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PROJECT EVALUATIO:.

GUYANA

A.I.D. Loan No. 504-1.-009
FEASIBILITY STUDIES

BASIC DATA

1) Borrower: Government of Guyana
2) Guarantor: Government of Guyana
3) Executing Agency: Government of Guyana
4)  Loan Amount: US $2,500,000
5) Loan Amount Expended: us $2,377,007
6) Date of Authorization: June 30, 1969
7) Date of Execution of
Loan Agreement: August 16, 1969
8) Terminal Dates:
Original Final
Commitments '7/31/71  12/31/74
Disbursements 12/31/72 9/30/76
9) Period of Report: Beginning of Project through
December 31, 1976
10) Implementation Officer: C. Gregory Smith, Jr.

11) Drafting Officer C. Gregory Smith, Jr.
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EACKGROUND

This Loan is a follow-up to Loan No. 504-L-003 which had
financed a number of feasibility studies between 1967 to 1970.
This included a study of the rice industry in Guyana (which
formed the basis for Loan No. 504-L-008, authorized at

$12.9 million); a study of selected priority coastal roads
(leading to Loan 504-L-004, in the amount of $7.5 million);
studies of the road approaches to Georgetown and New Amsterdam
(leading to Loans 504-L-010 and -011, in the amount of $6.2
million and $4.8 million, respectively); a study of the need
for a coastal road on the West Bank of the Demerara River to
the Essequibo River (resulting in a World Bank Highway Loan);
a study of the water supply situation around Georgetown
(leading to Loan No. 504-L-007, in the amount of §5 million);
a study of the economic feasibility of dredging the Berbice
Bar and Channel plus subsequent maintenance dredging; and
finally, a survey of the Insurance Industry of Guyana, which
led to the establishment of a State-owned Insurance Company.
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III. PROJECT PURPOSE AND SUMMARY DESCRIPTION

It was the purpose of this project to prepare feasibility
studies and pre-feasibility investigations with emphasis

on the agriculture and transportation sectors, culminating

in a shelf of viable projects for financing by the Government
of Guyana and/or external donors.

Studies financed under this Loan were: Agricultural

Potential of Black Bush Polder and Tapakuma - Harza Engineering
Company;* Water Supply Development for the New Amsterdam Area -
Gilbert Associates;* Dairy Industry Development - Experience,
Inc.; Hydrographic Study of the Essequibo River - E.G. & G.
International; and Agricultural Potential of the Intermediate
Savannahs - Tippetts-Abbett-McCarthy-Stratton. All of the
studies have been completed and accepted by the Government of
Guyana. Most of the studies have already been utilized to some
extent.

The primary cause for the repeated extensions of the Terminal
Disbursement Date for the Loan was the slowness by the Government
of Guyana in identifying precise areas and potential programs

for study.

The utilization of the studies financed under both Loans

No. 504-L-003 and No. 504-L-009 has been such that the concept

of financing feasibility studies and surveys cannot be taken for
granted. The Government of Guyana has, for example, decided

to invest the required funds in the CARICOM Corn-Soya project in
the Wiruni Savannah despite the fact that the TAMS study showed
this project to be of doubtful economic and financial feasibility.

* Not included in present Evaluation. To be evaluated
at subsequent date when appropriate GOG project personnel
will be able to participate.
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This decision was obviously based on factors other than
economic feasibility with the real reason for the project
likely to be an intent to open the Interior, a shift in
population centers, or pure politics.

The main point then, is that such studies -- assuming that
they are well done -- provide planners and decision makers
with the facts and figures required to arrive at more
rational choices between the competing alternatives.
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v, INMDIVIDUAL FEASIBILITY STUDIES REVIEWED

A. Title: Dairy Industry Development
B. Contract: Experience Incorporated and Government of
Guyana
Contract AID US $61,498
Amount: GOG 18,397
Total Us $79,895
Type of
Contract: Cost Plus Fixed Fee
Contractor: Experience Incorporated
1930 Dain Tower
Minneapolis, Minnesota 55402
C. Scope of Work:
The overall objective of the study was to draw up a
comprehensive, phased plan for the development of an
integrated dairy industry in Guyana, which could be used
as a basis for the development program in dairy expansion
over the next ten years. Moreover, the study was to
provide sufficient detail and analysis to support national
government financing, or alternatively to support a loan
application to an international donor agency to carry out
the recommended scheme.
D. |, Previous Evaluation:

