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This is a mid-term evaluation of the current situation of the Northern Zone 
Consolidation Project (NZCP) and is provided pursuant to an AID Delivery Order issued 
to the firm International Resources Group, Etd. Since the project initiated activities after 
more than a one year delay, the evaluation team was requested to propose remedial actions 
as required. 

The evaluation was conducted by an International Resources Group (IRG) team of 
three specialists. Howard Ha r (Team Leader), Justo Aguilar (Organization and 
Management Specialist) and Mario Barboza (Business/Financial Management Specialist). 
Activities were carried out in the project area during the k t  three weeks of work. 
Conferences with USATD and Ministry of Planning officials were followed by analysis and 
report formdation in San Jose. General policy direction was provided by The Mission 
Director of USAD/Cosb Rica and the expertise of Mr. William B. Baucom, Chief, Rural 
Development Office. 

The methodology focused upon the identification of the major problems affecting 
the strategic components of the project" coordinating office in Upala. These components 
include, the organizational structure of the A.MV and it's likelihood of becoming 
institutionally, financially and technically sustainable and the technical assistance contract 
with SISTEMS for the provision s f  assistance to participating farmers in order to achieve 
project production targets. 

A review of the project dwumentation was carried out and a questionnaire was 
designed for the purpose of collecting standard information for all project components. 
Detailed i n t e ~ e w s  with the Project Director's assistants in charge of these components 
provided for more indepth idormation. n e s e  i n t e ~ e w s  included former and actual 
Project Directors, and the administrative personnel. 

The field work included visits to seven community development projects, two 
"asentamientos campesinosw, and ten groups of fanner beneficiaries of the project. GOCR 
officials from all implementing agencies and the municipality of Upala were interviewed. 
Approximately 30 % of the total roads under the project were driven over. 

The project is located on the Northern Zone of Costa Rica, one of the poorest areas 
of the country. It covers over 250.000 hectares (5% of the national territory) and close to 
eighty percent is suitable for agxicultural production. It includes the cantones of Upala and 
Guatuso, and the Distritos of Cano Negro (Canton de 10s Chiles) and Santa Cecilia 
(Canton de la Cruz). Population living in the territory is 50,633. 

The project goal is ''to improve the socio-economic growth of Costa fpica9s Northern 
Zone through the use ~f underutilized agricultural lands, the more efficient and diversified 
use of the region's agricultural resources and improved access to markets and services". 



The NZCB should be considered an extension of the Northern Zone Infrastructure 
Development project implemented by GOCR and partially funded by USAID during the 
period 1984- 1987. 

The project focuses om non-traditional agricultural sector and has five 
components: Crop Production an ersification; Road Maintenance and Rehabilitation; 
C o m u i t y  Development, Land Settlement and Titling; Administration and Monitoring; 
and Envi r~ninen~l  Concerns. The Role of Womn in the project was also addressed in 
this evaluation per request of US 

Major findings of this evaluation show that the ~verall project is in serious trouble. 
A good case could be made for recommending that it be terminated at once, were it not 
for the high expectations that are shared by thousands of area residents and fanners. 

At a more specific level it was found that the project coordinating office (BCO) is 
organized as a Ministry extension unit of the Ministry of Planning (MIDEPLAN). As such 
it has no autonomy and must operate through M EBLAN's administrative, legal and 
budgetary procedures. 

Project designers had planned for the PCO to be a decentralized semi-autmomous 
unit and desigaed manuals and fiscal plans in great detail. The autonomy idea did not 
materialize and the existing duplication of e has caused unwarranted delays in 
implementation a d  made for acute moral problems for contractors and project persormell. 

Approximately two years were required to negotiate e agreements and contracts 
with public and private institutions participating in the project. Now with the identification 
of problems and the demonstrated will of the Project Director to help implement the 
necessary adjustments, there are improved prospects for achieving project objectives. 

On December 28, 199Q The ControUer Generals OEce of Costa Rica approved a 
contract with SISTTEMS, a private sector firm, to provide technical assistance to farmers 
in the production s f  selected export crops, i.e., passion h i t ,  black pepper, heart of palm 
and cocoa rehabilitation. Lack of understanding at the project level of the Desi 
intentions led to a misunderstanding regarding the broadness of dehitiom of technical 
assistance and training. The Design Team considered that technical assistance included all 
the factors for successfu- production from site selection through marketing. At the project 
level, SPSTEMS felt restricted to providing only technical assistance and training at the 
farm level but not credit and marketing assistance. This problem can be rectified without 
a contract amendment. 

It was found, however, that SISTEMS is technically competent and is carrying out 
its mandate as currently understood to provide training and technical assistance to project 
farmers in groups. They have 1500 farmers that are ready and eager to plant 1775 hectares 
of the four selected crops. Limited credit will soon be available. Market outlook for heart 



of palm and passion h i t  i 
profitable, fernentation and 
Without adequate credit re 
will have to be greatly red 
objectives cannot be ach 
(administrative and technical) and a two-year extension of the PACD, project goals and 
purpose can be achieved. 

The rehabilitation and maintenance of the roads componor,t required the 
strengthening of ANV (The Association for Rmd Maintenance;. This is a nsn-pr 
organization formed by representatives of comrraunity iations and municipaiities of 
Northern Zone. It was approved in January 1881. To has not produced visible 
results and there appears no sound evidence come a self-su 
organization. 

Relevant suggestions dealwith major corn ents. First, it is rec ended that the 
Project Coordination Office be restructure semi-autonomous unit. AhW has 
autonomous status that may be able to be u as a means to help alleviate project 
funding constraints. 

Other relevant suggestio~s and conclusisras ay be found in Chapter 111 of this 
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11, I BDUCTPON AND METHQDQEQGY 

A Introduction 

This evaluation is provi ed pursuant to AID Delivery Order No. 10 issued under 
Contract PDC.1406-1-00-0034-08. The Scope of Work is included in Annex B. It calls for 
a midterm evaluation s f  e Northern Zone Consslidation Project (NZCP)  and also for 
remedial ree endations. 

livery Order called for the team to spend up to 20 days in the Northern 
Zone. Visits were made to seven community development projects, two asentamientos 
campesinos and 10 groups of farmer beneficiaries of the project. (See Annex D). 

In additicn to the visits, relevant project files were examined, GOCR Officials from 
all implementing agencies and the municipalities of Upala were visited (see annex D). 
Approximately 65% of the project roads under the responsibility of the AMV for 
rehabilitation and maintenance were driven over. 

This report consists of six components addressing each of the following activities: 
Crop Production Diversification; Road Rehabilitation and Maintenance; Community 
Development; Land Settlements and Titling; Environmental Management; Women's 
Participation; and finally, Administration and Monitoring of The Project. In addition, there 
is a brief chapter dlealing with Conclusions and Suggestions, that may cut across individual 
components. 

B. Goal and Purpose of The Northern Zone Consolidation Broiect 

According to the Assistance Agreemen4 the Northern Zone Consolidation Project's 
goal is "To improve the socio-economic growth of &&a Rim's Northern Zone through the. 
use of underutilized agricultural lands, the more efffcient and diversified use of the region's 
agricultural resources and improved access to markets and sewices". 

The ~urpose of this project "is to contribute to the consolidation of the efficient and 
equitable sdcio-economic development of the Cantca of Upala and Guatuso, the District 
of Santa Cecilia of the Canton of La Cmz and the District of Caiio Negro of the Canton 
of Los Chiles. 

The project area comprises 2.600 square kilometers (5% of the national territory). 
Close to eighty percent of this area is suitable for agricultural production. It includes the 

cantons of Upala and Guatuso and the Districts of -60 Negro (canton of Los Chiles) and 
Santa Cecilia (County of La hz). C: ccording to a recent estimate, the 1990, population 
living in this territory is 50.633 and MIDEPLAN is expecting a 40% increase by the year 
2 m .  



Based on data for 1984, M D E P M  classified the Northern Zone as one of the 
poorest areas of the country. The study shows that the level of basic needs (health, 
education and housing) was extremely low for the population when it was compared with 
the other rural areas of the country (See more detailed information in Table No. 1). 

Population was 23.653 in 1973 and it more than doubled in the following two 
decades. Its composition changed drastically during this period. The co~rtilnuous movement 
of pioneer families from Guanaeaste and the Meseta Central surpassed in numbers the 
original set t le3 most of them from Nicaragua. There are relatively few Malekos indians 
left in the area. 

In the seventies, it was evident from the variety and quality of crops being grown, 
the relative abundance of fertile soils, and the strategic position of the Northern Zone that 
the area was ripe for development. The two great needs that could be provided by the 
GOCR at that moment, were access roads throughout the area and stimuli for local 
organization as a basis for introducing health and social services. 

Government activity with the support of USAD (PL.488 and The Infrastructure 
Development Northern Zone Project 515-0191) provided for the construction of the Upala 
- Cafias paved Highway, road number four highway that links San Rafael De Guatuso - 
Upala - Santa Cecilia de Los Chiles, and 104 Kilometers of all weather roads. It also 
supported thc construction of social infrastructure (water systems, schools, health centers) 
and the development of IDA settlements (See Table No. 2). 

Fragmented is perhaps the most appropriate single term that could be appiied to the 
Northern Zone in 1983. In order to help mitigate this problem, the DNZP emphasized 
community organization for the development of social infrastructure. 

Development breeds demands, and as basic infrastructure came into place and as 
local organizations spread across the valleys and the frontier region, it was observed that 
the momentum which was building could be a driving force to move the sub-region 
dramatically ahead of the normal development time-frame. This driving force justified the 
Northern Zone Consulidation Project which was formally initiated in I989 after a one year 
start up delay. 

C.  The Methodolorn 

It was agreed in the first session with USAID officials and the Project Staff to 
conduct a process evaluation concerning the actual situation of the Northern Zone 
Consolidation roject. Since project activities were initiated with one to two years delay, 
it was expected that this evaluation would propose remedial actions. The methodoloey 
focused during the first week on: the identification of the major problems affecting the key 
components of the poject; the administration and organization of the Project Coordinator's 
Office in Upala; the organizational structure of the AMV and its likelihood to become 



TABLE No. 1 

PQWRTY INDICATORS FOR THE NORTHERN ZONE POPULATION 
1984 

I. Basic seeds 

3. Education Extremely Extremely Extremely Extremely 
low low low low 

4. Housing Extremely Very low Extremely Extremely I I low 

INFORMATION SOURCE: MIDEPLAW. Rural poverty in Costa Rica. 
Comparison of cantons. 1973 - 1984. 



TABLE NO. 2 

I. Infrastructure Dtvcloment 

Activiw (515 - 0191) 198$/l987 
(Loan, &ant AID Counter Part) 

AJl Weather Roads 

IDA Land Purchases e43.003.000 -- 
Pibt Projects (Rehabilitation of cacao, black pepper, vanilla, ginger) ?.Oa0.000 

2 Environmental Studies 10.000.000 
I 

Feasibility Studks I n.a I 2,600.000 

Coordination me and Eaui~mcnt I I ~10.000.000 

IDA-Agricultural productioa loans I 464 7.500.CW 

W o  Negro Wildlife R e s e m  

Community Water Systems 

Development of IDA settlements 

Titling of IDA settlements I I 20.000.000 

Upala - San Jose 

DINADECO Co~llllluniw Develoment Proiect I I lO.OOO.000 

Agricultural Centers - Upala and Guatuso I 1 8.600.OCDO 



im%ituaional@, financially and technically sustainable; and the Technical Assistance Contract 
with SYSTEMS for the provision of assistance to participating farmers in accordance with 

A review of Project documentation complemented this analysis. The Scope of Work 
presented in Annex B is a result of this work. At the beginning of the second week, this 
document was discussed with and appmved by the project planning committee and USAID. 

A qilestionnaire was designed (Annex A) for the purpose of collecting standard 
information for all project components. Lengthy and detailed interviews with the Director's 
Assistants in charge of each component complemented this data. 

A second set of interviews were carried out with the former and actual Project 
Directors and administrative personnel, in order to assess the Project's administrative and 
orgalnizatiolnal structures and its financial procedures. Of particular interest was the 
analysis of the various agreements that the Project negotiated and is implementing with 
participating governmental agencies. 

Along these lines the team members developed a field work plan that comprised 
visits to community organizations, groups of farmers participating with SISTEMS for 
agiaJtural extension a d  roads that could be rehabilitated by the Association of Road 
Maintenance. For more detailed infomation see (Annex D) which list the visi& of the 
team to project aizas and communities of the Northern Zone. 

This evaluation was cmducted by a IRG team of three specialist: Howard Harper 
(team leader), Susto Aguilaa and h!ario Barboza. All have had previous experience dealing 
with zmal program evaluations in Costa Rica. 

The team organized its activities in Upala for the first three weeks of work. Analysis and 
report fornuhation was done in the fourth week in San Jos6 where the draft report was 
prepared. General poky direction was provided by the Mission Director of 
U S D I C O f l A  RIGA and the expertise of Mr. William B. Baucom, Chief, Rural 
DeveXopment OBke has been most hebful. 



111. ANALYSIS OF COMPONENTS 

k Pro_iect9s AdmtnlsQraQdon. Coordination and monitor in^ Commnents 

The assistance agreement included a project administration, coordination and 
monitoring component to support the Coordination Office of MDEPLAN in UpaJa as had 
been orighally planned for the Northern Zone's Infrastructure Project. 

The budget to finance this Coordination Office was estimated at 125 million colones 
(11.8% of the budget in national money) and $354000 dollars (6.79% of the budget in 
dollars). 'The budget includes $70,000 dollars for evaluation activities and audits. 

I. Structural analysis sf organization and operational systems 

The organizational structure of the project has the following levels: management, 
functional and administrative support. The organization chart in Table No. 3 presents a 
summarized characterization of this organizabonal structure prepared on the basis of 
inteaviews with managers and subordinate project personnel. 

A National Managerial Council was created to support the Management level which 
is directed by the Minister of Government Planning. The people in charge of the 
institutional agencies that are involved in the project also participate in its implementation. 
A Coordination Cormnittee was also established with representatives of MIDEPLAN's 
regional and main management departments; this was done in order to evaluate and 
provide legal amice to the Project, and to recommend some actions to the Minister of 
Government Planning. 

Project management is responsible for administering its components. This includes 
provision s f  direction and s u p e ~ s i o n  t~ support the accornglishent of its activities. 
Specifically, the responsibility of the Director is to perform the following functions: to 
administrate the funds in local currency: to follow bnd evaluate the activities; to administer 
the component that supports the activities; to administer a data bank of the Project area; 
to give logistical support to the participant institutions; and to publish information about 
Project activities. 

For the achievement of its goals, Management is assisted by an advisor from USAID, 
as well as an Environmental Specialist. The responsibility of the Project Advisor is to help 
the Director in project implementation and in coordination with USAID and participating 
~nstitutioms. He is also re oasible for identifymg the needs for and resources available for 
specialized techlzlce~I assistance. The Environmental Specialist, with his assistant is 
responsible for initiating and directing support activities designed to address environmental 
concerns. This includes education and training in the environmental aspects s f  project 
imphementation. There is a special fund to finance these activities. 



TABLE No. 3 
OWGAWI~TI691Ah WART WORTHERN ZONE ~ X M T I [ ~  

PROJECT 

National Direct, 
Council 

MIDEPLAN 
Director 

Prolect Eva uation 

Planning 
Commissron - - 

Regional Coodina- 
tlon Commission 

Project Advisor 

Assistant 
Director 

i 
Assist. t o  
Diversif ica. 
Agricult.Cr. 

