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EX CU 1iIi 3-IA -1 

In ftroduction 
- -

This evaluation deals oly with the In"; tut L__._d eelopment--purpo sesTvor.1ia 
ns-d riIotndSth it s impact on small farincer,. 1n F.;ti:[, 1:ad, t

7 l1tive, focus of the report .is on th o, ' the;t- .. 
themselves and/or certain of Vheit Compwoi,,t or, niza-ntional units, rather than on the AMD Joitia ,r so : "andth Ilse of loan funds, although the plJwn~i g'Lpr..ram­ming and execution of the loan are da. 1;wih. 

The question of whether or not 'h1o VM., one Programwith three interrelated areas of acti-On, or,whether theProgram was simply a packaging of three ;'epairate and in­dependent projects is exa~mined and thtoiijon reachedthat the latter formulation ir corroct. Ti n consequencesof attempting to force the s e po,-t nto - coordinated framework, efg. delays itn rita, up and unproduc­
tvoiuse of valuable time and energy, are do()-umnted.For Purposes of this evaluation it WW; docidod to deal.with och project independently, arid i;hen to rup anyrmneral conclusions in a final ,9.+ectlo, Y, the Indivi­,u1 project treatments, the formnt :,,L ..rlC-.t examineti1e overall features, e.g. as-,ulnptionn, p)nirnp. condi-tlon:- precedent, financial execution; Iarld lhcn (iscuss!!!+each of thee pecific targets oruoifllr r~ourh-. 

t. - ultura,,1S erv ce Pro 'Ot 

I 
The first project examiner! wa: tlih A;'j'iru.:itural ServicesPIoMjct,i where the implementing ,;1 w; i11. The.aP it,tl A i,.!,,itance Pa p r t,+.t, d a.;itb, l,. o the succ_,_ oc -the rojc I, (1))1.)h ,h - , iority.,_, .h... C on the rural r;ectOr and ,t P",:ujJ Lu d,,,l-S....,tdurin" 1974-78; (1,t hho-, . y, nItre-

; ...<i ;;. . ) 1,h a.. ... -1... I. .. n s t r u --1( o1 agricultural volo .and (: nba. h+ i"; nan,tgment practicot, and ,;(?.vi + ould beffetod: hi a short poriod. An 1-...a'i.,). urt e asoumplon.', with the benefit of hinjigh. n i :,r,' anreries of)'ro":, indicates that they were not, v .an4 that in all.robabity many of the drfficu1tie,. ,, r'c,-on ci.? the"can be, traced back to t. + " CO-tarican nituation. 

33 3 +' 

33 3333~{. <+, .,.+ ,. . .,:+: 

3 3' +{7!'" :+, J ,.: :..,,; ,:i : /:: ,' F>1..+:u' + .<'; + .": 5 - t' -., ; ..' ! .....: 



t !the diagnosisfsplnigotepoet activities 
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of was udo'ae It.
It ­-the'si::cur ~~~o 'e~~ sPec!:iiproblem,,,s to be
 
'i !:~i5;:' ecau
i =Se what was t:o. be fdon!i~i:n:ii supported by, key :personn 

,'aS:no- Lfully urlderstood
i~~i ,i:Ji:!nne,theiplaningTeevaluatieonin Of~an~n 1,4eA(;' Orsffet, wias largely The pvo je ctnext- eamignanheAIDmanner'i Wichthanid anr IICA exercise.':%- '4"T<he nextii''ii'i attacked. topic examined is the

th 
.. 

C..-'' was..accurat lettat th 
nature arid handling ofonditi'ons Precedent to ' is,.he,1~Disburs'[]e'1ent";3of these:; (a). evidence that- the ,9? 

- P,. Ther, wer
(A' uoescld 

-pan4, 

lang ar
coirl 
fo f theptet Lfrans"potation hePoects-by-Capi'(c)evdec Section The 

.e s r. tof thsablishmen of. seenly.. saifed we1o'avia Imple .ihl [JA of t bepartetion a andtd Sr, e975, one . . o-in
Agrlanent, year after eofgintHowevec, of' tho.oan..
... thepCondipostaho ardx opi wais argel, Pionr . he ne,3 j~Scin.Teetreofh aceptna P an A tDar...autordiz (a) e ht wotrkayioed isauthe e A ref the t 2 o~lont aricontos fore spendingdotoplanthdure 7 iswreiasy..uca te.. 1G agroffnanialTfmpiodup9 ['dr~y~oecl,-e() faor.ndetO inCA o­c) evidec of aotivis ually....... satf nd
"ovm tie
o i ....... purpobere17, e Via p afrtuth 
e. no ec t oti LtI t a aftr the 8smo'terI.L. Nlonw iTh urter. mon... .oan.... f incecard to ...of f Algport... sact v i th further ­activit..-ies, ties- an •tnonhziAGieeml tshsowr, a fut ... F Cobefore disbursementse 27 ounth,,tit ag-.i, .fo taion d3mid .......g IA
of' rcAGntrainin'aeco2 op nn uavmtheynonJfor th. project th wayisorediwas authorid.toheyh. us m n ~ ct-on, there Tnspone areis o ehat the ­al a}leivn t.... thitoy, w_ wasovyr'tsa"'Iat1on...... . ..... rooethingit i ,L . 5 was .issu . o a. myter on 
iert, th s hLoaAg ee-f.ru.The en ..... , . i 0 o Jia!conclusion -.Cl evefor thpt of this evaluion ar t _o 

..... a is that theps . in.. .... farl log di' lo. tion what ofiial uIed -coof th pr.t _u-uwojix r rltt.r
-afte a .Ori ,,alletlthe Loan .,o. th,.n o.. t ha a^e -to tllaediwae ythia Was not a a abouafa.ilyl o pltl 11 ihlong officily ..... , ~ . Iga,oI,-eoic eoan to ~ otry to impose the concept_, bu 

L h~d Ltugcn en, 
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The fourth topic examined was the financial execution
 
of the project. Under this heading, the hundling of' loan
 
funds. from the standpoint of authorizaltions, disbursements
 
and MAG administrative procedures Were 'Counter­
part funds are treated separately.
 

The record shows that there were subs taniai .-reductions
 
in the authorizat ion-ado isusmn lov-s fror those
 
n..,ially planned for the PbC, staff training and preven­

tive vehicle maintenance components of the project. The
 
technical assistance component (when plann d araourts for
 
-.. support planning and management; are consolidated)AN and MAG 

L-as.'tle changed. The bulk of the "savinug;" were trans­
lerred to the credit component of the CooperaLlive Development 
Project. 

Overall, the record of loan disbursemoile against author­
i.z"tions, as adjusted, is very good, but this end was 
achieved to some extent by shifting funds ar1'ound to where 
th.y could be used, thus blurring the re a 'nhipbetween 
e:,:oenditure and project objectives. Tho sibiuation was coin­
plicated by an attempt 'to use a ?FAR re.i.mbursement system 
!"or the PBC activities-- a type of endeavor Co which this 
mechanism was inappropria'wb. The result wast a iiuch lower 
].,vel of aithorization and expenditure on thisr component
than vwould have been the case under a mo.'o rati;onal finan­
a Sal administration procedure. 

The manner in which the GOCR authorized iVAG expenditure 
was different from that conceived in the CAP anud resulted indlo.ays which, again, affected the overall .. ys), of disburse-

Plnally, the MAG admini;stiati;vo pio. adur'es ].'l U,:ueh 
be ftodesired. It is clear that a good many rilstike; (bol;h

[co ,omnimsion omission) in f.imnceJ. a'lm i1 s l,:al ion wereand 
..,.ado both by the Mission and the .AG and thl,1, the may have 
i ;o' a negative impact on achioevement o-f pco al, objeeti.tves. 

There is also reason to questl;ion the ahil of -the MAG 
ti~ nvoic1 -I.he tmptation of using ouwt5,Jdo i'cMourcea, a; a. type 

,. i d(1re j~ ,1ipport when these are not more I;.i gh.t.y programmed
wii ccnt.toled than was the case here. 
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As concerns counterpart expenditu,pmIade no effort atthoufgthlsee e Mission
examination to that the requir".....ej ;ulflled,C d s f or t hofyether Contralor.a, a, anod. 197 .. .1101..for the ycars n . . d e . lu ­1975-79 indicatesel' 

t.., wlu-in all probabili­ty, these expenditures were.ade.
 
Othier aspects 
of Missionexamined monitorinin the next section and evaluation aremuch more of the report. Itattention.. ve.... n Ivego appears that

-""hata- e , 0 T tnwere supposedinstitutional to accoiplios.hI indevelopment. ter-is ofHowever,ed and followed the ,M.ission wasthrough concern­on Seeing that programmcovere reaching servicesthe small farmer.
 
The evaluation 
next turnscomponents to an examinationand/or targets of each of thefirst of these is which comprisedthe PbC component the project. TheCAP as "an effort which defined into.,bring together 

is the.
suffi."ient technical in at) 'utegratedmannerresources to earL'ytio planning resource out th. Identi'ica­allocationi,tiOn of conmodityspecific/area e.ecutlon and evalua­
production programs. 

specific crop and livestock
Interdeartmenand .improved management 1 al fQA c.o...inaiori 
offices, system beltween centralresearch and testing of' new and regional
;1nd improvement techriogy, packages,of extension techiqueRighteen demonstration are. u tressed.projects were to be Lmpleme. ted.
 

Through interviews, 
 the evaluationthe extent to attemptedwhich the PbC to determincconceptt.ioals.. It seems was uzderrtedclear by MAG of­that,, ratherth... minds tlau urmitutina new approach -- inreffarded the PbC 
to delivery ofr ,Irv qes,as a process whereby theyactivi-ti a +e.ta.1t. were solected numbeiVe, of CARfor All) fitaneig anid,ven, Priority in this fashionin the use of avai'lableTho establishment of onurces.criteria. ,.vi tics , allocation for nneietl;i or individualof resouno',,m,,ion aridwere funct:ions which col o. over- execu­were ;uppos(.tIi rAG Planning Office. to be executed by

untrol No such centiza].iz.udtook plaoe. diuctior.andHowever,~APtta one oJ -Il1ova(L;towj,hej importance, to whichi.e. i theS itiOductIn connection with the ' 
1he Ionof' pt,ogram bud­

4a 
pb~s , wasb~ continued today for 

pu L In to prac tice andind,*viduat OAl pr'ojec",. 

444 4 4 ote b 
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P - .1 

As concerns improved technolog~ioaa package, and research/extension coordination, there is nu evridenceo of' any notice­able change over 
 p)rojet U,,Lthe life of the J fowever, at theregional/operational level (as oppo.,ed -W Lliq Directorate lev­el) there has been some progress Ini 1iocearcl/extens ion coordi­nation. Neither is there any indicauon that, under the proj­ect, any attention was given to developing extension inethodolo-


The central field officevs. (CAR) relationship was. exam­ined in some depth. These relationship., were in a constantstate of flux during the 1975-79 pe)riod- Thescrioutily MAG seems to becommitted to a regionl'ait owpbti still

cstruggling 
about how to translate this conicept in-to clecentral­il.,ation in an operational. senoe, wi ' a.L Thathsivle 

S ince research and extension are thie heat of any systemof delivery of services, it wa,,: oP initorosL, In tormns of proj-.ect objectives , -to examine what has bun 'happenIng to -thesetw"o elements of the MAG without dis;cn'.hrinalig betLween PbCand non-PbC activities. In torm:3 of povotinal, extension isholdingo its own in its -1aims' : ;'': 2 : ' t ' ! ' ' - " : 
on -total, Lralned pernonnal of 

- { ;< ,4 i1M1AG; research :'< -, i- ; ; ---: - " "i 
':. 

B~oth a 
.t 

has lost ground. clalm deureasing per­c c-utaFe o-total N-AG expenditure , and Wheirl persjonne xpn
ditreas a 
percentage of total expenditur-o is rollowing ar i.sing curve. 

The use of Loan funds for IbM acti~vitcns is examined andIt wa.s found that very little of' the :'IV/O,00O initially pro­fi'amroed was utilized for Pb~sferso c. Or tho,440,227 ex­p)Onded, most of the 
i~E 

funds were upeld Pt purtaouiev .ostSjxtons ion Directorate, and for sIrig~oii'the CARs
of' 

P"eno-ally. 

Prom an organizational oPr is7 v I0VIo(.)rit arid inThtioi -to its stated purposets, the PbO expovw hio-rit dooon' 
re­

-emtoh1ave produced any basic chaniger. Mi Uh way su'v.icesamprogrammed and dellverad;. It halr no t I ryF . any dletectable 

The socond major targTet aronr~ of 'tio pt',jr. t concoz'ned tIn­pr~cii,~tsin prog.raimming 1aini bI od~aL Idw ~ L a. and.i/Y; I o. rletafi] ,,ed ~.~iA -r -at mrany oul"W!vPl'ro ~r'stF 
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r'aiingfrom M G wide program budgerom LO Consolidation of 
teNaional Agricultural ounarO involved, _(CAI. TWO institutionsthe MAG Planning Ofi~c arndtaz'iat (SEPSA). All loan support 

the CAN Secre­,i, this area went toIn part because of this, thev.e hao been 
SEPSA. 

coriniderableIn Oectoral progresslevel planning arid SEFSA arid Lho CAN areand e s strongerbetter functioning entit i -. raprogamming.-ro
-t the MAG level Is concerned, the
project was unsuccessful. The situatiou, rather than improving,I. probably worse than at the time the CAP was prepared, 

The third major tarfe r a oflie ptwujoctprovement in marketing matter. dealt with im­ard related agricultural sta-
L .,itcs. Again, a series oft very opecIfic outputs, were spec­:led. There
pol-icis has been some progress In the areaand structures of marketingand an Ins.mtutionalwith these and base for dealingagricultural
hns been statisti-al .lnformation mattersestablished in SEPSA. With regardIfic outputs, which to two other spec­remain the rospon-uIbiiityn.ing Office, a system of market 

of the MAG Plan­
i.nfovrialornforecasting, nd improved cropthere was no progress during the project execu­tion period. 

A fourth target area was spacified

training and a fAG -training unit wari 

at naff and farmer
 
to be created. As adirect result of the project, there i anow functioningTraining Department in the Extenslon 

1c,,4.st Wtrectorate which, atfrom a quantitative standpoint, appear to doins-at infac tory job be aof staff trainifn. 1,active In 1ri not nearly soprovidIng gpidanee and suppot-.L to, (MR farnmering -Syrt;toms. The objective train­oF a IAG-wldo,ne.ther attempted, nor achieved, 
tra tnrif unit was 

" . lop,en t standpoin-L, th., 
"ton, ; 1;it - Lu UIonal r1 ­preojeel compont, ca,, be con',, or­ed a- 1-oartially Scce::sful. 

A f ifth target area was conev.-no, wL) Farme.r informationsyn LOi f various sort..., I nc1ldl1r lt1o Iadf ed.ucational materials. artd productionWhile the)-:1 ... Guisl prxntn., plant.o. .-, ovel Ito output, from mm J IJ 1.u 11 wdJt . !oi.nt , there wao littl]e WlUall, 
0 VFo10pm.n tLivof Information t...r " t 1h,2 ..4teZ'y t' th, ., ,,f th. projectt4d tho pu rpoaos of th projefet,ln ompollllu, t .ulrolin nroalized, 



Vil 

The 	sixth target area was concerned wih vehicle mnainte­
nance and, inter alia, called for establishment of a new 
tranportat ion, .twithin the MAG. The torpiC was xanmined 
from the standpoint of organizational arrangements , budget­
ary aspects, the handling of spare parts, driver trlining,
the 	functioning of repair and maliiut nce work at the cen­

.	 ralshopand via mobile-teams, and -1ho, etuaoy-o -the- ­
system .Aed to evaluate results. It wai conoluded that 
there has been improvement in the handl rig of spare partsand in providing preventive maintenauce service. However, 
by and large, the purposes and objective,; of 'this component
of the project have not been accomplI)hod. 

A seventh area where specific tavgcti,; wore et tabl!shed 
concerned the ratio between fixed and -,".eenati'ri costs and,
inter alia, called for no increase In MAG personnel over 
T=i staft levels. There was In fact a 19/ increase over 
the project period. As concerns the ratio between fixed 
and 	operating expenditure, the situatioii was iwrginally 
worse in 1979 -than in 1974. No pruogio,,-, war made towards 
achievement of this objective ofili, ipojocl. 

Finally, two general management objectives wore ostab­
lilhedi an interdepartmental NMAG reporV .ystem, and im­
provement in MAG's procurement and adminit,ratlve activitieo. 
There is no evidence that any atte&pt was mado during the 
projcot period to deal with oitho.' one. 

Summing up, the achievemento under the Agricultural Ser­
vicees Project are at best a mixed bag. t1hile some of fall­
.;es ,an bo traced back to error.s, In the way the execution 
of certain components wts; handInd, moLf o Lhe renpon ibili­
;y ro.. ts with unrealivtic asump"tY.otI,)", ,tdV.) b.-U[,Q.to-


r.nd,' ,n.e "ded planninr'. Intrad of , projoct whoe focus 
.....in'Iitutional development, in jn'eo e .i;t.,hcJmo large­
ly a budget support operation. 

