implement the evaluation's final recommendation. 
(Page 14). 

While the technical aspects of the project were well monitoredfinancial project monitoring could have been i'proved. In the matter ofTICA counterpart staffing, corrective action should have been requiredwhen IICA first showed a reluctance to fill key positions. (Page 16). 
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BACKGROUND
 

Inter-American Institute of Agricultural Sciences 

The Inter-American Institute of Agricultural Sciences (IICA) of the
Organization of American States (OAS) is the specialized agency of the
Inter-American System for the developmert of the agricultural sector. It was
founded in October 1942 with legal capacity as an autonomous 
inter-governiental institution operating within the general policy framework 
of the OAS for the Hemisphere. 

IICA Headquarters is located in San Jos6, Costa Rica. IICA objectives are
"to assist the American States in stimulating and promoting rural development 
as a means of attaining the general development and well-being of the 
population, and to support the efforts of the American countries to: 

-- Expand agricultural production and productivity in line with increases 
in population and income, with special emphasis on products that can be 
sold on world markets, provide energy supplies, or improve the diet of 
the population.
 

--	 Increase the capacity of the rural sector to generate employment

opportunities in proportion to the growth rate of the active rural 
population.
 

--	 Help rural dwellers incorporate themselves into development activities 
and achieve a state of equal opportunity in society." 

IICA has a membership of 27 hemispheric countries from Latin Americaand 
the Caribbean, including the United States and Canada. IICA maintains 
permanent offices in the member countries, staffed by resident specialists and 
support personnel who are able to respond immediately to the countries' 
requests. Several observer countries contribute to IICA's work, including
Austria, Belgium, Egypt, France, Germany, Italy, Israel, Japan, the 
Netherlands, Portugal and Spain. 

The regular source of income for IICA is comprised of annual contributions
 
from member governments, calculated each year on the basis on an adaption of
 
the quota system used by OAS. The quota for the United States is 66 percent
($9.2 million) of the approved budget for calendar year 1981. IICA also
rec4_eives resources from contracts and agreements, contributions and grants
that the Institute negotiates with national governments and private
institutions and international organizations, and donations and additional
 
contributions from governments including AID, for developing specific

projects. For calendar year 1981 these resources total $17.7 million. (AID
will contribute about $1.3 million for four specific projects.) Additionally,
the Simon Bolivar Fund provides $2.5 million. This fund was originally

established with a grant from the Government of Venezuela and receives 
additional contributions from recipient countries. Thus, IICA resources for
 
calendar year 1981 total about $35 million.
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Project Purpose
 

A grant agreement was signed i.n May 1975 between AID and IICA for thedevelopment of a regional information system involving agricultural research
and planning. The project was approved for a four-year period at a fundinglevel of $1.4 million. The project is entitled Program for AgriculturalInformation for the Central American Isthmus (PIACIC) by IICA (No. 596-0048).The project was funded and administered through AID's Regional Office for
Central American Programs (ROCAP) in Guatemala. 

The project supports development activities and programs which (a) furtherregional economic integration of Central America, (b) support bilateral USAIDcountry programs that lend themselves to regional applications, and (c)
provide centralized services to USAID missions in Central America.
 

The project originally included five participating countries; Costa Rica,
El Salvador, Guatemala, Honduras, and Nicaragua. Interest soon developedamong Panamanian planners and information management technicians in theproject, and in January 1976 Panama formally requested to be included in theproject. The project was subsequently amended to include Panama. Total AID 
grant funds of $1,929,000 were obligated for project activities.
 

The project was extended in February 1979 to cover the 27-month extension 
period of April 1, 1979, to June 30, 1981. An additional $1,468,000 in AIDgr.,nt funds was authorized, increasing total authorized AID funding to$3,397,000.
 

The total cost of the project extension was estimated to cost $2,575,500with AID providing $1,468,000 (57 percent) and IICA contributing $1,107,500
(43 percent). 
 Of the total project extension cost, $2,099,800 was to go for
technical assistance, including AID grant funds of $1,333,000, and $460,700

for other costs such as evaluations, short-term service contracts, supplies
and materials, and operating expenses, including AID grant funds of $120,000.
The balance of $15,000 was to go for commodities from AID grant funds.
 

The first phase of the project ended on March 31, 1979. The purpose ofthat phase, was to forge a cooperative and coordinated effort by regional and
national institutions in Central America to: 
 (1) upgrade quality of research
arx! orient it to needs of small farmers; and, (2) create a regionwide system
for effectively managing agricultural information.
 

The goal of this project phase was to continue the improvement of regionalinstitutions so that the rural poor in Central America and Panama will haveincreased outputs and incomes from the land they work. According to the grantagreement, the project has been designed to complement and concentrate closelyon activities mostthat directly support agricultural research and related

information needs in the region. 