Chief 
Public 
Relations 

Accounting 
Services 

Administrator 
Assist. t o  
Road Rehab & 
Maintenance 

Assist. Comm 

Titling 

I Personnel I 



The supemision of the Project is carried out by the MIDT %M/GOCR's Project 
Management and USAD/Costa Rica's Rural Development OBL. k. r USAD, the daily 
implementation problems are the responsibility of the Rural Development Division. 
Recently, RIDEPLAN reduced the number of pefsonnd in Project Management, and 
there is the possibility that MIDEPLAW will ask for the transfer of the PCZN and other 
projects to other ministries. 

The Project's regulations were approved in Executive Resolution No. 18971-PEAN 
of May 2, 1989. It defined the integration of the National Managerial Council with the 
Minister sf Public Affairs, DIEbADEC09s Executive Dhector, IDA'S Executive President, 
a repre,sentative from the M[AG and the Project Director. Their functions are to give legal 
advice to MIDI3PF.l regarding those aspects that have to do with the fulfillment of the 
Project and the solution to problems that may affect its development. 

The Regulations also defined the Regional Coordination Committee which is made 
up of the Regional Directors of the institutions related to the Project, MIDEPLAN's 
Directors in the Northern Huetar region and the Chorotega region, and the Project 
Director. The Committee's responsibilities refer to the Work Plan and the administrative 
procedures of the Project, and the pertinent recommendations for its development. 

The Planning Committee (which is new) was created by this Regulation-Resolution, 
and it is structured with the participation of the Project Director who coordinates it, the 
Director of the Northern Huetar Region, the Project Director and the Agency for 
International Development's (USAD) official. The USAID counsellor for the Project is 
present as an observer. 

This Committee constitutes the forum in which the representatives from 
MIDEPLANfGOCR and USAID interact with the Director of the Project. Its functions 
are to supervise, in a technical way, the progress of the Project, as well as to give advice 
and recommend solutions to problems. It also examines and recommends work plans and 
budget proposals for the components of the Project. The Committee's secretary was 
assigned to MIDEPLAN's Management in the Northern Huetar Region. He/she is 
responsible to notify peopk of the meetings, prepare agendas, prepare the acts, and to 
follow-~p on ageemenb. 

The Coordination Office of the PCZN in Upala was organized as an administrative 
arm of MDEPLAN. The Project Director was dependent on the Minister's Office, thus, 
he was subjected to the procedures of this institution in carrying out his functions, as the 
Finance Administration Law says. For practical purposes this meant that the Project's 
admhistration was subjected to the ministerial administrative patL?rn, and was under the 
juridical control of the Republic's Controller General. It was also subject to budget control 
from the Budget Authorities that control the budget of the Nation. In May, 1990 the 
Coordination Office became dependent on the Direccibn de Broyecto of MIDEPLAN. 



In tbis context, the Management of the Project was limited by a principle regarding 
aspects of the ah5s t ra t ive  procedures related to the hiring of personnel, to contractual 
authorizations with the participant institutions, as well as to budget expenditures in the 
Project. The organizational pattern I:;nited t e Director's capacity to make a prompt and 
proper decision, lessening the effect of his effort, for effective implementation of the 
Project. 

The Project Director began working with the support of the U S D  Project 
Manager and the Office started operating on November 12, 1988. The Project was 
officially inaugurated on June 29, 1989, once the conditions previously established by the 
Assistance Agreement were fulfilled. 

The first Project Director stayed in this position for a period of twenty months, and 
he was replaced by the present Director on August 1, 1990. The Project Advisor from 
USAID has been there since its beginning, and there is a USAID consultant, who is a 
specialist in the environmental concerns of the Project. 

The National Managerial Council has not been convoked in the three years of the 
life of the Project, while the Regional Coordination Committee met just once during 1990. 
The Planning Committee met three times this year, and operates as a consultant 
mechanism between the interested groups (MIDEPLAN, USADD), as well as a facilitator 
of the decision-making process in important aspects for the development of the Project. 

Apparently, these management mechanisms, with the exception of the Planning 
Committee, were not effective in guiding the work in the Project. The Planning Committee 
camed out its functions until the third year of operations; however, its work did not 
identify the fundamental restrictions that have limited the Project's implementation nor did 
it fiad solutions to better the effectiveness in the achievement of project goals. 

The planning committee has in fact acted as an arm of M I D E P W  during the 
period from November, 1989 to August, 1991. Since its beginning, the PCZN's 
Coordination Office was treated as ;a unit of this Ministry, and no real efforts were made 
to give it a certain degree of autonomy that would allow its Director to make operational 
decisions. It depended directly upon the Minister's Office until April, 1990, but this did 
not mean any special consideration; on the cmtrary, this proved harmful because, for the 
Ministry, it was very difficult to give proper attention to the Project and to establish the 
required controls for its operation. 

Tfae above infamation was used by the new Minister for Govement  Planning, who 
began in this position in May 1990, to make the Director of Projects responsible for the 
follow up and control of the PCZN. With such purpose, this direction designed the 
corresponding mechanisms which began to operate ir, January, 1991. Being focused as 
mentioned, the Project prepared standardized reports at the activity level covering the 
trimestral programming and execution of activities, reports every six months, and 
preliminary plans for budget and payment of expenses. It also intensified technical support 



to the Project in order to accelerate the intepinstitutional a cements, which had been made 
for Project implementation. 

2. The Management Level 

At the Management level we include the Project Director, the administrator and 
the Counsellors. The Project's Director has the functions of a Manager and is responsible 
for the administration, coordination and monitoring of the activities of the Project. Next, 
there is an anahpis of the role carried out by the Management in the fulfillment of its 
responsibilities. 

'Fhe Assistance Agreement placed with the Pro~ect Director the responsibility for 
examining at the field level, the accomplishment of work plans of the components of the 
Project, as well as the approval of its individual activities/projects. However, it was 
determined that the Management has not established a structured system of following the 
results and advances of the work that the coordinators of the components carry out. 

The Assistance Agreement had considered it necessary for Management to put into 
practice from the initial stage a computerized system of information concerning activities 
of the Project. The Project's design documents emphasize the necessity for this system in 
order to be able to centralize the fbancial records, the inventory administration, the 
operation of equipment, and the following of the component activities. (Technical Annex 
K, May 1988). 

The mentioned system has not yet been installed, and, without doubt, has h i t e d  
the ability of the Director to count on continuous and prompt information to guide his 
decisions for the development of the Project. 

Following the instructions of the "Direcci6n de Proyectos" the Project's Management 
began using, in January, 1891, four types programming manuals and evaluation of the 
accomplishment of activities ~ G Y  the components of the Project. This mechanism has not 
been as effective as expected, due to the fact that the Project lacks a general work plan in 
which specific goab for each component are established, as well as a list of activities, 
expected results, and the respective costs for the different years of the Project. Because 
of this, the coordinators define their programming, and, then, they give information about 
the accomplishment of their tasks and the achieved goals. However, this mechanism does 
not necessarily keep a balance with the objectives and goals of the Project; therefore, its 
efficiency as an instrument for management control is only gartially effective. 

Hn general terms, we can point out that the monitoring of the project on the part of 
the Director has been limited. The lack of a work plan that specifies, in a realistic way, the 
goals and results to be achieved each year of the Project, and the absence of a managerial 
information system constitutes explicatory facts of that situation. 



Likewise, it was determined that the Director cames out the activities related to the 
administration of the Project, and those related to the financial aspects that belong to the 
Administrator. This position was added to the Staff of the Project in order to free the 
Director sf such activities In order to allow him time to carry out his functions of managing 
the Project. 

Because of the above situation, the Director has an undue work overload in his 
functions because he had assumed the Administrator's responsibilities. This situation has 
lessened his capacity to effectively accomplish his dvtier as the Project Director. 

The PCZN's Management was created as a coordination instrument for the 
fulfillment of the components of the Project, in which the actions had to be implemented 
by public and private institutions that would be operating in the Northern Zone of the 
Country. Due to this focus, they created four positions to assist the Administrator in order 
to have a delegation coordinating the Project's Management: the activities to promote the 
agricultural diversity; the credit for farmers in a small scale; the rehabilitation and 
maintenance of the roads; and the creation of Community Organizations and Agricultural 
Settlements. 

The technical study of the Project (Technical Annex K) pointed out that the Project 
had to hire professional personnel to take care of these coordination necessities in the 
following way: A professional for the following of the road component; a professional for 
the Community Development Component and the Land Settlement Component; and two 
professionals for the Production Component. 

The records of the personnel show that of the four Director assistants, only the two 
in charge of the Community Development Component and Land Settlement are 
prcfessiana!~. Wac hiring of non-professional personnel was supposedly done because 
qualified personnel were not available. This does not seem to be justified because they 
recently hired an agronomic engineer to work as an assistant to the USAID specialist in 
charge of the enviromenta1 element of the Project. Another observation showed that the 
organizations that work in the Northern Zone of the Country have several types of 
professionals among its personnel, including agricultural engineers. 

The lack sf professional personnel in the key positions of the components that deal 
with rural roads and the support to agriculture, constitutes an important reason that 
explains not only the multiple problems found in the development of these components, 
but also the lack of orientation of their activities due to the fact that neither s f  the two 
Directors that have administered the Project are specialists in this area. 

According to MIDEPLAN's Director of Direcci6n de Proyectos, the lack of 
professimalization in the Project's Staff made it difficult to negotiate and t~ fomake the 
Agreements, especially with the AMV and SIS?TEMS enterprises. The inguts 



experts of project management for the nalktion of th Agreements were judged to be 
ymr. This situation resulted in greater effort on the part of their personnel and 
unnecessary delays its approval. 

In a particular way, it is noted that each of these coordinators has to face 
counterpart professionals at SIS?TEMS, which is the company that offers technical 
agricultural assistance, and the which is responsible for rural roads. This situation 
could help explain the multi culties observed in the negotiations between the 
cwrdinators of the NZCP and the other enterprises mentioned. Moreover, this has beec 
reflected in an overloading of responsibilities for the Project Director, who has had to 
assume part of the negotiation work of Bis assistants. 

4. Administrative Support Level 

The Project administration level has the responsibility of giving administrative 
support, as well as support for the financial effort to Management and to the coordination 
of the four components of the Project. In order to fulfill these goals, this unit has three 
sections: Accounting and Budget (an Accountant and arm h is tan t ) ,  General Services (a 
Chief, an Office Clerk, a Receptionist, a person incharge of maintenance, two janitors and 
three guards) and a Personnel Section with a persm iiicharge. Besides, the Project has a 
secretary who works at the Project ManagementlMIDEPkPLN level. She is responsible for 
the transmission and the following of the mail and related matters in San Jose. 

The technical study of the Project had recommended the hiring of a technician as 
administrative Asistant ( h n e x  E) who could handle the administrative matters of the 
Project. A professional was hired as the Administrator and he began working in August, 
1989. During his first year on the job, the Administrator fulfilled his responsibilities. 
However, with the Managerial change in August, 1990, the new Director had to assume 
many of these functions. The Administrator was relegated to sign dwuments and to take 
care of minor procedures. 

This malfunctioning of the Administrator's position generated an additional strain 
on the Director's work load. This led to the hiring of a Director's Assistant who has some 
responsibilities that should belong to the Administrator. 

The Adtninistrative Support personnel includes fifteen workers (58% of the Project's 
personnel) according to the information in Table No. 4. Three of these workers began with 
the Project in 1988, six sf them were added the following year, while the rest (6) were hired 
in 1990 and 1991. According to occupation, these personnel can be described as: 1 
Administrator; 1 Accountant; 1 Chief of General Services; 1 Supplier; 1 person in charge 
of maintenance; 3 guards, 4 Office Clerks (including the secretary working at 
MIDEPLAN); and 3 janitors. 

This same information allows us to infer that there is an average of 1.5 
administrative officials for each worker in the area of functional activities of the Project 



(agkulturd diversity, conanmaanity development, title and settlement, roads and environment 
administration components), excluding the activities s f  public affairs. 

The cost of the administrative component using the actual salaries paid in cash in 
colones during September, 1991, is estimated in 6.5 million colones per year. 'Phis 
represents 41% of the total budget of the Project 

In tnis context, we should p i n t  out that the size and complexity at the 
administrative level was designed in order for the Project's Coordination Oft?% to have its 
own capacity in the negotiation of resources, as well as to operate directly with public and 
private organizations. However, the Project's lack of autonomy from MDEPLPaW, and the 
fact that it is subjected to the regulations of the Controller General, has constrained 
performance at the administrative level. In paactice, all the administrative procedures and 
budget negotiations have to go first to the Direction of Projects, where they are checked 
for the final procedure at the Minister's Office and the dependencies of Public 
Administration. The result seems to be a duplication of MIDEPLAN's administration and 
am additional step that has raised the cost and limited implementation of the Project. 



TABLE W. 4 

Personnel Distribution by Organizational leve ls  

D is t r ibu t ion  by functions 

Number of s t a f f  Prof .  Techn. Other 

Tota l  Person. 29 5 7 17 

1.  Mgmt. l e v e l  7 2 (AID) 3 2** II 
2.  Basic l e v e l  (D i rec tor 's  7 2* 3 

assistant  f o r  components 
and env. contro l  

3. Administra 

* a professional  paid by the Environmental Management Fund 
** secretar ies  

5. Personnel Rotation, Remuneration and hcentfves 

Of 29 personnel in the Project, 26 are paid in colones and two advisors from 
USAID plus their secretary are paid with external funds. The distribution of this personnel 
is shown in Table No. 4. 

The five professionals of the Project are, the two USAID advisors, the 
Administrator,an Assistant to the managemenfand an Assistant to the Program on 
Environment Administration. The technical personnel comprise 3 Assistants to the 
Management, the Director and his Assistant, the person in charge of the Organization and 
Technical Information Office, and an accountant. The rest of the staff are secretarial and 
administrative support personnel. 

a. Salaries 

Table No. 5 presents information about the positions and the salaries paid to the 
national personnel of the Project. The level of the salaries corresponds to the Salary Table 
spproved for the Project's personnel in 1988 plus the adjstments due to inflation approved 
later. 

This Table took into account a salary base of 62,000 colones for the Director's 
Assistants that would coordinate the components, on the basis that they would be 
specialized professionals in their respective fields for each component. From the total of 
'he four Management Assistants, only one professional could be hired, and the rest of the 
sistants are technicians allegedly because of a shortage of professionals. 



