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" PREFACE

This réport contains findings and conclusions
and recommendations therefrom, based on field visité to
IDEAS International headguarters in FortHCollins, Colorado:;
Mexico City; Guadalajara and Zapotitan; San Jose; and
Guatemala in the period Novembér 27 to December 13; 1979,
(see Annex 7). Before and after these field visits, several
officials of the Agency for_Interﬁational Development were
interviewed. Pertinent files in AID/W wefe examined.

The factual findings coﬁtained in this report were
reviewed with IDEAS' Washiﬁgton“%epresentative on December
21, 1979. ~ | N

NMr; Herman L. Myers,_Director, Washington Evaiuation
Associateé, a professional agricultural economist with more
than 30 years experience in rural and economic deveiopment
project design and evaluation assisted in conducting this

evaluation.
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- CHAPTER I

Major Findingé and Recommendations

A. IDEAS International Division.did-not in the three
years of‘the AID grant establish an'effeétivé,
efficient,iviable institution with the capability

-bf manaéiﬁg the replication in other-bountriés |
of tﬁe Mexican Rural Development Model (Model).

B. IDEAS International Division ha;lnot been able

‘ to obtain sources of funding other thaﬁ AID and
is not able to idéntify potenﬁial sources for . -
future‘funding other than AID,

C. During the three-year grant period, the rural -
devélopment Model was financed and managed by

: Mexiéans. Rather than.operating as a part of or
dependent én IDEAS, it functions as an_indépendent

- and separate entity. Technical persoﬁnel of-the
Mexican organization have developed a programming
evaluation and training.capability.: They appear
anxibus to establish direct éssociation with sources
of financing ahd\entitieé interested in employing _‘
their services.

D. The Model operating in Mexico has unique features

unlikely to be fouhd elsewhere., Replication withfn
Méxicé has been slow and at least one effort hes
failed. The Model does not appear to be self-

sufficient financially at any level.

1
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Mbdification of the Mexican Model to make it

suitable for replicétion elsewherewreduqesritrto

an approach similar to that of others in the rural
development field. . o |

Reactlons in Costa Rica and Guatemala to the Model
whlle 1nformal were generally favorable, ‘but capltal
and technical assistance from host country-or pri-
vate sector sources_are’not‘assured.

AID/W should consider making its own.inteneive

audit of IDEAS, tracking all monies disbursed,

éscertaining services performed, and dispelling

‘any doubt arising from the organizatienal arrange-

t
~ -

ments and other sources of income.
Any future AID/W flnanc1al arrangements w1th IDEAS
should include spec1f1c requlrements for frequency
and content of reporting on uses of funds and on
personnel. Deadlines- should be set and'actron
taken on non-performance. |

If AID/W and AID missions eonsider‘projects in the
rurel development field which might,benefit by

technlcal assmstance or tralnlng by the Mexmcan

personnel, AID might want to examine the option

of a direct contract with the-Mexican-institutions.-




CHAPTER II

" Background and Brief Historical Review

In 1976, AID-PHA/PVC approved a three¥year Development

Program Grant (DPG) to Institutional.Development and Economic

'Affairs Service (IDEAS) for $583,000 (AID/pha-G-1163) to

~-~--"strengthen its institutional capability to multiply the
appiicatidn of an integrated rural-devélopﬁent methodology
in sélected, less developed countries (LDCS)."-- |

The DPG is scheduled to terminate on March 15,21980.IWC
called for a final eyaluati@n by outside éOnsultanfs to deter-
mihe"possibilities of fepiication'of é fural.developmentbmodel
functioning in Mexico and also to aetermine deéirabilitybof
continuatio; ofwsupportwtomIDEAS. .

The authofization for this evaluation asks for a reporfv
to deal with‘the following quéstions:-

1) Whether IDEAS International Division is appropriately
staffed and-financed to effect the replication of the model in
Mexico to other countries in Latin America? |

2). Whether the developmént model now operating in
Mexico is consistent With current AID objecti?es? )

- 3) Whether the.model.APpéars susceptible to being
transferred to other low-income countries in Latin'América? and

4) If the model iglfoﬁnd.toﬁbe transferable, whether
in Costa Rica énd Guatemalé poliﬁical, social, and financial

- A
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conditions exist so that the model could be replicated or,

t

if modified, it would achieve the same objectives?