The purpose of project to improve thethe was collection, analysis, and use of relevant small farm data on which improved research and planning action can be taken nationally and regionally in Central. America and Panama. 
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PIADIC is not in itself an action program, but rather a localized anc 
readily available source of specialized technical assistance which provider:
state-of-the-art and widely accepted methodology, as well as regional4
relevant experience to country-level research and investigation programs.
 

Prior Audits
 

This is the third review of this project. Our first review (Audit Report

No. 1-596-77-36) was issued in March 1977 and was a comprehensive survey of 
program operations and support activities of ROCAP in Guatemala. The report
disclosed no problem areas and determined that ROCAP was adequately

controlling project costs through a pre-audit reimbursement process and that 
monitorship of project implementation was adequate.
 

The Regional Inspector General for Washington made a review (Audit Report
No. 80-95 issued in August 1980) of an AID-supported project with IICA to 
improve agriculture sector planning and policy analysis. At the same time a 
cursory review was made of all other AID-funded activities with IICA.
 
Information obtained during the cursory review was transmitted to appropriate

officials in the Bureau for Latin America and the Caribbean. The cursory
review found that, generally, IICA's financial accountability for AID programs

was good; however, it disclosed some problems with this project. Some costs 
that were not project-related had been charged to the grant and there were 
procedural discrepancies on the handling of consultant contracts. Corrective 
action was taken by IICA to prevent recurrence of these problems.
 

Scope
 

Because the first phase of the project ended on March 31, 1979, and under 
the continuation phase it was re-designed with a narrower, more specific

focus, we limited our scope of review to the extension period to determine 
whether the goals and objectives were being accomplished; what problems 
management should be attempting to resolve; and what actions management should 

standards and included examination of ROCAP/Guatemala, ROCAP/Costa Rica,
 

be taking to improve the situations 
expenditures totalled $2,994,342. 

noted. As of March 31, 1981, AID grant 

Our review was made in accordance with generally accepted auditing 
an 


and TICA/PIADIC files and discussions with ROCAP and IICA/PIADIC officials,
including IICA/PIADIC officials in Panama and Guatemala. The period covered 
by our audit was April 1, 1979, through March 31, 1981.
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AUDIT FINDINGS, CONCLUSIONS AND RU-'TxW NDATIONS 

Project Status
 

The current project is a continuation, with substantial modification, of 
an agricultural research and information system program which began in 1975. 
The first phase of the project ended on March 31, 1979, and the project was 
ext-ended an additional 27 months to June 30, 1981. 

In July 1979, PIADIC was integrated into IICA's permanent agricultural
information division. Centro Interamericano de Documentaci6n (CIDIA), as one 
of three divisions. 
 In January 1980, an additional change in the
 
administrative structure of IICA involved the PIADIC project. As part of an 
internal reorganization, PIADIC ceased to exist as 
one of the three divisions
 
of CIDIA and became a project within CIDIA, prescribed to interact with all 
seven IICA lines of action.
 

The general strategy during the lifetime of the project was to concentrate
 
during the initial phase until February 1979 on raising an awareness among
policy and decision makers in Central America of the necessity for an 
inteigrated and complete agricultural information system, the use of which
would improgre national research and planning to the benefit of the countries 
in general 4nd the low-income farmer in particular. 

During the second phase or implementation phase, emphasis was placed on
the development, introduction, and transfer of technology and methodologies to 
national agricultural research, planning, and statistical institutions. By
the end of the project period, June 30, 1981, an integrated series of 
methodologies on how to collect, manage, analyze, and use agricultural
information in support of national research and planning activities will have 
been developed and tested in the six cooperating countries.
 

In all countries the interest in the applied methodology has been positive
and encouraging. Research institutions and sectorial and national planning
offices in all the six countries have used 
and applied and developed
 
methodologies. 

Financial Review 

Our review of IICA's accounting records disclosed that IICA follows
its own established procedures, described in their Accounting and 
Administration 
Manual, which is in accordance with generally accepted

accounting standards. IICA's accounting records clearly identify the AID 
grant funds through an accounting cost code. One set of supporting documents 
for each reimbursement request is segregated from the usual filing procedure 
to facilitate reviews of expenditures.
 

We performed a test check of supporting documents at IICA
headquarters. We selected the months of April and July 1980, and other major
expenditures incurred during calendar year 1980. We tested $68,087, or 12
percent of 1980 expenditures. The costs reviewed were properly supported and
documented, except for $531; which should have been charged to another project.
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We brought 	this to 
the attention of IICA officials, who made 
the nccessary

adjustment.
 

