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A g r i c u l t u r a l  Education Development P r o j e c t  

Regular Eva lua t ion  

13. S m r y  

The P r o j e c t  Grant  Agreertaent f o r  t h e  AED p r o j e c t  was s igned  on August 

31, 1978 between t h e  Government of S r i  Lanka (GSL) and t h e  U.S. Agency 

f o r  I n t e r n a t i o n a l  Deve lopen t  (AID).  Th i s  agreement p r w i d e d  f o r  a 

total g r a n t  of $6.0 mi l l i on .  The agreement was amended on March 19 ,  

1982 to i n c r e a s e  l i f e  of p r o j e c t  g r a n t  funding to $7.5 m i l l i o n ,  The 

project a c t i v i t y  a m p l e t i o n  d a t e  (PACD) is S e p t e m k r  30, 1985. A s  of 

Sep temhr  30, 1983 a total of  $4.97 m i l l i o n  has  been expended under t h e  

Agr i cu l tu re  Education D e v e l o p n t ,  Inc .  (AEDI) c o n t r a c t .  

The p r o j e c t  was designed i n  response to a 1977 s tudy  which p r e d i c t e d  

S r i  Lanka 's  d e r ~ n d  f o r  high l e v e l  a g r i c u l t u r a l l y  t r a i n e d  manpower would 

f a r  exceed t h e  c a p a c i t y  of  t h e  Univers i ty  system to  produce t h i s  

manpower. The m b i n e d  annual  ou tpu t  of A g r i c u l t u r a l  BSc g radua t e s  f r m  

the t h r e e  c u r r e n t l y  e x i s t i n g  f a c u l t i e s  of  a g r i c u l t u r e  is expected to 

exceed 180 by 1985-86, and to  reach t h e  200 t a r g e t  s t a t e d  i n  t h e  

p r o j e c t ' s  purpose a b u t  2 yea r s  later. (This  d e l a y  i n  reaching  t h e  

t a r g e t e d  l e v e l  is due to a slow s t a r t -up  of  planned expansion of  t h e  

Facul ty  o f  Agr i cu l tu re  (FA) off-carqus f a c i l i t y  f o r  f i r s t  year  

s t u d e n t s . )  The t a r g e t  of t r i p l i n g  t h e  annual  ou tpu t  of indigenously 

t r a i n e d  a g r i c u l t u r a l  postgraduates  should be reached by 1985-86 as 

' an t i c ipa t ed .  



I t  is now es t imated  t h a t  t h e  expected ou tpu t  of 38 a d d i t i o n a l  PhDs w i l l  

be reduced to 36 PhDs p l u s  1 rYS due to t h e  f a i l u r e  of two p a r t i c i p a n t s  

to canp le t e  t h e i r  PhD programs. Other expected ou tpu t s  w i l l  be achieved 

by t h e  end of t h e  p r o j e c t  according t o  p r e s e n t  e s t ima te s  except  t h a t  

sorrre cons t ruc t ion  funded by t h e  Post  Graduate I n s t i t u t e  of Agr i cu l tu re  

(PGIA)/FR w i l l  s t i l l  be i n  progress ,  and total academic s t a f f  r-ay k 

4-5 p r c e n t  fewer than  p ro j ec t ed  i n  t h e  o r i g i n a l  PP due to  GSL 

budgetary c o n s t r a i n t s .  

P r o j e c t  progress  to d a t e  was found to  be s a t i s f a c t o r y ,  t a k i n g  i n t o  

cons ide ra t ion  t h e  higher  than  a n t i c i p a t e d  impact of i n f l a t i o n  t h a t  

r e s u l t e d  i n  t h e  neces s i ty  to reduce t h e  l e v e l  of  some i n p u t s  ( p r i ~ n a r i l y  

t e c h n i c a l  a s s i s t a n c e  under t h e  A I D  g r a n t  and v e h i c l e s  under t h e  GSL 

c o n t r i b u t i o n )  and t h e  neces s i ty  of t h e  PGIA, FA, and AEDI to  develop 

new procedures f o r  approving fo re ign  t r a i n i n g  and g ran t ing  s tudy  l eave  

dur ing  t h e  course  of t h e  p r o j e c t .  Tra in ing  q l e t i o n  d a t e s  are a 

source of concern, however, as it is es t imated  t h a t  no t  a l l  PhD 

t r a i n i n g  w i l l  k completed by t h e  p re sen t  PACD. Few mjor in-murse  

c o r r e c t i o n s  are ind ica t ed ,  although a number of o p p o r t u n i t i e s  f o r  

fu r the r  improving p r o j e c t  performance were i d e n t i f i e d .  