B. " Brief Historical Review

1. 1IDEAS, a non-profit, tax—exempt, organlzatlon was
founded in 1965 with principal offlces in Washlngton, D.C.
Its President and founder is Brian Beun, )

2. In 1965, Dr. Simon Williams received a $250,000
~grant from AID through the.international Marketing Institute
of Cambridge; he went to Mexico, located a site for an
experiment;

3. In 1966, Williams became unpaid associate of IDEAS.

4, In 1968, Williams obtained funds from a private
Mexican group, Ingenieros Civiles Asociados (iCA), to launch
a model rural development corporation, FORUSA de Jalisco;

5, In 1969, CRAC (Coordinacion Rural) was created as
an entity within ICA to coordinate and direct rural develop-
ment projeété; Williéms became its first General Manager;

6. In 1976, IDEAS moved its offices out of Washington
to the home_of its President in Denver; Williams left CRAC
and established the Internationai Division of IDEAS in his
home at Fort Coilins; Colorado; : ~

7. In 1977, AID/W‘proViéed a threé—year ﬁﬁG of $583,000
to IDEAS to strengthen the institutional capability of its
International Division and to start rural developmeﬁt models

outside of Mexico;

8. 1In l978/9 an attempt to start a model in Dominican

Republic failed; ' A : . -
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9. 1551978, Associate Director for Field'Programming,
Alberto Jaime,‘fesidentrin Mexico was replaced’by Jose Recinos,
resident in Guafemala;v

'10. 1In 1979} Recinos began promotional activities in
Costa Rica and Guatemala for establishmént of the Model; GOCR
and GOG officials visited Mexican model and Mexicans associated |
with Model visited Costa Rica and Guatemala;

vll.\ According‘to Williams,fAssociate'Director for
Evaluation and Programming, Miller was replaced in 1979 by
.Brian Beun, President of IDEAS;*

12. In 1979, iDEAS hired former AID employee, Tom MacMahon,

as its Washington representative;

* .
-~ (Payroll information reflects that Mr. Beun has been paid as
Associate Director of~the International Division from the
beginning of the DPG (see Annex #1). ‘

5



CHAPTER III

The DPG lists what IDEAS and AID agreed would be the output
of three years' work.

The fundamental objective stated in the DPG was the building

k3

of an institdtion, i.e., an effective and viable International
Division of IDEAS. As stated in the grant, the funds were to
be used to enable the Division to hire and train new staff
pérsonnél‘and to organize them fo be able to transfer the
development model, -

The 1976 logical framework in £he_grant document (see
_Annex #2) sets forth several concrete verifiable indicators ofv
accomplishments over a three-year period as follows:

| -- fivg new staff hired and trained;

- operational evaluation and program system déveloped;

-- two new members added to the Board of Trustees;

-— at least four sites identified for project implementation;

-- one Resource Center/Library functioniné; |

-- scheme developed for replication of IDEAS methodology;

-- adequate non-AID funding for cSntinu;tiop 6f capability

(staff) secured; o ,f.‘ .
-- implementation of at least four Erojects for integrated
‘rural development.
- An evaluation of results requires a recognitibn that the

objectives stated at the';tart of a three—yéar_grant may be

6
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overtaken by events beyond the chtrol of the grahtee. Or
in strivingvto achieve the objectives,‘éther ways to reach
them than by the'original blueprint may be found, Then, too,
priorities shift as well as circumstances. Developmehf itself
is a 1oﬁg, complicatéd prdcess, which is not yet.aaequately
underétood., The éxperience of IDEAS International Division
over thé past three years should ‘be révieWed with these
realities in mind. |

The following paragraphs describe objectives in the
logical framework and discuss IDEAS performance.

1) The International Division--Staff and Organization

- The DPG provides for a Direc;or bf the International S
Division; an Associate Director for Planning/Evaiuation; én
Associate Director for Fiélvafogramming; a secretafy; and
two-Research Associates. | )

As of 6ecembef”£?79, the International Division?”accordipg\
to Dr. Simon Williams, consists of himself, incumbent éf the |
Director position from the start of the DPG who has his office
in his home in Fort Collins, Cblorado; Mr. Brian Beun, the |
President of IDEAS, who since the spring“qﬁ ;?Zgjhés been

the Associate Director for Planning/Evaluatioh}-who'hasrhis
office in his home near Denver, Colorado; Mr. Jose Recinos,
Director for Field Programming, who was hired in 1978 and has

his office in his apartment in Guatemala City; and Mr. Thomas

McMahon, Washington representative who has his office in

his home in Vienna, Virginia.

s

*
(Payroll information indicates that Mr. Beun has been paid
from the DPG since its beginning.)