The experience with the delivery :ey;rmi of the T.IA, as 
an,- of roaching small farmer.: wlt) oduc t~on and tch­

n.o,,y transfor progt'am doe- not lend to Iry 1P.o'eIJ,nr o-, 
opi; imnim that this ls the mo'st ,Or.ketve e.ficet wayMr 

rir.mchinl, this rsub-rector, let alone ut'ouv ,; its iO~­
tvo ,o-4.1tion. It Is., th -I....xpo o. 



alternative, and more imaginative tchnjquc with the appro­
pri.ate Costarican authorities. One such approach would be 
to consider working with and througrh Uthe varlous comodity 
Epecific producer associations and/oi the Cantonal Agri­
cultural Committees (CACs). 

As concerns MAG itself, a budget ;op1)ort approach is 
no t -i:e c 6mmend ed' To-'the -xtent-2 thalV .11 1tr- dfemv -deirable 
to provide additional support to the NAG -- and the insti­
tution cannot and should not be ignored Ln developing an 
arricultural program -- it is recommended that the support 
take, the form of classical and very sprecifc projects, 
whc'rothere is not only precision aiu to tartntn and objec­
tive3, but also as to Inputs. 

As concerns CAN, follow on asnistnmu.e is recommended, 
including as a minimum the provision of hur-t torm, highly 
specialized technical advisory nervicos. BIrudgetary type 
cupport, while not specifically recommtiended at 'this time, 
nhould not be ruled out. 

ITT. Cooperative Dovelopmgtnt Prj ect 

The evaluation of this project beg3ti,; with a connidor­
atlon of the CPs and how they were hpudl ed, moritly from the 
s tandpoint of their incidence oil th- il tIVion of project 
Implementation. It took about one year (., what wore essen­
tially simple C~s to be clearnd; the rtu,,bli-v' block was an 
agreement between the Central Banh and 311IYOQP aonce ning 
the provision of counterpart fundn. IL t f.ourd probably have 
been concluded three months enrller. orr iritpo-tnnt, after 
this problem was resolved and i No. 7, rltn,.elr~ow 
7.t1-facton of the CPr was .,4ued, the iT tsndv,, -urpose 
- nt achieved. It took another 7 wouljlhrl tio,,an Ini­

] dkluronement was authorlziod, !Air, 1( of thebj!niw, he 
ro'intionnhip between the use of' All ) e9u:v)tlrp. tlwund
 
h d not been addressed when i; nih.o)1, d)rv,! btn, The re­
!:;pon! Ibility for this las-t 7 month doiery r, r4acd with the 

M~ion. 

The topic of loan and countorpart d ,l-t-ur,emnt is., then 
examined. One half of the AT! 17undo wovo !LUJ.1%,od only in 
thr final year of the project, Vihe)e:v, ee,'n ,put fund 
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followed a smoother curve, Thl- HIjugtrC?limitations placed upon the use 
LB tha1t it was the 

ra~hor than of A,11 furidn for credit,the capacity of' INFO'OOI1' to developportfolio that was ito loanresponsible for' the katoven r-atobursamont of' dis­of' AID funds. 

The Loan Agreement .1in~ts-a., ."Strengthened 3nstitutiona -e- of- th epce-~it-­at the levcel of...pating cooperative organizationu." L'the parti ci-s 
the project's success TIMS, one ineasure ofor failuro raltdce,,ative movement, to how -the cooper­per se, especially 'rtvl. cooperati~ves,evolved. Variou-s7fn~cators were has 
arrive at a judgement, exanoducc In an effort toe.g. ch.ne:_ovcontitiog, in nrunesnumbers of affiliate.-, oituaLiorir.ntlities, of swcond degreesocial capital, and volume o-f opot'~tions~.7ured in numbers Mea­of first degree Couopra btvomnovement appears to have entities, theremlaine)d miorc~ut' luniin not terms over stationarythe past 5 yeara;there was a vigorous In tarn;; of inemborzhip,burnt or activity ]it£aftor which 19'; and 1976,th-, movement towards awquir'ij, nwv.;lowed down appreciably. affiliatesThe datathere fiiLhler indieatue'-r :. - r.:= Is , a -. desitrable:, .. ,:-, consolid~ation~ pW10,;0 

that 
Individual 

o- -, r -.. . .•• ., ,.L . Underwany,.•. i.e._ *th)-it .: :,,, T,.:coops are lyetting :•> :r,. .fcize, 1.7 still very small 
Thvpgo. However', averageand Lho conidcatiozito ,continue. proceas needs 

Camt to have 
Social 
increased

capital and'oumvi or operations also 
c ,ntratod In the 

rubs tant luly, butU ho latter is con­coffee procednpJY coup-) and a fow otherlarre entities. 

The cecond degree entiteaj (feJortitoti.;union-) have arid regionalfared les i well. ul 3.5o fint t ion were affiliated of't. da re 
11I0st of tho focdratioa 

in 1979, ~onwdLuI 54[' 197P.are in ''np iaI£~'uIII~ 
It to concluded that £irnst dcr-othe %A1010, i~n a nomowhat cuu1,ora; Iver; tire, on 

that It adcku up 
,rtruni,cr .1. JOloath n 1974j butto romothingL~:1d that- hsocondary dogroo coop:" Ihavo, 

hi 
dco111 

:~r~ tVlpet 
wo the patit fLive yoar., 1Ltoty L gioundTn tearmil of' *whiiv~,irqut,nt obio-otivon, the' reo ult -,e of proj­n L bn! ;!41 dxq1
 

'Nit, Loan Areemont alno 1 hr tO 
 thi-evdo-01-odx flofi chnnges 
,w 

In the norviccen provide~d 1)y hiltdVfd ih!orlth mmboi-, i tnoro proditetion Wair* h):~i I I 
to 

'utaz 



increased sales ofproduction i 1 putsd as alot UhQUghof agricultural produce throuI coopS; and in­dt not (coO S,was . available, but H.ardue o, pxProgress was made with regard to pvOdI Ios, ..ad ...... thaIic .nd marketing/processing vervlces,- . Lionnput slespermi -e-ermninnIn the number whethero Lat o? hlotns eale inahe o hur wan appreciableamountnud of production loans toSmall farmers.
 
The remainder 
 of the evaluationcorned with the institutional of' 11n project is con­dev,ol c,)(,, V4W41s examined from a series WecO ichof vlowpo , e Of w hich"Uimmarlzed in the following paragra)I)s.The first aspect dealt with arefunctions t00 Philosophy andof the Institute.It Is thldOiat, while its

basic legislation conceived
be devoted exclusively of fINlO:OOfanl entity to
to the developnontmovement, or the cooperativein practice the needs and pl'torHtiietmont have not always or this move­
m been the guid.nj1 plinciplo9n1ng in doter­its actione. At prevoyit, there doof,iero tapolicy riot ,ceen to beline aa to wh-itcooperative movement, againot 

the ,riori tIon) are for the 
ventionn whitch PropulsaU and inter­by other antitit can be Judgwd tril porltion takennecordingly. 

As concerns functions in a brovd r+otirnj tLhrdivided may beInto threes a nromotiotinit.,%!:f i utanco functlon a quperviso'y/aui tohnite
,i t.ftnft-bankinY lj1o anltnction. a'rom a .oncpt,,I viewpoint,Ire no probloms with therethe fl,-t two ,ctl,.
Inr f'inction, there It an 

I) ,rjt bank­inresolved1'fopoera.tive movemont iumeo of* wheths.r thoshould have It'L own ,,,0Oou ,'fhoutd torn pri ari l.,k w- Nhethir ,t Divh oot (, r (•r( it., with k ihe hyj-INPOCO0}Q ,
.eit 
 ,,,dMr,,,Ii.
ew c.d a,_a development tool, wWth +b+.-r 
,ytaof lI h,;ah L vlv.,.high risk oporationti, i,+the 
dyI, tho eo.d,ortv. L o,no wrrvunn sul 1­011 hja2 beonIn k try in. to :',:tLc+rof reooltlion of the hUuon is (, nu5,, proes.;; 

http:Institute.It


Next, the organization structuru of. thU inutituto is 
examined. There are 20 organizational uniti ,iall of which

.egrogated functionalare L on lie. huro hi seinu dupli­
cation of effort, but not to any solout; degLee. More 

_#-oetere .1-i ttlo-knowl ,u.--ur- iLU L 'ot I.n tvny
one department about what the othert; areo doing. The pras­
ent structure is loas than optimum 'arj CemuornCoN uUo Ofperoonnol. However, a major reorgianizaion in the right 
direction is now being prepared.
 

The personnel situation waz next examired from the
 

standpoint of numbers, quality, d.|tsrtbotLion, personnel

v. 
operating expenditurer and puruonnu!ul iialiaitnnunnt.The
 
:,ituation is satisfactory and it i; ,,onctuded that, from a
 
rersonnel. standpoint, INFOCOOP ha:; boei :Lrengthenod

during the past 5 years. 

The next section deals with tho flaiosuial ,;tnucture
of INFOCOOV'. Pxamining balanceits obeot ; 'th1 1975­79 polod it is found, (a) that it debt/Atyl Ly ratio,

hz: been improvingr (b) that the In-, Ll .Lo hit-, bcen running
-1n Unjustifiablo high level of iiqulditv; (c) thait the val­
uc of bad loans has been Incroa:;J , riijid~y and In 1979

rprc:entod 4.4% of aru-et:=' and
total 5.&>Jf the loan port­
olloi (d) that the capital -tock (patI'rliony) of thu Insti­

tuto han almost doubled over the 1975-79 porlod. but could 
vu .heen Increasod rubutantially muv had it not been nec­

ec;y to ieo capital Jncome to ,ic.L erol'aLir, co;t. 
At, unwiuccesn Vul awttompt wnu: made t;o ;'r:truct the 

Tn2 t tUto 's: fnancinl opvrato eoof a ,a.h 1b, ,i,

h,:-:,rc|-so revoald 
 that in thv !iirlodts Vlr'ic.an1. , o tate­
, the Income rlnar, for lioan liiowILil ,.ri ;,nd Interert 

Sl\'e,. t or, IoanI and th( fx]. hI I.tUt VI ',1tc:,: oi lowa d i-I
:22t'i: vlt1 are frros 2y !nlL ticd p.rivli l.ly 1" 11 t'l t ofth.: accmuntin mothodr u.:od in 'oa u ,t0 wi IJ1 roJl] ovor:i.

SUIttonl on how to improve ttln tua El w; areo- in;tde. 

Lo 1in!7 at the comrpo, ition W' tih: loaiu portfolo -ndI t V 1valiution over the 1975-79 pvorid, i 1 ,ounr! that the
I ', oV tho portrolioI1ncrea.Ld by (" • td • ;;t 

50, .. ..
 .5 I . L m o 9 +
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producer coops All. three r'etr'ietinu viere romoved at 
~~ t eThese 

any effect an concerns the purpowe onrinarkint u, but did 
affect the amounts made available 'to~Uedoratioo.flee --h md alb RFOCO1 'r11 ":li, aote le M.Veetf '--

period are examined from several vlewpoiiitis urba/rural
dintribution, degree of concentiaLon by itaount and numbers 
of oporations, purpose of the loan, ,nol loan U2P. financed 
vs.- otherwise financed uperation-. No annoinallon are found 
and, in general, it can be concluded that; he purpo:es of 
the project were achieved and that tho 1pirponeo direction 
called for regarding uae of Loan 025 oneto; oxer-Jd a 
- trong pull on use of other INN'OCO0P1 crivlt rerou"ce1. 

The manner in which 025 financed loati projecto were 
-ifomuilated and approved is examinnd. Several fi.nding. 

nre made, (a) there ti 1njuftNcgen, 'ldCiatior by re­t& 
cipiento in the formulatiun of pioJg uL;; (b) -oruortlnes 
projaetS are developed by IN.'C0fP noW th'vi a oultable 
recipient is sought or created. lowcv , whut th 
procduro there have .i ti]c ipowould been ,0bLitty of 
placng loan funds for the puvpon.tX lflc.(4,Ld wiLthin the 
time limitations vet; (c) tchnico- i' umrOti(,dathct are 
n-t always respected by the ioard ol' i)roctoro; (d) lit­
'e of nubtantive benefit rersu.!to d f'm All) roview of 
individual projector (e) thcre Jos ,omi dtlqltiwtt. ori of­
feet betwoen the work of the TechnicvAh .,r:tt und Fi­
nune t Departments; and (f) -,t,!ua. , ' pri:d with PCI n1­
r ntu neo are in woe . No OvoP.1ii colm',lll.s: .ilt i!,! reached.?1i( rupervirion of approved toaw~ i;. I4 tt! hoi'm buen 

.::/: !,:proved. 

The Intemront rate f-true~rto ind trod tt'l pollvr a,­
thoy apJply to reflov.-. f'rom NLoan 0? f~td exind 
I I ti found tha t what it; roper t.d All) 1 , I :! t.rAce on 
,.in 
:.. .f d In the T inn Ar cment fvt, wit, Pofr 'iw i.i 117-
I i I at) and in damagin Ig TNouJ1U. it , C , 

t, the AID poilt,ton ho reviewed, 

t.h 4 I Inp interet rs tvti- :ncl other ('I f : wr, o n 

V " 

93 i~.i : ,• : .j , t , ,.rp A"W . • 
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The evaluation next turns to the marrie In which plan­
ning and budgeting is executd. The otatIstical base for 
planning is still weak and the lstitu o appear to have 
difficulty In functioning along plannod linos. Also, while 

Sam*-,-liere_has,.boen_,cons IderableinApro veniwi .n _pianringteh-
niqUes, including movement towards vogI, a budgeting, there ­

is a lack of policy directions to glvo f9cup5 to the entire 
exercise. 

Provision of technical assistance L cooperatives, both 
aq regards the use of AID fundo and in gozwral. organization­
al and methodological terms is examined. The AID funds 
were used essentially ao a subsidy clement to the credit 
activity of the project, but thl compouorit of the loan 

- .	 has also had positive institution.1 dewc,!opment consequen­
coo. Prom a personnel and methudolugikcaL ftandpoint, the 
situation is better than it was in 197'j. 

Education and training activt ies of the Invtitute are 
oxamined from the standpoint of oivizational arrangements.
personnel and methodology, orlentao. i, jtnd the use of re­
1-l1onal education group3. The actIvIti (;I'oeach of tho twooranizational units Involved (Lhjo Depar-t.irint of Education 
aind Training and the National Cunter fCu Cooperative Train-
Tng) are analyzed. It was feOLund difricuLt Lo arrive at any
Judgement as to whether or not ,the educat;ion and trainirg
activitios of INFOCOOP had Improved ovur tLh per-iod of proj­
4ct execution. On balance, it it c.lt that the Insti­
tute is reaching its target groups in uu,|f.'cient numbers;
that Its operatons are rolatvdy eiJvnt; and that the 
quality of its offerins !- u;ntuIod. 

The work and organization oi' NItOCO with regard to 

forit iton of now cooporativo,. I,,; c~unn~.Dt lackcing
foi good On b of what available,ovaluation. thu ,4 1,i
it Is concluded that the funtIio, h ijout boitq prformed 

oficiently now than was the case in 1975. Contra­
11y, nq onncerns the f,.netion of eoi';t tVi oncoo porv.