14. Evaluation Wthcdoloqy 

The purpose of t h e  evlauation was to assess t h e  accanplishrnents to 

date,  and t o  iden t i fy ,  any mid-course correc t ions  i n  p ro jec t  design o r  

hnplernentation t h a t  w u l d  improve p ro jec t  ef fec t iveness  and ef f ic iency.  

The mthodolcgy incluled  a review of all rrrajor p ro jec t  documnts (PID, 

PP, PP Supplement No.1, Grant Agreemnt) ,  p ro jec t  r epor t s  (end of tour ,  

quar te r ly ,  annual and s p e c i a l ) ,  s o l i c i t a t i o n  of information (by 

ques t ionnaire)  £ran b t h  rec ip ien t s  and providers of t h e  p r o j e c t ' s  

technical  a s s i s t ance  and t r a i n e e s ,  and inspection v i s i t s  to  on and 

off-campus f a c i l i t i e s  of t h e  FGIA/l?A. The evaluation was conducted by: 

H.P.M. Gunasem, Dean, Faculty of Agriculture; M.W. Thenabadu, Acting 

Director, PGIA; S. Pinnaduwage, Head, Department of Agriculture 

Econcfnics and Extension; J. W. Bonner , Assis tant  Agr icul tura l  

Developrent Off icer ,  USAID/S~~ Lanka; and, H.E. Ray, Chief of Party,  

AEDI . 

15. External Factors 

A t  the t im of p ro jec t  design t h e  E'A at Peradeniya was t h e  only 

' a g r i c u l t u r a l  degree-granting i n s t i t u t i o n  i n  S r i  Lanka, and t h e  EGIA t h e  

only i n s t i t u t i o n  o f fe r ing  postgraduate t r a i n i n g  i n  agr icul fure .  The GSL 

has s ince  changed its po l i c ies  regarding undergraduate t r a i n i n g  and t w o  

addi t ional  a g r i c u l t a a l  f a c u l t i e s  have been es tab l i shed  a t  Ruhunu arid 

B a t t i c a l m  University Colleges. One mre is planned t o  be located i n  
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Jaffna. The PGIA rereins the only institution offering agricultural 

training at the postgraduate level. 

-..-.___ . _ _. - -  -C- -- 
The new faculties have been established since 1978 as a result of a 

series of decentralization policies implemented by the GSL. The large 

investrent required to build, equip and staff the new facilities has 

increased the (GSL) cost per agricultural graduate appreciably. 

Diversion of funds for devel-nt of the new faculties has undollb%edly 
,.,' 

reduced the level of resources available to the R;IA/FA for +ocee<ling 
J 

with their m developwnt as planned, and has increased the 

competition for the present limited supply of highly trained m n p e r  

in agriculture. The creation of the new faculties, however, will al.so 

have a very positive impact on higher education in Sri Lanka, but in 

the long term. 

Higher than anticipated inflation rates have had an adverse effect 

which required additional AID and GSL funds to meet higher costs. 

16. Inputs 

The 38 junior faculty targeted for PhD level training entered training 

prgram under the project. Of these one was terminated due to 

unsatisfactory academic performance and one terminated upon completion 

of the MS degree when denied admission to PhD candidancy. This student 

has since started PhD training at the PGIA, There is insufficient time 



to permit new s tuden t s  to complete a PhD program, t h e r e f o r e  1 candida te  

ms s e l e c t e d  f o r  a MS program and is c u r r e n t l y  undergoing t r a i n i n g .  