=



There ::s g full- tlme secretary hired since part-time
help was deemed:adequate by IDEAS. There are no Research =
Associates. Mrs. Wiliiams,'the wife of Dr. Williams, performs
occasional eervices,on an hourly basis to assist Dr., Williams.
Ms. Marylou Dominiguez, who resides with Mr. Recinos, does
part—time‘eecretarial work fof:him.

-

Dr. Williams believes that IDEAS would not need to hire

x

‘additional personnel in the U;S. to manage actual replication
of the develoéﬁept model in one or two countries. The
Division would heve>to reeruit a project manager to work in
Costa Rica, however, were a project to be laﬁnched there,
- IDEAS has not met.the stated pereonnel targets ofithe DPG.
Indeed the actual duties and pre01se contrlbutlons of each
member of the U.S. based personnel in the Internatldﬁal
DlVlSlon .are dlfflcult to ascertaln and thus to assess. It
would appear that Williams and Beun do planning, evaluatlon, ‘
-programming and other‘conceptual tasks on an interchangeable/
"basis, on theif_dwn for the most part. When they communicate,
it is usually orally and informelly. Chain of command, linesi
of authority, areas of respensiﬁility;.are not formally
delineated. The location of staff in four widely Separeted
locatioﬁs regquires a well erganized communicatione system to
make'the institution effective and efficient. Such a system
does not appear to exist in iDEAS International Division.

The employment with DPG funds of the salaried President

of IDEAS as the Associate Director of the International
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Division suggests that AID consider seriously an‘aib/w
in-depth audit following up the one by the_DefeQSe Aqeounting
Agency's Denver office. This sﬁggesﬁion is made in the best
interests of both IDEAS and AID since it would be to the
benefit of both parties to allaydoubts aboﬁt the organizational
arrangements and other income sourcesz,

Dr. Williams stated that Mr.;MacMahon,'tﬁe,Washington
representative, serves as IDEAS liaisen;;o AID and other U.S.
government_agencies. As sﬁch,'hewis expected to facilitate
potential alternate sources of financing to meet the DPG.
objective of viability of the International Division. This

position is not specifically listed in the DPG.

2) Operational Evaluation and Program System

.The DPG calls on the IDEAS Internatienal Divisioh-to
develop an evaluation and program capability in. its staff.
This does not appear to have been done. Rather IDEAS seems
Vto rely on the capability developed in.fRAC in Mexieoih While
IDEAS might have thoaght it reasonable to rely on CRAC; it
must be noted that the Mexican capability is‘independent'of
IDEAS, wouid have to be hired, and would disappear were CRAC
to go out of business. | — —

This raises a point which readers should bear in mind.
IDEAS documentation asserts that IDEAS_andithe Mexican
ins{ﬁit'utions (CRAC/FORUSZ), to be described later, are one

and the same. Sometimes they are called sister institutions.

Often, the Mexican model is called the IDEAS/CRAC Model.

In my opinion, this is misleading.

9
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have been made, ‘gely on the subjective j%_ént of

Dr. Williams, but my impression is that country selection

has "been opportunistic,.that it is based bn*the.forthitous
'acquaintance with an intefeSted national who occupies a
siénificant position to help launéh a project. This was

the case in the selection of the‘Dominican Republic Qhere

a major effort failed fo get a modelrstafted. ;This appe;rs_.
true also of Costa Rica aﬁd Guatggala.wherélpromotiénal

efforts have been underway for a year'or more.

5) Resource Center/Library

The library exists in Dr. Williams' home.

6) Replication Methodology

There is no written guiae for the IDEAS proceﬁureé
for replication. Dr. Williéﬁs articulates his aﬁproach fdr
"replication clearly énd énthusiastically. ‘But application of
the mefhodolbgy in the field tends to be so informal that
the prdposéé designs for‘other settingé permits the model to
“take almost any form which woﬁld be accéptébie to potential

supporteré.

7) Adequate Funding for IDEAS International Division-
" No sourée of funding for the Internatidnal Division--'
othervthan AID has been found by IDEAS. Dr. Williams stated
that almost ﬁo work was done to lécate other.sources in the'A
‘threé—yéar périod because of pressure of other work,land
because it was known that private business and foundations -
’wefg reluctant to involve themselves in rural development

abroad.. He stated that he believes that funds might be

11



obtained’ in th_e&xt couple of years as th.attitude§ of

U.S. souréés;méture and show more understanding, No specific
féundations or organizations, Uu.s. or foreign, have been

cited as potential substitﬁte sources of.fundibg;

8) Impleéemehtation of New Projects

None are actually underway. In Costa Rica and Guatemala

promotional work is being carried out by IDEAS,

Conclusions: =-

iDEAS failed:

l) " to establish an appropriate international organization;