-'sO 1in deplh-.' t. V:ric1udl that per­examined C-orlc l P1 
form etinccreaconably and during pro J-Io good ha, Imp-oved the 
(,(.ct xecution period. 

http:c~unn~.Dt


Aeto tee vauto ise devotedv 't n x n­

o v' axv.L-t n n
 

1977 an yJn,17 he T.A. activILC~o woreting aand In. fullsri.The = process !of selectingcomplexa eon~racl o,and niegotia­much 11) made by 
(;:::INFOCOOP and the: Missio of the: osqec~ of not permit­tV;ing initiation 

se 
of this T.A. until. all Win C'P,i had beentsavAent,f ied, Itfoundbelievedthait Is is thsisItprimary erstated,n for naythe reav the delaywanthe absence of a fit between!: the amunt, and types ofora(ing it'ibru 
 l 1)tty, z y,

services desired and the funds avallable, Thoe content and•resultsxteraof the workov PC Iltetechnical assistanceIs examined nn(][ iAhr;Pound hadwaf-)offecUtve and hasthat, 

In the light of the foOrefolng , enieiral cw-clus--ions are 
reached regarding 197 institu al deLopmrr ofIN[OOOPand the impact of the All) loan 1J ,Hi c d.' Viewed asan op ingiati o t !o- found at thelun.objective Is satisbled hAgeeentand thi INPOCOr "ha,- been strength­
even Litd is afon tha d an.t] oficlenfive years agoe. It note t figt.ncy than it waIs nt the mai p.robluun which 

.IqOr'Of: IoIIyF P ao an institution Ptllarea It Js ndot ath In fnoc are mo,-.L~l In -theI 1 ta,, TO In teneults of thecooperative movemci;d
, 
aud0 ir

, o and. 
£ntho tOCRvneedr the t -chn take,ion.cquena mI,.coprtn e, -a..h'thrIn enit, i1 foun it thn th 1o AIjee 

., ..fi-w y. rna .conclusonsakr arati, thatu IoutIf a or roaeheddeveloper.notd (a) A:,, ai.,phrv,1,lh ,, au; loan,whichholctt(,~d; arv-AHaced anduefgl sta 
May prouced rntiulouaj devobop-ount f Ir.'OOQthe iut to he enD alowl .0 ,p1, 0id m.. fa,Iew.d 

..... banker.o..IO., *-t al1though,1 decOpe. Ai:'Lo . ... venwdr[., .hu zo, lO,"f oloan whichwaIadtoo '-1oo01 ;1, " I, '1W)olit L .~~ey i a 
n,.d ofrate, ICOpA1i .

havmu h t"'11ncy,° 

ne. move an ho,,It d,bt ,0CRponte. il-ity and a .,aotroue,di o fltioi•... ,ooklng to the ftreh, It (a).he I 
-iht

uiV: L..w, OCOOP
 
i)E!4 zritmoi
anmoritit pcdfollow-on( i)th.; Itogm:-.thot andnttin a IDat ro; f i w ltdI, () c . 



on1 INFOCOOP and the GOOR reo-iba ~ il e kinds ofPoici~usidentified in tievalu&aor;tu irected excusively atstronp V uil, nd (brativemv­metaheJ~el 19410cooperaicr than atteping t 
move­t......WIe.. .,oOOper-,tiVe mo~ e-ment for ulterior ends, howeve Ivortli -device 

' 

TV. Municipal Development Pro 

The initial subject examined wwj th( handling of theC-'s With one exception, the d fiiiiii 0. cural municipal.itler for credit operations und the ie (oet (the de.fini­tion was too loose and causod some pro1)Lfrnl lat) thisaspect of the project wag well Und expedlJow-.y handled.The Mission was somewhat moro exigeit uth vja Strictlynec..sary, bt produced pos.itv u.ests atthe price of only soball delay. 
Loan and counterpart author! atio al di "bursementsare next examined. In t.rms, of autlovIezat;jons,Wfuds wereinitial~ly shifted from training to teclu'ica± rssacand, finally, from ther.... toaJrdisburements did not begin until. .i-ch, 1 6. Technicalassistance and Training allocati ons(a d d rdue 

a.r in,(t. uise n redend 

were disbursed promptly and were comp.1ettod by the end of
1978. Forty per cent of thei du allocated to credit were 

,9 ti9-ovil 
not disbursednld 1notbe •u .pu to ba conse­quence of the slon e- of ,nuniipal. 11(!,; 1.11 oxec cLagproJeo~by the end of 197? suf~iiif. ~u~ had been
form-aally approved by InAg,41to comit (U)oulu'o All CceditCompnent.disb t can be conluded tt in In i itial planningOf the. project inuf'Cicint tie W,1! Olow dfor -,1Ab-)-0jeCtiilcn t Cio terpart dibbur.prenpIit aooh .laec and rlintiutely fashio 

The crucial assumptiof und arllng, Uu projct­mined. One, that ihamproved rurta;u in11of lt pow dnwn 
oi,II, "(n) Io , t- tlO:V°n'fahio. Secocl, tdlab]if .11uuicipal. ph riiea-"n mr Tha;-e atImprove, r utat "l)Ji H) ( l g. 

i, pnig 
t

i.ttanid icrn 
e111e'­
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ti. was too loose andQ(!c(the,aspect',~~ n FcOPoth~ ar L , .+ , .. , d.,efin i­~~n ,,^..-7''J caused. (. e nda .. .. T ic, MM siso was sO4me lOletlater),ec the poject waat more, , 0.. • 
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itie~ t 1;,r} w strict­the price of only smiall delay.*tant resuits at
 

L"' reLoan andnet
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agenci~ w' 11 become better; and a i;hi i'd that the centralbovernment executive branch and J.egir~ln~Ivoof, improvi~±g the firn~ncial situation were desirous
oC rriiinIcipat. govern-U ir.entra, when properly interpreted, seem to h~.ve been realis­tic, although not as much pro,~z'ef~ sar~' wa~i antjcipated 

- -bean~made~r-~--

The evaluataon next turns to the quention Of thetutional development insti­
each 

of XFAIVI from ~ix different aspects,or which will be sumznari~'od. Who I'irnt Is Its organi­~ation and administration. No ma.;J017 pro bIornFJ were foundvt.ith the organizational structure, e~epL that the firstand recent attempt at regionaU.zat~.o1) Iv; posir.g some prob-Jams and needs to be bettor thou~.httIv~,u~h. ~ regardspa rsonnel , its evolution, poJ.i.c las and ma rmgein erit, It isnotod thai. reliable data i~ dIfJ'j.eul 1; to obi;ajn. ~io over­all 3onclus ion Is reached,
~'apid but It In no IoU (a) i;hat theincl'ease in I)ersour)el ovei: f;ho yearnpa:~ I; k (!~O-55;~)may, to t~orne extent, h~ive leen taking Itacc! a~ the expenseof quality; (b) that the rati () ci' wUni'.y o~p~riditure tooporataonal costs shows a steady and 11.ogi'env;ive increaseand should be considered as a riun~(,1~ ;~i~ ri~ft ; anti (a ) thatpi r~;onnol management is inadequate, but, LJinJ morale Isuni.foi'mly high. The transpr~r~ ~ii. Lu~x U~u , Whi :tmproving,~tilJ. has problem:~ The same can be said e~r Inte~c~rt.­mental relations, and of the inechani za t; ion of ccouLltin~and other data. Internal Eojortni~ 1)E~ok~ a ~~li~vouyii over­haul. Finally, note Is taken of eon~j dora f~.i.onat ~~'onent b~ i rig givento .includ g some municipal I. I~y ropron~,rltationo~ thc Doard of Directors of 1.i"AM * a doni rable ohatip~. 

Uo\t , the fi.nancitil struct;tui'rs~ a I tk~~ Iw: t; U~'A tc Is e:ca­~nci . Calital formation han pVo~t~er1 P(J r'~ ~C~() dar~c e wi~'2(~i~P ~roj cction~i and increanod by ~JU) QVO 1' ~ I.97'~~ 79nd. Liquidity has be-en iujt~:; t;iAXi ~: b.I o ii igh. Lv~ri/oquitvraL3 tionchips are healthy. Incomo vvd c;~ p~riditu~'~ %c;hf.lows show no unex~Qc ted i:puj ant. i Va . 'Vtic~ haridl. ir~'~the .1eari portf,.C.jo .5 uatn:Va(:tevy . Ovc.ua LL, .F?.'orn a 
~in~~c 

.iJJJ. *~.tuuJiu±flu , TAI~I h~I~S eve Lvcd pro po r'ly 
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Le-mont o
 

,:miscella s services, povion o. nals, ' 
-red admlnlstrative-flnancial otudileo, ,,,.d support:
1,ci 1 leagues !and district council1[j. Each: of-fthese
 

'tpis istreated individually:.:.Overall, it Is clear 'that
 
1FIIisdevoting: a consieal OF resur."'tem.ll 
_ t -technicia as,, L~~~-l.-~n (P-~p!::ol-Iet--: 

!:.{;.as3Gi ,tanceC to Municipalities. The nattroervic seem to pretty much cover the gauLAnd rango ofof asist­

i anc o, needs, Sometgand effort invested In :Improving planningcoordination, and some resousin invs
.... viig•e hni al-ssie •an -- u ;ed in contract­• vL p - -dr "1ing for outside work, might improve theore t now bein 
obtined,. With rer to proijiecvt oidjulcyv
,e, it can.be
 
concluded that IFAM s doing asdbeirb joti Lhan five;e nov 

ycait, ago n fulfllnits technical a,,e arne func
 
L The next section of the evaluation dealsu of'lh IFAM's
 
Ponedsiblities with regard to o .elioV ind distribution
 
of land ainliquor taxes The handling o the latter les
 
in th Audit Department of h1FAM, Pt 1.s rlaioed that col­' improved, tis by thebtind, Whave but ot iu, it cuported 

The land tax is the major sourett of' mUo.ipal revenue.
 

Iiereo ITAM has made a seizable oJ'l!'ort duriij,- thel ].on execu­perod this 

the sudace has only been scratchedfl
 
t hion and effort ha paoducd , tHowever, 

attnmpting to sum up the asestmeno.of'I1FAMo,,.in institution,
 
one findsomet very strong and pomatjve opoL;of e.rvnets
 
hndiinItheIufc of tax matterso'ly beeand ts ,.i'a, r activities.
hI i rn1 du ,L: tcheeets techne al assistance and other d1.,.c; 'ue ,­j -to 


a i.u.s , and i ts h1andl1ing oT U -Ce(.1 J; o p ,, oit-; at'r,o
.
Atthlmti,-:atosry, An the othe I, fi.,' ;W.. otuaninl, its
.,1ingne and budeting aar very we-J,:ait , ave certain 
f g oftai .i. 

is technol assmanigtment, 111m'y .c'. ,tuor,.to 


h:o t onal and admi r:; ii.it ltratin a, ,tivitis 
al TFAn's :t.!.na 

ju~ronno TFM' sf~tancialt r;1ILun. tAor .ir.; viarmaagcient
roni.,,,, but it may be facing an ee'm ("aatiuc iy probleiri in


tieir fture,. Sine much 6.1.'It :fuli tl]o; andil pe r.sOnnrel
 
Uave geared in one way. or another L;o . c:::
i'ed.I ; oprcJPa tJon.,

urmiontly 
Lpcs 'tw and to adju;-, its staf'i-ix tid orp,,tiizatlorl to mesh
 

-jith those prospect
 

it , r, 'to get lCPC- ph.,l0upe ,1:vhtthe pros­



A concerns future AID activitiet;, follow-on support is 
recommended. Two possible complementaRy, ltb1t, not substitutable 
projects are suggested, (a)technii1uand £ifnlcal ,iupport for 
a combined cadaster/land regiotei'/la I tax improvement activi­
ty. This can have important pay ou;, but hould not be under­

e .eun eAs -thhere--is --assuiraneal- t h  politicaL_ will .exist,-, 
to undertake the necessary reforms; (b) experimentation by 
IFAM of the use of grants as well t, loarin to municipalities. 
Peationships with "partidas espech';1" in the national bud­
get and, again, assurance of political vwill are important. 

The evaluation examines two other as~pec IUn of the Municipal 
Development Projects the central. wholenle market activity 
(CENADA) and the Loan 025 financJcil actvitien.. 

.The Loan Agreement provided that, as a component of the 
Agricultural Services Project, $450,o00 of counterpart funds 
would be used to finance a featl1l11ty Iltudy for a wholesale 
market and that the construction of tIiano victild be financed 
w' th other 0OCR funds. Responibillty for thpse activities 
was trantferred to IFAM. The mojrllot I.,; about to become opera­
tional. The terms of the Loan Agr'eoio-ti wore completely 

fcr redlt, technical assist-Thu examination of AID funds 
ance, and training reveals: (a) thot; the credit activity was 
szitisfactory from all Loan Agre)noLdpoints; (b) that the 
.ralnlng activity in term- of ri'oJ(,cU o..(otiveri, wan a com-

Iet failure; and (c) that tho e'z.orn.I). 1[echrnical assistance 
wis not particularly helpful or Oefoecti v III achieving th' 
purposes for which it was dteciiwd. 

V, , Coclusions Obsei'vn fttmrGene~a] and 

There are at loas t fo) I o); tbo .retrned from th1,n 
Loan insofar as AID project doveelopmeit pl'rtcLJ(,ee re con­
crnodi (a) to nogotiate and mututlIy o with therborrowVer 
and the I mplementbi ae-rn,ci at thl III(ino (0' CAP pre-raration 

(n he exact methods, dot'tunior , rc .i o;; t.t, which will 
rovern di sbursoment of AJ)IuDr' (b ) !) 1vol f,,ttinrv up 

S r' 1 tI ple and grvndio' e but qunti tic tI v',j5. non:.1)peif c ob­
oe ttves nnd t-I got f4 11 rrro1 e:' 1wI Ilt )!t , pt1r c I. f'. ,Y 
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idened objectives and targets are 
SNf tOWly proferable;(c) as a corollary to the above, Pn alerpt should be made
to 
ensure that when an,gojqctiv(o or- are

Oonsutfaimount of~ rosoulrcof- ri. o ino ixed,oitachievement; and (d) as concerns 
iWOOLutional development
projects or aspects of projects, before comriting itself
to nuch an activity, AID must make very move that, both atthe policy and operational levelu, 
Imoro in, astanding of what is clear under­to be accomp1Johed (inciuding changes),and that there is both a polittal and jeahnocratic will toundortake the necessary measures. 
 The Loan 025 program was
faulty in all the above respects.
 

PP". 



I Introduction 

A. Program Purposa an Focus of ailuatlon 

It was 
The program being

costed at U.S. $15 
evaluated In tied "Rural 
million of which U.S. $7.9 

Development".
million was 

. tobeprovided.by._A IDlunderLoan 51. T- 025,._ Imnod .on.N ovember_29., 
974. It was considered by the De-veloet Loon Committee (DLC) 
In Mayo 1974 in the form of Capital AsnInLance Paper (CAP) No. 
A-tTh/-2033. 

The purpose of the program an not forth in the CAP was 
"to assist the Costa Rican small farme* 'to Increase his producti­
vity, and quality of life by providing him with setter public 
services, access to more efficient faztnr organizations, and an 
Improved rural environment." 

The description of the program deuigned to achieve this 
purpose (Section I D of the CAP), points out that it "represents 
a continuation and strengthrning of the U.!;. $20 million sector 
program authorized by AID in June, 1970 an Loan 515-L-022 (Agri­
cultural development) and 515-L-02) (Municipal Development)...
(and is intended) to capitalize on the mumentum gained to date 
In reform of the agricultural sectox 'to ,orn effectively serve 
the small farmer.., addressing selected aspects of the sector 
program which contribute most directly to scrvicing the small 
farmer". However, the CAP further on (Saction III D) makes it 
clear that in addition, "the AID program ufJ(Jki institutional 
reform and reorganization combined with Improved management of 
resources." 

Further, an examination of the VPet iV1 outputs sought
indicaten that they go beyond the stated purpoune of having "'the 
second phase of the sector program... focun on delivery systems."
For example, sector analysis andLn~ctor pifarnlneg are included. 
In any event, even when dealing with dolivovty nyatoms for provid-
Ing services to small farmers, the progrn han built into it a 
very large amount of inntitutional devololmnnt in the farm of 
back-up services, e.g. improvemento in atioual plnning and budget­

aSr:g'in- Orvice training for Mlinittry of Agrc'Iulttro personnel, 
estc. 

The reason for appearing porhapu to belabor this point
ofr an apparent inconsistency bt!Lwomi dotlvvr'y riyrsitomn pr so and 
In, LItuttonal development is not to i-ni Itior;t Lnr- about-to 
nopeciity of an interface between lhv' Lwo corne-Pta, or to raise 



Insue about the development of the projoot, but rather to make
clear that broadly speaking, there 	are two neparate aspects of 

:the program to be investigated. Th 'flral, 'the effect that it 
may have had on small farmer ncome and O•uha apocts of their
lives, has been undertake via Rsurvey of fares. This eval­dondeals -only with -the second-aspect-- -. -the-ins titutional­
devolopmon+ purposes and targets sot forth in the Loan Agreement,and the CAP 4nd its Annexos,, The methodology used to examine this 
aspect of the program was
 

1. An exhaustive examination of USAID project files. 

2. Interviews with department heads and others currently
rooponsible for the functions detaitlod In the CAP, irrespective

of whether or not loan funds were involved. 

3. Analysis of such executIng agency records as were
easlly available, covering the year- 1975-79 

4. Interviews with a vory nmil'tnumber of beneficiaries
(farmers, cooperative directors, municlpal o.ficlals) designedto get a "feel" for their approciationn: raLhor than an attempt 
to measure benefits. 

The principal focus of these l')ctuncit searches and inter­views was to determine -- to the extent posslble -- (1) what had
actually happened, functionally and orgnnIzatIonally, between
1.975 and 1979 in those areas whor oupuLr; or targets were des­
cribed In the CAP; and (2) to arriv'. L judgmtents, often bynecessity somewhat subjective, an to proscc a!hioved and the 
precent nituation of the agoncy, or dopav lmrrt, 2: appropriate,and the adequacy with whinh thn ,functioti() worn . executed. 
In gpneral, 'then, the rolativa ]i'ocus oTh reopurt .1s on theInrt.tutions themselves and/or cetat.n1i) t .iheilr component organi­
vn'tional units rather than on the lnn por. :;f and the use of loan
-1unds. Hlowever, the formulation, pi-opcilin .Hrt nd ext-cution ofthe projacts in the Loan Prograin will ,Orno Iho oxarnined. 

B. E Unit vr. of icon
 

The Rural Developme'nt Prograrm It'; donuv.bud In -the CAP andAgreement consisting of. thoo ptr)ojoctthr Loan au 	 : Agricultural
T; rvicen, whore thore are to bo two 	 1inL r tng Aynncies, theBPniotrty of AriUtur Wn tural o (rvAQ' and tho Na­o S ut'ce!. 
t-iona1 Agricultural Council (CAN); oopgrmt o, rvblopment, whare 

'4• 
 . .
 



the Implementing agency is the National Inatitute of CooperativeDevelopment (INFocoop)i and Rural

I- funluipal Development, wherethe irnplementin agency is the Muniolpal Development and Training
Institute (IFA4;. 