1) Walter Cruz Alvarez Director 145.994.98 01-08-90 DirectTon 
2) Jose Joaqutn Ar@w&s Herrera Adninistrator 107.091.85 01 -08-90 Direct ion 
3) Aurora Dfaz Wargas (2) Assist. t o  corn. 90.101.15 10-07-89 Direct ion 
4) Jos6 Esteban B l i v r s  J i m h z  I n f o m t i m  86.140.20 10-05-90 Direct ion 
5) Lucfa Mar t lwz Bejaram a c c ~ ~ l t a n t  86.140.20 01-08-89 Adninistration 
6) JssC Cilberto &ad Read q r v i s o r  57.W.80 03-22-90 Direct ion 
7) Ricardo Rodrfguez S e r r m  General services 39.324.40 01-04-89 Adninistration 
8) Rigoberto A r g w i E ~  Ruiz Supplier 37.829.00 25-06-80 Adninistration 
9) Nacor Orozco k % z  Assist. t o  director 34.537.25 01 -01 -91 Direct ion 
10) Esther Palrcios Bedi l la  Executive secretary 25.236.25 31 -03-89 Direct ion 
11) DagsBerto BazBn Ji&nez Ma i nt . supervisor 22.274.55 20-05-85 Administration 
12) Geovamy L e z m  C o r t k  Security s w r v i s .  21.796.35 88- 12-88 Ah in i s t ra t i on  
43) Thelma Ledem Olivas Clerk 3 20.850.00 01 -01-91 Administration 
14)  niguel Angel Mora Alvarez Clerk 2 20.450.00 01 -04-89 Adninistration 
15) Ricardo Acevedo Agui Lar Guard 20.050.00 01 -04-91 Adainistration 
16) Josd Marciano Gumin Torrentes Guard 19.830.70 31-07-89 Achinistration 
17) O f t l i a  Estre l ta Blcndoze Janitor 19.450.00 18-03-91 Achinistration 
18) Sir#ure Acevecb Alvarez Janitor 18.356.65 15-06-91 Ackrinistration 
19) Josh Leonides Verges Rocha Peon 18.247.25 18-03-91 Administretion 
20) Eduardo Villegas Barrmtes Production sqwsr 71.668.70 03-07-89 Direct isn 
21) Evelia Vil lalobos Gu& C r e d i t  supervisor 63.118.70 01 -05-96 Direct ion 
22) Jul ia Ruiz Calero Secretary 22.726.50 01 - 09-90 Tech. an i t  
23) Laura Bwtos Espimza Clerk 2 20.116.25 01 -04-91 Tech. unit 
24) U i  11 iens Chavarrfcs Ramlrez (2) E n v i r m .  supervsr 90.101.15 02-01-91 Environ. mgmt 
25) Maria Isabel Soto Soto Secretary 25.181.65 D i r e c t i w  
26) nireya Gone4Lez Casti 1 Lo Receptionist 20.540.50 86-09-89 Adninistration 

NOTE: USAD consultants not included 
SOURCE: Accounting and Budget Section, PZCN 

b. Budget Execution 

Budget execution for the project covers the "period 1989 to June 30, 1991. 
Previously, the a\hinistrative expenses were financed wir5 USAID-PL 480 funds. They 
included the salaries of the Project Director and complementary expenses during the three 
months period from November to December, 1988. 

Table No. 6 presents data for the project budget according to the Assistance 
Agreement between GOCR and USkID. It hcludes information for the adjusted budget 
authorized by GOCR, reimbursements made by the project during the period Januahy 
1989fJune 30, 1091 and budget resources for the rest of the project life. 

The Costa Rican Government authorized 808 million of colones for the Northern 
Zone Consolidation Project's budget. It implies a difference of 258 millions of colons with 
respect to the budget defined by the Assistance Agreement between USAID and GBCR. 
These resources come from the USAID colones account in the Central Bank of Costa Riea 
and they are subject to monetary constraints. Negotiations are required in order to get The 
Central Bank's approval for the disbursement of the 258 millions of colones. 
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2, Training 
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7. Land use maps 
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TABLE No, 6 (continued! 

U. Coordination iflonitoring 125.8 356. 8 

1. Personnel 

2. Contract Services I 6 3 1 i  

3,  isuiwent I I::: 

4. Infomation Activities 

5 .  Operating costs 

6 ,  Suport Funds 

7. Audjis and Assessnents 

8. Con5ngencies 

!I. A13 Project Advisor 

1, Cantract costs 

2 .  Official uehic!e 

3.9 

24.1 
- 
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13.6 
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519.1 

54,9 
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Based on the GOCR's modified audget, reimbursements made by the project 
accounted for 158,8 million colones or 20% of those resources from January 1989 ta Juue 
30, 1991. It resulted in a dSerence of 641.2 million colones. 

Later an agronomic engineer was hired to work the Environmental Program. His 
salary is paid through FAMA'S resources. The hiring method increased the base salarq.. to 
91.000 colones, and it was possible to choose from a list of six professionals that were 
interested in working in the Northern Zone of the Country. 

The technical proposal of e Project (&ex F) had proposed professional salaries 
in-a-range @-SO% higher than the salary of a professional just entering Public 
Administration; this justifies the mentioned Table. The problem that emerged in 19901 
1991 in hiring professionals was possibly due to the fact that the beginning salary was not 
attractive enough. 

Six people (Director, Administrator, and personnel in charge of components) are 
paid a salary zonal supplement of 8,071 colones per month. The Project Director, the 
Administrator, and the persoa in charge of the Coordination and Technical Infomation 
Office have project provided homing. e Director of the Project is the ody one that has 
been assigned a vehicle for discretional use. 

Originally, there were vehicles for each person in charge of the components, but 
because of anomalies, the system was modified reducing the fleet by two cars that were 
loaned to DINADIECO. The fleet includes: ITLvo ISUZU T w i ~  Cab vehicles; two pickup 
(ISUZUnOYOTA) vehicles for work; one ISUZU TROOPER that is assigned to the 
Director; two ISUZU Twin Cabs assigned to DINADECO; and twa CHEVROLET 
BLAZERS that are assigned to the Project advisors. 

c. Personnel Rotation 

In two years, the cases sf persomel rotation that have occurred are: 

I There was a woman in charge of Public Affairs who was fired after thee  
months of working for the Project. The activity was restructured, and it is now called In 
Charge of the Coordination and Technical Information Office. 

I The initial Credit Assistant quit the job alnd was replaced by a less qualified 
person. 

The professional positions are csually competed, with the Planning Committee 
select@ the best candidates. Once an appointment is approved, the selected candidate 
signs a contract with MIDEPLAN for a year, with the possibility of renewing it (including 



Costa Riwn law Guwanteeqand salary increments according to the public sector). 
Sometimes, the contracts are delayed up to 3 months in M W E P W ;  during this period, 
the applicant d w s  not receive a salary. 

Witb respect to non-professional personnel which comprise a majority of project 
staff, the sekction i s  not OhPough competition. Curricula Vitae are received, an exam is 
prepared, and a tern is defined. Following this procedure the Budget Director decides 
among candidates. 

e. Offices, Equipment and Transportation 

ding office space, been indicated that with the increment in personnel, 
d to make mm ents, giving the main building to the Administrators. 

A house ?.hat was is now used by the people in charge of coordinating 
the csmponeats. increment in personnel requires additional space. 

It is considered that the administration office needs at least 2 personal computers 
and 2 typewriters. They plan to solve ihe transportation problems when DINABECO 
returns the loaned vehicles in March, 1982. 

f . Public Affairs and Publication of Information 

This position which was considered important since the beginning of the Project is 
oeeupied by s person that does not have all the job requirements for journalism. Thus, his 
nomination is questioned. 

For this nomination, hgII3EPLA.N ( P U N )  modified the former title of the position 
from Public Relations to "Qrganbation and Technical Information Qffice". 

The duties that this officid has to perform are to disburse information to the 
csaanmudQ, make bulletins and help in the organization of meetings. His hierarchical 
relationship is directly with the P U N  Director, and in the case of financial activities, with 
the amountant Me has been wsrlking in thz Project for one year and four months. 

Naknough he does not know how to establish a data bank with infomation about the 
Project, he considers it important. He also notes that the information generated by the 
Projec$ including that generated in the meetings t~ coordinate the sta$ is not part of a 
written report. 

6. Evaloatiow of the a ilfty of organization, procedure, accounting and 
budget manuals 

as the folll~whg manuals prepared by a c<snsultant firm in January, 
19%. 



- Organization and Procedures (Books I to 111) 

- Accounting and Budget Systems (Books I to 

In a general way, the following comments can be made: 

a h some cases when the manuals have been consulted, they do not help solve 
certain normal situations of the project administration. This is the axe when referring to 
a leave of absence without gay that the administration had to look up in other sources 
(MIDEPLAN's regulations and the Labor Code among others) and then apply the 
recommendations given by the Legal Advisors from MDEPLA-fS. 

It has also been felt necessary to modify procedure's forms, generally adding 
more requirements. 

Except for the Accounting Manual, the other manuals are rarely used. For 
example, only one session has been held to explain the manuals to the technicians. h e  to 
the fact that the h e  for the meeting was iimited and provided only an overview, it was not 
possible for the staff to understand the manuals and to feel motivated to use them. HR 
addition, while there is only one set of manuals which is at the office of the PCZN's 
Director, no one (not even the PCZN's Administrator) seems motivated to ask to use them. 

With respect to the accounting manual, although the codes are used, i was 
developed to be used with a computer. Since they do not have the equipment, the manual 
has not been tested. 

It is important to point out that for control measures the person in charge 
of accounting, not only registers and accounts, but also monitors the financial aspects sf 
the PCZN with the passive participation of the Administrator and the Director of the 
PCZN. 

The manuals have not been implemented because senior project management 
has failed t~ require that officials use them. 

a The Accounting Manual includes a clear system in which the resources 
received from USAID and the resources transferred to AMY and SYSTEMS are to be 
recorded. This system is not being followed - as it should! 

w It is neceswy to note that the manuals, such as the one on budget, establish 
control norms for the execution of the Project, based on the work plans and their 
relationship with the budget's entries. 

If the above information had been taken into amount, it would have 
facilitated the monitoring of the Project and the corresponding signalling at the right levels 



to make decisions or, at least, to document the reality of the Project to its Director and 
Administrator. 

It is the case of the usage of the "budget for components" to compare this 
with reality in order to determine the degree to which the goals have been achieved. As 
such, there should be an analysis of the variants to determine the causes and to have the 
basis to perform the corrective activity (at least once a month). 

H It is also important to mention that the most important budget used by the 
people in charge of the components is the "Budget from the Republic's Controller", and, 
based on the expenditure possibilities of this institution, the components elaborate their 
budgets; a t)rpical case is the m e  related to the Maintenance and Rehabilitation of Roads, 
in which there is not a definite work plan and the budget is distributed taking as a basis 
what the Comptroller will supposedly expend in a determined year. 

As previously mentioned, the manuals are rarely used. A requirement that 
they be used will result in better procedures and monitoring of the resources (human and 
financial). 

7. Identification of the restrictions that affect the Process sf Direction and 
Monitoring of the h j e c t  

Two categories were determined concerning the restrictions that affected the 
development of the Project and that refer to the organizational design of the Project and 
the adopted method for the procedures to administer its activities. 

a. Malfunctioning of the organizational model proposed by the Assistance 
Agreement for the Regional Coordination Office in Upala. 

The PCZN's Office in Upala constitutes a ministerial branch that belongs to 
MDEBLAN, and, ..t. such, is subjected to the regulations of the Republic's Financial 
Administration Law. h i s  kind of organization presented a problem; it was not very 
operational to put into practice for an extremely complex project that presents diversity in 
its components and a high investment cost. 

The fact that the organization is not very operational can be due to its lack 
of autonomy to develop its own way of negotiating and to be more aggressive. Because of 
its condition as a ministerial branch, in practice it has to transact and negotiate resources 
through Mlh)EPLAN9s administration, doubling the required time for authorizations and 
licenses. 

A similar project, the CEE-NA/82/12 which deals with the Support to the 
Agricultural Reordering and Integrated Rural Development, and h being carried out in the 
Central Pacific area, solved this problem by creating a "Management Unittf that has its ova 



jurisprudence and autonomous administration. With this organizational model, a 
specialized organization was created with the responsibility of administering the Praject in 
the Zone. Given the conditions in which the Coordination Office works in Upala, it does 
not seem to justify an administrative organization with meeu officials. The lack of 
autonomy to develop its goals creates a malfunction to accomplish (he administration of 
the Project. 

In this context, the ministerial organizational model adopted by the Project, 
and which is characterized by its lack of autonomy for administrative functions, constitutes 
one of the most significadt issues constraining project implementation. In general, this 
model did not permit development in a coherent way the employment of its instruments 
and resources to fulfill the objectives proposed for the Project. 

b. The negotiation style based on stimuli coordination and administration 
in order to guide the behavior of the executors 

The implementation of the project is based on the coordination of the 
components that support the work done by public and private organizations. These entities 
are responsible for developing certzin behaviors, and their achievements are balanced by 
the grant of financial stimuli by the Project Management. 

For the success of this negotiation, it was assumed that the entities 'nvolved 
would agree -- previous to the signing of the Assistance Agreement GOCIVATD -- in 
participating in the development of the Project and the achievement of its objectives. This 
suppositi~n proved not to be true in practice. First s f  all, the banks in the National 
Banking System, and particularly the BN@R did not accept the stimulus of the 20% to offer 
credit to farmers at a small and medial level in the Northern Zone of the Country. The 
reason given by the manager of its subsidiary in Upala for this negative attitude is that the 
stimulus of the 20% is not enough to compensate the foreseen losses in giving credit with 
its own resources to these farmers. 

Secondly, the IDA has shown certain reticence to enlarge its settlement 
programs in the zone due to the economic stimuli of the Project. The requirements for 
environment administration make them give up some of the WA's lands for resewatiocs 
that are necessary but at reduce the nurnbez of hectares to distribute among the farmers. 

Third, the creation of the AMV as an autonomous entity responsible for the 
rehabilitation and maintenance of rural rmds in the zone, led to csordination problems 
with the main en$@ of the place, the MOPT, and required a negotiation that lasted more 
than a year. 

Fourth, the MXDEPW/SYSTIEMS contract for this enterprise to offer 
technical assistance in the agricdtural field required more negotiations with the MAG and 
the fim of the MWEPLAPaMG Agreement. Because of being the primary entity in the 



agrhltural field, this Minktry asked for access to information about the kind of extension 
service that was to be offered and the definition of mechanissrss to monitor its activities. 

.h we can infer from this analysis, the achievement of a consensus, including 
the participant institutions, to take part in the Project required a lot of effort that lasted 
approximately twcr years. This can be &served in the approva1 of the Agreements: 
MWEPLANDINADECO in September, 1989; MIDEPW/DA in August, 1990; 
MWEPLAN/MAG in April, 1991; MIDEPM/SYSIT]EMS in October, 1990; 
MWEPEBLN/AMV in August, 1990. The beginning of the activities of the Project was 
delayed 40% of the corresponding period for its execution because its supposed assurance 
of interinstitutional participation was not achieved. 

The Community Development Component has made more progress than the 
other project components. Disbursements were in the order of 80 million colones, 33% 
of total reimbursements. It is followed by the Coordination and Monitoring Component 
with 25% sf total disbursements. This component covers salaries for all project personnel 
except those in the Crop Diversification component. 

Disbursements for the Coop Diversification and the Road Maintenance 
components account for 35% of budget resources. This indudes transfers to SYSTEMS 
(29 million colones) and lLMV (50 million colones). These disbursements have not yet 
materialized in results and therefore these component goals have not beer; attained as 
programmed, 

The Land Settlement and Titling compooent initiated its activities in late 
1990. This explains the low level of disbursements, given the fact that ID& the agency 
responsible for implementation is paid based m results. 

As an overall generalization, it must be said that GOCR's budget execution 
has been extremely low (20%) given the 3-year period of project implementation (60%). 
It is explained by two reasons, first, two years delay for project initiation, and second, the 
relevant components did not show results as of June 30, 1991. 

On the other band, USAD disbursements have amounted to $837,907 dollars 
by September 30, 1991. 

B. Rehabilitation and Road Maintenance Comwnent 

a. Assistance Agreement Between the W C R  and USAJD 

As one of its components, the Project Agreement called for the development of a 
self-sustaining system for the maintenance and rehabilitation of roads. This was to broaden 



the basis for the productive development of the Nomahem Region based on noa-traditional 
agricultural production aimed at exportation and imgrwement of access to new markets 
and services. 