There have been no earlier evaluations of this contractor
or the study.
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Present Evaluation:

In January 1977, USAID personnel met with

Dr. Peter Fernandes, at present Execucive Director,

Guyana Livestock Corporation, for the purpose of discussing

the concept of feasibility studies in general, the Experience
Inc./GOG contract in particular, including performance of

the contractor, accomplishments of the consultants, as well

as any actions taken by the GOG to implement the recommendations
of the study.

Dr. Fernandes, a Veterinarian, was at the time of the

contract negotiation recently appointed to the position of
Chief Veterinary Officer in the Ministry of Agriculture.

The views he expressed in connection with the present evaluation
are therefore gained from the considerable practical experience
of working with the contract consultants.

Dr. Fernandes indicated that the concept of a fund to

finance feasibility studies was a very practical one for a
country like Guyana where the appropriate officials are either
too busy to make feasibility analyses themselves or lack the
required expertise. Donor financing is normally contingent on
the availability of a completed or nearly completed feasibility
study. The ability to tap such a fund with a relative minimum
of red tape and bureaucratic delay is also conducive to the
Government's ability to test the feasibility of programs that
are proposed for implementation, but before substantial
financial inputs are committed.

Dr. Fernandes stated that the study produced by Experience,
Inc., was of very limited use to the GOG in temms of the
recommendations set forth in the study. The consultants

were highly qualified experts in the dairy industry, but
lacked experience in dealing with tropical dairying. Thus

the economic and financial analyses and predictions were too
optimistic even though they had been considerably scaled

down from those contained in the draft report. A primary
reason was that the consultants, despite frequent contacts
with local officials, never seemed to be able to assimilate

a thorough knowledge of the problems inherent to tropical
dairying and agricultural production in Guyana. Dr. Fernandes
suggested that better results would have been obtained by
depitizing two or three GOG technicians and/or planners to

the consultant team on a full-time basis. This would have
benefitted the consultants in making their report and the
recommendations in particular more realistic while simultaneously
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providing valuable organizational and mznagement

training to the Guyanese technicians. This was done in
1974 with some success, albeit on a limited scale, during
the preparation of the Nathan Associates Study on Guyana's
Foodcrops Systems. However, the most common problem is
to find competent host country personnel who can be
released from their regular functions long enough to make
a useful contribution to the study. There is no evidence
to suggest that Experience, Inc., would not have readily
accepted such cooperation, had it been available and
offered. '

Experience Inc., was selected from a group of three
proposals, which in turn had been selected from a large
number of bidders. The selection process was fair according
to Dr. Fernandes, except that the lack of experience in
tropical dairy development turned out to be more crucial
than anticipated -- esprcially since no local technicians
were integrated into the project team. It was suggested
that USAID in countries with similar problems and climatic
conditions play a more active role in the publication of
upcoming contracts in order that other than U.S. firms have
a greater opportunity to participate in the bidding, provided
they possess the necessary expertise.

The recommendations of the Experience, Inc. study have
thus far been only partially implemented. In view of the
already existing dairy herd, the study's primary recommendation
was the establishment of a 400 head cow herd at Moblissa,
utilizing a zero girazing system. Even though the GOG did
establish the herd at Moblissa, the zero grazing system has
not been introduced since a) the system is too costly in
view of the mechanization required, and b) it would require
the local growth of corn as a substantial part of the forage
program. However, in the opinion of USAID, the study did
" correctly define the geographic area having the greatest
potential for an initial investment in dairying. It also
identified problems inherent in the low fertility of tropical
soils and the need for a selection process to find and
improve suitable forage species. This the GOG has done with
good results.
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A further recommendation of the study to harvest forages
such as hay and silage r2quires outside technical and
management assistance for at least two vears. This
recommendation has thus far not been implemented and is
considered a weak link in the dairy program since no
experience exists in Guyana in the harvesting and storage
of forages.