During our 	review, we noted that
participating countries to carry 
IICA had made reiubursements toout national surveys and area pr-ofiles underthe PIADIC 	program. 
 As of December 31, 1980, expenditures for national
surveys totalled about $50,193. We

documentation for expenditures 
found, however, that copies of supportiqg

irnurred "in the participating countries f6r
these national surveys notwere always'.beihg kept at IICA headquar.ters, butwere on file at the IICA country office. We performed a test check ofsupporting documents for these expenditures in Guatemala and Panama. Wetested $26,326, or about 52 percent of these expenditures and verified that 
th-: expenditures were properly supported and documented.
 

We believe that 
 supporting documentation for all expenditures,including national sutveys, should be kept at IICA headquarters in order toensure that funds are properly expended. We brought this subject to theattention of IICA officials w,,ho agreed to obtain and keep a set of copies of
supporting documents for all expenditures incurred for national surveys.Although IICA agreed to take immediate action, we believe that ROCAP shouldfollow up and determine that IICA has taken the necessary action. 

In commenting on our draft ROCAPreport, officials informed us thatthey were planning to undertake a review of such documentation in late June or
early July .1981. Since ROCAP agreed to follow up at IICA Headquarters todetermine that all supporting documentation was being kept at IICA, we are not
making a recommendation.
 

Counterpart 	Contributions
 

IICA did not provide counterpart technicians' as agreed to inlatest project agreement. Thus, a significant amount of technical 
the 

assistancewas not provided during the implementation phase of the project.
 

IICA, in Section 5.3 of the project agreement, agreed ti contributeor cause to be contributed the equivalent of at least $1,107,500 during the
27-month extension 
period. Contributions 
of $200,000 from participating
regional and national agencies were also anticipated for personnel to becostsdevoted to the project for planning and coordinating the program.
 

Of IICA's $1,107,500 contribution, $766,800, or 69 percent, was to be
applied 
to personnel costs for 219 person-months comprised principally
short and 	 of
long-term technical assistance. The remaining $340,700 
 in
counterpart 	contributions were 
to cover 
the costs of facilities maintenance,
office space, secretarial 
services, administration 
of six national offices,
one regional office, and the headquarters facilities in Costa Rica providingoffice, meeting, and training facilities for the project.
 

According to IICA officials, it was IICAnot policy to separatecounterpart 
project due 	

costs by salary, facilities, equipment or operating expenses byto the large quantity of projects funded by international privateorganizations. 
Thus, a cost breakdown by component was not available.
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While an accounting breakdon of counterpart contributions was not 
being kept by IICA, the PIADIC coordiihator did have inform tion on 
person-months. Of the 219 person-months IICA agreed to provide by the 
completion of the project period on June 30, 1981, it was estimated that about 
159 months or 72 percent of the planned months will be provided. A sunTMiry 
breakdown by output component of the actual months of technical assistance 
provided by IICA through February 28, 1981, and estimated through the end of 
the project is shown below: 

IICA Contribution
 

Planned Actual as Estimated as (Shortage End 
Output Per ProAg of 2/28/81 of 6/30/81 of Project) 

I 27.00 -0- -0- (27.00) 
II 67.50 41.25 51.00 (16.50) 

III 47.50 42.00 44.75 ( 2.75) 
IV 77.00 56.00 62.50 (14.50) 

TOTAL 219.00 139.25 158.25 (60.75)
 

No action has been taken, or will be taken, on the part of IICA to 
staff PIADIC in a manner to support Output I, the use of area frame sampling 
me-hodology, during the remaining project period. This lack of action and 
other delays in providing the agreed technical assistance by IICA have caused
 
delays in project progress.
 

Of the remaining $340,700 in counterpart contributions, we could not 
determine the dollar amount provided by IICA for logistical support. However, 
we observed that IICA was contributing logistical support such as office space 
facilities, furniture, meeting space, and secretarial services. 

Although IICA officials could not provide an accounting breakdown for 
the $200,000 contributed by participating national agencies, they felt that 
this contribution had been fully reached and probably exceeded. 

We believe that ROCAP should require IICA to provide an accounting
 
for countrpart contributions in order to determine the extent that IICA has, 
or has not, contributed its agreed upon resources to the project.
 

RecomTendation No. 1
 

ROCAP should require IICA/PIADIC officials 
to provide an accounting for its total 
counterpart contributions to Project No. 
594-0048. 

(ROCAP concurred with this recommendation and will request IICA t keep an 
accounting for its counterpart contributions for all future projects.) 
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Participating Agency Service Agreement (PASA) 

The technical assistance required under PASAa with the U.S.Department of has beenAgriculture not provided according to the projectplan. IICA's failure to provide the agreed upon counterpart technicians andlack of timely information on PASA funding levels have resulted in shortfalls.
 