For the completion ofthe whole project, USAID will assign an amount of $5,150,000 
nonrehbursaSle, of which $1,665,000.00 for the maintenance of roads corresponds to 
Component 11. The Government of Costa R i a  agreed to provide 1,058 million Costa Rican 
colones equivalent to $14,011,4#)0.04), of which 340.500. colones correspond to this 
component (See Table No. 6). 

The agreement, signed in August 1988, has a duration of 5 years; however, due to 
the delay in the fulfillment of requirements, the project began in 1988. Therefore, this 
evaluation describes the activities carried out in this component from August 1989 to 
September 1991, with two years remaining before the termination of the agreement. 

Table No. 7 shows the details of the budget approved for this component. Later 
modifications are explained in this chapter. Table No. 8 includes the actual budget. 

The Northern Region has a road network of about 1,400 kilometers of national 
roads and 1,300 km of local roads in very bad shape. In this respect, it is necessary to point 
out that in 1989, the road fiom Cams to Upala was paved. ?lais road has a length of 95 

e road from San Rafael de Guatuso to Q a l a  and Santa Cecilia (Route 4) was 
reworked. Besides, under the Al[llb 515-041 project, about fOO h s  of roads were improved. 

The project proposes the development of a self-sustained and viable system for the 
maintenance of roads within the area of the project. This will be achieved by dividing the 
road network into 2 sections: a) Route 4, and b) the other roads. 

Other points considered in this Agreement were the following: 

The Ministry of Public Works and Transportation ( M O W  will be held responsible 
for maintaining 1Q4.2 h s .  (Route 4) for which the BCZN will supply equipment for the 
exclusive use sf maintaining this road, as well as resources to cover part of the maintenance 
'7osts. 

The maintenance of 458 Isms of roads will be carried out by the Municipal 
Committee for the Maintenance of Regional Roads (Commission Municipal de 
Mantenhiento de Caminos Vecinales (CMV), created by the Project. The CMV will have 
the equipment far the maintenance of roads under its jurisdiction. The CMV will be made 
up of Municipalities, Associations for Development, and the MOPT. 



TABLE No. 7 

REkEhlBILVATPON AND MAINTEPfANCE OF 
TOTAL BUDGET COMPONENT IN COLONES BM) US DOE 

A. Rehabilitation 
B. Maintenance 
C. Tools 
D. Equipment 
E. Rural census 
F. Aid t~ MOPT 
@. Operational AMVA costs 
H. AhW Construction 
I. Technical Assistanre 
J. Contingencies 

Donation 
(US. Dollars) 

NOTE: 

Amount F, according to an executive letter written afterwards, was m~ved to the 
component of Administration, coordination and monitoring for the transference to 
the MOPT, leaving the budget in C.R. colones 314.344 
With respect to the colones, the PCZN obtains and transfers them to AMV 
according to the administrative procedures of the GOCR. Dollars are approved and 
transferred to the AMV by USAID and the operating agreements between USAID- 
AhKv 
Tbe Heading (J) of USD 2QQ,000 was added to (D), increasing the amount for 
equipment to USB 1,369,000 



According to the agreement, PCZN allocated resources in the mount of US dollars 9,665,000 fron 
USAID. The budget was later on re-programmed in the following way (Implementation Letter No. 11 
Agreement USAD--. 

A. %habilitation 
B. Maintenance 
C. Tools 
D. Equipment 
E. Rural census 
F. Aid to MOW 
G. Operational AMV costs 
H. AMY Construction 
I. Technical Assistance 
J. Contingencies 

Total 314,344 

DONATION 
(US. Dollars) 

107,000 
30,000 



A special fund for roads will be maintzined while the mechanisms for getting funds 
are established (for example taxes). The CMV will gradually take charge of the financial 
responsibilities. 

There will also be agreement. between MIDEPLAN-MOPT in order to maintain 
Route 4 and for the donation of equipment for the road maintenance. 

Later, other documents were added to supplement or modify the agreement. 

b. Implementation Letter No. d l  

Subsequently, according to Implementation Letter No. 11 dated August 9,1990, both 
USAID and MmEPLAN approved important modifications to the agreement, specifically 
Section III(B) of Annex I to the Agreement, changing it totally and establishing an 
Association of Road Maintenance (AMV) whose activities among others are: 

The PCZN, through the AMV, will provide the resources so that this association can 
rework 300 lcms (approximately 188 miles) of gravel roads and develop a self-financing 
system for the upkeep of approximately 450 kms (270 miles) of rural roads. The support 
of activities directed by the MOPT is included for the rehabilitation of about 105 kms 
(approx. 60 miles) of Route 4. 

Resources in the amount of colones 314,060,000 and US$1,665,000 will be allocated 
for the support of activities of the AMV. As can be seen, the original amount in colones 
was reduced with the exclusion of heading F. of the budget: support for the MOPT in the 
amount of colones 26,156,MlO. Tais amount of money will support the activities directed 
by the MOPT for the paving of Route 4. For this purpose, MIDEPLAN and the MQPT 
will sign an agreement to define the participation of the MOPT in the rehabilitation of 
Route 4 and its responsibility concerning national gravel roads. 

The AMV will ask the MQPTy prior to the rehabilitation of any national road, for 
its authorization and corresponding design. 

c. Agreement MIDEPLAN (PCZN)-AID-AMV 

This agreement has the purpose of establishing the foundations, procedures, and 
conditions for the transfer of funds from the PCZN project to the AMV. The presented 
objective is to finance the Rehabilitation Program and the Road Maintenance that 
corresponds to the AMV within the PZCN. 

This program is divided into three phases: 

1. Organization and Administration of the AMY 
2. Rehabilitation of gravel roads 



d. Maintenance of gravel roads 

To carry out these phases, the AMV will receive technical assistance and logistical 
support from MIDEPLAN (PCZN) 

Some of the relevant aspects are the following: 

The rehabilitation of roads (projected at 300 lans) will be hnanced by 
resources coming from this agreement under contracts with the involved communities and 
the AMV, and between the AMV and the construction companies. The communities will 
pay 10% of the total cost. 

9 It has been planned to provide for the upkeep s f  450 kms with a program of 
periodic and routine maintenance (on a yearly basis, or longer). The funds generated by 
maintenance work could include a charge of no more than 5% of the total cost. This will 
be destined for a social fund (with its o m  procedures) at the AMV for activities of upkeep 
and rehabilitation. 

'Fhe AMV will establish offices, will have manuals for the administrative, 
financial, and accounting procedures, will receive vehicles and heavy equipment, will have 
the procedure manuals for the maintenance of vehicles and equipment, as well as a work 
plan, annual budget and annual audits. 

e. USAID-AMV Agreement 

USAID provided the AMV with the amount of $137,000 (in local currency, headings 
A and B of the main agreement) for rehabilitatios a d  ~aintenance of roads. 

The AMV will present U S D  with quarterly reports that include areas such as 
assistance in entrepreneurial and technical ahbiistn.ticm as well as a training program for 
administrative personnel and the Board of Directors. Prior appr~val by USAID of the 
contracts concerning rehabilitation and maintenance of roads is required. 

This agreement specifies that: 

1). USAID will allocate $1,528,000 for the acquisition of equipment for 
maintenance and technical assistance. 

2). The AMV will provide periodic and routine maintenance for 450 kms of 
gravel rural roads according to annual glans approved by the director of PCZN. 

3). APlvlV u n i  rehabilitate 30Q kms of roads. 

4). The communities will finance 10% of the rehabilitation cost, 5% immediate 



5). By the end of the Project (August 1993), BMV will have given maintenance 
to 450 kms, and will have rehabilitated 3 0  kms. With respect to maintenance, the 
communities will supply about 50% of the cost in labor and materials. 

6). Environmental evaluations are required for the activities associated with the 
construction of penetration roads. 

f. Other Reports 

In April, 1891, the htersnmerican Developmeut finn under a contract with USAID, 
conducted a feasibility study which justified economica1ly the investment to pave Route 4 
(93 b s ,  at 521 colones/meter, 5,601.080.00 colones per kilometer), located between San 
Jose de Guatuss and Santa Cecilia de la Cmz. 

For this study a survey was made among fanners with small and medium size farms. 
It was observed that a considerable majority of workers are self-employed, and have 
families of more than three members. They mainly product cassava, tiquisque, passion fruit, 
nampi, cocoa, oranges, rice, beans, heart of palm, black pepper, macadamia (they have not 
yet reached the harvesting stage) and some dairy fams. The PCZN decided to finance 50% 
of the maintenance costs the first year, 30% of the second year, and 15% of the cost the 
third year. This job will be carried out by the MQPT. Route 4 was rehabilitated in 1989, 
but some factors such as the type of traffic, and the weather conditions have caused serious 
damage, thus reducing the actual use of the road to a minimum, and the investment (over 
650.00 colones per meter) has been practically lost 

The characteristics sf the Project are the following: 

Pavement system TS-3 (MOPT) inverted, modified: superficial bituminous treatment 
2 centimeters thick 20cm base, and 12 an subbase. Twenty-fur sources of materials 
identified fro= quarries and river banks. 

The AMV is a non-profit organization of public service, inscribed as such under 
number 3-002-109738. As an association it has a General Assembly, a Board of Directors 
and administrative staff. 

a. The General Assembly 

The General Assembly has about 150 members. There have been three meetings 
with an average attendance of between 60 and 70 members who have been recommended 
by development organizations and municipalities. There was no participation of the 
MOW. r X l ~ g  the last meeting, there were more participants from the area of Upala due 
to certaili cost and t h e  restrictions. The majority are not familiar with procedures and 



their knowledge of the AMV is vev basic. This is why they follow the proposals from the 
Board of Directors and the Management. 

b. Board of Directors 

The Board of Directors is made up of seven members appointed by the General 
Assembly. Its technical capacity is very Pimited, but there is an important interest in the 
Association. 

C. The Administration 

The Administration staff includes 7 positions (8 persons) whose jobs and salaries are: 

Position Salary Anngal Budget (in thousands) 

Manager 140,OOQ 1,680 

Accountant 75,000 9(90 

Administrator 65,000 780 

Chief of Operations 100,000 1,200 

2 guards 40,100 481 

Assist. to the Mgr. 35,000 420 

1 janitor 20,000 
SUBTOTAL 5,701 

Social obligations 2.85 1 
TOTAL 8,552 

NOTE: We are not including personnel that deal with equipment (machinery) and 
their corresponding social obligations. There is a civil engineer who occupies the 
posidon of Chief of Qperations. 

Eventually, there could be more personnel, about 21 persons, to deal with the 
machinery donated by USAID, and their respective administrative expenses, maintenance, 
spare parts, fuel and lubricants for the machbery. All this could increase AMVs costs by 
an additimal 17 to 20 million colones a year. 



1 d. Office Space and Equipment 

The AMV uses rented space just across from the project headquarters. It has basic 
office equipment such as desks, telephone, fax, computer and a typewriter. 

e. Manuals 

USAD hired a consultant to write the following manuals: organization, accounts, 
administrative procedures, costs, financial and job administration. These manuals were 
approved by the Board of Directors (Special Session No. 08-91/04-29-91) and by USAID 
(515-0235, Implementation Utter No. 15). However, these manuals have not been 
delivered by the consultant since some corrections have not yet been cl~rified. 

In general, the activities developed by the AMV administration have to do with 
procedures dealing with requirements specified in the agreements, the ones dealing with 
disbursements, and the initial ones dealing with road construction. So far no road has been 
constructed. 

It is important to highlight the intense and voluminous quantity of written 
communication between PCZN and AMY. This takes a substantial amount of time. This 
may be due to the following: 

I A lack of experience among the lUaV personnel 

The a r e a  of disagreement and consequent fictions between AMV and 
PCZN. 

f . Organizational Structuse 

Tables No. 9 and No. 1Q present the job organizational structure (approved 
by the Board of Directors) and the existing one. The observations are: 

H The job of "Assistant to the Manager" is not justified since it basically involves 
secretarial work; 

It b not necessary to have an administrator given the amount of operations 
at the W, 

s The manager, a dynamic person but without academic preparation, should 
become the administrator of the association; and 

R The chief of operations is a civil engineer who requires technicall assistance 
in order to develop the activities of the AMV in contracting for rehabilitation services and 
road maintenance. 



TAB NO, 9 
ORGANIZATIOblPhL CHART (UNOFFICIAL) 

I MANAGER 

Roman 

I 

(2) Watchmen 

The professional on the team will be under the 
the operations supervisor 

supervision of 

Best Available Copy 



GENERAL ASSEMBLY 

--ow----- ADVISORS 

OPERATIONS 
DEPARTMENT 

NQTE : ?%is orgarrmimthnal chart is considered official 
(it is the only one approved by the Bard  of Direct~rs and the 
General Assembly) 



g. Summary of ,Administrative Problems 

In general, the administrative problems of PCZN affect AMV and vice versa. The 
lack of zxperience at AMV and the differences s f  opinion are obstacles to the progress of 
the projects. Besides, the agreements indicate that AMV must be supervised and 
logistically supported by PCZN. This, however, is not the case, because of the existing 
frictions. The project director must establish his position as comptroller nf AMY resources 
as specified in the agreement. 

However, the real problem is the project design. It does not seem to be a goad idea 
to have created an administrative structure similar and parallel to the PCZN to develop a 
component of the same project. 

It is necessary to speed up the procedures to carry out work. To do this, we suggest 
AMV be a coordinating entity between the communities, the municipalities and the PCZN. 
This has to be done at the Assembly, the Board of Directors (with members sf  the four 
municipalities and community representatives), with a secretary that at the same time is the 
person in charge of the component within the PCZN structure, but under the project 
director. It is also important to utilize the administrative support of the director. 

The suggestions above will substantially reduce costs, promote more involvement of 
municipalities and eliminate the confrontatiorns between the PCZN and the AMV. More 
information on these areas is provided below. 

lh. Budgetary and Financial Aspects 

The following presents costs and transference from PCZN to AMV. 

AMV: COSTS AND DISBURSEMENTS DURING 1991 

k Expenses incurred (Costa Rican colones) 

(1) February-May 
(2) June-August 

B. Transference from PCZN 

(3) May 23, 1991 
Aug 8, 1991 

NOTES: 
(1) First positions hired: Manager, secretary, first accountant 
(2) The rest of the personnel were hired in June 
(3) This inchdes 50 million colones for works, 1,15 million colones for 

and 5,15 million colones for AMY operational costs. 
the rural census, 



Table No. 8 shows the present budget of the c o m ~ n e n t .  It includes the 
modifications made after the initial agreement. Later on in tbis chapter (in Table No. 12), 
we include budget projections for 1981-93 and we evaluate the situation and offer 
suggestions concerning the selEsustainabili.ty of the AM'Cr. The. A.MV budget does not 
reflect any work plan or program with specific goals. It is more a distribution of resources 
from the PCZN to each component, 

It is df icul t  to understand the planned utilization of the budget since it is subject 
to large shortfalls in disbursements from the Costa Rican Central Bank (BCCR). For 
example, the PCZN presented a disbursement request of 197,5 million colones for the fiscal 
year of 1991. Based on this, the AAiN prepared and approvd a budget for that mount.  
Later on, the BCCR reduced the budget to bO3,5 million colones. 'This forced AMV to 
prepare another budget for the balance of the 94,O million colones, hoping to utilize these 
funds in 1 SYZ. 

The above situation would normally cause a serious problem to any institution. 
However, the A.MV is not affected precisely because there is no work plan, nor goals to 
achieve. The only expenses to be covered are administrative, f r which other funds are 
available. 