The costof -the--Program-.and, its-pportionment-aongst -itsdorpnpits as initially agreed was au follows , 

Table I-1 
Program Cost by Major Component


and Source of undj

(thousands of do iar ) ,
 

AID Loan Q. f Total 

rlcuuturalServices 
 iOO 2.32. 1,650
 
MA0 Support 
 10 00 1,65o0 2,750
CAN Support 
 200 'o0q/ 900
 

Cooperative Development ,200 2 ,0Q 1,950
 

Credit 
 2,700 2,600 
 5,300T.A, and Training 500 
 150 650.
.Rural Municipal -Development 4o 210 
 5,t4O0
 
Credit 
 3,000 2,000 5,000
 

T.A. and Training 400 400
 
Totalo
tal "/0Koo .$Loo0 

itis implied, though not explicitly otatod, in tho CAPInd Loan Agreement that the above throe pro ottu wouxo suppocedS,,form part of an integrated whole, What iu cloar In that co­eAAnation of the component parts was coiitiowpla'ted and, Indeed,r:trsjtessed. 
 The CAP (Vol. I1, Section I E) aLauta,­

"the CAN Sacretariat plans to partlicd pato directly with..' executing agency involved In Loan 05.Inthe preparation 

2 V Tncludes $450o,000 to support the staff of' the nationalmarkeflng commission anid to r.inanuo itFuttiLUt Ly i tudyfor the establishment of a central wholo~u&i ftjArL. -
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of common annual execution plans. Tho e will contain overall 
Program goals for the year, and revo..a.h Institution's 
responsibilities toward the attainrmet of 'those goals." 

The Loan 	Agreement Is more spaiflo tnd states '(Annex I, 
Section B 20) "The CAN will continue -to be the key mechanism in 
-coordinating-all-of-the -part tio ipat ln g o -nvolvd . 

Program."
 

In connection with the above, it lo interesting to note 
that the Mission submitted three separate IRRn for each of the 
three projects and that it wau an AIL)/W decision (State 042011 

of March 2, 1979) to package the three Into one Program and Loan. 
The term "packaging" is uoed advisedly Pnd the above mentioned 
cable makes this clear. The allove .onceptu concerning an overall 
program focus and inter-agency coordinatulon apparently came into 

4/, 	 being in the short two mnrth period botween the DAEC meeting an,­
the oubmision of the CAP. 

The consequence of this attiompt -to give substance to what 
was intended initially as a imple po-.kagng. device was that the 
Conditions Precedent to Diburaement ('Qs) included (Section 3 
0o(c)) a requirement for n "comprehtii-ive evaluation plan for the 
Program including, inter aj4a, suifflclorrt baseline data, overall 
Program and ProJect_geiW,i.J 	 indicators and die­n Lofin prof, 

cusion of the expected end]-of-projeet filatufJ." 

This requirement to del] wit-h tho Programn as a whole 
oLntf.actto A letter ofled to delay the 	 ,.h CP.nomo in 	 ' JA 

April 14, 1975 from the All) Affrol-ri 01T1(,or to tho 4iniser of 
ngmwy eval,'ation plans haveAl-riculture ts tes that Jndivldutil 

anill been recoived nvd found ,tri.eOtetory, but requests that 
overview ovalut tion plan be developed andI proposies creating an 

evaluation committee. On July 9, l!'/5 Im ler.nntation Letter 
(1414.) No.2 wait sued and ilvittui t,,t I;S((: ion 3.01 CPS were 
sntiefled. Nevertheless, the correttioidf.ico of Lhe following 
,ontha indicates that consdernble Ltito nrid en'rgy continued to 
be devoted to developing -- ,nat Jonit; on Ir detailed scheduls 
and proceduroi related to 'the abov ipwtr "icvaluation plan". For 
! , pie, 	or. August 2r5, 197? the Ecu.vi reLtwr' of the CAN 
transmitted to the 	 cAtI mOeniIt. ,;1AN-1992 covering coordi­Missi.,n D 
nation within MAG, Inter-iititul1onl 0ooord nation and evaluation. 

An examin.tion of the, de!,sihw ttikr,, by the CAN in 1975 
and 1976 reveals that diw Inlitthe wito darvying out those 
olabornto Program (i.e. ilutr-lt tit(lonal) Plan. By mid 1977, 

weu IC neow Iv0 r-v o f I fe. TheWe4in 	 o1 rc tidy v i1p iI I 

(1 ­



I IMission evaluation atteLa aw uut 19977 states a 
"Original assumptionu rolatingthree projeact comnponents and 

to coordination of thetile role of tho CANcoordination were.. ,unrlistic. in project
"common annual The CAN has rot preparedaxecution. plana. lbfrtho ­-ably,--in- ho'pdelit ion Pogamj"--nd- 4s-prob­to exercise
authority over 

this kind of'coordinatingthree implementing aand IPAM...Th. or AG, I.FOCOOp,_li..loinal objectivebased on an unreatllticable in this Program." assumption oN poject coordination wasand iLa therefore not achiev-

Purther on,of "Lessons Learned", in this same documont under the headingthe Mi...on .oonon 
 o stea"In preparing Loan 025, tho J41u;ogri perceived (orporhapa assumedi that the three izploinen Ling agoncies had aconfluonce of intore3ts and object veL--ufficiently try ovi ro, we did notto explore
to the loan, 

or- (, LtLU Uis confluence priorRather, we weroLo111 of which too quivk to oe"linkages,wore artificially croared bya tho need to haveningle loan packago.1"
 
The only comment that roemint;13 nothing inherently, wrong to be addd in that therein packahsu coveone loan and woj. projects intothat this doescoordinating mechaniens, not nocoosutI!y cra te iuneed foretc. Wlat Is fin UL.tar is that when
.ngaging Inpackaging it should bo oi oj-zed for what it isand left at that.
 

Aa regards the current evaluation ofProlram, and louxi 02.5in view of tho abovu, it wai; (oIQ 
and itnlWr ined that thero;ro poInt Inattetopting Ioa

w_ to ouxizljotvLunna.;a -holo, but rathor r tho Prograinthroo neparato to revtut to t, Ini.t0aproject:; and uonacpt ofto dual wilh t lridupundontly.F.i + 
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Agricule Services Project
O1, .. 

A. Criticai supi~ 

The achievements under this pj-ojuoolate) ar (as will &seatbes~~a-mxedLhe 

rt-::iofirojat-wipeete one
cutioll of thefolnnd It is almost~ always maoi althat the problem 16 tho case wilaxenJj1 Ltut InIsefrom deficiencies execu.tonl, situation 

bac.k to in the programming and 
.1 Ktwgo' part, stem is 

toupjL, Inthe validity of the assumipti.ol "turn, relateMolt of' the program. WI(lo'ylriygOften the asiummpbILcj(ij the develop-In thin case, the Missionj ojatW Are not clear. How-Am hoadIng "Critical Asumptiona-' 11 Ox"lluJ"tly tinder
11 (Volu""o 11,C 6 of the CAP). They are as 

"ecton 1, Chapter
followns
 

0a. The GOCR has
Uoctor and placed higlot0st iovity onits agricultural devolopmejoj durhig the ruralthe 1974-78 
" opnnsmall . The I"b. The MAO k toIskeyt, a.rioultural development 

farmer Productiv ty nId ihCOPm0 CW8aoL1LtL ...is cri­and... 
provided by theMAonon farm teChology Wdka,,,ma tnIntance 

C.?I managementAlthough largely resisted topracticesIn t.i and sarvIt ao, overhatil ofShort term, pvn.d -echilcal given the aPp] -itlo4 p of 1.,,ufj 
uca bo overcome 

asoIs toc.- nt rsources 
Wtith 

,
the benefit of hindaig)i1h we wij. *tqapt to test
valldlty of thee assumptionw. 

I. Proiyt A rI ultural Dav(o)jIllL;r f lto li,,buturto a m i ~ r e t h -. It -is dif­b-cause,, Of thoPrOPiFC 0 1 o pi hVl]o.", n ,o o x v)unlrIh(f"' o di t ur o~ivecI may ,i tiutlons..... ljdot and of 1vhiah haveIts mult1])J(evolution over fUJ Uliu~l;tI C. t , HO,'I/el~rhr-e. the 
~ pr0>. a-- it reason.. 

The MAoapprop r iationsV1 a vopood under rviw- IncOrewJud subs ttiallyithw 
 To
 

o/. oe, Memoria Anual de la Contrio~ovirt Nfmtrral for theVi 1*rs]975-79, Tablo 6. 
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- less transfer payments show the following evolutions 

iff
Percent r ncrease 
Over Precedingrsl
 

1976/75 11.2 
1978/77 25.9 
1979/78 30.
 

tHowever, when these same appropriations, net oftranfersare examined as a percentage of tote appropriations 
for the central government quite a different picture emerges. 
The figures are as followsa 

MAG Ap.VO )riaLiorws 
as =entgiveTotalC Utrl t 

.19752. 11.
 
1976 1.72
 
1977 2.12 
1978 2.08 

2,6

I4~141979,,,: tern f the coun rym ii" a nET, lonzdsys otoldb 

To the extent thald, MAU appropriations can be taken 
as an indication of t e relativo piority accorded agricultural 
developmnt by the GOCR the conclu36,/on must be that there was 
no apprecioble change over the period being examined. 

Another indicatot of relativo priority is the treat­
ment given to agricultural n'adtt W, hn the to credit yv­
tern of the country which is a naftto0alized ystom controlled by 
and stibJect to governmont jpullcy. ini thlu connection , the- Agri-

Ac s to says "Betwencultural Sector Planning Oi'J co (,i~P A) 
1972 and 1976 one ob CI- es ah rwle iodhe proportion of credit 
for the (agricultural.) ovctor.,.ii 192...It waS 41 %, in 1976 
the percentage dropped to 3622 h h)UIftge on 'to state 
that "Despite the fact that the bonko provido certain types of 

givenpreferential. credit to .small Fatmort-j, the share of credit 
-to th lo aroup has ded itiod from 20 .'/7 in 197/2 to 15 .7%o in 1976." 

2/Oficlna de Planlfic;c1n(rt ': Agropecuaria, 
"Dlagn6utlco dJel '.itLor odfoW.~dC ot t Rica 1962­
1976", pp.90-91, svo Jot;," .1979 

http:ovctor.,.ii
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2.MAG as the Ke_ Development Generallyand to Small Farmer Improve mo Sp .if',:L' Whother or not 
the MAG as opposed to-otheTisi Ldvices, e.g. farmer
associations of diverse types; dlevelpmen1t of processing and' 
marketing facilities, etc., can am ohoul play thekey role indevelopment of the sector is a matter of' jdgPeenuo h 
Opinionsaydi aalysifer.--oAn_1-h- aIternatives-arI1-options 
open to policy makers would entail g~oing fax' beyond the scope of 
this evaluation. What is of in tere L In the present context is
how the GOCR views this matter. 1u the extent that the Agri­
culture Sector planning document l./i.e:rLecLs current views, it 
might be concluded that the MAG i noot onsidered the leader of
the sector. The guts of the agzicultura.a and livestock portion
of the document is contained in the ;e(,Uion on sub-programs,
which can be divided into two types: spe(;tc crop or livestock 
production activities and support act ivities, e~g. credit, e-,­
tension, research, agriculturaJ. informaLion. In the former 
category, there is no major, sub-proogram fuor which the MAG is
assigned primary responsibility. Undeu thie support activities,
the MAG is assigned primary r spo U.il~t.y for only a few, e.g.
disease control. Research and techniology transfer functions are 
proposed to be transferred to an auLonurno.i instltution created 
for this purpose; for agricultural Jif'o r-a or and agricultural
education, the MAG is assigned a vole, but riot the principal
responsibility. 

Although based on other considerations, a recentevaluation of the MAC program .5/coiies I,o Lde same conclusion 
and states in its general conclu-u1m1 1.cmt.tLe;AG has lost 
the leadership of the sector as a es,!, of: (a) a decentraliza­
tion; (b) other entities that perform [;orfie of the same functions;
and (c) the low level - 10A - oJ tho ftrmers reached. 

In sum, the CA) a3.ump0,uji !hatok; the RAG would prove
to be the key to development of Lhe soi:I,,ur doeu; not seem to 
have. stood the test of time. 

3 Improvement of MA( Mana u,, Pract, ces and Service 

perations in a Short Period ol' ie -hoauuption is that -t,
endis feasM ThTevcmhill 11rf:Lau resources andt.1hnical asistance are applied. At w. become apparent later 

' / Oficina de Planificacl6n Sectoral A,<,opecuaria, "Prograna
Agropecuario, Recursos NaLura1.u. y A.,,ohiduwsirial - Periodo
1979-1982, San Jos,, January, 9','9. 

5/. IPLAN, "MAG - Evaluac .n,'rojuplwu. ba.' a, Primer Trimestre
de 1979", San Jos('! 



in this report, technical assist-ance was riot applied to this 
problemnor do "sufficient" 3.esources appear to have been made 
available. Thus it is perhaps infai to question the validity

of thle assumption. Nevertheless, it doe.,, seem as -though the
 
impediments to improvements In management practices and service 
operations which stem from the wrkinfgs of such overall govern­
ment procedures as those provided for in the national financial 

adin~~inistrat~~onys i .at,.wer~e _ot -aenann ,h 
sufficiently into account. Also, the Ineriia factor within the 
MAG was possibly underestimated. 

Additionally, a perusal of the annual resports of
 
the MAG to the legislature (Memorias) for the years 1975 through 
1979 reveals ti. t there was a constant process of reorganization 
and shifting of i:sponsibilities amongst 14AG Directorates going 
on during the entire period. This does not provide a climate or 
setting conducive to the grinding, unglamorous work involved in
"overhauling management practices and service 9perations." 

B. Project Planning
 

Volume II, Section I of the CAP attempts to summarize 
the progress achieved under Loan 022 and to Indicate what are 
denominated as 'hangover problems" which Loan 025 is to address. 
These problems may be summarized as follows, 

1. Extension is still using traditional methodology
and does not have carefully planned asslio ance packages The 

problem is quality.
 

2. Research is not responsive to field service priori­
ties. 

3. The ,AG Regional Office (CAf(n) are undernanned 
Almost all new manpower was allocted t , [AG central officesj 
and ".here is little change in the u)nd-s aval,]ab~le for operating 
a, opposed to personnel co5LS. 

4. Decentralization is accepted conceptually, but cen­
tralized control is still apparet. 

5. The MAG planning office doeir:'t have enough support 
to make its reorganization functional. 

6. Lack of legal jurindicIlino ot' CA'N functions. 

. -..-.-- --.- - - --.-.- - - - - - - - - - - ­
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7. Need for clarification1' linages between budet
allocations and CAN program endorsemelitSi between inluding theCAN, MA and relationta PJ.anig Office (OIPL). 

functions,With the exceptionthis statement of item 6, 10egalwas of problelms is jurisdictionin 1974. ucwto for CANvtalid todaypriorityoI--t~~~ proh -'appea.i~ -- -:o.- ndicRaO as it-+ -•This would 
ls ae tf!tt....ccurate he...........
Whethll'priority problems Mor 10b thesethat needed were theide attentionof the scope of this at Lhat timewith enquiry. lies out­attempting apc"eto throw move concerned

Yet some light L herethe realism, We a-le viabilityof the Planned or betterso.LutiOis eio problems, i.e.
ithe Loan 025 Program. 
lthe 


One way Of testingthe participation this viabilityof the MAG in factor is to examineties the dev0.ploj011 t of the activi­various undertakings. 

of the project and the degree of its coummitment

elopent It is axi.omatic thaJt to thewill only occur when what is to 
L'titutional dev­".ood and supported be lone is fully under­by key personnel of the .titutionquestion. in
 

The 
CAP states.lys1 s and identificationthat "the USAID and (WCRof began theLoan 025) in the SAcund pfiabe ana­
w't,, basicall the summer of 1973.s ethe 

ol the aADP (i. .9p3. Id'a,1 whaich,the o has resulted. bi a • .vi.ll ly prepared bybe primary recipients hose stafsof the newls., 01' lu ir ti it ions which 
In this connection, thematerial draftwas omitted version offrom the the CAP (thisSdoring Intonsivq vOrsjon,Review six p . ldic+L. L, thaat.t and y_;,';AG .Vletheir ca nclusis w propv'red 

that 
.. .. by tileJo0;. op ino theThle papers

L')lncdpFet analysis, are listed as dealimp Withvehicle min taf training,c )n'epjec:ojcct systems o Ur; by cailpaign,and Planning.
 