A factor which has adversely affected implementation of
recommendations contained in the study has been the oil
crisis, with its attendant increases in machinery costs,
operating expenses, etc.

Furthermore, the study compared the rate of return of ‘a

400 cow dairy and the more prevalent family herd averaging

30 cows. Cost factors showed a rate of return of 10.8% and
15.4%, respectively. From a practical standpoint, the family
unit should have been preferred. However, at the time the
study was made, the GOG had already decided in faver of a
large State-owned dairy wit’: livestock already on hand or on
- order. This fact, no doubt, influenced the consultants of
Experience, Inc. in their recommendations.

The already referred-to recommendation to grow corn as

part of the forage program apparently was taken too literally
by the GOG since other suitable replacements for corn can be
grown -as part of the forage input.

In summary, in USAID's opinion, Experience, Inc., did point
out various alternatives and potential pitfalls. The
consultants were aware of differences in dairying practices
in the U.S. and tropical Guyana. However, they did not
sufficiently emphasize the shortages in available GOG dairy
experience and management capabilities, as well as the
problems of producing adequate feed and forage under tropical
conditions exacerbated by excessive rainfall.

No Borrower/Grantee Contractor Evaluation was conducted on
this project.
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Title: Hydrographic, Oceanographic and
Seismic Study of the Essequibo River

Contract: E.G. & G. International and Government of Guyana
Revised AID US $895,160

Contract GOG 213,302

Amount : Total US $1,108,462

Type of

Contract: Cost Plus Fixed Fee

Contractor: ‘ E.G. § G. International, Inc.

Environmental Consultants Division
151 Bear Hill Road
Waltham, Massachusetts

Scope of Work:

The Contractor, in collaboration with the Ministry of Works

of the Government of Guyana, was charged with responsibility

for 1) the collection of hydrographic, oceanographic and seismic
data in the Essequibo River and its offshore reaches in order to
provide relevant information to the Government of Guyana;

2) training seven Guyanese in dota collection methods and usage
of equipment; 3) procurement of the necessary equipment; and

4) implementation of a reconnaissance survey to determine optimum
approaches to the Essequibo River. Information to be collected
included material from soundings, tide, wind and wave data, as well
as silt and sediment transport data. The reconnaissance survey
included the gathering of data by depth sounders, side scan sonar
and seismic profiling, and the interpretation of these data so
that a determination could be made as to which of the projected
Toutes were satisfactory.

Previous Evaluation:

On June 8, 1976, a conference was held at the rcquest of USAID
with the E.G. § G. Project Manager, in an attempt to briefly
review and evaluate the Essequibo River Study. The main focus of
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the session was to review problems of implementation and
suggestions for improvements in the implementation process.

It was concluded that the Scope of Work was not wholly realistic,
thus causing problems in its implementation. Attachment ‘A’
explains the findings in greater detail.

The Contractor's performance was subsequently evaluated on
October 29, 1976, in accordance with A.I.D. Borrower/Grantee
Evaluation procedures and guidelines (AID Form 1440-4). This
evaluation rates the contractor as satisfactory minus, and
explains in considerable detail the accomplishments and short-
comings of the contractor as well as of the project. (See
Attachment 'B').

There were no earlier evaluations of the project or the
contractor.

Present Evaluation

The Scope of Work of the F.G. § G./GOG contract was poorly
conceived and written, resulting in a subjective rather than
objective determination as to its accomplishment. For

example, the scope of work calls for the collection of data so
that "relevant" information could be provided to the Government.
Neither the method of data collection nor specifically what

data were to be collected is set forth in the contract. No

final report is called for in the original contract (although
Amendment No. 2 to the contract both funded and specified

that a Final Report was needed). There were informal parameters
of data to be collected which only emerged during project
implementation so that informal targets have to be used for
comparison with data finally collected. The two prevalent methods
of collection were means of geophysical and hydrographic
instruments, both used in the same areas and with similar coverage
patterns. Percentages completed are shown in Table I below.
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TABLE I