It is difficult then to measure the use of the budget, in the areas of administrative 
expenses and other substantive components such as the rehabilitation and upkeep of roads 
where nothing has been done. 

So far, an average monthly expense of 650,MN colones can be estimated. This 
includes the personnel indicated earlier on this chapter. 

3. Technical and Administrative Capacity ts Execute Activities and Achieve 
Goals, Period 1991-1W3 

a. Technical and Administrative Capacity 

The manager is not a professional and does not have any background in 
administration (though he is a dynamic and entrepreneurial person); the civil engineer is 
not an expert in road constpllction, and though he has the ability to do his job, some 
additional expertise is required. The assistant to the management is a secretary who 
occupies this position because of money matters and to "block" a political appointee. The 
accountant is the person with the most possibilities to execute his job, though his 
experience is more with the private sector; tbis is used to explain some of the prablems in 
the preparations of budgets and other financial aspects in accordance with the requirements 
of the government The business administrator appears to have been appointed in order 
to make up for the deficiencies of the manager. 



The existing organization spends most of its time covming the documentary 
and procedural needs of the K Z N .  In fact, AMV k a parallel to the PCZN. The mount  
of written communication that is generated between PCZN and the AMV is voluminous; 
it is such that approximately 68% to 50% of its staff h e  is allocated for answering letters 
and memoraadums, as well as for meetings about issues such as budget and administration. 

There is frequently friction between the personnel of the AMV and the 
PCZN caused by the support of the advisor of the PCZN for the A M V  and the relationship 
between him and the manager and staff of the PCZN. This is in addition to the creation 
of AMV as an association with its own by-laws supporting freedom and independence from 
the PCZN, and the nonns established in the agreement AMV-MIDEPLAN-USAID. 
Finally, another area of friction ha9 to do with the nonexistence of an organizational 
strucbre in the PCZN including the lack of adequate advice for the AMV. The person in 
charge of this component is not a professional as is required by the organizations's manual. 

b. Manuals and Procedures 

There are norms and procedures established in the agreement USAID-MIDEPLAN- 
PLMV, as well as organizational manuals, procedures, and accounting directives. However, 
the lack of administrative experience significantly reduces tbe use of the nonns and 
procedures established. 

Though the PCZN indicates modifications (positive or negative) about ARIV 
matters, the latter does not follow them in many cases. Finally, manuals and agreements 
are of no use if neither the capacity nor the administrative will to use them exists. In this 
case there is no capacity nor authority (Board of Directors at M V ,  in charge of the 
PCZN) to impart order. 

c. Document Preparation 

According to the PCZN organization, there is a manager and a person in charge of 
the component, besides staff from the component of organization and monitoring 
(accounting) that supervise the financial and operational procedures of the AMV. Decisions 
are made by the manager according to the documentation generated by the staff. 

Within the AI+vlV, the decisions are made by the manager. Because of this, he must 
maintain periodic coordination among the managers . OtheNvise, a lot of time is wasted, 
since the other staff members h o w  that their contributions are useless under the vague 
existing managerial coordination. 

In addition, it is interesting to report on the different stages, about 20, which are 
necessary to carry out any road project according to the procedures established by the 
. In Table No. I1 we list these stages. In the following lines we will refer to some 
of them. 



TABLE N a l l  
AM% OPERATIONAL W1OCEDURES 

Although the AMV is yet to initiate lrry work (rehabilitation or I l p . i a t e ~ ~ ~ ~ ) ,  the -8 to any a t  a projed f o l h n g :  

Outreach 

Rehabilitation requirement 

Information transfer 

Counterpart payment (5%) 

&sign and initial approvab 

MOET delivery and crpprovala 

Apprwd 

PCZN 

Apvrcslrirl 

Undefined component 

Produce request for b i d d i e  

Revise and select projects 

Approve PCZN p r o m  

Negotiate 

W/ community and company 

5 % payment from community 

Contract signing 

Equipment transference 

Prqect beginning 

Inspection 

Elrd of Project proyecto 

Contract payment against project 
progress 

Maintenance 

TIME I mCaANISM I OBSERVATIONS 

So far h g b  ~lemben; d census Seems wt to work. Only one 
rlso uscd rod-programming stage 

Indefinite I Community repreent.tiverr I 
Con be immediate Penomel infaxnwias Xst of documents specifidly 

Blde for interested parties 

Depends on community capacity O f f i  of specific allocations, credit. 
community r e w w x a  annunJer 

Varies AMV ntnnyler pmceaw requirement. No offices d MOP% in Canas. 
takes it directly to MOW. S. Jocre. AMV capacity unclear and it o 
Design b later made by AMV *YS aIsPrcJ"e 

1-15 month T e c M  ~ T S O M ~ ~  Unclear if AMV must always 
initiate procedures at MOPT, 

M O W  Time cpn be reduced 

1 week AMV selMis documents Depends on capacity and 
disposition oi BCZN 

Undefined .ndpl .natoPCLN 

1 week ( KZN sends doc!-nts I Ikpends on KZN. Follow up 
environme~t "Emergency Law" 
probably to be invoked 

1 week 

1 week AMV. community and company 

Undefined (1 week) Construction wmpmy 

Undefined (1 week) Coastraction mw 
I 

Undefined I MOVT. AMV, KZN, ~ommunity 
I 

Undefined I ~oastruction company 

According to contract I Negotiation AMV-pin 

Depends on payment capacity 

Previous definition of paymea t 
f m  
- - 

AMV control 

AMV control 

Direct responsibility of AMV 

AMV control 

Undefined I Community in ~ r d i n o P i o n  with AMV Requires training and commur I invdvenent 

Best Available Copy 



IP Outreach 

The &W uses its members to promote itself. They can also use rural censuses; 
however, this calls for the improvement of the questionnaires including the kinds of 
information sought. It is necessaay, for example, to estimate income, the types of 
procedures used to codify female participation, etc. 

Basically, there is a real need for training of the staff in charge of outreach so that 
they can promote the activities of AMV. The infomation used so far has only aroused 
interest in one project (Sta. Rosa-El Salto). 

Concerning the payment of the 5% of the cost of the project, outreach members 
should also be responsible for the development of options so that the communities can pay 
this percentage. This aspect is obviously the main cause of delay in the progress of each 
project. The improvement of this aspect depends on the economic conditions of the 
community. 

w Initial Design and Approval 

The first projects require joint designs with the MOPT or contracts with private 
companies. This is done with the purpose in mind to train AMV personnel who will later 
take over the realization of the projects. 

The delivery of designs becomes more controllable by the AMV in the case of 
private companies. The period and quality of the designs is crucial. In the case of MOPT, 
this stage may require more time. 

w PCZN Approval 

As was mentioned before, there exists a great deal of memos and meetings between 
the PCZN and the AUV. At this stage, there is a problem concerning technical 
requirements of the supervision of the PCZN as there is not one professional qualified to 
approve designs and road projects. It is recommended to hand this responsibility over to 
the AMV. The PCZN supenisor can stiil exercise the kancial control (according to the 
agreement), although this corresponds to the financial area of the PCZN. 

Environmental support cadd affect the execution of these projects. Therefore, we 
are suggesting that during the first stages prior to the payment of the 596, all these aspects 
be reviewed to prevent possible delays. 



Plaming, revision, and selection by public bids. 

This is another area that requires staff training in order to produce a technical and 
concrete instrument to evaluate the terms of the contracts as well as the evaluation of the 
biddings. Support for the aspe!cts of construction must be included in the contracts. 

Proposal Approval by PC23 

As we have suggested in E. (above), time and processing at this stage depend on the 
coordination levels between A N N  and PCZN. However, one important aspect is that at 
this level the respsnsibilify for the prior stages falls on the M. This seems unnecessary 
if the work plans and approved budgets are available. 

Negotiating a contract with the community and the company. Payment of 5% of the 
cost of projects 

This is a crucial stage in the process that calls for a constant flow of communication 
between the assigned staff and the community. This must be done prior to the presentation 
of the final economic situation in order to ease the negotiati~n of the project's cost and the 
respective payment of the 5%. 

Following the payment of the 596, negotiations must continue with the selected 
company concerning costs and terms of payment. 

Concerning the other stages of the process, more responsibility is in the hands of the 
AMV, specifically, the control and supenision of the contracted projects. 

4. Identification of Options for Self-Financing According to the Planned Goals 

As part of the evaluation, we considered it necessary to know the possibilities for 
self-financing of the AMV. To do this, we included the following aspects: 

- Financial information: budgets and projected cash flows 

- Interviews with community and municipal representatives 

a. Financial Information 

The budgetary projections were revised and analyzed together with staff members 
from PCZN and AMV. Also, cash flow projections were revised by members of the 
company ACDI. Both procedures allowed us to identify serious financial " deficits" 
beginning in 1993 (a year prior to the finalization of the project) which will aggregate in 
the following years with the lack of additional financial support from PCZN. 



b. PCZN Budget Projections 

Table No. 12 prepared by the person in charge sf the component (PCZN) show a 
deficit for the year 1992 in the amount of colones 21,8 million, which together with the one 
accumulated to the year 1993 increases to colones 46,2 million. These deficits come from 
the difference in the allocatioii of disbursements from PCZN and the budgets prepared by 
AMV. That is, the projected expenses for the AMV are greater than the resources 
allocated by the PCZN for this component. 

The f'ollswing are some observations: 

The resources assigned to "contingencies" (colones 30,187 million) have been 
applied to administrative expenses to cover the difference in this heading. 

Year 1991 1992 1983 1994 

CONTINGENCIES ------ 19,187 1 l,W 30,187 

TOTAL 17,668 23,150 13,894 54,712 

The expense projections for 1992 and 1993 are detailed in Table No. 12 
together with some explanations. 



TABLE No.12 
AMV BUDGET PROJECTION (In Million Colones) 92-93 

SUMMARY 

11 HEADING 1 1991 

A. Personal services 
B. Nan-personal services 
C. Materials 
D. Machinery and Equipment 
E. Financial ***** 
F. Constant improvements 
G. Cord. transfers 
H. Unforeseen expenses 

TOTAL 103,5 
Disbursement Projection PCZN 1Q3,5 
DEFICIT 

SOURCES: OT-PCZN No. 019-91 (May 20, 1991) 

General Notes: 

1. Difference in A = reduction of salaries and others 
2. Difference in B = reduction in rents, advertising, documents, consultancies, and others 
3. Difference in C = reduction in tools and spare parts 
4. Difference in D = reduction in equipment (miscellaneous and for communications) 
5. Concaming F, all the work will be done in 1992. This includes 7,5 for building, colones 

193,7 for rehabilitation and col~nes 58,N for maintenance 
6. A also includes ahiaistrative salaries such as the those related to machinery 



It is necessary to underscore that the budgets are prepared modwng the 
headings established in the project budget, with the exception of some items, 3ike for 
example ( f )  constauction, where both rehabilitation and maintenance are included. 

c. AMV: Budget Projections for 1892 

Table No. 12A includes the most recent version of the projected cash flow 
(in thousands of colones) that, although showing some problems, facilitates the 
understanding of the AMV financial situation. 

The AMV has also prepared a budget projection for 1992. This has been 
summarized in Table No. 13 (please also Table No. 14). In Tsble No. 13, contrary to what 
is presented by PCZN (Table No. 12), the budgeted expenses are less. This is due, among 
other things, to the fact that it does not include personnel, or expenses related to the use 
of machinery. 

d. (ACDI) Budget Projections 

As has already been indicated, the firm ACDI was recently hired to: "prepare a five- 
year program for AMV..", for this purpose a 3-day seminar was held with the participation 
of the Board of Directors, the AMV administration and an advisor from PCZN. The 
seminar covered the discussion over the "viability" of the ARlV in the future. ACDI 
consultants knew very li3le about the PCZN and the AMV. Their work was based on 
information supplied by the participants in their discussions about budgetary matters, for 
example. 

These are some considerations: 

E The annual inflation was taken into account by ACDI. This has not been 
taken into account by PCZN and AMV and has caused a severe reduction in the 
established goals, for example in kilometers of rehabilitated roads and in maintenance. This 
is due to an linerease s f  costs. 

II The rate of average annual exchange was also included for the components 
in dollars. 

Another aspect included was the expected cammunity contributions as the 
counterpart for road improvements. 

E Similar to the budget projections of PCZN, the cash flow presented by ACDI 
found a deficit that begins in 1993 (last year of the project) and that conhues to increase 
to reach about colones 230 million in 1996. 
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TABLE No. 13 
W. BUDGET PROJECTPON (In halllion Cotones) FOR THE 1982 

S U M M Y  

Heading 

Personal services 
Non-personal services 
Materials and supplies 
Mcterials and equipment 
Financial disbursements 
Construction and others 

@Pence Common transf-, 
Unforeseen expenses 

TOTAL 

Constructions 

NOTES: 

1. A does not include personnel or expenses related to machinery 
2. C does not include fuel for machinery (approx colones 13,2 million) 
3. F, compared to the PCZN budget, appears to be under the construction expectations 
considered 



TABWE No. 14 

PZCN: BEHABILITATION AND MAINTENANCE OF ROADS COMPONENT 
BUDGET AND EXPENDITURE ESTIMATES 

Years 

AMV Operational Cost 

Administration 

Tools 

Rural Census (Roads) 

Constructions 

Technical Assistamce 

Contingencies 

Rehabilitation 

Maintenance 

TOTALS 

Projection Totals 

Period Deficit 

21374.000 

2.894.008 

500.000 

1 . m . m  

2.480.000 

3.500.008 

11.000.000 

Conciusk5n de 
metas del a50 
anterior 

21374.000 



At any rate, the serious aspect is that beginning in 1993 there d l  be a serious 
deficit that would make CILhIV collapse from the beginning of the year. 

e. Interviews in Communities and Institutions 

A~cording to, the information gathered, the PCZN region has bout 1,400 
kilometers of roads, of which, accord to estimates, 40 kilometers (3%) are paved, 600 
kilometers are gravel roads (42%) and 780 are dirt roads (55%). The municipality of 
Upala estimates that between 88%-98% are in bad condition. 

It is estimated that there are about 160 comrslunities in the region, a good 
number of them (71) with development associations. These associations have also expressed 
(document on social analysis) their concern about the need to rehabilitate and maintain the 
roads. ILma fact, 33 communities indicated that the bad condition of roads is an obstacle for 
public transportation. 

In addition, SISTEMS' technicians stated that the bad condition of roads 
is a major limitation to the transportation of products. Due to the poor roads, for example, 
palm (for palm heart production) in Gano Negro, and passion h i t  production in Dos Rios 
are not commercially viable although the agricultural conditions are favorable. 

As part of the evaluation, about 200 kilometers were traveled including Route 
4. This gave us the opportunity to verify the bad condition of the roads. It is important to 
mention that although Route 4 was recently rehabilitated, its present state is so bad that 
even a four-wheel drive vehicle can hardly exceed 5-10 kilometers per hour. C a r p  vehicles 
are unable to use this road. 