The manner 
 in whichLming ii of lnte..-est. these papcr.; were pr'eparedAir) financed A memorai)dtin dat.e(1 r,&at'(:h 27, 19?4 from 

and their

advisor, who!'"- ion of was. apparcitly anthe project, uoord.diatingto the M1ius;,on'u the prepa-V i mliuninating. It Rural UJovolopmentstates that Officersix woxki m1 .f pcr one fr eAch
ihe above utudiN. . .dthat ' wera constituted: t-ertheirAID\,reports( s l """ tha ;day,lator. ~ :April MarchAID (mostly wou.1d i -.e, on 9th-­in thebe deliveae'.A w*ere represented p.eAdvisor) onon each of the ,wor lig patisorand and 



-----

Only a few of these six repvv are still available.Those examined could not possibly have been prepared in
weeks. While in the tworealm of conjecture,a considerable amount o' the 
it seems likely thatinformation gatheringsis represented by those and analy­reports .mustprior to the constitution have been in existence 

this initial drafting 
of the woring parties. Who didand the exten. to wich it.represented-­

- , -tnking -at he policy' 
4:! i~ii~i"-!i 

eV'.I s a matter of conjecture .
Also illuminating are the comments of MAG officialsinterviewed in the context of this evaluation,were members many of whomof the above listed working parties.their opinion of When asked 

the comments 
the Loan 025 program, .to conception and results,were of the following tenou: 

"Too sophisticated. Not successfulwhich concentrated on as was Loan 022,physical inputs such as vehiclesbu IlIdings . and 

"Concept never clearly understood inwhat it was trying to do never 
MAG -- at least 

! ponetrateI toIevels." the operating 

"There were changes of Ministersthe beginning arid Vice Ministersof the program and they had new and 
at 

priorities differentfrom what was set forth in the 025 program." 
"The program was, in general, developed by outside
advisors and 'imposed' on the MAG."
 
While the comments need
the commonality not to be taken at face value,of the criticisms ininterviews, when considered 

a wide raanging series of 
Story, does lead to 

In the lighL uU the working partythe conclusion thaLtWas largely tha project planningan All) (and its conhu.ltam-ts), and atand that the Mission I{CA exercise; 
the record appears 

then went thl'ough the motions; of' what ona- joint planning, re.I'ec IinI, MAG prioritiesbut which in reality was more of' a sell]inig job. 

C. Conditions Prec edent
 

The Mission evaluation
.inAugust, 1977 lists 
of' the Loan 025 Program performedarnongst thc facot. roz:;ponIblepi*ojct implementation.. for "slow .s tringen t condi tiou , precedent priorto dh",bursemaent of loan funds." 

%5i, 
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As regards the Agriculturaltions precedent ServicesPoet(Cps) as stated the condi..metat do ill SectionInot seem particuarly rlY(~pa 3.02in the r ";~r~ul,,trlyLnru when viewedlight of onerou ' of th, Lon Agree­statements r n.ulauymade In the CAP. Theve when dewed : 
are three CPs,

i GOCRudge 

5... "1
:.i "Evidence thatcarir y u tbT7Pfject-h1 n--. c ar, during-,l19'?5--hav(- atl. ,outfunds necessary-to.... :-:+ 
 ......... 
 in .mat h Ministry of Agriculture (MAG) 

the 1975 

I.L. No. 2l dated July 9,has not yet been satisfied. 1.975 sLates thatHowever, or this Cpbudget was Published in the Official (°tn 
aveh 25,: -wa9s ionl , - - 1975, the
It 5.6 ^ ^ -
on N
5669. It was only - -;,a z e Larie'e U nld er DDe cr e eon November e. No .Mission took ij, 1.975cognizance (IJ,. Ho,5) that theL Of of the situation aid qtcsthe 1975 budget for the ".., publica­e o aLudjate(provides) satisfactory evidence of compliance with the Conditions
 

of Loan funds 
Precedent 
 Disbursement.
2. WorkPlan andControlsf -ono 


imle

mentation plan for thePAgricultural o -Services Project, whichlshajj. pt, -
 P
,a 
 the method of formulatim g memorandum0o 
segregate the Loan-funded component and 

accounts
 
;he AG counterpart
Component of each individual projecti.}y.eanpag, 


ear
 

mnnt of "b. a mechanism for the
funds for the sub-projects, actua.l control and disburse­
"c. a written plan and budgeL.. .'ur
Pro iect-by..campaign.., each separate 

hPresion
The CAP (Volume I1, Section I, Ch:e);. IID)that matters r. this topic --

were well advatwcr. iii 'l , 
gives the17 months before the CP wMi 197F with regardLs, Nos 5. For example, dec.a,. satisfied by
.i.fkyd, including the 

the secj; Jc. p'ojocut by region
,J'ctoed by .each 1 
crops , number ufj', I'.II are iden­

responsibiliti o.,t; t " 1,/1ifc,: t e,[ LaresIr,. i ,Joof,ia1hod; an 3 cllpl, Fun dsIllustrative t.11d0 i s e s t ab ­to be
"thcdoiogyj corn project wau fully developedand a budget analysis of to showtQ0 cos s.;.Comlpleted. of such projects 

In point of fact,.O.of I.L. No. does nu'te CP, i.e. clearing L accomplish the- same I.L. Indicates the way for,that disbu,,ei.t. ._..,=..'t.I,, oc.-(1Lu' for, PbCs are 



1 

still to be worked out and that funds allocated for CAN support 
cannot be divbursed untiJ.,a specific techical assistance plan 
has been received and' approved, although i1 Is niot mentioned 
in~ the Cl's. It is not until June 3, 19y6 (T.L. No. 10) that
the first 8 PbCs are approved ant) an advance disbursement.lt..il 
authorized. (Six of the eight 0rjet ot~respqpnd.to, those lsited,inth CP.t s o uti Jl 7 177(L. No. 17) that "a 
prel~iminary plan for technical asnifitanuuo (For) CAN support" is 

papproved. 

Just what the Mission expected in
the way of a CAN tech­
nical assistance plan is not clear. In Aug ust, 1975, Document 
S-CAN-2992 was sent to the Mission. It Is a quite detailed work 
plan for executing CAN responsibilitic. under the project. 

Why the delay with regard to the bCs? It is very dif­
ficult to establish from the files whatI ac-Lually happened be­
tween the signing of the Loan in Novelnbet, 19IP4 and the first 
disbursement authorization in June, 1976, The Ministry sub­
mitted a work plan in May, 1975. This i.s acknowledged in I.L. 
Noh. 2, of July 9, 1975 with the comment "we believe that the 
series of work plans contained in the MAG"'s document are well 
designed and should serve as good tools for, project implemen­
tition," but then goes on to reestate the ClP' quoted above, 
elaborating on same, making them more detailed and requesting 
further submissions. 

It would appear that over one year was required between
the submission of a "well designed" wo'k plan arid Mission accept­
ance of detailed plans for individual PbCu. 

concerns 1tn,, 
the project, one would assume tlhat I.L. No. 5 cleared the way 

Finally, as the MA; 'I''alning component of 

for (Usburemonts to take plac.. 'ii; i a ta,iUllng plan docu-
S nt in the Mission files, apparently !ubrniilLed in satisfaction
 
of' the CP, and which thie notation iows t ihavirg, been reviewed 
on August 7, 1975. Nevertheless, oi November 1, 1977 -- two 
years later -- the USAID Project Mlnagu wL'i ito to the Directorof MAG's Agricultural Development Wircctoratfe s atn "With 
,elrard to the $100,000 inve:itmurrt p1'r.. for trainin*ng activities... 
we. in.'wt recetve an official lotter fromu M ipre.nntinr )aid plant.
('1his) Is a specific requirenoiit, of tWie L.orm Agr'eeent." The 
lette:r goes on to requesi; additiona] de I rogarJing the plan 
which the Agricultural Develop iment L)il, Lou e Lluhi,,tted to the
Vh 14inister in April ?, 197'.' T;heII, ru4W4ilred was speed­i ly forthoom1ng and on 'Pbruary 27, 97t1 1,!,. flo. "j was i;ued 

A r l~~ ln--:';:;'.I-- ! 
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approving the "budget plan for the Training Component of AID 
Loan 515-T-025" and opening the way for use of loan funds. 

In passing it might be noted that the CAP indicates 

It is assumed that the intent 

that the MAG had
"a comprehensive 

at that time (May,
training program" 

19711)
which 

already developed
this component of 

To a 'dsgnd to- supot 

funded 
As concerns "memorandum accuunt)j 

component and the MAG counterpart 
totegregate the Loan­
component of each in­

wasdividual project-by campaign, 
to relate individual expenditures to source of funding. No 
such system was ever instituted. I.L. flu. 10 makev It clear 
that instead of segregated accounts a percentage of total indi­
vidual project costs will be attributed tu AID, stating that 
"AID has found... the requested ratio (underlying supplied) of 
its contribution to each speciflc jroject acceptable."
 

While from a technical/legal viewpoint it can be argued 
that a ratio system is a 'method of formula ing: memorandum ac­
counts to segregate the Loan funded uulOuvL aine the 1AAG counter­
pact component", it does seem to be flet,:hing lf not deviating 
from the intent of the CP. There lu nothing In the Mission files 
which backs up or explains this change. 

As concerns "a mechanlsm for the actual control and dis­
bursements of funds for the-uub-p r oj e ctln", it is nob clear whether 
this CP was intended to relate to all fundh uried for the sub­
projects, including GOCR rescur'acu, or whuther Uhto mechanisim in 
7uestion was intended to relate only to loan fundi: . I.L. 1o. 5 
21/13/75) in which the CP It declared to be satisfied throws 

no light on this issue, except that I ltaes: "It specfil" 
reference to the disbursemeovt procedure-a fo,.' thu PbC ;, we hope 
th:co can be worked out betvwcn MAG of1Ve0 .d_; an manders of our 
Ltlaf'f shorLly." Then, in I.L. No. P) (6/)/76) thu t.ixd Amriount 
1Eimburseento tMethod for Local-Cot l'Inarvuing (VAR) SyQt',M .1i 

haveiintroduced and it is stated thlu lu "the inuthod the partioe 
--,roold to use." It would sootf) that whlt(Mvr thO init! intent, 
thv r,, eventually li",P C,' '111 being limltd toNilon .interpreted 
]oan funds and did not agree to 'a mechatiltim untl June, 1976. 

Given this history, ihe btaul on whtch CP )02 (b) was 
uonnldorod satisfied in November, 1975 (l.U.. No. 5) remains 

t.or,oething of a mittery. 



j3. Establishment of' a TY-1IwjortA~on -Section -Thethird and f IniIO r t Agr ju L ves Project is 
"I"vidence of the eatablishmnt ithin MMI 

,.r 
of a separate Trans­

charged withSection lortation the fo'i'nula on and implement­
ation of a comprehensive vohicle policy and anoverall operations plan for the wain u o.(]ncluding preenti _.. 

In understanding thlu CP IL ib; necessary to referback to the CAP and its back up documetnas to dotermine what 
was meant by a "separat Transportation Section." These docu­ments make clear that what was envlsaged wns "a new Transport
q3ection in the Administrative IDivslio ... (whose) chief willrtl.ort directly to the Executive Vie lilnhiher and will be res­
pon'sible for administration, cont uontroi', supplies, budget,vehicle replacement, training and compot"eporation of thema3ntenarce program." In other words, ousu iderable upgrading
and centralization responsibilltyof was contemplated. Inactual fact such a "new" Tranoport SecLion hIus never been estab-

The resources ofhed.of the Guadaoupo ir shop have beenicrreaned and Its chief given tomowhat g.e:a-); rJS'r nsbil tv 
hin he had in 19'4, but io still voporv. -t) tho head of the 

Adinistrative Division who continucs to o.Krclso effective
ioWer with regard to all vehicle wa tL;ot. 

There is nothing in the 1ss1lon Iiles which indi­cates upon what basis this CP wau comildeved -to be satisfied 
in November, 1975. 

4. Conclusions- Th- concluilon Io which one comes as 
concerns the p-Cre'slaid to the Agp.*uitur.al Services Projct(,.ection ~.02 of the Loan Agrown:mit) lo LJtL I, y correspondod
to a particular conception of what H(, puoJ ct us aLl about,tHut ohortly after the Loan wus 1;1c1.ir1ts ,g'd the tMilnaion,
1N1,an to find'out that this was uiot,; e inl y shaved concept,that a fairly long officially Wzt'o,,.W, 5tvpu,.o w~:v on to
Itry' to impone the concept, 1ut Uat, ., h r tI,z'rd&to get
lhli-(;moving the Ioo .on and Ihe MA4; wct; ihouh h ot-lon2s
of' apreefitg on the po.nt- at 1i;ue. The u.t J.s that theJ;30 not ,ervo their priiary 

CPs 
iunctou ok .V .,. r,g that a s8)rious

a !ttopt would be rriads:, intoa execution. to have the jwojp, pinnd,n carried 

http:Agp.*uitur.al


Thits subject will. bo tp1t q'tL or L,.oan funds 

cind f or Counterpart f'wnd'h 

....... 1 2L~li d1und~einnt of
~~1iT oand 
fmlds. by prin 1pacOmoifl o i L W. fi Ib iJ t 0 ac,1011J3oan 


is- !Thown In Ta'oe 11-1.
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pr, bLn 	 014 Ord.1 eie 'iVbv en~otitteP 1a 
i~~v '.it fjbe v i UOtit? 	 overZ~hhad 

U ~ ;'~ ~ .~ H 'i Iw * tr ane;nt, coilt4~ ~ ~ thul h 11K.1;~i~c~iyC cl in I~~ ~~~~~~~~~~lth lltd 

I~~~ n f2 it' 
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MAGLalvoid curibvroome zic('0ount1111 Wli-,duro,; In obtaining
/semP01t hr
l PbC eLM101LOfoHw Aj, vicul;tural ServicesPrjc, "Tile AR System is.: 01ne IVhO(! rlben, )supon aro basisd,outputs I-athear t1ha11 11,ppit;t Wih eato t,Peiu.'ly areed upon' cost, jnak( ,, 1)yetia hwork¢ is"advance This; system, which! 1i;l(pil;Le :nt i abh;o Cota acti­

"p lanne~d,Ou. ..oc pu in t l idb]l, . . ... .+
 
iI ! ! I 
 • Comments vary afi Lo why it was introduced.i !"Ther'eare some indications of AlD)/W
oi-ut now orpivg the Mission to trya repayment modallity which iwl- ift'II v )g'Ae at the moment.S Other indicationp, are: that - Li tthle 
 vrf.o~w,; hotvlrig difficultiesill aWr,0inp, with the iMG on lnotfhmld , rql xont~jtin the use ofadvanmceo". (It w/ill be recalleJd• ,dl 1'-uur omen t p ro edc 

Ul I, I,.O5 1nd1.c.ates that 
dur(,,;f fo v,:i ..1 .

work d o t oand that In anlj)rov nr i, t 't- Itlli , , ........ . ...to0 s b. L
pl,
,"o...., 10),aynne:a ;""20 ,000srted outad vance hnto ~~ ur;t, wIth'h+h;"
f . t h bl o (tIno36: "paymentsr to the o m k)viohdy. ee.)d(.AR's.individhial. Peoty Cat:)h awont,, forcth P ," )uo ].n,he4Iiei(i ;he ap­provd oris)UAPD tele~car or35PC; 11. o J~muary 25, 1977r rt~ oil tile otatuo of !cue impltene l:t'don -mpport;s;thiomoivation .for tho WAR{ :;.ytorm jwxtoc:L!on. Vic message. a,,.that-,-the activity.-h~ar been ooelayod by nternal GOCR 
e
' i' 'i'~ PtOOfem. 
_ tholm wtacof n.oa',."+, Corn t r Control Over :ad­-,
• w,<¢,i:;+roiolveo vary?| wi)Lt| why" It7+], ntow . MA.ammicka,,o by 0;0,CR a(coe)-vwIt ro 1,; 'A cd, the yr; telr)
Ther 76ar drwiauylit."1d lt)p.icntioaoundl(nIuOwdit, andnae TPhe to )' i +:ctian of II/ rghIt d ](;c tootsom,,e+I ex­the;) tryXaiat­)'+Irisvo" to
rlw "uwit of CAR petty cash fetounds to Arc,Purac 1trvites
 

ndvnc:;.itwil b r~a~eJw ch .; a real tri I. I. ., cated iff Iu ty ) 1'3 J11fNe b ,il thoat) 
11 Th (! VolnI wi roiburentevent) 
 was ebver 

ay+]+++t to thPAR..;,+ro:envsd.,d'ho'+/€. CAR,,,-'s,iiiv nfi l t . .. . eou,+ tr,,'++'PbC. +' + +iduPo)t 
+£
l+ .... ) ,,ap,+++for. 6,r d ,'++,,"), 1]J+++AIDt +++ '­e.le.gram.. No'+'|t C d ,P tihuar 25,O]1977p.0Th8! 

....ed- or . in ibo., hutput I, 

I r tno thQ t d U r th u ononwhLtIA oit 

dh :.... p<Ie.,, for 1,-'.bC t) n1 t "+I fc ). ; ]i 'o I ]+,, o 
w,++cd ou~t|+tP¢. at I apro. Lh f. . t vand,] 
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?rOJect, 1oavlnF the mhO a;1ma 6 7opnuteu~w00. 

iltqui clcar thIat tr)Iu n al h'ri it(Iu t.io1tandpo int,f-haL%V110hH;%oun Cha],mil) Ci) NJ(deCirlod~ s simply 
ev c d h to justifyt A ll), oun i It pr v oLh f r MA( 

t~ A),vrn~afDith duomieorz cp ~ i.,~let 'nr2 ~;f~~ 

1S ier j- t,(1,) %,-(Sosuro,;7ti 1 r;j for. the Agricul~tural. 