% Complete % Complete

Geophysical Hydrographic
Area : Survey Survey
East Channel 80 32
West Channel 100 20
Line "A" 100 100
Line "B" 100 100
Line '""C" 100 100
Leguan 100 60
Hog Island E. 95 80
Lau Lau 100 90
Wakenaam 100 65
Hog Island W, 95 90
Riverine
Reconnaissance 95 85

- The data gathered are generally sufficient to determine the
physical features of the river and the E.G. § G. Project Manager
suggested that neither channel should be eliminated as a
possibility for a shipping channel due to geologic formations
such as granite outcrops, etc. On the other hand, hydrographic
data were not collected in sufficient quantity to present a valid
picture of the wave, tide and current patterns in the offshore
(East and West Channels) reaches of the river. The E.G. § G.
report indicates that with a 32 percent completion of the
hydrographic survey of the East Channel, the data collected were
sufficient - - a conclusion that is highly questionable. In
general, then, the GOG will have to continue to gather data in
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crder to clarify tide and wave actions in the offshore river
arcas. The current meters are felt to have adequately measured
the survey area, although additional data are also necessary for
the offshore area. The reasons for not collecting these data

are many, although the prevalent one seems to be that the

E.G. & G. Project Manager was not a good enough administrator and
planner to assure that all project elements were completed.

Despite the shortcomings of the project, the study should

provide a valuable foundation for a feasibility study that is
expected to be financed in the near future by the U.N.D.P. A
reasonable follow-up program by the GOG could be expected to
provide a basis for an economic and technical feasibility analysis
of a deep water port on the Essequibo.

Whether the GOG chooses to pursue the establishment of a deep
water port on the Essequibo is a matter beyond the scope of this
evaluation. However, the existence of a detailed survey (albeit
incomplete in several aspects) does provide GOG planners and
decision makers with facts that will assist in arriving at a
rational decision. The GOG is also now in possession of the
infrastructure to generate additional data. Thus, there can be
little doubt that the study has resulted in a considerable

amount of data and expertise that should eventually prove of great
value to the GOG.
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Title: Intermediate Savannah Agricultural
Development Project Study.

Contract: TAMS and the Government of Guyana

Contract AID US $664,816
Amount: GOG 219,884
Total US $884,700

Type of Cost Plus Fixed Fee
Contract:
Contractor: Tippetts-Abbett-McCarthy-Stratton Inc. (TAMS)

345 Park Avenue
New York, New York 10022

Scope of Work:

The primary objective of the study was to determine the
feasibility of providing infrastructure facilities to the
region located in a triangle between Ebini, Ituni and Kwakwani,
and totaling roughly 600,000 acres. Specifically, the study
was to a) describe and cost out the infrastructure needs to
support the development program of the Intermediate Savannahs
for 5 years and to develop long-range settlement plans for the
Eberaobo Project; b) make an economic, technical and financial
analysis of the Ebini, Kibilibiri and Eberaobo projects; and
c) identify possible agro-iidustrial opportunities and develop
a time-phased plan for implcmentation of the recommendations
of the study.

Previous Evaluation

The study was initiated in December 1974, with the signing

of a contract between TAMS and the Government of Guyana. There
have been no full-scale project evaluations since the study
was initiated. At USAID's request, an evaluation and review
session with TAMS Project Manager was held on March 30, 1976
(see Attachment C) to discuss the status of the study, consider
implementation problems, and record any insights that the

TAMS Manager might have obtained.
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In addition, a Borrower/Grantee Contractor Evaluation was

made on October 29, 1976, according to the instructions
prescribed by the Manual Orders and per AID Form 1440~4

(see Attachment D).

The evaluation/project review of March 30, 1976 provided
the following insights:

1) A common area causing project delay is the .ion-
availability of equipment and commodities on a
timely basis;

2) The TAMS Project Manager thought the scope of
work should have been more flexible; and

3) The TAMS Project Manager thought that there
should be means, such as through a local partner,
to expedite clearances through Customs and Income
Tax Departments, housing arrangements, etc. It
was also pointed out that the proilect was completed
ahead of schedule and within the budget.

The main source of controversy between the Contractor and
both USAID and GOG was the reluctance of the Project Manager
to produce a development plan for the Eberaobo Savannah
(originally planned, and now being implemented by the GOG),
rather than the Wiruni Sz -annah, which has a larger area,
more fertile land, and was preferred by TAMS.