It is interesting to note that the municipality supports the PCZN because it 
has built roads as we13 as other infrasizucture. In recent years there have been del 
to bureaucratic procedures at the financial sources and because of changes of 
directors. We believe that the municipalities s have been given more participation 
in the road component because they have the a strative capacity and e 

In fact, the AlhaV will not salve the great ber of road p 
municipality will have to continue looking for sup 
This has been complicated with the creation of th 

as a very deteriorated image concerning 
its will to he 
MOBT for promised sen4 

In addition, OPT in San Jo 
suppod or permit that m 
wastes impofint time an nager in trg.imgg to spe 
the procedures at reject, the stretc 
from Santa Ro 



Fhdly, in general, and according to the people i n t e~ewed ,  there is no 
to pay 10% of the rehabElitation cost of the projects, Bet alone the 50%-60% of the 

t, if ahis amouat must be paid in cash. Hopes are put on "specific 
gressmen h m  the zone may get for their communities. 

f . Goal Achievement 

The original agreement proposed the creation of the M V  to 
rehabilitate 450 h s  of roads, to provide it with machinery for road maintenance, and to 
achieve the haacia l  self-sustainability of the M. hplemeatation Letter No. 11 
indicates that wliU rehabilitate k m s  and will develop an self-financing system for 
the maintenance of 450 b s  that include I05 b s  sf Route 4. 

Component Goals (Duriq the period of the project): 

To establish an association to develop the component 

The association must be self-financing 

R m e  entity will rehabilitate 300 kms of roads. The communities will have to 
pay 10% of the total cost. 

w The AMV will provide maintenance to 450 kms, ineluding the 300 b s  
rehabilitated. USAID wiB1 donate the equipment for this purpose. 

Present Situation (According to previous references): 

The project established the association defined as "Asociacion de 
Mantenkients Vial", MI (&sociation for Road Maintenance). This procedure took 
about a year and started to operate in January of 1991. There are draft manuals of 
administration and accounting; it has assigned personnel. 

In spite cf the above, the asmiation cam& properly hnction because of the 
lack of experience of AMV and PCZN personnel. 

This point is further developed in the third part of this chapter. In h ie& 
there is no possibility, in the present state of the component, to achieve this goal, especially 
because of the lack of payment capacity of the communities. Even if the communities 

pay the lo%, such income cannot be utilized until the end of the project, (Set, 1993) 
and this is not enough to even cover admhisfative expenses. 

The A.MV cannot rehabilitate 300 h s  of roads with the resources allocated 
because the costs have increased during the three years of the project. 

Tjghe resources allocated are colones 193,7 million. The 
per rehabilitated kilometer, through hiring small constmction companies is 1,8 million 



Best Available Copy 
calmes. As a consequence, the number of kilometers that could be rehabilitated (by Sept, 
1991) would be around 110. 

The cost increases also affect the possibilities of community payments since 
their 10% contribution also increases. For example, in El Salto-Santa Rosa the community 
estimates a contribution of one milliou colones if the total cost is 10,O million. An increase 
in the final cost to 20,O million will bring the contrapart to 2,0 million. 

The AMV cannot provide maintenance to 450 kms either because the 
rehabilitated kilometers have been reduced and the maintenance is provided to improved 
roads. In addition, tbe maintenance cost has also increased. In this way, if the cost is 
colones 607,800/h and the allocated resources are 38.8 million colones the ANIV could 
only provide maintenance to 64 kms. In case of machinery availability, the AMV cost could 
be 168,000.00b. In this way it could give maintenance to 2.31 h ~ s .  

The AMV has signed an agreement with the MOPT to administer resources 
for the paving of Route 4 in an amount over 650 million colones. This could cause some 
problems for a new association that needs to initiate its work satisfactorily. 

$. Recommendations 

To restructure the Association of Road Maintenance (AMV) from its actual 
organization to a coordinating unit that could allow the NZCP a more fiexible disbursement 
of project funds. 

As AMV is a non-profit organization, it is easy to administer direct payment 
to contractors without governmental controls and therefore it should continue with this role 
under the new organizational management. 

A public roads plan should be prepared according to a new cost structure and 
a revision of the goals set up for this component. 

Finally, a new role for municipalities should be devised in the context of the 
new AMV's organization. Municipalities are responsible for the construction and 
maintenance of public roads. Therefore, as the project finishes in August 1993, their role 
can be strengthened with equipmen; and machinery. 

C. Groa Productions and Diversification 

1. Social and Ecsnomlc Base 

The project area covers over 250.000 hectares, about 5% lying between the low lands 
along the Southern Shore of Lake Nicaragua and the range of active volcanos whish form 
the Guanacaste Cordillera. Before the implementation of the Northern Zone infrastructure 
Development Project, (NZIDP), the area was largely isolated from the rest of Costa Rica. 
The Cordillera separated the project area from the influence of the Pan American Highway 
to the west, and from the economically active and growing San Carlos area to the south and 



east. The Northern Zone Consolidation Project (PJZCP) area includes the cantones of 
Guatuso and Upala, and the districts of Santa Cecilia to the west and Caiio Negro to the 
east. 

Population estimates based on an estimated 4.16% annual increase from the 1986 
figure show that at the end of 1991 the area's population will exceed 50,000, distributed in 
some 160 towns, villages and hamlets. 

The project area includes numerous micro climates. This means that these diverse 
fertile lands, offer excellent production potential for a wide variety of agricultural 
enterprises. Land availability is not a constraint, a workable road network is in place and 
being improved, a well organized network of 55 farmers associations covers the entire 
project area. Considerable social infras cture is in place. This includes schools, potable 
water, sanitation, electricity and the national telephone system. The project area is 
increasingly being integrated into the national economy and is capable of expanding 
contributions to the economic growth of Costa R i a .  

2. Private Sector Teehiera1 Assistance 

'The project design team, after careful study of the potential for non-traditional 
exports crops selected coc..~, heart of palm, black pepper a d  passion fruit for initial 
emphasis. They did not include the addition of other crops or the deletion of one or more 
of the primary four crops selected, should they fail to prove profitable. Re i r  assumption 
was that at the project level the criteria for selection would be, which crops can with 
reasonable assurance return the most profit to farmers and foreign exchange to GQCW. 

The design team further elzcted the option of initially providing braining and 
technical assistance (TA) to project fanners for the prdnctiom of cacao, heart of pah, 
black pepper and passion h i t  through the private sector. This was done in order to help 
establish the concept of farmers paying for their own technical assistance. This was 
apparently a new idea in the project area although it is well known in coffee as well as 
large scale plantings of ~ t h e r  cr s in Costa Wica and Central American countries. h the 
US it is called farm management and is a multibillion dollar; industry. Fees in the 1J.S. 
range from 15 to 25 percent of the net profit. The faam management discipline sucmxded 
because they include all factors for successful production. 

On December 20, 1990 the Contraloria General of Costa WHea approved a contract 
with Sustainable Transfer of Technology and Management, S.A. (SISTTIE S) to prsvlide 
training and Technical assistance for the selected crops oh crops to be selected. 

The design team assumed that the b -m  management conception of the scope of 
activities covered under training and bechnkal assistance would be applied in project 

tion. It was assumed that SISSEMS would have the responsibility for assisting 
the farmen, through associations in goups c ' ten or more in all five prduction factors 



from securing timely credit or inputs, selecting planting sites, planting, cultivation, pest 
control, and marketing. 

Unfortunately in project implementation a much more restricting dekition of 
training and T.A. was adopted. Two key elements of the five factors for successful 
production were beyond SISSTEMS control or responsibility according to their contract as 
interpreted at the field level. It was assumed that these two factors: credit or inputs and 
marketing were to be implemented by the Project Coordination Office. In point of fact, 
the credit and marketing elements as well as the pilot projects and special studies elements 
were placed under the PC0 as service functions for the contracted T.A. This faulty 
interpetition of the project has caused undue friction and loss of valuable time. The 
evaluation team believes that this grave problem can be solved without a contract 
amendment. 

3. Agriculturral Credit 

The initial strategy of the project designers called for branches of the Commercial 
Banks to lend 1,000 million colones to cwperating farmers supported with technical 
assistance from SISTEMS. As an incentive to secure bankers' interest, the project 
proposed to remit 20% of the value of each production loan made to the lending bank as 
a bonus to cover operating cost and possible losses. Up to 200 million colones was 
available in the project for this purpose. The Commercial Banks, for various expressed 
reason, did not chose to participate in this plan. 

No credit was made available to farmers for the diversified crop program in 1990, 
thus assuring little or no progress toward meeting project objectives. A second strategy was 
finally devised in 1991. Howevep, as the last quarter of the year begins this strategy, 
although neariy )iwgr wve is still not operative. The strategy proposes the creation of four 
funds that are supposed to disburse and collect loans at market interest rates. The total 
fund is 200 million colones. Forty million colones for the time being, remain uncommitted. 
The participating private sector voluntary organizations who have already signed contracts 
with the project are CARE, Caravanas de Buena Voluntad, Centro Agicola Cantonal de 
Guatuso and Centro wcola Cantonal de Upala. Contracts with these organizations is no 
more than a "Stop Gap" measure until sound credit criteria and credit availability can be 
worked ou t  It is suggested that a highly qualified, experienced credit specialist be 
contracted through the existing project T.A Contractor to assist project management in 
working out criteria and establishing the credit flow. 

The evaluation team recognizes that all significant agricultural credit funds in Costa 
Rica are, in fact, in the Copnmercial Banking system. Therefore any significant expansion 
of crop production in the Northern Zone must depend upon credit flows horn the 
Commercial Banking System. 



The f a r  credit contracts with voluntary agencies require excessive detail in reporting 
and securing clearances for the smooth flow of credit funds. Reporting requirements are 
likely to cause similar problems as developed in the SISTEMS contract that necessitates 
that contract's current revision. Much of the detail required ifl reporting for these contracts 
goes far beyond the basic requirements for sound project monitoring and enters into 
technical detail that neither PCZN nor MIDEPLAN are staffed to properly utilize. A 
qualified credit specialist should review these contracts and recommend the necessary 
adjustments in order to avoid time consuming implementation delays that are sure to occur 
as the contracts are currently written. It is advisable to keep reporting requirements simple 
since in any event the implementing agencies records are always available for audit. 

Under these contracts, is appears that an implementing role is contemplated for 
PCZN; a portion of which, training and technical assistance, would be done by SISTEMS. 
It would make for less confused implementation if PCZN'S role were confined to services 
monitoring and the contracting of quality technical guidance as required. SISTIEMS 
should guide and help the credit agencies determine the timing and amount of credit 
required and help verify that the credit is utilized in accordance with the technical package 
recommendations. 

The amended MIDEPLAN - SISaTEMS contract changes the production target to 
be reached by the PACD of September 30,1993. The new targets in hectares are maracuya 
(passion fruit) = 100, heart sf palm = 1000, black pepper = 50, and rehabilitation of 
cacao = 625, for a total of 1775 hectares grown by 1 5 0  cooperating fanners. 

Based upon the technical packages, current market prices and market cost of money, 
SISTTEMS has provided .is the evaluation team cash flow charts for the four crops to be 
produced. These charts clearly demonstrate the need for a d j ~ s ~ e n b  on the part of project 
management. 

4. Credf t Requirements 

1 )  Credit requirements were roughly calculated from the charts using the 
production targets for the crop years 1992/93 and 1993-94 from the new S I S m M S  
contract mendment (See Table No. 15). The targets call for planting of 1500 hectares 
with 1775 producers, credit requirement for the two years amounts to $3,047,182. The 
credit availability under the project is $1,538,000 or a $1,509,182 shortfall. In addition, in 
order to ensure the success of future harvests, continuing credit availability will be required. 
As such, we have also projected in Table No. 15, credit needs for a third year (1994/95). 
In view s f  the demonstrated reluctance sf the Commercial Banking System to make credit 
resources available to project farmers for the target crops, it is urgent that credit 
negotiations be initiated at once with the Commercial Banking System with the assistance 
of a high level credit specialist. 



2). A.ll fom cash flow charts (See Table No. 16) show the value of family 
labor as a production expense but do not include Phis value in the required loan. Thus the 
value of family labor is increased income above the net. Table No. 16 shows the net 
income without h i l y  labor, the value of family labor and the total income per year per 
hectare. 

5. Marketing 

No element of the PCZN directly addresses on a continuing basis, marketing 
problems. The team has noted that due to the continuous high humidity in the project area 
the quality of cacao and black pepper is very low. The easiest way to add value to these 
commodities is to vigorously pro~umte the installation and use of fermenting and drying 
facilities for both products. 

These installations are relatively inexpensive, under $50,000, and can quickly become 
self supporting. The project has limited funds that m l d  be used to demonstrate the value 
added that would come from proper processing and marketing. 

The income from heart sf palm and passion h i t  is very good beginning in the third 
year. The initial costs are quite high and put w e r e  demands on scarce credit resources. 
The current project's credit availability is little more than seed capital. As farmer 
associations prove their productive capability, every effort must be made to promote their 
integration into the banking system. The PACE) of September 30, 1993 means that 
SISTEMS, in order to achieve its targets, may have to promote new production faster 
than the new plantings can be assured of ample credit. This poises quite a dilemma for 
project management. 

If SIST1TMS were also charged with the responsibility for managing the credit input 
and assuring a viable market outlet for produce, this problem could be somewhat mitigated. 

6. Conclusions 

S I S W M S  is technically competent and is carrying out its mandate to provide 
training and technical assistance to Project farmers in groups. They have 1580 farmers 
that are ready and eager to plant 1775 hectares of the four selected crops. Limited credit 
will soon be available. Market outlook for heart of palm and passion h i t  is favorable. In 
order for black pepper and cacao to be reasonably profitable fermentation and drying units 
wil l  have to be in operation at the community level. Without adequate assured credit 
resources under the guidance of SYSTEMS, production targets will have to be greatly 
reduced. This will dampen the high level of expectations participating farmers now display. 
The success of the agricultural diversification element of the project is contingent upon the 
integration of all five of the factors for production under unified management. As this 
component is now structured primary objectives cannot be achieved within the PACD. 



With adjustments (Administrative and Technical) and a two-year extension of the PACD, 
project goals and purposes can be achieved. 



TABLE NO. 15 

NZCP CREDIT REQ- IN U S  DQIlARS AND PROJECX PRODUCTION TARGETS 
19Jn/95 thmlW9s 

CROP I 
Cacao Rehabitation 
Heart of Palm 
Black Pepper 
Passion Fruit 

1 1994195 1 TOTAL 

TABLE NO.16 
NZCP NET PLUS LABOR INCOME IN US$ FOR THE SELECTED PROJECT CROPS 

1. Cacao net 
plus labor income 
Total 

2. Heart of Palm net 
plus labor income 
Total 

3. Black Pepper-& 
plus labor income 
Total 

4. Passion Fruit Net 
plus labor income 
Total 

ID. Community Development Component 

The asskbnce agreement established that this component has as its purpose to 
provide support for the organization of associations of community development through 
DINADECO, as well as financial resources to improve the social infrastructure of the 
Northern zone. At the same time, the communities must contribute 30% of the cost of the 
projects in terns of labor and land. According to the project budget, the component had 
to execute 158 million colones for 1988 and $150,000. (62.5 million colones and $75,000 in 
community pr~jects, forty million colones in credits for housing; 2.6 million colones in 
equipment 29.5 million colones in personnel expenses; 8.6 million colones and $50,000 in 
operational costs and the rest for contingencies). 



The ~ m m u n i t y  Development component is coordinated by a professional 
sociologist who has previous experience in the area of urban community organization, and 
who has w ~ r k e d  with the project since August 1, 1989. This position is under the Project 
Director and is responsible for the follow up of the work done by DINADECO in the 
consolidation of existing community organizations in the zone (approximately 60 community 
development associations) and of the allocation of resources according to a joint plan 
between PCZN and DMADECO. 