2) - to obtain funds from other than AID; |

3) to initiate replication of the Model in other
countries;

4) to prepare, in writing,_systems for repiication,
factors to be analyzed, and analysis of countries

N where itYWishés to locate the Model; o

5) xfﬁ establish its own independent evaluation and

programming system,

12
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CHAPTER 1V

The Model Characteristics, Strengths, and Defects

The rural_development Model now in operation in Mexico
with the support bf a large private financial’grOup; Ingenieros
Civiles Asociados (ICA), is the product of thatiéroup's small
rural deveiopment ﬁnit'and the earlier work of Dr. Simén
Williams. The system is fully Mexican as to management,
_financing,'staffing, and training. "It owes a debt to Williams
for his intellectual contribution of 10—15 years"égd, for his
' early.efforts.as the directbr.of the ICA rural'unit, T

Coordinacion Rural (CRAC), and for intermittent advice.

It appears that the Model is not the result_of‘iDEAS'
efforts as.an brgénizétion,"ﬁor, in ﬁy View, can IDEAS claim
credit for feceht activities or the"devélopment of trainiﬁg
and evaluation capébility in'Mexico. Théy éré the fruits
of ICA/CRAC and its rural development éntities, Fomentadora
Rural S.A. (FORUSA).‘ In éeVeral.documents submittéd by
IDEAS to AID/W, there is language by which IDEAS.arfogates
to itself what is actually CRAC/FORUSA.\ Thé stétement.in

IDEAS' second Annual Report that IDEAS. and ICA/CRAC shoﬁld
be considered as one and the same is misleading. )

The history of the evolvement of the CRAC/FORUSA
approach has.been described by IDEAS«in many documents4*-***

submitted to AID and will not be repeated here. b

13 -



The a‘a::-;ac/’cge of the Model can be seell' from the diagram
(Figdre i, ==x3ich lists the major purposes of each component.
ICE Z=<-wides the necessary financial suypport with grants,

loans, anc =Tuity capital. Within its own organization in

Mexico Ci—= - ICA"é@erates its iural dévelopment_unit,:CRAC, N
composed == 7 professionals in the fiélds of-business
administrz=-7"xn, financial mahagement soc1olocy, anthropology,
audio-visz=— - ralnlng and Veterlnary medicine, |

At === local field level, the systemvrelles_on a Rural

Developme== CTorporation (FORUSA). The FORUSA in Jalisco, the

first and >2st developed project, has seveh (7) profesaionals
inéluding = Sociologiét as manager, a business and financial
advisor, zzrXcultural englneers and a spec1allzed agronomlst

fhe TORUSA in Jalisco has created three Soc1¢dades in T
£he State -f Jalisco. The original and best organiied is

the Socieca 2d¢ del Valle located in the Zapotitan Vailey;‘ It
has 80 mexbexs, having-started with 23 members in 1971.

At one time Xn 1978, it had mére ‘than 150 members but member-
ship has crooped off through disinterest, fallure of

1nd1V1duals and groups to repay loans ‘and probably other

reasons not xeadily ascertainable -

14 e
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1)

Positive Characteristics

The operating Model has the fqllowing positive

characteristics:

2)

five voluntary farmers' organizations established

‘on a business-like basis such as_the'Sociedaa del Valle;

professional and enthusiastic technical assistance
from two~fORUSAs,private éorborationé;‘

acquisition of capitél Eéseﬁs, creation of new
wealth by farﬁer—opérated.Sociedades; | —
credit to the Sociedad for it; members from private
Mexican banks at lower rates. and better'terms than
traditional credit from state banks;

farm loans guéranteed by a pentrél bank fund; ’
céntinuing annualvéﬁbsidies from private sector
group, ICA, to CRAC and to FORUSA;

business-like approach at all levels with objectives

of efficiency in production, development of community

’

spirit, formation of effective entrepreneurial

capacity;

highly skilled and motivatéd central directing
entity,:CRAC; |

the cféation of a proposed training céntér,

, Défects | |

After ten yeérs of operation, the Mexican Model igv
not financially self—éufficient, even though that

is its stated objéctive. At the CRAC level,

-
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continual subsidies are furnished by ICA for
salaries and expenses, At the FORUSA'level,
according to CRAC officials, the balance sheet
does th'includé the costs of personnel and
'their.éﬁﬁénées since these are also sﬁbsidizea

by ICA. The balance sheet of the FORUSA of

Jalisco shows that it has incurred anﬁﬁal

deficits and has coveredrtheée-in large part

by drawing down ifs capital. The farmér organization,'
' Sociedad del Valle, does not include depreciation
in its balance sheet; which WOuld.put-i£'in a |
deficit position, also. | » _
The Model.is vulnerable financially since;it depena; ‘ o
upon one_Source of grant fﬁnds. Thé §r;at interestr
shown by.CRAC offidials in other soﬁrceé ofij |
financing may feflecﬁ the weakening of-the'ICA\