(Thoutmnnds of' US$1) 
Aaountr, nt ag

1975 
197% 
 73 7.1

1977 
 100, 9.8 

-98199.-7 1993197(9-80 (thru 3/'p/1$o) 0~66.8
 

Tobi
t,3~7 10. 

To0 a OnqI dvra 1 txtYof,I hnson~ in dis­lromnt war, atfunctionj ()I tho1( illWity viici (,Waf wore handled, 
~N1 Ae(IoSfta rV T rainr bIw, thc'I~ imdiIcOoln that Ox­peidIia ouu I ~b for mhd i'Itbj~tneibirred as
 ~ 9o Ia~It wol ~'tmI l~~fn1procedures
nI? ary tio proparo Ippropj itI m o~ I1th1;, -,o (nt roq us t~U,, rinply

w~~m n c t~iiold tnr. 

In thec' caov of the IP-ftoo1Jvf1 Vehio Ilaint­
e Po3 , nbo o irhu u o~ib~~:er' ir dmutil June,
 

~~i~t Ivl~eo I-of oon fotttd i 1 f Vj,
~ 

Tlljj, theret 

Ih tn~ ofoi 1i tt ~ ~ 



A . ......... .. .. .. .•S 


! 'I , ,, . . ':-.i:, 'i " '5 " 4 > 5 •./ •.:. ;-'LL s ' :: .S .C • • - - ¢ 5A"•L 

-5"' -' 5 ., 5-5. .-. 

A~tv,,ti(.e Reimbursements 

1975 NA 150.4 .it­

1977 120.2 5' 42. . 

18 1.36,.7 o.6 2.
 
s500.5 1(, .
 

Wihat conclus.,iont--i(,; ono draw from these 
fi,,:if- res? The M A G Rep,)o rt da ta d o est 11 , verty serious -­
prr,bably educated guesses0 by :PIC maig~sin S'L-iJose as: to 
which CAR expenditures migh-t be 0 lvjwrl~ for AM) reimburse-

The. GOCR Controll'ereal da-ta ref'lec-ts 
the detailed inforniation suppl-ied by |Hii i'11AG f:lnancilal serv­

-f 
::. ices to the 1 an(1ud - to reflec-t("oiltralorla"Gener-al. ajppn,%vonte 1 part o' those ,iovvic, to cC)Pota1 00. lO'ctCtci4,1P

abgolppol nits "'or thRe Ari­
figurs? TehMA -- (mt;.ec,.tr -- ­A.tRnto.epor taA!e!3 vory[ iu5oIIltita,, I ten on0111Di ec to r,, c, IWO|e1, wh1,0h the CA!,, opera­' prob..a" y edct. uess u ....." yPb €' Jseast,I Note that he totF ,how Lon Ar ent 
whic:CAR!IO! expendturl2espn .rlirng,* , mih be ei'm, IbL ,,toc A'fi.t and 

:.-- the det..ai,ld inforaonrm !p86,~ "by ht .uIA7 inancia s]enr­i " ¢~~~ina].ly, the-I Al) C¢ttroL ata ref'lects 
v )tt to-I: a ia~1 rt) 1), ,FOt. ]t( ,:ttl n fx Ic t i n,oes the~i l u,t .... bContraorf e'I wuh pe~t elc 
19, 6 . CN(11A1 . ...i 1 ,!t . " vi1hn . 

.d 'hat iIhei oz d: YIVe da rot thI e "r 

hth ltto:h f,1 owu Iao8 'the Lh, 

http:mt;.ec,.tr


very conservative approacho 

Tn retrospect, grivy" Lho riatire of the CAR 

and of te Pb It io difflt; to understand howoperationh 
could have expected to dii3Cvtualo, betwoofl a "normal" anyone 

kl x~edtc and a loan financod awl a GO(OR financed 

col t'"V PC expendiuc -V--il vehicle rop " per diem5s gas,:!and oil, 

It is again a ,iatktu(' e judgement -- an 
a ;uspicion -that under

educatod ues, -- but thereai 
total (AR divided on a more reasonable formula, e.g. cost-

baik btween PbC and some reasonable although arbiirary 
the formor, ;wai. on the percentagenon-PbC activitio- and 
upon, didoel between AlD and thebaiS originally agreed 

GOCR, the amount to be reimbursed Lo [1(, vould have been 
verY close to the total allocated to thi. ictivity, even 

,nd of thewithout the windfall, vehicle fimm~1hg st the 
project. 

,nements ofAnother poin.t bej1mit on isibur 
to f1AG to

loan funds has to do with the 
to bu, eventuai.Jy ceimbursedO This nmwu the expenditure 

NLt tonal Cen­41 , performed by either: (1) ilus mi]( tn he 
m published in late

tral (,ovrnment budget law, approve[ 
lecember each year, of itemi'; to be 'iiood f'romi loan funds; 

the Qnarltre of an. EXecutive or (2) publIcation in offie-iai 
!ecro w refers back to the Loaii Agco-tmrient and provides 

t.u -u 1tthrv(*Lation a-s is
I sah loivel of2 etie exji 

iholl in the natinonal i)Ud,~ t Ia. iI TIs ,' in of­
s s (Inerpp bugt

rc~ensidte ind tratd 
:: then '~e A re thle 'iame us.: for furnds " tho 'iedf Piin ,n 1the na­

c ) ttrer)] o t , on hj zo o UPhol Ir t t, o 1 nr rinthis regard1o thn ,mc o-, foa 

-
~IoPth2~ fol.oVwIigq 

3 LhbI f;I le.al­
.. ,: ,ixIx - IoiUI of"p, thg, I, ' !'', ,-t y A(5 '~ 20":f/Li. i 

t eipha5 i ' Ua t~hs cannot-:" !1 i"s 
whi oh Vs: ,,, rsui fzomdture t,, 12mmL a 1.oan 

..... ]y nur Viny *xr i 

A f 

tI II c 

http:eventuai.Jy


~2 2 

prior to thle approval and publicaj ofr121 hIn one tudget for sameof the twvo fashion:-, c~j( t~v2 
AThe bulk of t11en1a11.is Organized for ovez'nment budgeteach flinistv x bywiq
 

. oLm ortb
In...ry. v 4 reoae"program" is T---. eprtnyach t inthenj thatof dPersonnel costs " w19in -termsandcoshioable T here isflexibility
tional in shift.p jundFibreaks; very bet rmongs.t thelittle func­for pt''0r"s.certain specia activities In addition,
isional which Oitbot' cutlines, or acoross div­which are outsljeatagiven department, the r.+L functions ofthe budget lawI;egory erwmi' w.t; ;he,called "Global Allocatiton" of a ca­
9. wlicm P;,al1gnedIn this case, there is cod-0;.jlOO.of the funds .. exi.i tV ardfor perSonnel, rt.. use,;nd -rtor'.iinmachineryand equipment, etc.
 

t.on" mechani.13moThe CAP envisagedIui, iir LhJI
for Loan 025. "Globa! Alloca­that the it a],(1 :ieom:' to haveauthorization assumedwould be contahiodbudget law published irl the regularin Decetnbo0 1 Y- r,mont in this reard (Volume II, .eclion 
The CAP state­

.followst 1 GaAID 13iloan funds iiw,11udrot ....1(1h1in conformance in the.cwith nor';ai- iG 
ever, 
it will be shown a. a in h Puget;ow-

I ....)o AiAlocation" section 
, icni the 

.. "
 

This CAP intent was
Pact'ice, neither with regard to 
not c.-,ie

al budget Law utw ftr', t 
nor with regard to lho natin-

Allocation" "I' obalt(echnique. In, toa,d fiUppb,, 

L:::. 
 Fbruary 183, 1976 
.. :..h 25, 1977
 

AI.1l 17, 197) 
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This pmant thail a miitirrr of' two to four 
months each year was lost iyojofar zit, iuc-cing new obli­
pations against loan fund- was concer'rid.fI. 

In addition, be,:* i inl-. iri 1978, and with .... • re ard only - to-externa1-loani-.. .., . -hon ths - arry over,.. 

of expenditure authority for oblijgut otti was abrogated and 
a reappropriation is now required. Ac.ording to .OC R 
Controller General sources, the raLioiale for this distinc­
-ton between authorization for ex.tervial.l y and internally
financed items is to provide more Lio F(or execution of 
Carry over coimitments since Jt it a,- sund that reappropri­
ation or what is called "revalidation" wit] be undertaken 
automatically at the beginning of tIhuo tw budget year. 

Instead of usin, tUie "f :_oial Allocation" 
modality a series of discrete "puop,rom" jode,roughly cor­
rresponding to Agricultural .iervic, LoJ ct Conponents were 
ued; (183 for Gentral Adninitrat.ov; !.84 and 196 for Plan­

for Coordination Pi;nin,g; 185 of t', .,l Policy; 186, 207, 
an6 209 for 7xen,;ion). Under eaih "pwruam" there figured 
the normal line--em breakdown by ,utit.ional category, e.g.
personial services, equipment and imachllllery, Otc. 

Theoretically, ,)1 -. ,)Mirlnation of the Con­
troller General'ts annual report, en Lho Niquid.tion of 
t1hse "programs" by sub-item, ,;houd provide an exact pic­
ture of the use of Loan funds. Thl i: ,irif.uortunttely not 
the. case (see for example the P1)c,, 't, ted and di:.cus­
sod above) . The Controller (G'enercal.. - car. only be as 
a:curste the t.ons s dIta sibit ted J l'or 0 / the i,,AG 
Tii th*;;. connection, the .f'ollowing Fti d 'rt in the Auctist 
1977 a~d it perfrme(' by h', All) A , iudi, or ,..i of 
inton,-t. Tt states 

"Project ccoli I.;ii!, in the .... . . tye(A I1 t'%rCd2 
t) f are s ubs ta ti a].y !i<w lr irW, ,+ L.vr;':. L ( tn'Isn , 

:. e: to1+. cot; ts o)f E13C rJ cc['ii ;. 2 1 *I !J I,.' x od .Ll~JJ } uti 1.8lLa F ( 1;, Af. c 
ar: i Ifer betwveen the ,' mai,: ti t IBV;,.vte ' ,.i,,. Ut.n. Er"o 

'p{, ooni. ntqlor'ri Of f'q ., Ther'' V, ;, K L;,O, 'rilr 1ue: o~f

A hn i riw ~+ u c I it. I,,"f't ioL a 
' '' .i i Aud iL t . , .... 

thei L 1) fISr sbrt 

t t O( i'cOll ,t 

http:Adninitrat.ov
http:concer'rid.fI


4,44 	 44. . . ..
 

44424 

In.urr.d .for the approved AID financed-rojec .." An April 

6, l978 fmemorandum from the Mission to AA(#/fA on the various 
aud It recommendtions states : "The MA(.3 accouitiflg systew has 
beon reviewed by our Controller's Office. arid found acceptable., 

While it was considered outside the purview of this evaluation 
to perform a detailed exannati~o- of -the MA0 accounting system 

oo it reiated to Loan 025, one remains wj i h the- impression 
that either the system r the manner in which i' was applied 

.- omlethlng- to- be -desired ­

(c) IAGAdministrativc Procedureo-" There is a 

constant drum beat of compli t in aIl docuients pertaining to 
tLhe 	 project and in most nterviovi to the effect that MAG
 

~dmn iitrativo hamnpered vo joct tL
procediuret- cxeeut ion, spec if ical­
ly the expenditure of loan funds. _Th. F'a Li ar, actually quite

".simple, 

irst, there is. no quo,,Sti.or but that the 

normal GOCR financ ial/administrative pruo(:uces, mostly set 
forth in government wide regulations stemriug from the ?inan­
cial Administration Law are cumbersome uid ave designed to 

exorcise control rather than to expedite t; ir 

Second, there is aloo l.ittle question that
 

even within the limits imposed by the:e ;,in lard procedures,
 
,'AG administration peror .a e. deficient, e.g.
financial 

:. .e1 personnel, do not prepare roquus;itituS until It is too 
tt, for the funds to be used within the Liie limtlatio-n set 

yihe law; central office personnel ohi FL illocations around 
ow.Swill1ont due regard for program iimlica t 

is 	r.'e]nto con fut;w) in they",pa:o " '-",,,the. Third, there+hoy , bvut. .orca~to . O o 

O~p ain cto wh-' hr 	 t a~> on~L~hue,
 
or Iwc above. The CAP wa3 cleor" .n ,ialI i , t, ou 4 .OctiVG
 
tim Lt, h,. pro,j c-t would at-,olpt Lo ali., a Io , uecnd type
 

I"ow0V01 ahen the MI, , on- . i, i ; repo r t an d
 

c.(;.~ en|Lecr 1.o !,pe.ci.'adly re Oen t t 1iAGlo Lt jI 4,M/pGo-1.
 

. . .... aIw"yi; "i' totoii'€ Ithe,' . ' ... - ,­t re forrin- i . a 
t1 rjjho nn i:; true of co ren t w;m ' ' 2CX i 

nLip.~~h ha 1hCko dci. ith whai calfl be, (I IP ;p'f 

4, ....1 4;, '* .''" cOl 14O1:11c, lw.W,
 

http:quo,,Sti.or
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category two problems, espeoially wi .i regard to the PbCcompon.nt. These were: (aa) to rora nistratoivetrti eas s
R iant positions in each CAR; al (b) to create an administra­

tive unit in the Extension itu. *'t'heThirecr 

assist­

latter was 
short lived. It had no apprecitable 6e[ te since it was des-
Igned to expedite paper, but had nfr real. decision making 
power. 

Teifact of the matter 1,1; that the truly 
desiged itendd i category one, hui the project wasnot designed nor intended to de~'l with these matters,'L (-,1I* t00e atr 

Specifically, there undoubtedly advantage in in­was 1ome
creasingI the amounts in the petty cwbh ftirid accounts of 
the CARs, but the money stil.l had ho he urged within the 
Itirita ,ons of the petty cash fund reuj aLtiors,t i.e. no 
equipment purchases , no advance'- on JJ.' diems , no opera­
taons valued at over /!,OOO, etc. 

2. Countermrt Funds - LhIu.ran Agreement does 
not specify how any coun te'part fund:s 0,'I.he ,2 ,350 ,000 
,.otal are to be used except for 'wo i .I;ms: J;.250,000 for 

CAN operations and $4,50,0OO0 to muppoi:'l; the -staff of the 
national marketingcommissin and lo Finance a feasibility
-Ludy for the establi. hment of a conltila. wholesale market. 

The CAP is more explicit .md presents the fol­
lowing breakdown: 

Table_171-) 
,P1rogramin ofl Coun te rpart I"uid­

0idoallr equA Va] on 1,) 

llraject, by Campai n II.OOOOO 
P1tain inrg and ivlar agcmen t )O' ,00 
V ,h .C lait-nanco P1rn I 000 
Yrahii'n (National, Levi ,) o(),) 
0 the Operat0in, ,o1 L; - o000C('0 3)upirrt (G; t.. fY) ',,)o ,o)oori I-, "t < !a' ' 4.! 

,, ",, '50 )
 

,; ') , 000 

http:compon.nt


,inomed <th fiiso, that: th CAN hi~tdasumd -theifunctions 
Maktn Comission,: t- Sectr.! Panning- Office-- ii.:(OFSA)woul fuuiic i ; ha' :finclude! amongsA iCL.o h e •! 

creaiat o th e Marketing i i~b and pcoo d; that -the: :i 
T,5,000 of:.couritorpar-t !es,tbished ['or, maLrketing ctivities,:;i ' 

tl, m .avigeed to in,I.L;NO .t S 7, n h of thOf' 197a~r ha .........In rasn
th4~.'-t~ .. . .
 

There ,is nothing in )•the .I~~iiorecords -to in­
dicate that any attempt was made 1o eLu:' hat Lhe counter­
patfnsweremadieany available foira L)(, pur'poses indicated orother way'to Monitor t.'in oC Lhe project. Sta­,hia, 

Loan .ngintriw sirz:tthe; tmentmadAgreement witIli, are thatdid not 4ml)O;e.qu-r Montsr 

n t theof'oi,,!onSoMtAGo in thjs ref ardg and, ' .... "d , . Asft.. n ecessary. to 

I heir o v~l bl ly al aoooc 01)I,(';,,U . 

e~t xection, especially 1Pb(';3 ltraIon- of -the Con­
:r.olaGeneral budge),,t liquid.....1 ,tl~onl Ieod.'r "the years

1 17-7 indicates, that in al'l prolmabjil1, y, tlh.,.f.e counterpart 
(expnditures wvere inade. 

temetsadedurig ite.iew wit Nniri firatma a'ethaConcluions; The over m Jue of loa disbur­th: :'Loan Agree'ment diboty Imh:; ;1in;}, ' alty tro. requiofrents aains- l-oanmthoriza than, : ; rment; tdiotou veryon MACinths regad ari ,heefrn ii, Y Aitf neesar toin(pIA),s the Stnidndard tdeont u,, .ul.ou tiad otnd used
 
aprx -' fo mao n, iri t H i't
x'm r.}owever, 

, clear that the- icen l Gwmlsio, .. d p,,osome extent
*y 5h,0' fun around to estrblhey ,, 'be tu.ed, andfrer throG ai~,vities7aIof te MA(ti ,:uIa.... ; ncreasingwith'ouc.oh 17 Ju theeffiationf oled< the
 

!Ju)tralrfaGeneal.11::l~uch~t iqu i~vtton ee( rdnfortheu.r and,ear
 

dte th Ofn ah nt­

t.heet ohn-:':e a y hav l had u- . ' ! ,uziIp ,r' i . 

h Ucu n p il P X n (: l n~i_,tn of the Con-. 