Services of U.S. technicians and their support costs to
were be
financed under the grant agreement through the U.S. Department of Agriculture
(USDA). A Participating Agency Service Agreement between AID and USDA wasimplementing the project. of 31, 1981, PASAAs March obligations totalled
$1,651,000 and expenditures totalled $1,590,888 leaving 
an unexpended balance
 
of $60,112.
 

According to the 27-month extension plan, 126.5 months of technical
assistance were to be provided through PASA. By thethe completion of theproject period (June 30, 1981), it was estimated that about 88 months or 70percent of the planned months of technical assistance will have beenprovided. A summary breakdown by output ofcomponent the actual months oftechnical assistance provided by the PASA through February 28, 1981, and
estimated through the end of the project, is shown below:
 

Planned Actual as Estimated as (Shortage End
Output Months of 2/28/81 of 6/30/81 of Project) 

I 39.5 24.00 27.75 (11.75)
II 57.0 
 34.00 38.50 (18.50)


III 3.0 .75 1.50 ( 1.50)
IV 27.0 20.00 20.00 ( 7.00) 

TOTALS 126.5 
 78.75 87.75 
 (38.75)
 

The primary reason for the shortage in providing technicians underPASA was largely due to IICA's failure to provide the agreed upon counterpart
technicians. For example, IICA did not staff PIADIC to support Output I, the use of area frame sampling methodology. According to the PASA foradvisorthis activity, it was necessary for him to do the actual work because IICA 
never provided the agreed 
 upon full-time counterpart technician. As
previously discussed under the Counterpart Contributions Section of this
report, IICA has not provided, nor does 
 it plan to at this late time, a singleman-month of technical assistance to this highly important segment of work.Expertise with area frame development and utilization resides mostly with thePASA-funded position and will be lost when the project period ends.Consequently, IICA will not have technical capability to support this activity
wh-'n AID funding terminates on June 30, 1981.
 

Another reason for the shortage was the conversion of one of the PASA
advisors to a ROCAP direct-hire position in 1980. The PASA position was not 
subsequently filled.
 

We also found that there have been serious conmmunications problemscreated by the lack of timely communications relating to PASA funding and USDA

billings for services. Some of the problems werp
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--	 Because of the uncertainty of the level of P.9A funds remaining
for services, there was a reluctance by PIADIC to request
additional PASA assistance for fear of over-progranming. 

--	 USDA billings to ROCAP were two to three years late. 

-- Billings did not specify the services to which the billing 
applied nor the time period covered. 

These communication problems have had a negative impact on 	 project
financial planning. For example, ROCAP was unable to revise life-of-project
financial requirements in fiscal year 1979 for lack of USDA billings for PASA
expenditures for the past 2 years. This crucial information was requested in
May 1979, but it was not provided until October 1979. Also, it was necessary
for PIADIC to hold back on programming of PASA-financed activities because of
the uncertainty of the financial situation. Consequently, some planned
PASA-funded activities will not be carried out. 

Both AID and USDA officials were aware of the problems and have taken
 
some steps to solve them and to improve their communications regarding PASA
budgets and funding availabilities. However, the results have not 
been
 
completely satisfactory. For example, USDA had not billed AID for all ROCAP
PASA expenditures. As a result of a visit to 	ROCAP by the USDA Program Leader
for Technical Assistance of Latin American Programs in September 1980, USDA 
subsequently billed AID for PASA expenditures totalling $194,206. 
 However,

the billings did not specify the services to which they applied 
nor the time

periods covered. Furthermore, in our review of these current billings, we
found $17,038.90 incorrectly charged to the PIADIC project. This amount
should have been charged to another ROCAP project. We brought this to the
attention of ROCAP arcounting officials who agreed to make the necessary 
adjustment.
 

During the visit by the USDA Program Leader, several discrepancies
and actions to be taken were noted. As a result, in October 1980 ROCAP
requested the Bureau for Program and Management Services, Office of Contract
Management, Services Operations Division (avM/SOD), AID/Washington to provide
information concerning unexpended PASA balances, to transfer certain charges
incorrectly made to this project, and to amend the PASA. ROCAP subsequently
sent follow-up telegrams on January 23, 1981, and March 31, 1981, to resolve
these matters, but as of April 10, 1981, Ca/SOD had not responded. We believe 
that resolution of these matters is long overdue. CMv/SOD should take

irmediate action to resolve these matters as the project terminates on June 
30, 1981.
 