' commitment to furnish annual subsidies whicﬁ-
repoffedly average aboqt‘$400;000. -

The Model ha; not shown rapid growth in fhe number

of farmers joining a Sociédad, in the numbef of
Sociedades or FdﬁUSAs_created nor in'new capital
forminé projects; One effort At créating a new
FORUSA in Puebla failed, ‘and only one new FORUSA

haé been launéhed'successfully iniﬁen years. .'l'v'
‘The Model in Jalisco has eﬁcountered-cdntiggfé;;.
harassment, according to FORUSA sources by thé

g -
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-Model

traditional power'structure of the Ejido which

was hurt by the introductioﬁ.of thé'new approaéh _
using private capital and private technical T
assistance. This opposition may_ekplaih in part\
the current efforts by Mexican_go&ernment entities
to establish,with bfficial_ﬁﬁngarian government N
assistanCé,a compulsory colleétive férm in the
exact area whére the Soaiédéd del Valle exists.
This effort, if it succeeds, wiil‘déstroy the

original CRAC/FORUSA Model of rural development.

3) Unigue Mexican Factors

The key factors in Mexico on which the rural development
. N BNy

depends are: -

‘—_'prior agrarian reform with sYstem of collective

farming (Ejidos) which provides farmers with title
to dse their land;

- 1in Model area farmers live in village center and

travel to their parcel of land;

- ~a source of continﬁing_pfivate capital for -
subsidiesand grants as well as equity andiloan
capital;n o

- a étrong private banking systém offering supervised.
agricultural credit;

- a Central Bank‘farm loan gﬁarantee fund to‘backstob

the private banks;

a national crop insurance program, -

- s
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4) The Cg: Training Center for Rurg Development
Managers ' - C

The Mexican group, CRAC, has developed a élan‘for a
training center (see_Annek 3) to prepare candidates és rural
development managers. It will be limited to about 100 0or 12
students who will be given one week classroom.instructién |
each month, followed by three weeks in the fisld.at a FORUSA.
The one-year progfam is to be diy;ded into two segments;
the second differing from the first in that the field work
will be actual work on a job. The candidates will be formed
into two or three teams in the second period to study new
projects and project sites; prepare'féasibility studies; .

" and launch the new activities. The planners belieye that
real jobs will materialize‘for the/candidates étrthe \
conclusion of the training'in the very projects they developed.

Spaces will be held open.for candidates from other
countries, especiaLly from Costa Rica,-in-anticipation that
IDEAS or the Coséa Rican authorities wiil obtain funds to
cover the students' costs. |

.It should be noted that fihancing is not yet aﬁailable
for the training centér, its instfuctdrs, and scholarships
for its students. CRAC plsns to locate the centei in -
‘Queretero and has obtained approval ‘in principle'from the
Governor of that state to provide a'budget and a loCétion.
Nonetheless, CRAC is preparéd to work directly with other
sources of financing. ' ' - ;’,m,,

This'activity‘whenflaunched and prbven>successful,

: -

could be separated from other CRAC services and considéred_as"

a resource for AID participant training.
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5) FORUSA Evaluation System: Decision by Consensus

The Mexicans in FORUSA, assisted by CRAC'téchnicians,
have developed an intensive internal system of self-evaluation.
A specific list of objectives is developed for a month's
work by discussion and agreement between each technician
and each FORUSA manager. This is prepared in writinq. Then

at the end of the month, the manager reviews with each

2

employee actual results and assesses é grade, i.e.,_percentage
of the objective attained. An overall percentage of preference
is given. At a meeting of éll empl?yees,_the'superviéoru -
reads each list of objectives‘énd announces the monthly

score. As a group, the emploYees review their entire ?er-'_ - —

formance, identify significéht problems, andlproposeAf

solutions. These are summarized in writing and form the

basis of each empioyee's next monthly list of objectives.

The system is based on self-criticism in frént of
peers, employee participation in the discussion of the work
of others, and the evolvigg of cbnsénsué'decisions.