13 Mi .,,ion Monitrn ,in( 
onhyint~ornal 11S'sion:eot orn the sotatus ofPOW)

projc lp'le.otationi loca te] 11n the, HIUVra Develpmnbasd nk ,.]
JN~vsin 1gnrnJanuary, anaI ti, 1979.Also in Au,>19/6 ,i' irtu loientCh 

...... 7Y:tho i4lsr~ o nidertook 
an evaluation, based on a logical i'Vamewol'K developed after 
the lonnms ,iirred. 

: rThose documents, especiially the monthly reports,
indicate that a great deal of atenLmoi wa,, given to mov­ing the loan funds as opposed to wh th funds were sup­
posed to accomplish in terrr of imn,,titumioriaL development.For example, in the conception of' tHit: paLrninru function--

I e~pressed in the CAP-- a ,zomewh; :,i: .trole is as-S iclnod to the CANcitos (regional rep .Ii:ns of0 the CAN). Aswill IV discussed more i .fully ter, , k-!f tiL-e- LadedfIt 
out of the pictuc'e in 1975-76. No'thit i in he monthly re­ports and related action a.s-ir]munt:; Jiidicates either any,.aareness of what was happeninw or ;my e0.tempt to inter­
vone. 'The August, 1977 evaluati m dofw; r l-iz the si­t,uation and reports that "the idea ol vo 'orirtl CAfcito 
r ,n-, as ori.inally conceptualized iJ Loan 022 of Y 1970 ,as proved to be irmpracti ;al and tiei u<,es on to explain 

With regard to the PbCo thlo'c.,I evidence that 
cons iderblo time and effort, wae; tpol fl-i folloin. throughon poe i fic actions each t unde o,.w to ';uh ,h condu';tig
f ieold days, s-eltin La t ri 

~;e s. The i,iims3 ion's conce rn:-on ;liid u a IJi -ftf:ot nr, p grir(ot ed,,'o C er 'to
ihe- ij got tigr 

'int- erlonth'Ely report;wsa,: cofcernel(d wl th or in the .V_'in that anyonewhaL th (2A "oa i!.,:' sfL "v.,Lthie CAP'de c' i:1)ho a~snd ra,, 4n de; O~tv'e ri;' ' o the conef'or ' I rr',,, PLC 1.... he ,-; e "ltr ';I
]<p4 OI]C;,ti1i y i<! ... 
to s t irit i.'oi o 1' lli:ta vi sn "z-pi;"~li.,,a,
t hsn, .s . thil tl i,.

.. .. 
 , . 'IA . z.z . ,..;lri l.... ~~T i, i ori niorn.i iorjl~t.v :l~ *.. ,.. [o hacve h'.,:r Cori­
-
lt., ,<O~~l ° 