The specific goals were defined in &e following way: donations for social 
infrastructure projects which do not cost more Ohan the $7,500.00 limit, donation of up to 
2 , W  latrines for a total amount no higher than 750 colones per unit, partial financing of 
34 potable water systems, partial reimbursement of up to 20,000 colones per housing unit, 
with a limit of 2,004) loans for the construction of rural houses. 

The 4 regional offices of DINADECO assumed the responsibility of consolidating 
the community organizations which were promoted by the initial project, and the 
responsibility of organizing the community for the purpose of achieving the goals set. 

This component was initiated in August 1989 based on the previous experience 
derived from the completion of approximately one hundred community projects which were 
financed with ressurses of PL-480 funds of the project for the development of 
infrastructure in the Northern Region. In spite of that fact, it was necessary to design an 
initial phase with representatives of the participating entities to formalize the technical and 
administrative procedures which were required to make the project operational. 

In 1990, several workshops were organized which gathered the representatives of the 
Basic Technical Counsels of the Ministry of Health, the Institute Water Systems, and 
DINADECO. 

In these workshops, a common working language was defined, the working plans of 
the organizations were made known, the priorities of the institutions were discussed, and 
some progress was made in the technical and administrative procedures to be followed in 
order to work within the framework of the PCZN. As a result of these meetings the 
following priorities of infrastructure fcr the component were defined: water projects, 
latrines, dining halls/schools, and others. 

Table No. 17 shows that up to 23 August 1991,47 projects had been completed with 
a total cost for the project of 33 millon colones. These projects faithfully followed the 
agreed priorities. Of the total payments, 32% were for water projects, 25% for schools, 20% 
for dining halls, 10% for latrines, 5% for health stations, and 8% for other projects. 

These projects benefited more than 70 communities of the Northern Region, and 
a total sf 27,034 inhabitants. The electricity projects show the biggest impact since they 
benefitted 6,987 people in 12 communities. 



The payments made for the financing of community projects represented 53% of the 
authorized expenses for the project for a two-year period d u ~ g  which the component has 
been in operation. The programming for the second semester of 1991 has kept the 
expected high level of performance, which incorporated additional payments for 20 million 
colones in social action projects and it is expected to use the authorized funds for this 
project during 1992. This means that the goals of the component wiU be reached before the 
current PACID. 

The success achieved by this c~mgonent seems to be due to two factors. First, the 
previous experiecce of team work, and the use of technical and administrative procedures 
to reach the goals of the project. Second, effective coordination on the part of the 
professional staff specialized in the field of community organization. 

E. Com~onent of Settlement and Titline Develo~ment 

The PCZN, will reimburse IDA for the cost of settling up to 500 families in an 
amount not to exceed 130.000 colones per family (See Table No. 18). This is subject to the 
fulfillment of the requirements of the environmental project elements which include 
setaement areas for no less than 50 families, topographic plans, and IDA-beneficiary 
contracts including payment conditions. The beneficiary will have access to agricultural 
supplies and technical assistance to assure tbe production of basic food crops. 



TABLE No. 17 
NITY PROJECTS DEVELOPED BY 
1rIT"Y DEVELOPMENT COMPONENT 

IN THE NORTHERN GION 1984-1991 

I No. of Projects * I No. of Beneficiaries I Amount Paid 
(thousands of colones) 

1. Antecedents (1) 
2. Latrines 
3. Dining Halls 
4. Schools 
5. Health Stations 
6. Other 

Data to the 23 of August, 1991 

TABLE No.18 
NZCP GOALS AND RESULTS IN THE COMPONENT OF 

SETFLEMENT DEVELOPMENT AiW TITLING, 1991 

Headings 

1. Titles to lots 
(0-2 Ha's) 

2. Titles to f a m  
(2-100 Ha's) 

3. Family settlements 

In Phase I: 34 families (San Miguel) 
28 families (Argendaa-Dos Rios) 
6 f a d e s  (col. Blanca) 

NOTE: Incentives to IDA are: 2,W colones/title per lot 
5,000 colones/title per farm 

130,000 colones/per family 



In a second phase, and within a period of time no longer than 18 months after the 
signing of the contract, the beneficiary will receive title to the parcel, free of liens, for 
credit purposes. In addition, the PCZN wil l  reimburse IDA for the donation cost of the 
titles for up to 1.600 families. 

- 600 titles of 2-108 Ha @ 5.W a title 
- 1000 titles, parcels smaller than 2 Ha @ 2.000 a title 

The component also includes funds foP the purchase of 800.000 trees to reforest up 
to 600 Ha's. 

Situation of the component: 

On August 3, 1990 the agreement between IDA-MIDEPLAPI was signed and 
validated by the National Comptroller's Office on October 2, 1990. This represents a delay 
of two years with respect to the original framework of the agreement. 

The reimbursements will be made after delivery of the titles and the settlement of 
milies as follows: 40% (colones 52.800) upon fulfillment of the requirements of the first 

phase and the remaining 60% (colones 78,000) upon completion of Phase XI. 

This component has had a staff member since July 1989. This person reports directly 
to the Project Director and maintains a permanent working relationship with IDA and the 
communities. The activities of this component are to coordinate with IDA so that the 
conditions established in the agreement are fulfilled. 

The identified problems are: 

- The establishment of settlements depends 0x1 the DA's own resources 
and the institution is affected by a decrease in income from the 
government. 

- The contribution from PCZN to IDA takes place after a long period 
of t h e  required to complete the First Phase (40%) and an even 
longer period for Phase 11. The PCZN contribution covers about 18% 
of the total IDA cost. There is little motivation for the institution to 
accelerate implementation of this component. 

- In the 2nd quarter of 1991, the first reimbursement was made to IDA 
in the amount of colones 2 million. This was done because it was not 
until this year that the activities of this mmponent began. There is a 
sum of colones 8.0 million allocated for the 2nd Quarter and the 
projections for 1992 and 1993 are respectively: 42,3 and 22,2 million 
colones. 



Due to the size and complexity of the NZCP, the design team recognized that some 
project activities could have unintended negative impacts on the enviro~ment. This concern 
led to the creation of an Environmental Management Specialist (EMS) position attached 
to the Project Coordination Office in Upala. An Environmental Technical Assistant (ETA) 
position was also created t~ assist in the development an implementation of environmental 
support activities. The EMS, the ETA and a secretary staff the Environmental 
Management Office within the Project Coordination Unit in Upala. 

The mandate of the E M 0  is to insure that environmental concerns are well 
integrated into all p~oject activities, and to ensure that adequate technical staff and 
resources are available to identijr and implement required mitigative measures and 
promote environmental enhancement. 

The Environmental Management Office has been subject to the same frustrations 
and delays as have the other project elements which are largely caused by the complex 
project design. For example: The Environmental Management Specialist position was 
advertised for open competition in January, 1989. The EMS selected didn't begin work 
until September 1989. The ETA whose contract had been pending since December 1990 
was finally hired in Janua~ry 1991. 

Despite the multklde of problems and delays, the E M 0  has made remarkable 
progress in carrying out its mandate. The office has earned the respect of the leadership 
of other project elements, the communities being served and a long list of other concerned 
GOCR and private s e c t ~ r  agencies. The office has proven its ability and willingness to give 
dedelopment assistance beyond the call of duty. 

The team held intensive interviews with the EMS who justifiably took pride in 
explaining his system of meticulous record keeping with careful attention to administrative 
detail. 

He is successfully implementing an Environmental Management program in a 
frontier region of a country that for the first time is being exposed to the validity of 
environmental concerns. 

G. Role of Women in h i e d  Activities 

1. Overview 

The Northern Zone Consolidation project as designed does not single out Women 
in Deve!opment concerns as an area for action. However, two of the components, 
agricultural production and community development, have been identified as having WID 
implications. Tbis section reports the results of a brief Cday visit to the Northern Zone 
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- Under standard pr to now, the role of the woman. 
to take care of the "animals, and help 
with the harvest h y  income that she receives comes from the sale 
of her pigs or poultry products. 

- Except for the single women, all of the women interviewed prefer 
part-time to full-time work, to allow them to take care of house and 
family. 

- Although there is some talk of machismo, in general most of the 
women interviewed asserted that the men welcome the possibility sf 
women's economic contribution. In some cases, they help with the 
heavy work or provide inputs. 



- The drive to seek some way to earn cash income is not new, but for 
most women, this will be their first experience in trying to earn 
money. They are be 

&zl o m  area ere the prducticm of heapple for export has realiy taken 
women and men share the work almost 50-50. But, it is the man who 

product and who apparently disposes of the income. 

nd-breakers. Most of them could not cite any 
community who were also byhg to earn money 

outside the house or were even interested. 

Most of the women have not fully thought through the ramifications 
of their projects, especially on the market end, i.e. sales, breakeven 
poh$ ecmmic demand for their product, etc. Except for ones now 
starting to work with S I S m M S ,  they start with standard house~ife 
acaivities, such as sewing and poultry. There were two groups, 
however, who had started that way and then moved on the more 

stzndard production modes. 

- M a t  women outside the Upala and Gualuso who have expressed 
interest in economic activities appear to prefer to work in groups 
rather than individually. 

The evaluation looked at the record and the potential for women's 
participation in two components of the Northern Zone Consolidation project 
community development and non-traditional agricultural production. Since 
the community development project has been more or less on track, the 
results are in, whereas the agricultural component has been underway oniy 
a few months. 

2. Csmmunity Devd 

Under corn menc the project has financed community infrastructure and 
organizational training Women's participation is common and accepted, if not high. 
BIN4DECO promoters said that most of the sixty Integral Development Associations 
(ADI) have at least one womexl director, usually the secretary, and that in a few, women 
have the majority ecific numbers were not available). However, ancillary organizations 
and co~nmittees h arisen around the comolidation and continued activity of the 
(health center, schools, churches, soccer fields, etc.) including approximately 30 women's 
organizations. The chief catalytic fae t~rs  to this increase in activity are thought to be the 

unications with ?he outside world via roads built in the first project, the 
increased work of public institutions such as Health and DINADECB, and the progress in 



education and training. However, the entrance of Costa Ricans from the interior, with 
their long experience with committees and other groups, ralso contributed. 

The ADI's reaction to the parallel women" soups  k apparently mixed, ranging from 
hostile ("groups de vagas") to supportive. DINADECO, although they did not promote the 
formation of these groups, have fully included them in the overall training program. 

The most significant event in this process was a recent forum for production groups 
whieh attracted representatives eons ninety different groups, twenty of which were women's 
groups. These groups were separated into six sectors - f a m  supply and other stores, dairy 
and h i t  preserve businesses, agricultural production, sewing and handicraft groups, cement 
block factories, transport, farm machinery, and poultry and swine production. DINADECO 
has now begun to coordinate training and information sessions for each sector (for 
example, recent meetings with Banco Popular to discuss their credit programs), but does 
not plan to become technical advisors for them. 

Most of the women's groups are interested in areas that are traditional to women, 
i.e. sewing, handicrafts, baking and poultry. They start with what they know how to do, or 
perhaps what the National Apprentice Institute (INA\ !rzcl.es t h e m  to do. 

Some social figures that DINADECO provided: average family income is e15,000 
to e20,W per month, of which approximately half comes from allah consumption of fzrm 
products. This translates into per capita income of some ~20,800 (assuming family she of 
5). Only 10% of primary students go on to high school (national average is around 30+%). 
The major problem aside from lost farm or household labor, is the cost and dficulty of 
transportation. Approximately 5% of women work as peones. 

This eomponenf has been unable to move forward from basic promotion into 
planting due to diffkmlties discvved elsewhere (credit, contract management). As a result 
the WTD impact cannot be gaged by r~mIk+ but can be examined in terms of potential for 
participation, expressions of interest., and appropriateram of mechanism. 

4. Potential for Participation 

All four products that are bei promoted by SI S - maracuya (passion fruit), 
peguibaye (Beast of palm), black p orked by men and women 
alike. Peguibaye is considered to be terns of heavy labor, but the profit 
potential makes it attractive. h waraaya there is already one group of 18 women working 
and if they are suceesful, the goal is to ex?end ?.he planting to 112 ha. per person. The 
rehabilitation of cacao has beers more diEcuIt to sell in general, and was nut, cited as an 
example f ~ r  women's participation, except in the case sf a woman who is working her m a  



farm and who saved the day for the promoter by soundly mpporti~g cacao as a product 
that she, by god, is going to keep growing. 

61 that as been identified as particularly appropriate for women is black 
e worked in small plots (113 - hectare) which can be located near the 

intensive and requires near daily attention. The prmoters see it as a 
en can handle more easily than the others in the course of their daily 

t family labor. They also assert that m e n  usually manage the crop 
better than wen do. The constraints of blank pepper production are discussed elsewhere. 

s is the only measure of progress to date under the project. Since the 
p began w d h g ,  8901 farmers, men and women, have expressed definite 

wing one or more of the four products, and have passed the first screening 
of the S'ISTEMS goups, Of these, 126 are women. 

To date, the distribution of participants per product is as follows: 

Product - Men Women -- Total 

G c a a  
Pepibaye 
Black Pepper 
Maracuya 

TOTAL 884 132 f ,026 

6. Conclusions 

a) If possible, some funds should be reprogrammed to BINADIECQ to permit it to 
support organizational, administration and marketing training for the 90 some groups that 
have emerged with production projects. These groups are men's, women's and mixed 
groups. 

For the women's groups in particular, special training in market and product 
assessment are warranted, with the intention of making the transition from the general 
selection of' a type (exxwing) because they know how to do it, to a more commercially 
feasible product with higher probability for success. 

b) Create a program linkage between the work of SISTEMS and D][NADE@O, 
to create NTA clients on the one hand and to strengthen administrative capabilities of the 
women and inepl already working in the diversification component. 



c) Pf upon further analysis tbe potential profit from black pepper is adequate, 
continue to stress black pepper as a prime production ~pportunity for women, and 
investigate the feasibility of financing drying facilities for area p~oduction. 

d) Tie SPSTEMS technical assistance goup  should take into account that most 
women in the target areas are beginners and make additional efforts to inform and invite 
them to initial product meetings in the communities already sewed. 

e)  Similarly, without excessive special attention, SIS?TEMS, MDEPLAN, and the 
different credit groups shouM keep tabs on factors that may impede women's continued 
participation in the production component, i s .  uncertainly in credit managemenf difficulty 
traveling or even moving wound affecting obtaining of inputs and sale of praducts, etc. 
These entities should also help the women work out solutiok to overcome any constraints 
if linked to other project components such as credit or group development, and should 
inform Project Management of any constraints so that the cross-linkages can be exploited. 



III. CONCLUSIONS AND SUGGESTIONS 

The Evaluation Team has carried out a mid- term "process" evaluation of the 
Northern Zone Consolidation Project oriented towards remedial actions for administrative 
and technical problems constraining the achievement of the project goal and p u p s e .  

The team experience excellent cooperation and candidness at all levels from the 
Ministry of Planning, USAID, on site project personnel, c~ntractors, local officials and 
participating or interested organizations. The universal attitude has been: " Let us identify 
what is wrong; what will be required to fix or adjust the problems and let us get started 
immediately on implementing suggested adjustments. The Team feels highly gratified that 
this evaluation is not likely to simply gather dust upon the shelf. 

The overall project is in serious trouble. It would be reasonable to recommend that 
it be terminated at once were it not for the high expectahons that are shared by thousands 
of area farmers and residents. 

The Evaluation Team is convinced that the project sponsors, both the GOCR and 
the US have a moral obligation to make tke necessary project adjustments that will offer 
g o d  prospects of largely fulfilling the expectations s f  the Northern Zone people and help 
them become valuable contributors to the national economy. 