Tra in ing  campletion schedules  have been delayed due to  a series of 

p a r t i c i p a n t  s e l e c t i o n ,  po l i cy  and t iming s t a r t -up  problems ( d e t a i l e d  i n  

Annex A - The Evaluat ion R e p o r t ) .  I t  is es t imated  t h a t  8-12 rronths 

beyond t h e  p re sen t  PACD are required to complete dl t r a i n i n g  programs. 
I 

The procurement of  equipment f o r  teaching  and research  f a c i l i t i e s  is 

proceeding we11 a f t e r  i n i t i a l  de lays .  The prilnary con t r ac to r  has 

s u b n t r a c t e d  with a U.S. F S A  t o  handle t h e  procurement func t ion .  A b u t  

90% of t h e  t o t a l  procurement has  e i t h e r  been processed f o r  shiprrent or 

received.  The e f f o r t  to adequately q u i p  the l i b r a r y  has had mixed 

r e s u l t s .  Although t h e  equipncnt  needed by t h e  l i b r a r y  has  been 

purchased, kook and journa l  procurement has  progressed s l w l y .  A b u t  

30% OE the es t imated  total number of volumes have been purchased. 

Problems wi th  t h e  bidding process  ( v i r t u a l l y  a l l  books and journa ls  a r e  

s o l d  a t  f i x e d  p r i c e s ) ,  coupled with admin i s t r a t i ve  d e l a y s  enwun te red  

i n  e s t a b l i s h i n g  a new l i b r a r y  =re cited as major c o n t r i b u t o r s  to t h e  

delay.  

Technical  a s s i s t a n c e  is b a s i c a l l y  on schedule.  Minor adjustments  i n  t h e  

ratio of long to  short-term assignments were noted. The in-oountry 

du ra t ion  of t h e  short-term personnel has  shortened s l i g h t l y  compared to  

that planned, however t h e  s h o r t f a l l  (on a cumulative total b a s i s )  has 

been ampensa t ed  by inc reas ing  t h e  number of short-term consu l t an t s .  

Although longer-term assignments pe r  i nd iv idua l  f o r  short-term 
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personnel  w u l d  have been d e s i r a b l e ,  t h e s e  adjustments  appear 

c o n s i s t e n t  with t h e  purpose and o b j e c t i v e s  of  t h e  p r o j e c t .  . With few 

except ions ,  t h e  t e c h n i c a l  a s s i s t a n c e  has  been appropr i a t e  t o  t h e  

assignments undertaken, and has provided in-munt ry  PhD re sea rch  

superv is ion  and a s s o c i a t e d  curriculum, r e sea rch  and out reach  

a s s i s t ance .  

Construct ion,  f inanced by t h e  GSL, i nc ludes  new l a b o r a t o r y / c l a s s r m  

bui ld ings  and of f -ampus  bu i ld ings  f o r  research .  Details concerning t h e  

agreed upon cons t ruc t ion  were sketchy,  however t h e  original PP 

desc r ibes  t h e  cons t ruc t ion  of seven new on-canpus bu i ld ings ,  (about 

78,000 q . f t . 1 ,  and t h e  renovat ion of two, and cons t ruc t ion  of 16 new 

lxl i ldings off-campus (about 71,465 s q . f t .  1. The total cost of a l l  

renovat ion and cons t ruc t ion  was o r i g i n a l l y  es t imated  a t  Rs.15,300,000. 

The numkr  of lxl i ldings completed, under cons t ruc t ion ,  or c u r r e n t l y  

p l a ~ e d  equal o r  exceed t h e  PP p r o j e c t i o n s  i n  a l l  ca t egor i e s .  The GSL 

con t r ibu t ion  through CY 1982 was about Rs.15 mi l l i on ,  wi th  a programed 

t o t a l  cost estimted a t  Rs.37 mi l l i on .  The completion schedule for 

cons t ruc t ion  desc r ibed  i n  t h e  PP proved to  be t o t a l l y  u n r e a l i s t i c .  The 

s i t u a t i o n  was exacerbated wi th  a txdge ta ry  a u s t e r i t y  program s t a r t e d  i n  

1980. I n  view of t h e s e  c o n s t r a i n s ,  r e l a t i v e  progress  appears  

s a t i s f a c t o r y ,  although completion is n o t  expected u n t i l  1986. 

17. Outputs 

P r o j e c t  ou tpu t s  a r e  detailed i n  t h e  logical f r a m r k ,  page 2 of t h e  
4 
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Pro jec t  Paper S u p p l a n t .  A s u n a r y  of t h e  ou tpu t s  and accomplishnw!nts 

to d a t e  are shown b e l w .  