Discussions are frank and ihpersonal. ~The_resdlt'
is the setting of realistic and measurable goals and the
development ©f an effectiye group working toward common

purposes.
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CHAPTER IV-A

The Integrated Rural Development Model In Mexico

and Its Relationship To AID's Objectives

AID objectives in the ruralarea are perceived to be:

.The concept of the integrated rural development model in

to provide technical and financial help to the

rural poor;

A3

to provide that help as directly as possible to the

beneficiaries;

—~—

to seek to improve the quality of life for poor

farmers;

to create or strengthen institutions dealing directly

with poor farmers.

Mexico is described by IDEAS in documents it has submitted to

AID as follows:

-

".i..program and process of integrated, self-
sustaining investment oriented rural develop-
ment aimed at getting private and public
sectors to work together for rural development
based on private investment or loan capital
alone or in joint venture with public sector
..." and : ' :

", .ipriority given to private sector easing
away from the impact of political whimsy »
which characterizes shifts in public power...".

Insofar as the Model focuses on rural boor and helps

beneficiaries in the most direct manner, it fits within

AID's objectives, even though the Model is not térgeted

on the poorest of the poor nor is it aimed at job creation.

Y
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CHAPTER V

Replication

Since thefé”ére eSSential factors of the rural
development Model which seem to be pecﬁliarly Mexican, it
appears extremely difficult for the Modéi to be replicated
where those.elements do not éxist.V'Noﬁetheless, IDEAS
Internatioﬁal Division bélieves that there is an ﬁnderlying
process or approach which can be replicated. This process -
is essentially the oxganization.of farmers into a voluntary
association, the provision of credit and technical assistance,

and emphasis on good management and capital formation. This

approach could be adapted elsewhere by relying on official

- capital and official technical assistance, but would, in my

dpinion; lose most of the unique features of the Mexican
Model and would be guite similar to other rural development

in Latin America, some-of which is financed by AID.

The question of the time required for replication, even

of a modified Model, needs to be addressed. In the DPG, both
AID and IDEAS were optimistic about the time in which new
Models could be replicated. The Mexican.experience.shows
that réplication in the same country is slow even with'con;

tinuing annual private subsidies. Since the formation of

the FORUSA in Jalisco ten years ago, only one other FORUSA,

\
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that in Tamulipas, has been established. The effort to

create a FORUSA in Puebla failed and work on the éstablishment
of one in Queretero has been underway for eomevtime. I
conclude that the establishment of a Model, even modified,

to accord to the circumstances of other areas if a long,

slow complicated procedure with a high risk of failure or

of Impactcir only a small number of beheficiaries. .To

reduce the risk of failure, it seems tﬁat high quelity
analysis of financial and technical factors is required

before promotional %ork is started on replication

A, Efforts by IDEAS To Reproduce CRAC/FORUSA Model In
-the Dominican Republic

IDEAS failed in its first attempt to replicate the
Model out51de of Mex1co. The effort was launched in the
Dominican Republlc and consumed about l ~-1/2 year s staff
time/and effort. According to Dr. Williams, the effort
- collapsed when members of the Dominican Development
Foundation's Board of,Directors firmly opposed using a
non-Dominican group. A series of orher problems in getting
the project initiated had been encountered and for the mos£
part overcome, according to Dr. Williams.

It appears that the IDEAS International Division did
not make an adequate analysis of the political and social
factors with which it was dealing. This shortcoming should
have been caught by the IDEAS International Division. Not

to have done so over the course of 18 months suggests a

-
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lack of adeguate backstopping and possibly a fundamental
.flaw in management which could beset any other attempt at
replication. The Dominican failure suggests that guaranteed
commitments from capital sources and government entities.

in the form of solid contracts or similar binding arrénge—
ments must be obtained at the_outsei, taking into account

.~ o

time needed for promotion.

x

B. Replication In Costa Rica

IDEAS has been discussing adoptidn of the CRAC/FORUSA
Model in Costa Rica for more than one year. Mr. Recinds,
IDEAS répresentative in Central “America, érranged for the
visit to Mexico in several of his\key_contacts. These men
and the‘Second Vice President of Costa Rica, Jose Miguel
Aifaro, claim to be favorably disposed to the cbncept, if
adjusted tb fit coﬁntry circumstances. At the technical
level, however, new project possibilities'generally are
welcomed as poSsiblé sources of additional budget. |

To get the concept off the ground, Mr. Recinos hopes
to have ITCO donate a Government-owned rice farm which will
be divided up Among 100 farmers not yet selected. He hopes
to organize the farmers, develop a money—méking activity fbr'
.the community, conduct a crop demonstration on a'portion'of
thé land, and leave a part of the land for the farmers to
cultivate as they wish. once in operatidn, technical assis~
tance would come from a FORUSA to be organized as a private
entity. At thevbeginning, Recinos éxpecté_that the

Government would offer the full-time services ofVITCO
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personnelsin_thé form of two or three full-time agronomists.
Recinos hopeg that the state development bank, CODESA,

would provide:ctedit and eventually £hat some elements

of the private'cdmmercial sector (aé yet unidentified)

could provide ih&éstment capital to the FORUSA, Theré are
no'commitménts, so far, of technical assistance or financial

support, either public or private.

h 3

The seguence of steps in propdsing to replicate the

Model in Costa Rica bears little resemblance to the positive

characteristics and experience of the Mexican Model.