In fact, TAMS did produce a "Supplemental Repor:t" on the
Eberaobo Savannah Corn/Soya Project which is serving as a
basis of the CARICOM Corn/Soya Project.

Present Evaluation of the TAMS Study:

The studies produced by TAMS are comprehensive and comply
with the scope of work in the TAMS/GOG contract. There
are eight volumes, meeting the study objectives shown below.
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Objective Met

Study Title Objective Adequately Inadequately
Volume
(Explanation
Required)
I Resources Plans for Infrastructure
Resource Survey X
II Development Plans for four feasibility X
Planning studies; PlLans for four X
models; Plans for X
infrastructure
III Ebini: Livestock Development of commercial X
Exoansion Program livestock plan and expansion
of cattle herd
v Kibilibiri:
Integrated Crop Expansion of Kibilibiri X
Livestock Farm farm from 825 to 5,000 acres
v Wiruni: Corn- Plans for a 5,000 acre X
Soybean Farm corporate~type farm
VI Intermediate
Savannahs - Plans for settler farms in X
Development of Savannahs and Riverine areas
Settler Farms Prefeasibility Study for X
three models
VII Appendices N.A.
VIII Eberaobo Plans for a 5,000 acre
(Supple- corporate~type cocrn-soya
mental farm on the Eberaobo

Volume)

Savannah

|
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Vclumes II, III, IV and V are central to the GOG's plans

for developing the Central Savannahs, and for deciding

the feasibility and scope of investments there. The
Development Planning Volume (II) abstrzcts the conclusions

of the other studies, and points out that in aggregate, present
investments and those being planned for the Savannahs are
financially and economically not feasible. The proposed corn/
Soya project on the Wiruni Savannah is predicted to result

in large annual losses; the seed multiplication unit will be
so uneconomic that traditional economic and financial analyses
are not evan applicable. The Kibilibiri Stai:e Farm can be

run at an acceptable level of loss and the Ebini Livestock
Project can be marginally profitable if well managed and

major assumptions remain valid. It is also pointed out

that there must be an investment of G $3.4 million in roads
and settlements if any or all of the proposed projects are

to approach even the anticipated low levels zf return.

The study also points out that planners and policy makers
are often influenced by other than economic and financial
considerations. It is correctly pointed out that non-economic
factors may often be paramount in the decision-making process.

The economic and financial factors that must be considered
are set forth in great detail in the studies. Interviews
with Ministry of Agriculture personnel revecaled that they
felt the consultant had adequately fulfilled the scope of
work and that the study had been very valuable in arriving
at decisions as to what the real costs of Zifferent projects
would be.

The reasoning of the GOG in deciding to locate the CARICOM

Corn/Soya project in the Eberaobo Savannahl/ must be questioned.
The location of this proposed farm in the more fertile, more

accessible and larger Wiruni Savannah was demonstrated to be
economically and financially not feasible. However, its
present location on the Eberaobo Savannah is almost certain
to be an economic catastrophe.

The scope of work in the contract suggested location in the
Eberaobo Savannah; TAMS prcposed location in the Wiruni Savannah,
and developed a proposal accordingly. In order to comply fully
with.the scope of work of the contract, the consultant issued

a supplemental volume (VIII), which outlined the plans for a
5,000 acre farm on the Eberaobo Savannah.
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V. RECOMMENDATIONS

1.

All feasibility studies and reconnaissance surveys
funded under loan 504-L-009 proved useful in terms

of providing data and factual information previously
not available. However, all studies were beset in
varying degrees by problems during implementation
caused by factors such as (a) imprecise scopes of
work; (b) consultant personnel inexperienced in
performing within the local environment; and (c) lack
of adequate cooperation by the host government. The
fact that on occasion valid recommendations were not
implemented by the hust government, due to the latter's
different priorities is a subject outside the scope of
this evaluation.

As a result of the lessons learned from this loan project,
it is recommended that in the design of similar projects
scopes of work be defined as precisely as possible. Tais
should take into account that feasibility studies projects,
while vague by definition, can still be set within measur-
able parameters.