Recommendation No. 2
 

CMv/SOD should initiate immediate action to
 
(a) provide ROCAP with information
 
concerning unexpended PASA balances, (b)
transfer charges incorrectly made to the 
PIADIC project, and (c) amend the PASA, if 
necessary. (ROCAP concurred with this 
recommendation.) 
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Accomplishments
 

Much progress has been made. Improvements have been made in thE
collection, analysis, and of data
use 
 for improved research and planning.
However, the planned project outputs have not been fully achieved.
 

PIADIC methodologies on data management, area profiling, and alternativEproduction methods have been accepted and tested by national institutions.Appropriate methodologies and manuals for management of area specificinformation have been developed and applied by PIADIC. Training programs tcteach national technicians to collect, 
 store, manage and analyze
socio-economic and scientific and technological information have been given byPIADIC and the base thefor creating necessary expertise has been established 
in national institutions.
 

The project paper identified specific outputs that were to result 
from this project.
 

Project Outputs 

The planned outputs were to include: 

Output 1 -- National rural sector socio-economic statistical data 
were being collected using sample frame methodology in 
six countries.
 

Output 2 -- Priority data bases were to be developed and used insupport of research design and agricultural sector 
planning.
 

Output 3 -- National information centers with improved numerical and
documentary data control, nemory, analysis and exchange
were with atto have been operating in six countries,
least three of the key national agricultural research and
information institutions cooperating closely 
in using

standardized methodologies.
 

Output 4 -- IICA was to have the capacity to provide adequate

follow-up technical and organizational assistance to
national and regional organizations for continually

upgrading agricultural data bases 
and their use in
 
support of research design and agriculture plarning.
 

Based on data we reviewed, we found that much progress has been made;
however, the anticipated project outputs will not be fully achieved by the end
of the extended project period. Progress has been made in the following areas: 

-- By completion of the project, all six participating countries 
were to be using the area frame sample methodology in a planned
program of data collection. We found that the six participating 
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countries were usiong the ari. , frami methodology, but at 
different levels of effectiveness. 

--	 200 technicians were to be traincu _nd participating i,-a 
planned program of data collection, han:ltij and use for sariple
frame methodology. Ls of March 1, 198]., 144 technicians have 
been trained in their counttries and 58 irore were scheduled for
training by the eni of the project: period. In addition, 103 
surveyors were trained.
 

--	 Methodologies in data generation, processing, analysis and 
sumarization were to have been developed and in use. T1hree 
different techniques for statistics data have bee. developed by
PIADIC, and somle of them have teen introduced in the six
participating countries. The status of implemen tation was at 
different levels.
 

--	 12 area specific profiles of information and production packages 
were to have been developed. A total of 14 ait.a profiles have 
beeoi made in participating countries. Area pjQfiles for El
 
Salvador were abandoned due to the political situation.
 

--	 200 national technicians were to be trained in methodologies and 
procedures in data base development for the establishment of the
naticnal information centers networks. As of March 
31, 1981,
 
281 technicians 
had been trained. Training was terminated
 
because the participating countries did not have the necessary

funds to purchase the required computer and software equipment
 
to develop the national information centers.
 

--	 A national thesaurus was to have been developed and used in each 
country. Development of a thesaurus has been dependent on 
national interest to a great extent. Although a broad national 
thesaurus has not been developed in any country, all
 
participating countries have a limited thesaurus for
except 

Panama and El Salvador.
 

A draft evaluation report, dated January 1981, prepared by a
 
University of Missouri Evaluation Team recently assessed the current status of
 
the project.
 

:s 	draft report concluded:
 

--	 PIADIC had effectively stimulated region-wide interest in 
improved methods of data collection, analysis, and use. Because 
of different starting times, different personnel and financial 
resources, arid different objectives of country 
institutions,

each country had progressed at different rates towards
 
institutionalization of information systems.
 

--	 AID missions in the four countries visited (Costa Rica,
Guatemala, Honduras and Nicaragua, were strongly supportive of 
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-- 

those parts of the PIADIC program which were of most interest to
 
the individual countries.
 

-- There was limited ability in the four countries visited to
 
support the developnent of information systems without outside 
assistance.
 

IICA's capacity to collect, analyze, and interpret data has been
 
strengthened by the PIADIC program. 

-- In the four countries visited, towardprogress end-of-project 
outputs had advanced little beyond application of area frame

sampling proccedures. 

-- None of the national information systems appeared to have
reached a stage of development necessary to produce the required
project outputs for planners and agricultural researchers.
 

Accoraing to the draft evaluation report, some PIADIC staff 
 estimate
that a two-year continuance of the project, which erns in June 1981, will berequired to fully institutionalize activities in national agencies in all
countries. Each cooperating country was moving at a different rate and amodest level of support will be necessary over an extended period of time to 
fully meet the goals of the project.
 