The risks of failure to replicate a new rural develop-
ment approach in Costa Rica are great. The negative factors
can be divided into two areas: |

1) Costa Rican economic'prdblems, social customs, and

level of living;

2) IDEAS field staff work to date.

The GOCR is undergoing severe budgetary problems. A
huge deficit on current account is being experienced in 1979
budget operations and cuts are being projected for 1980

expenditures. ITCO, the entity with which IDEAS plans

. to mount the CRAC/FORUSA Model, has sustained a cut of

18% in its 1980 budget. It is now in the process of reducing
its staff by 30 employees. A US$12,000 IDEAS contract with
ITCO to study the specific farm prbject was found to be
laﬁguishing in the GOCR. A co?y of this document is attached
(Annex #4). A tight and worsening budget suggests that a new
experimental project.reqﬁest may not be welcomed by the

24




GOCR and even if given initial support coulg falter before
it can be fully implemented.

| The Costa Rican authorities have indicated that there
has been an excess of rice production in recent years. They .
are discouraging production by limiting public creait~and
insurance. The lack of irrigation at this time on the pro-
posed site limits potential alternative crops: Furthermore,
rice farmers in the area are recéiviﬁg a relatively high
return using present resources, and it seems unlikely that
they would readily shift to other crops or new technolbgy
which might be demonstrated at the proposed Modei site.

The social cénditions in Césta'Rica's agricultural
area are currently in need of impro%emént, but the Costar
Rican farmer is relatively well off. He is literate and
educated to an exﬁent well above neighboring countries.

As compafed with Mexico, where the Model is expected to
provide income to meet social and econémic needs,.pubiic
health care is readily available. More than 35 national
government entities are active in the rural area. The guality
of such services varies and may not be fully saﬁisfactory,

but the rural population is used to and expects to feceive
these sérvices at no cost. The Costa Rican farmer prefers

to live on his own plot of land and not reside in village
centers.

The Costa Rican private sector is small, high;y
specialized, and generally not disposed to finance unrelated
activities or to provide éﬁbsidies.

25




IDEAS fieg work has ccncentrated on‘promotion in
the GOCR and USAID. An official,govefnment of Césta-Rica
position on technical assistanceand financing_has'not yet
emerged. Meantime, IDEAS has sought financing by ITCO of
a study of its farm project to back uthheir promotion of

the rural development approach. IDEAS has approached the

AID Mission in Costa Rica for funds to help with the study

L3 .

(see Annex #5).

At the same time, the IDEAS representative, Mr. Recinos
has been devoting some of his time to developing ahseparate
and new AID project on worker owned and operated industries.
He is doing this as an expert based on his prior wofk
experience for Louis Kelso of San Francisco and in response
to the ihterests of the AIb Mission in speeding ﬁp progress
on an existing loan for such industries in San Jose. The
AID Mission has projected an FY 1981 loan fbr WOOIS to be
located outside of San Jose and proposes to give an OPG
to IDEAS for this.project (see Annex 6) .

Efforts by Mr. Recinos to develop a worker owned
industry project not related to integrated agricultural
development may be outside the séope of the DPG.

Mr. Recinos believes that thére is a need for assisténce
~in both areas and that they are related, i.e., a worker owned -
and 6perated industry may finéncially support a FORUSA in
the farm area in the future.. .

26
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A vast amount of work has yet to be done to bring

_some focus to the IDEAS. field work in Costa Rica. For

example, what is the actual position of the Costa Rican
Government to the initiation of a CRAC/FORUSA Model?

What is it prepared to finance by way of technical assistance,

'training funds and supervised agriculture credit? How long

a commitment will it give? Can the Costa Rican farmer be

¥

convinced to join an organization to which he will have to
pay a membership fee and a'fee for technical assistance?
will the private sector of Costa Rica contribute to the
FORUSA? How does the initiationvof_a small project relate

to existing alternatives and to replication further within

Costa Rica to other areas and products? Can the farm project

become financiélly viable?