Adjustments suggested are given below by project component. 

B. Administration 

Replace the current project advisor, whose resignation is effective November 30, 
1991 with an experienced, innovative advisor with agricultural background and experience. 
This advisor should also be knowledgeable in credit and marketing. The Environmental 
Assessment Officer should be appointed as acting project advisor until the replacement is 
on board. 

cultural and Rural Development Specialist with broad experience should be 
contracted for periodic short term assignments to assist at all levels in project adjustments. 

Upgrade the position of agricultural technician an-" recruit an experienced 
technically proven Costa %can capable of monitoring as well as giving technical assistance 
to SISTEMS. 

Upgrade the position of agricultural credit technician and recruit an experienced 
person with the stature to help negotiate with bank officials. 



Make sure that the Administrator fulfills the functions of his position, thus freeing 
up valuable time of the Director. 

In project design it was assumed that the Project Coordinating Office would be a 
semi-autonomous unit. Under this assumption working manuals and financial systems were 
developed. 

The expected autonomy did not come about and the work of the Project Office and 
of the National Planning Office cause duplication of effort with corresponding confusion. 
The AMV, however, does have autonomous status. Experts in public administration should 
be contracted to determine if and how this could be utilized to help alleviate project 
funding constraints. 

Clearly redefine technical, administrative and monitoring functions. Devise 
continuing means to assure that these functions are clearly understood at all levels and are 
being adhered to. 

C. Rehabilitation and Maintenance of Roads 

The Evaluation Team sees little or no chance that AMV can become a self- 
sustainable organization. It is however, and can continue to be an influential voice in road 
maintenance affairs as well as assuring participation of the Northern Zone residents in 
the solution of area development problems. 

Under currently existing conditions, equipment should not be procured for AMV. 
They should, with well qualified technical assistance immediately initiate action to contract 
for road maintenance and rehabilitation. 

M ' s  administartion should be reorganized for this purpose and NZCP may 
assume administrative responsibilities. However, money disbursements are to be maintained 
within the M's own organization. 

After project completion, AMV could be transferred to the Liga de Municipalidades 
de la Zona Norte. The Liga has responsibilities for road construction and maintenance and 
therefore A M Y  could continue fulfilling its role in this area. 

D. Crop pTOduction and Diversification 

The problem of not having clearly defined scopes of work for SIS'ITEMS and the 
project support elements is delaying implementation of the project crop production 
element. This constraint should be addressed immediately. 



There is reason to believe that a highly qualified credit specialist can be extremely 
useful to project officials in helping to secure the necessary follow-on credit for the major 
crops before the voluntary agencies project donated credit resources are exhausted. 

This specialist should also define the roles and interactions required between 
SISTTEMS, the farmers support and guidance, the project support elements, the voluntary 
agencies offering credit and the Commercial Banking System. More than one trip to Costa 
Rica will likely be required in order to stabilize this key element for successful prduction 
and marketing. 

Encourage SISTEMS to be innovative in their mandate to increase exports and 
profits from non-traditional crops. They may well help promote the establishment of 
processing facilities for cacao and black pepper at the community Ee-lel, establish dual 
purpose production of peguibaye for heart of palm and animal feed from the h i t ,  or 
discover and develop new targets of opportunity. The Project's Pilot Project Fund could be 
expanded to help with initial financing of these initiatives. 

In view of the millions s f  dollars United States hnns (e.g., Cargdl, Inc.) are investing 
in Brazil for citrus production and processing, and the proven incapacity of U.S. domestic 
production to meet demand, is it not time to assist the target groups of farmers of the 
Northern Zone in the production and export of citrus crops? 

E. Community Develo~ment 

The Directorate for Community Development (DINADECB) with project funding 
and outstanding technical assistance from the project technical advisor, has developed an 
organizational capability of Development Associations, so that they have become more 
independent and capable of meaningful participation in area development. DINADECO 
has the capability to play a leading role in the Seed and Plant Material Activity outlined 
below. Should they elect to participate, it is suggested that the Project supply the additional 
resources required. 

Unfortunately there are thousands of rural Costa Rieans throughout the project area 
that are at or near the subsistence level. Large numbers of these people have or have access 
to a limited land area within their house yard or a nearly land plot . There is ample 
evidence that many of these peopk have made some effort to supplement their diets by 
planting such things as bananas, platanos, h i t  trees, yuca and perhaps some vegetables 
around their house sites. Many others have planted nothing at all. Even where house 
plantings occur there is little evidence of new or improved varieties. 

Costa Rica has good sources of seed and plant material with collections of most of 
the impraved varieties of tropical h i t s  and food crops. This material can be rapidly 
multiplied by cooperating associations and distributed by DINADECO and/or volunteer 
organizations to low-income rural people at a modest cost 



"Packages" of seed and plant material adapted to the zones distinct microclimates 
could be designed by SISTjlTEMS. The c a t  of producing and delivering a package would 
be minimal. 

F. Land Settlement and Titling 

This activity is progressing slowly but according to plans. No further funding is 
recommended £torn the Project. 

G. Environmental Mameernent 

This elemental, after a slow start is progressing normally. It is suggested that 
SISTIEMS be encouraged to take full advantage of tho, valuable assistance offered by this 
project element. 

H. Role of Women in PrOject Activities 

This element carries its own recommendations which are supportative, of the other 
elements. 

All technicians should be encouraged to give pasitive support to an increasing role 
for women in the project.. 
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QUESTIONNAIRE 
PROJECT EVALUATION 

NORTHERN ZONE CONSOLIDATION PROJECT 
(0 PROJECT N0.515-0-235) 

General Information 
01. Informant's name: 

Relationship with PCZN (position, starting date, salary, other) 

- 

02. Relationship with other components. 
(coordination, hierarchical relatiomhip, relationship with other institutioss). 



11. Support instruments 
01. Legd 
(Indicate agreement type, by-laws, etc.) 

02. Financial 
(Indicate resources, special funds, working fundqetc.) 

04. Institutional counterparts 
(Indicate parties at other instib~tions, coordination, etc.) 

~~~~~~ 

111. Programming 
(Goals and results by period) 

1. First year period August 88August 89 

2. SeGstlid year period August 89/August 90 

3. Third year period August 901August 91 

4. Lessons learned 



IV. Programming Goals 

1. Fourth year period August 91/August 92 

2. Fifth year period August 92/august 93 

3. Problems to be resolved 

NOTE: Use additional sheets if necessary 



ANNEX IB 

SCOPE OF THE EVALUATItON 

PROJECT EVALUATION FOR THE CONSOLIDATION OF THE NORTHER ZONE 
(AID PROJECT NO. 515-0265) 

I. INTRODUCTION AND FRAMEWORK OF REFERENCE 

A. Project Objective and Purpose 

The objective of the project for the consolidation of the Norther Zone is to improve 
the so&-economic development of Costa Rica in the Northern Zone through the use of 
underutilized agricultural land, to enhance a more efficient and diversified use of 
agricultural resources, and to promote the access to markets and services. 

The purpose of the project is to contribute to the consolidation of an efficient and 
egalitarian socio-economic development of the areas of Upala and Guatuso, Santa Cecilia 
de la Cruz and Gafio Negro de 10s Chiles. 

B. Characterization of the project context. 

(Social, economic and political aspects) 

C. Evaluation team and methodology 

11. RESULTS: AN EVALUATION OF THE IMPLEMENTATION PROCESS, 
PRESENT PROGRESS OF THE ACTIVITIES, LIMITATIONS AND 
SUGGESTIONS 

This analysis includes a comparison between the established goals and the progress (zf :he 
respective activities: Identification and explanation of the factors that have delayed the 
progress in some of the activities, as well as specifications of the observed relevant 
problems that require immediate action proposed as suggestions. 

A. Support Component to Agricultural Diversification 

In this section, we present an analysis of e effects gener~ by the t*s substantive 
instruments that make up this component. That is, the technical assistahace offered to a 
group of approximately 1,000 farmers who live in the area covered by the project through 



SIS'ITEMS, .as well as the factors that have delayed the credit u t ib t ion  that was originally 
intended under the original strategy of ?he project. 

A.1 Technical assistance to farmers through SISlTEMS S.B. 

This evaluation considers an. organizational analysis of the organization and technical 
capacity of SISTTEMS to ~~ the original project requirements, that is, to provide 
training and technical agricultural assistance in crops like passion h i t ,  palm heart, black 
pepper and the rehabilitation of mat. 

assistance is offered to organized groups of ten or more farmers in the area 
covered by the project. The company also has the responsibility to iden* and develop 
agricultural production allternatives. 

For the adequate development of these activities, a concerted effort with the project 
is required in order to provide credit to certain groups of farmers beneficiary of the project. 
This aspect will also have to be evaluated. 

A.2 Supplementaxy support in the form of resouaces to enable the attainment of 
credit by beneficiaries of the technical assistance of the project. 

a. Conception and limitations of the original strategy of the project that 
proposed to create resource national banking system because of loans a 
beneficiaries of the project. 

b. Effects of the delay in the component of agricultural technical assistance, as 
a result of the lack of implementation of the strategy of credit c~mpensation to the national 
banking system. 

C. Limitations and potentialities of the second strategy of financial support to 
the fanner by the creation of funds for agricultural credit that will be administered by 
CARE, CARAVANAS DE BUENA VOLLJNTAD and the AGRICULTURAL CENTERS 
OF U P A U  and GUATUSO. 

R. Component o Rehabilitation and Road Maintenance 

Analysis of the actisns develope by the Project to organhe and put into effect the 
ASSOCIATION FOR ROAD MLAPPdTENANeE (AMV). 

Since the AMV is in its initial stage. its capacity to fulfill the objectives proposed in 
the Project will be analyzed, as well as the MOBT and community participation in the 
rehabilitation and upkeep of roads. 



Organizational development of the AMV, and its present and future relation 
udtb the PCZN. 

Technical and administrative capacity to execute the activities planned to 
rehabilitate and maintain roads during 1991693. A revision on the practicality 
of the AMV manuals is also included. 

The identZicaticm of options for the financial self-sustainability, according to 
the proposed goals of the Project. 

Component of Cmmuniv Development 

'This component has been structured over previous work done by the Project of 
Construction a d  Infiastauct~lre of the Northern Zone, which left a base of more than 60 
community organizations working in the zone. This evaluation considers directing efforts 
towards the reinforcement of such organizations and their activities oriented to community 
needs such d ~ k i n g  water, latrine comstruetisn, schools, and school eateries. 

C.1 Analysis of the project link with DWADECe) (Executing entity) and 
community support organkatians (Ministry of Health, Water Department, 
Ministry of Education, and others) 

C.2 Factors that explain the achievement of established Project goals. 

C.3 Effect uf the component on beneficiary population 

C.4 Effects of the component on the female population at the level of community 
organhtims. 

D. Component of Sgttlement and Titling 

'This analysis includes the Project Wages with the AGHLQRM DEVELOPMENT 
l I ' W ~ . z 3 E  ( A), the fulfillment of goals as well as the delaying factors that account for 
IDAk actispns concerning other Project requirements. 

Analysis of the in$erinstitutional relationship between IDA and PCZN and 
cdures to settle 500 families in the Project area and the 

cipating families in the area. 

Evaluation of th achievement of goals and factors that have delayed their 

Problems and wsible solutions 



E. Activities to Support the Environment 

The project introduces3 for the first h e  in Costa Ria, support to the environment. 
The evaluation will analyze ahe effects that such support has generated in the fulfillment 
of the goals of the components of the Project, especially those that affect ownership and 
use of land and natural resources. The relationship and relevance of training activities an$ 
environmental education will alss be analyzed. 

F. Female Participation Activities 

Mthough the Project has a general formulation that does not intend to discriminate 
its benefits, it is possible to idenbfy its effects on h e  role of women in the productive 
processes that are promoted by the Project in farmer settlements and community 
organizations. 

The administration and coordination of the Project, has not structured information 
sources, concerning the participation of women in its different activities. For this reason, 
the analysis of this area will be on the qualitative basis of the people responsible of the 
Project as well as direct field observation. 

G. Component of Administration, Coordination and Project Foll~w-up 

This evaluation includes an analysis of the infrastructure of the organization and the 
operational systems sf the Project in its present state. In particular, we will analyze the 
aspects of direction, coordination and control -4th the purpose to determine restrictions 
that could affect the decision making process, the interinstitutional process, and the use of 
resources that has been programmed for the next two years of the Project. 

The applicability and the implementation of organizational, procedural, accounting, 
and budget manuals will also be analyzed. 

G I  Analysis of the structure of the organization and the operational systems. 

G.2 Identification of restrictions that affect the direction process and the 
institutional control. 

G.3 Evaluation of applicability of manuals in the areas of organization, 
procedures, accounting, and budget. 
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ANNEX D 

LIST OF INTERVIEWS AND MEETINGS 

Banco National de Costa Rica. Regional Manager 

CARE. Project Official for the Palangue - Margarita Project and the Area 
Coordinator. 

DINADECO. Area Coordinator and the Training and Communi?y Development 
Officer. 

A y A. Project Coordinator for Colonia Blanca Acueducto. 

Municipality of Wpala. Ejecutiva Municipal 

Asociacihn de Desarrollo El Salto. Member Junta Directive and Responsible for 
Public Roads Committee. 

Asaciacihn de Desarrolls Colsnia Blanca. Members of Junta Directiva. 

MIDEPLAN. Director of Project Division 

Asociaci6n de Mantenhiento Vial 

Members of Junta Directiva 

Manager of BMV 

Chief Engineer 

Accounting Officer 

Five Representatives of Community Organizations 

PO. S I S W M S  

Members of Junta Directiva 

Manager and Unit Coordinators 



11. COOPEN-JO 

Farmer Credit Officer his t ing  CoBonia Maguengal 

OFICINA COQRDINACHON DElL PROYECKl EN UPAEA 

Former and Present Project Directors 

a The Project Adnninistratsr 

LIST OF VISITS TO THE NORTHERN ZONE 

1. Projects of Community development 

Project of Pinapple packing in Maguengal 

Project C A E  in Palenque Msrgarita 

Project Puente Pequefio, El Salto 

Project Nutrition Center Rio Celeste 

Project Group of Women in San Rafael, Guatuzo 

Project Water Aqueduct in Culonia Blanca and Birmania 

Project Latrine in San Isidro, Yolillal 

2. Peasant Settlements 

Colonia Blanca, Aguas Claras 

Colonia El Salto 

3. Public Roads Projects 

Gamine El Salto - Sanaa Rosa 

Camino Troncal 9- Maguengal 

Camins San Rafael Guatuso -El Sgencio - Palenque 1Wargarit.a 

Route! 4. San Rafael Guatuso - Upala - Santa Cecilia 



Camino Upak - Collonia - Blanca 

@amino Colonia Blanca - Dos Rios - Brasilia 

h i n o  Brasilia - Cuatro Boas - Sta. Clara - Upala 

4. Farmers Beneficiaries of the Project 

4. Plant propagations sites, one was for forestry 

6. Cacao rehabilitation parcels 

3. Heart of Palm pilot parcels 

1. Large planting 100 ha. of heart of palm 

3. Pilot Renovation plantings of black pepper 

4. Plantings of passion fruit 

5. Communities 

Colonia Blanca 

El Salto 

Santa Rosa 

Reserva Indgena Palenque Maagarita 

Maguengal 

Bitlnania 

Canalete 

San Rafael de Guatuso 

Rio Celeste 