Severe political unrest within the region has also caused delays,
lack of continuity, rapid changing of national technical and administrative 
personnel, and changing priorities within the countries.
 

According to project by the thethe plan, ccapletion of projectperiod, PIADIC were haveactivities to been fully institutionalized asintegrated parts of IICA's program. IICA would at the completion of theproject, have the capacity to provide continuirg follow-up technical and
organizational assistance 
 to national and regional organiztions for
continually upgrading agricultural and their use indata bases support of 
research design and agricultural planning.
 

A great deal of expection has been built up in the cooperating
countries for technical assistance in PIADIC activities. The participating
countries will need a considerable amount of assistance and training to fullyinstitutionalize these activities. According to the evaluation report, "IICA

stands to lose considerable credibility if such expectations are not met. It seems critical for IICA and ROCAP to insure that this capability is sustained
 
in IICA".
 

We met with IICA/PIADIC staff and other instii-otional officers andtechnical personnel in Guatemala and Panama and discus.,od the accouiq]ishments
and shortcomings of the PIADIC project. Our discussions confirod that therehad been much progress, but the planned outputs would not be fully achieved by
the end-of-the-project period. 

We found that there was strong interest in the PIADIC project. InGuatemala, area sample frames were being developed to obtain valid data at the 
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regional level. Guatemala is divided into eight reqions. An area sanpleframe has )een developed for one region work on area frameand sample hasstarted for another six regi(ns. Data had been gather ci for two area profiles
and Guatemala has plans to make two more area profiles. 

The construction of area frame sample segments were funded primarily
by USAID/Guatemala under a loan (No. 520-T-026) to the Government of Guatemala. 

In Panama, two area profiles were recently completed and requests to
perform four more area profiles have been formally submitted by the Government
of Panama. One of the area profiles resulted in a $20 million 
rural

development project approved and to be 
 financed by the Inter-American

Development Bank. The four requested profiles were to be used to prepare arural development project that will be financed by the World Bank. We weretold that two additional requests were being formalized and were anticipated
in the near future.
 

Although Guatemala had done a considerable amount of work to developa national information system, it was not yet operative. Legislation wasbeing proposed to establish an agricultural information system as a separatebudget item. Until legislation is approved, the system will not progress
effectively.
 

Panama had not established an agricultural information center. There
 were plans to create such an autonomous institution, but it was not expected 
to become legally authorized until after 1984.
 

We believe it is crucial to the success of the PIADIC project that
IICA continue 
to provide follow-up technical and organizational assistance to

the national organizations in support of the project objectives.
 

Continuation of PIADIC Activities
 

We found that at the time of our review IICA was preparing forcontinuation of PIADIC activities upon termination of financial support byROCAP in June 30, 1981, in order to maintain the present stage of preparedness
and to improve the store of training already given. In March 1981, the PIADIC
Coordinator presented continuation plans for PIADIC project activities with
IICA funding which was tentatively approved by IICA's Director General. The
continuation 
 plan calls for a staff of four full-time technicians for

remaining six months of 1981, and 

the 
a staff of five full-time technicians for

1982 and 1983. Additionally, a full-time secretary would be provided.
 

IICA's total cost for the 2-1/2 year project continuation period
was estimated to be $588,800. Of the total project continuation cost,

$471,800 was to go for salaries and $117,000 was for operational costs such as
travel and per diem, data processing, training and meetings, supplies and 
communications.
 

IlCA admittedly will 
not have the technical capability to
 support Output I, area sample frame methodology, beyond June 30, 1981.

According to PIADIC's continuation plan, technical assistance to support and 
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maintain the construction and use of area frame sampling techniques would bEbarried out aon bilateral basis through betweenagreements appropriate
national institutions and the local AID missions.
 

ROCAP officials were aware 
 of 
 IICA's lack of technical
capability to support area frame development beyond June 30, 1981, and were in
the process of formulating plans to arrange for any required future technicalassistance on a shert-term basis under a PASA contract. Since ROCAP was awareof the situation 
and was taking corrective measures, 
we are not making a

recommendation.
 

Technical Training
 

PIADIC officials did not know how many of the persons trained in
the six participating countries were still in service 
in their assigned

positions.
 

PIADIC and PASA staff have provided appropriate technicaltraining to 528 persons in the six participating countries during the periodof April 1, 1979, through March 31, 1981. As discussed in the Project OutputsSection of the report, technical training was prorided to 144 technicians indata collection, handling useand for sample frane methodology, 103 surveyors,and 281 technicians in methodologies and procedures in data base developmentfor the establishment of the national information centers network.
 

PIADIC officials had noted that in the past there was a highturnover 
of national technicians. According 
to an IICA survey taken in
Central America, the 
no 

average person remained in his or her assigned positionmore than 1.4 years. This figure was averaged out between regional andnational institutions and included all levels of responsibility and tcchnical 
expertise.
 