It may be that the only way to answer these quéstions
is to take a risk, start a émall project,'and observe the .
results. However, given the foregoing doubts and unéettled
guestions, . it appears that the chances of successful dupli-
cation of a CRAC/FORUSA Model in Costa Rica are quite .
limited.
cC. Guétemala

The govefnme;t budget situation in Guatemala is
relatively.good but is based on conservative policies which
limit expenditures. The Guatemalan private sector is
equally conservative. The agricultural sector is divided_
into a well develoéed commercial group and a large body
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of subsistence farmers, primarily Indians in remote regions.

The commercial interests are export oriented and hawve shown

little interest in the plight of the indigenous rural poor.

The indigenous farm population is further limited by language

and cultural differences, which because of the lack of
cohesion, makes it-difficuit if not impossible to demonstrate

-

and replicate new techniques either in organization or in

* - -

production.

Mr. Recinos, as a part of his efforts to promote the
Mexican:rural development model, has held discuss;ons with
the AID Mission. The Mission's poéition is that while the
-concept of the Mexican Model is theoretically interesting,
it is unable to éonsider financing an experiment via an OPG
since fundé are limited and a large number of worthwhile
documented projects are now under active consideration.
Mission personnel state that if IDEAS were to obtain
financing elsewhere, they would have no objection to their
working in Guatemala and would offer moral support. Before
IDEAS could obtain the AID Mission's serious consideration
of a possible OPG, it would have to prepare a thorough study
with careful attention to significant financial and technical
aspects of a propésed project. |

‘There is no indication of an’official Guatemalan
Government position on the rﬁral devélopment Model. As in
Costa Rica, Mr. Recinos carried out his promotional_efforts

at a technical level below the ministerial decision making
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Discussions with people in and out ofgovernme_nt
indicate that the Guatemalan decision makers, even if
approachéd on a high-level personal basis, would probably
not be receptive, ' No firm sources of technical assistanée
or capital are yet evident. It appears thatIGuatemaia-is

not a likely candidate for replication of the Mexican Model.
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_ANNEX 1 ® ~ -
BRIEF SUMMARY_PAYROLﬁl/ 2/
_ IDEAS International Division - ' ' L,
Fy 1977 - FY 1978 FY 1979
(March=June) (July=-June) (July-June) .
Director- _ L .\ ’ S ~
- Simon Williams -$10,027,00 $34,026.83° $36,852.80
Associate-Director- ) ’ L ’ -
Brian Beun o 6,406.02 . 22,748.08 17,842.13
Eugene Miller §/A‘ 2,788.46 26,924.65 23,625.00
‘M. Durst 3/ 2,093.40 . 824,55 -
Alberto Jaime (Mexico)é/ 1,534.59 21,119.12“ 1,625.54
Jose Recinos (Guatemala) o A. , o ‘ : - 14,522.79,

i/ Data for FY 1980—-July 1, 1979 to November 30, 1979-~-was
reqguested but was recelved from IDEAS December 28 and appears below.

2/ IDEAS was also asked but_falled to furnish an organ;zatlonal
‘chart of its International DlVlSlOn by job title, incumbent
and dates of incumbency. : -

3/ No longer employed by IDEAS..

July 1 - November 30, 1979 " . Annual Rateé/
Director-williams ' ; $16,449.18 . $ 39,478
Associate Director-Beun ' 9,047.12 21,713
Joe Recinos (Guatemala) 8,461.53 - 20,307
Tom MacMahon (Vienna, Va.) 6,663. 47 15,992

4/ Calculated by leldlng July to November figures by flve (5)
and multiplying it by twelve (12) :
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“among the poor majority.

Massures of Goal Achievement:
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benefiting from IDEAS' initfated pro-
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to multiply the application of methodol-
cgies for integrated rural development
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schieved: End of project status.
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2. Adequate funding for continuation
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Outputs:
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system & program documentation.

k. Increased IDEAS Board of Trustees.

<. Identiff{cation of LDCa for project
implementation. :
d. Kesource Center/Library established.
e. Cooperating relationships with PVOs
and development {nrtitutions established.

Magnitude of Outputs:

a. Five new staff hired and trained
and operational evaluation and pro-
gram system developed,

b. Two new members of IDEAS Board of
of Trustees.

€. At least & sites identified for
project implementation.

4. One Resource Centcr/Libx:ry
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inputs:

1. Development Prosram Gramt im amount
requested.

2. Access to AlD-sponsored training
prosramn.-

3. Advice & counsel from approprinte
AID Bureaus and Hiesiona.
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organizational records.
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" ile DPC funded at rcguested level.
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Stite visits to IDEAS headquarters.
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5. PVOs & developrent ins®
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