P r o j e c t  Paper Supplement Ta rge t s  Accomplishments (as of 12/82) 

- Trained f a c u l t y  of an a d d i t i o n a l  - 3 PhD and 1 MS t r a i n i n g  

313 PhD's i n  s i x  departments. q l e t e d ;  33 PhD and 1 MS 

i n  t r a i n i n g .  

- W u a t e l y  q u i p p e d  f a c i l i t i e s  - 90% of t h e  qu ipmen t ,  
/ 

f o r  teaching  and research ,  30% of t h e  l i b r a r y  books/ 

i n c l d i n g  l a b o r a t o r i e s ,  l i b r a r y  p e r i o d i c a l s  procured; 

and classrooms. total cons t ruc t ion  p lan  

about 40% complete. 

- C p r a t i n g  research/outreach pro- - Outreach program quip- 

gram i n  all s i x  depar tments /bards  m n t  procured, out reach  

af s tudy i n  t h e  FA/PGIA. program organiza t ion  i n  

prel iminary s tages .  

- Revised and improved curr iculum - 30 sets of course  out- 

being used i n  a g r i c u l t u r a l  sc iences .  l i n e s ,  lecture notes  

prepared and used i n  new 

curriculum. 



The purpose of t h e  p ro jec t  is "to double t h e  annual number of 

indigenously t r a ined  BS graduates and t r i p l e  t h e  annual number of 

indigenously t r a ined  post  graduates by 1987." 

D e v e l o p n t  of two addi t ional  a g r i c u l t u r a l  f a c u l t i e s  has slowed t h e  

progress toward m e t i n g  t h e  aforarrentioned t a r g e t s  due t o  add i t iona l  

tire and resources required t o  s tar t -up the new q u s e s .  Hwever, it 

is an t i c ipa ted  t h a t  t h e  t h r e e  f a c u l t i e s  w i l l  admit between 250-275 

students by 1985 (el1 above planned t a r g e t s ) ,  and by 1987-88 t h e  

annual BS graduates w i l l  reach 200 s tudents  targeted.  

The FGIA, due to t h e  number of s t a f f  present ly  away undergoing 

t r a in ing ,  has had t o  l i m i t  enrollment numbers t o  about 25 
I 

students/year. A s  t h e  s t a f f  r e tu rns  t h e  enrol-t numbers are expect.ed 

to reach t h e  75 student/year t a r g e t  by 1985. 

The goal  of a s s i s t i n g  "agr icu l tu ra l  d e v e l o p n t  t h a t :  (1) increases 

domestic food production; ( 2 )  expands employment opportunit ies;  and ( 3 )  

improves t h e  small farmers'  s tandard of l iv ing"  is still appropriate.  

It is too  e a r l y  to make a jdgement about t h e  progress toward meeting , 
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the project's goals. Hmever, the next evaluation should focus on tlhis 

question. 

20. Beneficiaries 

It is difficult in a project such as this to quntify the direct and 

indirect benefits of the ultimate beneficiaries: mall f m r s  and the 

rural poor which are estimated at 800,000 farm families. The ratiorlale 

of the essential role that agricultural institutions (higher education) 

play in the innovation and transfer of agricultural technology which 

impacts on the rural poor has been docmnted in resarch by Clayton 

Steeley (see Attachment A). These benefits are manifested in increased 

efficiency and productivity of the agricultural system as a whole. 

There have been marked strides since the inception of this project 

toward increased axperation between the Faculty of Agriculture, 

Department of Agriculture and the private sector. It is expected that 

this cooperation will contin= and strengthen in the future, thereby 

increasing the positive hnpact on the beneficiaries. 

Unplanned Effects 

22. Lessons Learned 

The importance of adequately designing verifiable outputs was 
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highlighted. In many cases without saane quantifiable output in the 

project design, assessing a project's progress is a diff icuit test at 

best . 

Training programs which diminish staff in an individual department by a 

substantial number must be progranmed to proceed at a less ambitious 

rate, thus minimizing the staffing shortfall "shock" of a 

department/argani zation . 

23. Special Camnents 

This Project muation Sunwry is 10 pages plus Attachrent A, the AEL) 

Project EMluation -rt of December 1982 which is 113 pages. 