Neither PIADIC nor PASA staff knew how many of the personstrained were still in service 
in their assigned positions. However, the
PIADIC project coordinator estimated that as high as 50 percent of the persons
trained may no longer be working in their assigned positions. While PIADICofficials recognize a high turnover of national technicians, they do not havea follow-up policy to determine which persons had left or were still workingin their assigned positions. According to the PIADIC project coordination, it
was not IICA's policy to enter into contracts with participating countries or
attach strings as a condition for such training.
 

Because of high turnover of national technicians, training must
be continuous to maintain a trained core staff at the country level.
 

PIADIC's 
 budget proposal for their 2-I/2-year project
continuation period included $36,000 for training and meetings. We believeROCAP should determine whether the funds budgeted for training by IICA will be
sufficient to provide the necessary training to maintain a trained core staffat the country level in light of the recognized high turnover of national 
technicians.
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Conclusion
 

Generally,
been 

the project purpose has been met. Much progress ha!made; however, the planned outputs have beennot fuly achieved. Webelieve that continuation of project activities by IICA/1-1ADIC aftertermination of AID funding will help ensure eventual achievement of
unaccomplished objectives and outputs.
 

Project Evaluations
 

The evaluation program has not been carried out in accordance with theterms 
of the project grant agreement. Had the evaluations been done in a
timely manner, the problems discussed in other sections of this report could
have been alleviated or corrective action could have been taken sooner.
 

The initial project phase was evaluated twice. The end--of-project
evaluations noted a number 
of significant accomplishments, although
aspects moved more slowly than 
some
 

anticipated. The end-of-project evaluations
noted a number of significant accomplishments, although some aspects moved
 more slowly than anticipated. The evaluation 
team concluded that the PIADIC
project as originally conceived was 
too ambitious, but recognized the strong
interest in certain 
aspects of the project by participating countries.
Several recommendations and conclusions were made that set the tone forspecifying plans and activities for the continuation phase.
 

Section 5.01 of the project 
agreement for extension
the phase
required the establishment of an evaluation program as part of the project.The program required an evaluation during the implementation of the projectand at one or more times throughout the project period. According to theProject Paper, three evaluations were anticipated during the 
 27-month
extension period, one in June 1979, another in June 1980, and the finalevaluation in May-June 1981. 
 However, the evaluations have not been made as
planned and only one evaluation had recently been performed.
 

The evaluation highlighted the progress toward attainment of project
objectives and outputs, identified problem 
areas and constraints inhibiting
such attainment, 
and made several recommendations which focused on areas

needed to overcome such problems.
 

ROCAP generally concurred with the draft evaluation findings. Inconmenting on the draft report, ROCAP requested that several issues beaddressed and in finalincorporated the report. Basically, ROCAP requested amore quantified presentation of the status of each activity, both regional and
national as copared to the planned outputs.
 

The draft evaluation report recommended to IICA that:
 

-- "PIADIC should be made a permanent part of the IICA structure to
 ensure a firmer foundation for continuing the necessary technical

assistance needed by the cooperating countries.
 

-- AID missions should consider further for of
funding development

specialized agricultural and information centers.
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-- In order to continue the technical assistance necessary fulfill
to
expected demand from participating countries, persons in the
following specialities should be retained by IICA:
 

a) Area frame development and use.
 

b) Natural determinants information
 

c) Socio-economic data.
 

d) Agricultural technology.
 

e) Systems analysis.
 

-- IICA and ROCAP should seek support for continued maintenance of atechnical capacity within the region to provide coordination for thisactivity and to ensure eventual institutionalization of the system of
 
sample identification and data collection.
 

-- AID missions consider 
further funding for expansion of area frames
and survey work based on them to make collected data more meaningful
for implementing agencies within the public sector.
 

-- IICA-installed capacity should include sufficient specialist
personnel to continue the needed training at their headquarters and as an outreach activity. Training materials should be developed thatbuild on experience of person-to-person technical assistance. Theinstruction should be produced in modular units using audio-visualtechniques. The package of instructional units would standardize the
training information and allow the participant to learn without
having the technician present, and to work at his or her own pace."
 

Generally, we concur and endorse the above draft recommendations. As
of April 10, 1981, ROCAP and PIADIC convents were to be reflected in the finalreport. Also, at 
the time the University of Missouri 
team conducted their
field work, 
IICA did not have plans to continue PIADIC activities after AID
funding terminates June 30, In light of
on 1981. IICA's current plans to
continue PIADIC activities and other anticipated changes, we recognize that

the recommendations in final form may change sJightly.
 

We believe that ROCAP should carefully review the recommendations and
follow-up with IICA and USAID missions to seek their resolution.
 

ROCAP generally concurred with the recommendations in the draftevaluation report and initiated follow-uphad some action with IICA and other 
USAID missions.
 

Recommendation No. 3
 

ROCAP should carefully consider the
 
University of Missouri's final 
recommendations
 
and work with IICA to implement those
 
recommendations deemed appropriate.
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Project Monitoring
 

The project was under the guidance of the RCCAP senior staff, with
specific monitoring responsibility under the Regional Rural Development
Officer, assisted by the ROCAP liaison officer in Costa Rica.
 

Our review revealed that the technical aspects of the project have beenwell monitored. Field visits 
were made frequently by RCXAP and PIADIC
officials and results these werethe of trips well documented. PIADIC staffprepared monthly, quarterly and annual reports addressing project progress. 

ROCAP officials are 
required to file trip reports for all official travel
when submitting their travel vouchers. Implementation Letter No. 22, datedMarch 20, 1980, required a trip report from all IICA staff members when usingAID funds charged to the project. This requirement also included nationaltechnicians invited to attend activities sponsored at a regional level oroutside of their particular country for which AID project fundb w-iere spent.
 

In the matter of IICA staffing, project monitoring could have been better,primarily by requiring corrective action in a timely manner. We believe thatROCAP should have required full IICA staffing during the prcject period fromthe beginning of the project extension. 
When IICA showed a reluctance to fill
key posltiohs, ROCAP should have 
insisted that IICA fill the positions
according tQ the project agreements. 

IICA's external auditor is Price Waterhouse and Company who reviews theoverall financial aspects of IICA on an annual basis. Specific IICA projectsare also audited by individual donors such as international organizations,
national government and private institutions.
 

We believe that ROCAP's financial monitori,g of both grant and IICA'scounterpart funds be We
could improved. fcund that ROCAP/Guatemala had
performed a limited financial review to determine whether IICA was complyingwith grant agreeiie.nt requirements. The review was made the week of May 7,through May 11, 1979; however, the results of ROCAP's financial review werenot formally transmitted to IICA until April 22, 1980, or almost one yearlater. The observations made by RIG/A/Washington auditors in their cursoryreview inMarch 1980 apparently prompted the formal transmittal.
 

Except for the technical assistance component, ROCAP apparently has neverreviewed IICA's other counterpart contributions to the project. We believeROCAP should require IICA to report 
on the financial status of their
counterpart contributions on a regular basis for futureall projects. Theproblem area of financial counterpart contributions was discussed earlier inthis. report under the Counterpart Contributions Section, and an appropriate 
rQcorIN flndation was made there. 

We believe ROCAP should periodically perform financial reviews on a
regular basis and promptly re'ort its findings 
in order to facilitate
2orrective action in a timely manner. Since ROX:AP funding terminated on June30, 1981, we are not making a recommendation.
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APPENrIX A 
Page 1 of 2 

LIST OF REPORT RECIPIENTS
 

Copies
 

IDCA, AID/W 1 

IDCA's Legislative and Public Affairs Office, AID/W 
 1
 

Deputy Administrator, AID/W 
 1 

Assistant Administrator -
Bureau for Latin America and the Caribbean
 
(LAC), AIDiW 5 

Lirector, ROCAP 
 5
 

Assistant Administrator - Bureau for Development Support,

Office of Agriculture (DS/AGR), AID/W 
 1 

Assistant Administrator, Office of Legislative Affairs (LEG), AID/W 
 1
 

Office of Financial Management (OFM), AID/W 1 

General Counsel, AID/W I 

Country Officer, AID/LAC/CEN,. AID/W 1 

Audit Liaison Officer, LAC/DP, AID/W 3 

Director, OPA, AID/W 
 1
 

DS/DIU/DI, AID/W 
 4 

PPC/E, AID/W I 

Inspector General, AID/W 1 

RIG/A/W, AID/W 1 

RIG/A/WAFR, AID/W 1 

RIG/A/Cairo 1 

RTG/A/Manila 
 1
 

Services Operations Division, Office of Contract
 
Management (CM/SOD), AID/W 5
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APPENDIX A 
Page 2 of 2 

Copies
 

< G/A/Karachi 
 1
 

RI.G/A/Nairobi 
 1 

IG/PPP, AID/W 1 

IG/E7AS/C&R, AID/W 
 12
 

AIG/II, AID/W 
 1 

RIG/I I/Panama 
 1
 

RIG/A/La Paz Residency 
 1
 

RIG/A/NE, New Delhi Residency 
 1
 

General AccQunting Office, Latin America Branch, Panama 
 1
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