tl~t
t ,'B f+ti[I)' i !,idde4.]L~ wt O I ll? li71! ri;ttO 1i iqI.t; r *7 "1 i o tIhe ;t<"ti,,; en:,'f;I"Ct. ...."vo,.-1I~ c],f ­

~~~~ IOa[~~~~ ~ O]Otll:ii;I,;;I:i: 



Projects by Cam'air
 

1. Definiti1n " and ur, Thi,*component of the
 
project io det in-d in the CAP 0(Volu I f., Section I, Chapter
 
D4i) as "an' effort to bring together In an integrated manner
 
;Ilfficiont technical reiourcoa,' to cw'ry out the, idlentifica­
tion, planning, ource allocaLion, xecution and evaluation
 

---. diypecifie/areals a.riodno tock.produc-
nd=Uvvcifieotock-
tion program.". Later in the raim (;hip;or the production em­
phasis i3 modified and the conceptu ol t of new tech­, eondjtions.." 
jr,-scarch which will invetitigato uay:, ,f'increasing yields... 

,11t introduced. Joel;, included in the CAP 

oe under real field dservi ard
 

The model corn vrof 

a ho
hati a roiarch component.
 

The project called fou anu.,iri, and providing a
Sinrncial input for "up to 16 rcgi ot,, d,(io2:l:- atoon projects 

(3 for each region) at the rcate of owi ,, year dhich utilize.. 
Lhe late' t extension methods, and tehu,, ,<,/pac'ages" Other 
pla"A outpu s l.';t(d in the Lorn A,,i and r'iat d to I-nnei .:-..rt 

L1'Is project component are.
 

(i) "Coordinate pl]anning oi'lhe above demons­{.Lrati
on projects with appropriate ,mmag ofent inputo frorn 
-I.l participatintg IVIAG divind (I) "An iproved 
Simana,' ment sy-ystem between .,"AG divr. .. and botwecn central 

:;fldIional offrices, uo ing Ieihu and lea,.din- tox.2 ..... 
1%1;,.,J(--hut di a ch11 C- - ICI!) t *6 

-2rov em:nt in flAG ;3Cvices pel '1or'ma!,eIe. 
, iitt 

T h is 1in e of thourhL Jo- i,ud in the document 
ni.iti~ed "Proyec to dee orvi c io A,,lv' -:14 .0R."o UtblLtodt by 

in kia It d! 

a;tif'O" iVu, thatt me n , ' ; ' t. ;u i 

lo (0t t T 

SI ,e r, o 2l 1A Ii i , .i 

lili -0:, 
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The above woultd appeor Lot ir ate that the PbC 
concept resulted from a joInt aly ,1t; betwn external 

js,;l,,tame agencies and the MA(; r'e,,,(wlgtrip woahiness in the 

'ervices delivery system -nd how to haci:e somrn. Neverthe­

?: , in Interv.ews on( repeaLoedly I i ierstaied that the
1.t 

was "imposed J(int "pro-cooked"
- project from outside , it came 

to the Extonsion Direotorato, thol CA( !drectors were not in­
.......olve ji T f,the pr o , cmw of
.. . .. 0oect, this may be
 

ltr!;va !,il; ptlYP-a...rationalization of what w-7;hi 

,obby
as unsatisfactory per-o[rance, but Uh-r, in p Lso 

!1omie truth in these affirmatioln. 

2. Sub-Pro - itee b were approved (eight
in June, t97aF hf~t in 1v1wch, 1a7) a, fol.ows: 

Table I -

PC Approvali by UH tl Purpose 

ieilon T,i;t AIprov I .. cond Aonroval 

Ory }acific Corn Productiumi l,'..Purpose Cattle 
", t-oil 

C(on tral. Pac i I :c 1; l'roduc t Milk Production 

iol th Pacific Corn and 13oamv;, 1.k Production 
P'O(dIlW Li on 

C . !' 1 1tL]tornU wmproved Po I l,o~ ;,'r',ti t Prodh K t ionl 

,ti I ra1. t'la to/U !'lIk Pr'odh.u: i . ;o tn andt 5oan"1; 

t I( , i J " 'O !l.tInll O., r,,
;t.:itu c't .o
l t o;I,3 1 "; tl "4 

f~l~l~itl,i( RC't/qI'| {'oU rn o , l. ,) . .:
 

V4 
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The inltial concept of 1Bp j)' -Jtin six regions 
V1,12modifid by the creation of two add i, oio ,CARt botween . 

tbe preparation of the CAP and the appl-ovtlJ ot' th- PbC, which 
erdoed up au two per region or CAR. 

There lIs a rea.sonably pood fi !otw.un the crops
 
identified in the CAP for PbC treatnent mid Lhiie finally
 

.lltAod in tho OAP but not oxcuted were t3orghfn, bananas and 
veretab I , However, the executed projects' inctuded a series 
of crops ,ad activlties not initially pr 'wamrmed (Dual purpose 
cattle, reforestation and a reproduclbi uot e for poultry 

ITr terms of a match on a rlglotl bali,, between 

the CA proran and actual executoi, tiwnle i'ord is somewhat 
-. ptty a showni in the folowing table, 

Table I-_ 

ll,9, Act ivitlt YPrormmod vs,.Aprv 

pP;rallillied A! ,ppovedDu i i' 
in C A P> ) !),tr' xeJ×.5 t:..P-rnL
 

South Pacifc ce 
(]~~(IFti , lii
 

1ii % 

Cllntra I !','r 

AL 

}, t .A, " i )l IA&, 

I Gli.i.i 
"/II (I i"
"
 

I!: i"I: l~2'
 
,YI:CI~t ­

!::i,;f2'7 I.{ . .,
 



Thure 1.13 a ~'at i' nf.ormnation concez'rning 
oach of the'.Oo fub)p 1 ~ct,,,,e ini totriiw ul' Hie tnputs planned,the immu-,diato outpuwt (e.g. demol it ii p1.ot,,.;, Und field 
dc'y1:) !IIIL theI reSUitr, e*xpQ,-tQc o, uc in production
by hectare on tpecified nurnbei-o of' I'ariiws Ther'o is also ver'yIdetailed informiation on thce budrot: wit. tip for each project as
fcar au loan funds aice concermed. Viiunt ty , t he r o 1 a 1arz 
compJ)LLA1 of trip rcporti alnd ot-her prolg'ruo"m reporto, indi­

catin considerablo dotail the dept~w, of achlevement r,)­
li-plne -t.uppt.ndrtutc- -nI inI., e~ 

i i It.:0 oI-)an . ( Phese roport., 'AtuoWiv that attention was 
ia id to oporational problems and i-Jat:f r p-cifitoctions to 

O~mo~iuh poblcenwWere Ie ifh ardrcommennded. 

other Thoe general irnprew.;Aon i.Chn rom examinat ion of 
th1,,documentit ion , tsuppl(-eented (11~ Dire:ctorjby. I~II iW.~ With 
and~ -,ruonnul at ofth A in Table:;ome V Uic.,pr.~e

wee t'i'bpoe 1I 1-6 each rozited iii rfl$ io fair, 
CId with regard 'to it,,,x hiio(t of out-Vru livnedlate 
~~tii.e.* of' the excto LJho p.! aiectivi ties 

Pat Irw ot In iu t, 

nryPaifc orn Prodluctloti 1_'a ir 
Dual ~ 0upo~(T Oi' 

ctt'ai Pacd "Ic iAcii Griiood 

r. traIiia~Ilk I Produo t !i) Good 
A ~12 x~~ 7 1AIrn l 71 v~ 4i'mitw 

L A 
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t 1post
3.AJ1 roachas to Bvaluatioyl 'IQPo iie 
pL'ujvoe componenltinwih~i~a0littiPnthrou way's tez'ms

cotild be approached. one is -to teo,3t LJU, VwII, In 
olu dho parl, of' the barwfi­

o-± changesi In production, etc,, 
T1013wa Ierpt0ei under

orl using survvey tochniques. Wit4iiu Itec oiplPVth.o....to.ia
a i- u financed.n contract , 

en arrollo , S.A. (CID).S 


ai oh Pactfic)the CA.R regions (Dry Pwcicin two of .. .. 
u-.. 1,989bean and milk production .h...whera corn, 


farmero3 had been prorramred . The Eiurv(,y hi" Lrwent usied
 
will mlade L ;o vefiriedd,--if-nd and an attempt 

A973 Gensus da-ta &:, i proxy lh' aadn data,uia i ,: 
Aricull;urai

with the ljrjtata ...c.rfully noted. 

the tm vvyr fourAnionedt the findint* co' are
 

Of inlt,0restl
 

majority of farmeors Intfw'iovid consider­
y ....
 -A 

of" th(Df rH t:: 1 n were eqmUd. lo or t$ithanli;erirthait their pre.,ent incowored 
:;; farmers nprneegrame, ndoThoruv(I tiifroi thleue ,

had 

t hue reieatte'n(i
an n aotl;m 1..ofwa farview hierviewedwell desrea A large maj(orityaiy,; 


extofl­boenf vited bya 't AAQindcaedthat they had nover 
a nor'elie dtao1a( ~iit pio Y I Sie<

3''Ai tyl Nesto tah 

' . Compared to 1973.Vo co " t 
in, et ov 

aev; do rce yield.s wore Up. 

oA' fwair' intervv:viediinfcltnumbur
ind If 11 Li, ouh Paiolicfn the 

-A 

ARry Pafic oni'-.
 
~ fu 'lioe id


thet - A re majority ofth lwnrs 
e v}ltd io'V Q [hoarri (HJ b tvlthte~tedhyha
: indica'~i* 

Cf e Amto igs o t tm,o) ath~efindw i t ou 

ie~n " ehuait.or
esn incomes were 
.h;I th hd 



ha~tw 11bO the Sjouth paci1(i ID r v±idted)ancloviyfa)O In two nreas wet t1,t C/W o ilbl Indicated theyhad done iTh0 work Aarin wm1,y the ineriee, t'renrn 1naerVwd
indinatod they hiad never hoord ofrh Pbf*' activity. 

- ~ Looking at the way thtfi mpt wao. pepaied, andconcering enn Vsitn y w'slon axgents and corn­1111ecializat ion of "arm product"', It, w!uo,, eni 
,1cdpnoiires 

t
 
15A that, consequently, it. 
 .1'ndiuwi aru not informative as
-to tho results of the activi.ty,
 

A second approach would be 1,;o examine in detail.otheplanning and evolution ol, eX:ctij of each sub-project.
]'t Is not believed that thL', woi].d y1f.|- 'Oftt and
would 
 be largely a rerumi of materi.J L Uhe diposition ofthe ~s irI Rather, riven tihi . )".. of pur'pose al-ld-tput.i In the CAP and . teriei to
teflpt a third approach, which 1igh be dfromfltted "organi-


Loan A . . , .vo)osed at­

zatioinli"and which, drawing on - e ibo,e xntehi tri meam, 'the 'efiree to4,,nr Which the PAf' do very,i o!, s,rvicesto -nmal! farrner has chmni~ed r ;a r~mtfl# £ the PbC experiment. 

, 1, Un drPbCcourfI( o onef:-t ­the ,d;t tPi;:w~L n thef ,iariouii ]Intc''v~] uiJii }iT]1,i {:both , 4A,3 and 
!. 11 perzonej, he qu;"thotnon n ;'eei l.edly t , ",,a, isy, ur inders tanding of what1.11p, ncew or I i forent xbout the Pt;'Oparod to the w y re.o. iJ.ve, ,uj,.ct." we -e conceived 

Li, nd / v otIl" !c e,,1 1l!lfb1!­iu 1 

.... ..... , ,) c or i in m rnh !r) o f" 'A t( t 1; 1 . , r,e W r'-P 0 l,,,¢ c for" 
'',,,n~A" r K; n an inthi f'v:h on ,"ajvy't) O1 ,, "> L t ' ,: ' i e of,io;:] I .. 


: r I I ,'. ec h°.), : oi l s ' oe <
 

~ 1 b fhl&99 )bt dc t :* f. : ~t, nov trup ibo w -;I , ; 
vL':'';l 1 *IOV4 oy 0 a')iyW . 1'I :{ ot'-12 itp.ro!vV t i, 

. .... " .. ." " aj l ' r)!)~ia { Wi ) I aaa I ~~ ' ' . 

.. . .. a A' . 

aj('15 L... !]t¢'a"]. iIIL l t f J II e+ t; ! ' ' jmt " 
( 

' " " e ' f* 

v~l ft ;+~ ~ ,, I{) 1'i i f :)I < i )~ "i) ,a 

C 

http:activi.ty


adiv c,, to the CARs When they as~ked foV Lt~h hi Situation 
still provails and the 1b perlmout d O t ppear to 

have had any impact ,hatsoever on the liie-r-dopartenettal
delivery system.cordination aspect., otf ail improved :stwvicoo 

5. -Wean ro jo Context h 
~~joctS~j~ti'c 

CAP was written it was enviiit, I in T L o MA ln g Office 

would. be "primary in putting each J)L' i'Tg1e1e with sub­

was to have a eetral poiU whore criteria forThe Intent 
pro ject selection and content eouldIoelaborated and control­

led. This never happened, Tnstead each OAll, subject only 

to the approval of the Extension .iroecorate, pretty w,,ell 

called its own shots. 

The Planning Office cri,.ria vhich was never 

applied was that for a CAR activity t qua]ify for PbC i­
ncing it should be designed to pvoduce quanLifiable pro­

in three Inputs shouldduction res.uAlts a year poe'ioi atid thec 

1*-(V3i11_1ted to those necess3fary to U1,11 u..od 

in an eval-Implicitly using this def.thii on, 
uation of the 16 PbC projects undort;akeu by the Planning 

it found aid r'eported to the .Mlin­,".'..,inAust, 1978, 
-ter that eight of the 16 rojectI wirio ,itsuitable for 

financing andlCrecommended thai. IHwy bI db-continued 
"he recommendation was not acte(d u1li. 

This evaluation which wi'.I pefr.ormed project 
by project and has no over-ali co .luns, nevertheless 
idjeates that in the judgomeut o1t" Lii1A(1Plannin Off ice 

i_ all the project.- (iclud.n Vhug," -ecommended for 

,-, ;mnuance) were badly formi1ula ted amid contSed a-, to the 
and vi t, ; there t.,lonship between tar:et, ac .... thi; fi­

notp ibilcJ~i] :ecord,' were dl'yer; and t;hmaI, .wi, ;a 
iA eutubi Ji:h bencfi t/coAt weca l,

4 .. t is bel ieved that t:|creL U; ;;omne justiee in 

. ni oir.b 1 |tb ' i b,l a 
*. 

-0A1P VtPtIh nv, c vi i. ' * he, pc ...OtherVon Jbc; h l l'"7 I ;X ......... 1[vi m:vt 


.b were atompt;s .vi. "in 

~ ttt efg U ~ weepr 
;.ny in t to d:aV wi cai,i orbt 

,ri 1 L~'iv cI& 

..
.ri I :pu .:! m . .,cr; .m. 
'v j:g-.- 1 m .. 

,,I: : : : ''.. .. .::". 

., , .. . ",..

: .
I .l . 

f : . - :" . ,
 
.,-
 : / - . -; * ' : : " ; ' _'':.: : . ' ' : :.. " % : :. : : ' :,_', 




taIt maybe coclde that 10-Ferasn 

tho PbC component of the project did iot; it. the desired 
illik was th the definitioni oC w,,hn1 10atIudb incliuded inTpaot 
Wny givpen Project was too broad and R]tInonp and 
that no specific criteria f'or pwojorQ1- -dwJ.!0on mid project 
content were ever formally dvlped e upon, and applied . 

Before lezaving this topic of'.. t siction, 

~~ ~ froi- --- -­
of the overall wt'u;e o the ontire program, 

-

tho viewpoint 
i.". asgisting omall farmers, rathet, tHti improving- delivery 

i"" tems per se, the projet,; make m1Uch mote ew-e. k~or 

xm pIe , a given CAR ' ;l ;t.s tdiagn-io ituationi as one 

small farmer,.s need to diveJsily i,}ue p LodLction into 

high er1Value pi'oduct line-,fut 'ou j~I 4el to be a 
doot the ne<,ar a.: Lo I,+ crealn.an(1,'ot; first 

n rei Thus , the extent timt the CAR_ d,_d a goodes. to 
job in meeting small farmer need '-- ;oid :,,omne of them were 
1wecesful -- the PbC -component of' the. mrntcran ;iould not 

[e, judged a failure, oven if the .'AP J,,:r1 wer'e not 
: ':::a~hteve~d,. 

: Prorrarn Budg~t.!ln - A PeiiI deal of attention 
was given to o1-11o i,+th111 te Pt(; corn )or1n'f and ver anuu _.tproj+,.:....... co tailod budgetu were prZepar ed !Ily P ir ,ac .ect .­

-wfJ.- be ng conti-Yhil. practice seems to have- taken hold 


vued at present,
 

The devolopment of the mJr.c:L d was and 

Ail. l u p3- forme 1 i.n a bottoms up] . ar hi.. ,, i.e. wl-th the 

i.. 1t;:1, program and budget be nr vre) red byith CAI,­
::+"m':"' " ' h [ wee +several comnplaint.; by CA1 I{ r+e.: t's that chan ~es,
 
) , +omc:tim,e of '3ulbftati'Je imract, were i.rtde ,in 'the. line item
 

, • i J nd- o ,,trmr;uJ t pt-diie,J bu i iigu Of 

bion a a[proval::: ': h::;- ri> d'it ie ' inTi he way b)udge:o pl' ':k;:O 

w++ OnldlIC, t;d , o IvO, btld/rti;ol iiW oiloe ,11c who f+eQ'IrrdrI 
F e r Ju:1ioi](v l l p-,- ,. -.V t . fr o ii .lev.: thr proj ?C~ 


1C caw ..... C+ol,..
 
: ~~What 1i3 ; till cauJ o f'e' p"rww. t' i bi dl::e eX+*Clu­

,.... 1€:;. of CAR : 

: +2 + ' 

F* - -F . '' " +Oi'~ I { { i t F Fl({XY, 4 ++"+ 

P++: ,hfir~te.by ,1Got t<+ent.,.i,OTOT o:_ ie .. ~fr!*%.:* ti':; .y-, h (Ai i ir-'In h m):' t i' .. ~e ~~ 
i'Fl* -' ' 

+' % ++ :,"- : :::::: +,. 2?'::+:",:'"::; :° ! ;(I; .% 5 ' ,:,. : , :?'u, ; ": 11:S!::,L 

http:hfir~te.by
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7. Impoved Tqchnojow1 P__td esarh
Fxef i OneCq;7d Anat'~ 10ti te chno1 ­o pr ar,~F~ crv~dliverny ;iyoIna: 15 reognizedinle CAP, which calls c rhad %tiniu~uevaiu.­ation on technologieaPl cro~p Ivj11)d Ve k akae in us e 
by crops,Iand ives tockand i i dea . wi th Inl tho PbOs 

~life of tile project. 
t. can be urged thad t1 11e pvki; e ~ o 

and that the problen wvas one oft P"'Athwlg UIP Inlformation tofarno'oand gottint- them to Oapply Lhc. prctlco, rather 
than devC~lop-in!Y new techriologry. Ont h~e"11ornm to) hoar CrIticL-inT of ter(cor; 4 

00m) hanld it isd,1t-or,,h tothe effect that the tecOhl"I.Owyp-;y have devel,opediro no t i utablo for amr u OAHd1ace notC)L~ f1pcFic "oP deteirmine what, th0 )-,1) I buaLi'01I(--op aInd 1re(Icn. by efIori would 111 t crop by1qi0,v ei~1a~oo 
lcvol inveritU! a t ion well beylml hQ 8mwoP the p o, i'ent in­

qury '.1 1 1 bo ConfludA , hcuwevru, Li ta ihe F)" C­->rIrent -'ecrs not appear, to ha.ve liad ,my m;)ajoc ihq)act on thed.vlonn- of improved techrological.I p;J I,, e alI t hou nh1heri"y have bo4.un "ono. ad lim' worlk deo with it the prcramo, 

A~to tho e atlowihip~i bewir,u reo oarch andtr"fl1_1n, while there arcwtil p I t,~; m( ea; 
ex­

w i~trt 

~:~t orC tho other H'lrc1r 1;1:, ~ "Iyc~rtoh~j; 

r ~~C~ h r4o 

%h itiuji ~'~ J ~~L~ pc 
I f~ttpre " t ~~; (a 



E~lxtenlSiffl Techligu c; Duhw: PbC pceriod,011 tho 
thut m-thodolT;' dsataempting uF1 
to work with and throug-!h rusof 1' Thiuuv; jTludiJng the 

Sformiaion of~ .uch grouprs, uti.1 i ,, jnp duwon riaLion I'atrmo 
ind pl.otsE The fo-us noQw is on un Ireitorl'ilcal assist­
ance siupported inrthadolo(,,y scmLnt~'J ,uwt undor 

wtd 
pr__ id v Is it-t lf.e in j,.Luj,,~ I )pom;1ble f~or 

which a zonal. l.adc,,~ iG -d ti1ed ,dd 
j~ecisely 


tKThng, numbeoi, f Miu no.tgh1bwn. alnd the-y in (We coulrse3 
others~ 

W11 therO waS, G-01fljliahl.J offor~t made in 
training- CAR pers~onnel in tcvii~.ui1 ht,!riquu ; neSOC-tion 

IV 3),as conecrnS devel opIcnt niol u'~oy~s , theru*1 

ino indication -that any seilabL inw PU to thio 
under the, PbC activity. 

In the orirdon ol' thic v; I i I,,Lte nrtcial issuo 
18. not so miuch wihteehn l"11 in ami my beXn11 Fefer-

Sbeto exclu.,ivue on my 1LL b tiltre-Ijancc -- urictu c otioy) bt2[olwthrough1 a pr'io1 Limo. is ~~over ;ufficientI1 orl It
ytclear whther, orl to what 3t(I , he roti ap~proach is 

to be mintained * It would he ii'o, tun!i t it', bectALUoe of 
entuQmomfo a "now" i v n cs-c, a weVo 

acieed(Ir~~g195-79 weve nol V1YII -':d1iupoa and Lupported 

9. G'c 1t al.V.. !'i old OfIce I Lt;irhv­
rJ~a ation haIF; bU-C-n 1,1n LL)1 ve TA w il LU 01" 11 u X 

iuriWthe ontire 19775-79 eriod . a i'1 the atipervis ion 
o7tho CAR,, wats Itrans I'erred 1'rowi tin' w o])IrecI' to rate 
to ho Vice o Ciior Uper.a t wc midI' a vii a 1,~1'-c 

Oporat in. 1 1 :Pecor'a;to f'or 17,LI H Lld L':tonsaion 

I m I a I' . 
~or , ai at i n a d r h m o V aL i i e u a rv a o f 
t ~~AHO o.'il 'cJz ~ ~l <i*~ri( ~ 

1 111t v a o ~ a I7e o r co n 11 11 in 

has np' 7 s 

~ ~4a~rj Q 1 1.'e:trtt f U n ir.L 

6hr 11 C~svu np/ta t o ~ o ci 
.'Y Po~i4[ 

~~': L' ~~JP,5ic lt,t ~I C . dit ~~LI I37 ~ Q t W V. < 
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fh O s eOO n c m a jo r fa t n ueon ep1ua1 lev l, that o n t j o ai P the CAR.-thy-ed increased autonojy ywit), 
af e Lu Lrctior pr-operly

P(,so301110 , Control tirugr to ieloctiaraver the of
Vrom~ll 11on-extenSiola ()1'lif P rs ndirectoratQ, e a sg eeCI This t, :u overis offset by bud.he ted funds ,a el1Iictamu(.adControl Lo ,;ItrrerId0I'on the Part reCal power:of' PIAG cenCUL cs 
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u
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.Ir, f' who (, o n1trols()I *the fAG budget in the 
~ o thje x Utfr t uate f;9,/9 y h19. 7, 8~o4f " t iu nc o ua j~0 (aitho ahuthorized fi ll,r- - itji '.j htotal D'I .1., 965 oes not agOe e 

a:!ndr o9~ ou al ze d . T i sl V,OU 
/,~wu Cevized 

i IA c'O ll Li) 4 /'J~ r e' oP CP~No ~nolorth ] 0 5 5 fipt r 
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t~y 
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P: Table T*' 

N-..m-,boi o o'itions AUt) o d. 

Ti -1 ,otPiiIVA( 

1975 ]771, 

• Admni,,rative . 217 300 

1 Pro , .onaIs 
(U1nivernity Degree) 302 390 

91Toehn c ian 1109 1,.8 

l,zvo)..... 

!;.,it fo-h 

179 

18 15 

0j63 

.YT' 

Lxtens ion 

1975 1979 

65 75 

119 126 
124 170 

: Other (2ervice andbiabor peri~;onnel) 

TotaIs 

_____ 0 

1,368 2 

U ' 

j259 

IIl 

; 

129 

34234 

7_ 

382 443 

Yo 1Non o 

7A: 

T. 

CI. 

wupeor, l %ecutiveh,,.n 1 t.r i t iVe 
t 

r ij 

,"9 

,. 

ivt 
<:3 .8.. 

88 29.1 

203 

f7,oV17; 1 

--

o 

-

1849 

-46 

*_7 

10 

7 

15 .4 

5.9 

37.1 

-t, 
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Research and xtensiOn posi Ionh[ncreases, 
as Percntageof'A Inrases 

Re'Scarch :;wH 1v,- I c r 
SI'perior, -Executive
 

YAdmnitrative 
 0L. 
Profess ional .. .4
 
Po;).:'Tchnician~s 

-,.
 

Other 

Total 0.4 6.8 

Table 11-10
 
Research and Extension oior 
 n of 

Reear ch o, 

-976 107, 

1977 1n" 

191979 8.3 TI.8.... 

• 

o4)
 



f1ytcns cI- I-' recIoratowouId a1 )aJV 

imenathenedir, ail. c grleccate wouL ........ rmd htiw rn to
 

ha,, hold 'wn perhaps . r relativeill or iliplhJy t.iud it, 

r. nam on totl trainedi per ;nnncl Mf I'dA(l, 

-iesarch prse1ia mlich 'Iw Ut fto tu 
t i on It , g.round in ;, I t oZ person­ha: lost (: 1;etorioPc. 


nol. a:A has prorgresslvcly clamed n, 1:e of •
Io I orw ntage 
...t--....,, -trainod- Ir.nf 

Looking at. the financiol.,.de o[ things the plc­

ture is somewhat bleaker. l.oth Ex trw;i arid ao;lear'ch appear
 
i O ho claiming a decreasi.ng pe rce:. ,,. lV'a .'IAG. r:<peidi­
iilt. a,; shown in Table IT-TIl.
 

Table Il-] l 

Exten-on and Research Exjpedii .u 'o jhc,,..on,,ii 
e ,r. .to Total. P4AlMoft co.o ,,:: -- ~(iiVllionu 

Total 1 Res earch 
1Expend iture Extension Wr . o' h.azh 5o of MAG 

T h)end, M/ t pcn'i _ 

'Total IA l;m,: 11 To Rtal as 

_(1 

1975 54,9 1.5.9 29, 7,8 14.1
 
1..,
l ¢o65.8 IA.8,1 ... , 

10" ."19.0
 

1nc 1978 dn 1979 F.... .i .. r.. I cld VEv
 
. ,'g;.e~ ,?ialvy f"'jmn~wiced t-e1Jw 1'oi f"oi".' ito anId e
n vehoc 

prt{' ' (f mi]l]ion in I1978 1.wl d - ', I 1. .in In 1979)
0,urement , 

.-.and .f dedU citd would pullll tio pori.,u IBK:" dhI;n .o 22 ,r, 

u,.~i~ .hyr : tormf> .timo 'i .'a /mu;a!, dt .I: . c,,,,v;!. c ',..a eneral 

Ofl [ : t t. t/U l'] ,1 .r;' 79r. A.I.. lt~iu'',,',I I fi'i. ,fl[.ri , ti 

.ttt; : 

http:decreasi.ng
http:financiol.,.de
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: Pec hnaps more, revealing Ji m) ox.1w£ratjon of the 
rcelationship for each seiwice between pwr,,mmcel eowats and4he; io1al cipent onl..personn..ei, nonl- pe...,o).. e.vies.and 

mteri als and .oipplies, as, shown, in Table .f.L12,., (Omittig 
expendi.ture on machlinery and equipmuint, mid (,onstruction 
fIromi the equation it is believed j-.ver-, a ,lae picture ofthte abilityof the respectivealin iiivjc1,u o t, ati f te, 

frogte euaio i n Es ,jaevVL u' -o RcJAJat'CP 10/d 1. pr 
eronnel quolmentexpen(... and ' -0 A) .aiidnuhipI 

..tons ion R c e eai.C h 
_TWTy (2)TF -~YT Y~. 

Total for To tL. Cut 
Personnel, Per8("welu 1. 
luonP1ea' , ost Col. (2) N!y(p,., Col. (2)9I-at. , Person . as 7,0 oiT 1,4al,, 1 as % ofPe r;:7,0n. 
'SUOl)jes COSts Co!,(),,p ! , Costs Co 

1975 14. 0 10.7 76. ].7 69.91.4 
1970 1.6.7 13.1 78.3 9.0 6.8 74.8 
19/ 20. 1 15.4 76.7 j10,3 7.7 74.5 
1976 23.6 18.8 79.5 11. 9.0 7984 
1979 24.8 19.8 79.8 1).3 10.0 75.4 

As can iecn,, mid edbe "alarie, r, Ia per",onnel 
-s.reprosent an pi-cie,., ,'W Ihe totalincreas in-; L, over 

the 1975-7l perod, with the coniorequent d'., in the funds 
a" t.1abi o pe ,r'thnic ian to make him opera !A. I'l 

One olheur aspect of the [nalf! al. ;ituatIon is 
wo Lb tli ng ; the reIatively high p!orlt ,i(li p;tenn eUf 

.anced exteoji;t.J.1.11 ro'f ihatnu; from .,,at-v arid ,,ant, 

]., i~~~n~ioaox~ poo it h a.' fe a V,a toriwl icothAc 'Lp or~i ent,,dord has, tl: 'LIe teriirii,t IlO'L lootr U aol­
by-Yua atJ) i-. po­:., thi O.la ill0l i'('t.U.r..VOat'- l.'.t }] 'Jl~' 'n arid of1

Oil: PI I. / . V "' . I. i e) A Q.0' 
I) o ov I t 
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S. .. 'a 

a.. ,,, , A S~i liteI ;,rj'l, 11/Iianced
!pull (I 

.4- 1975 -7.5 

197? 

19781 

P.ro cCo c on jJ, i in the P 
fi tho of Cu'T53imCnTnt 11 c ourceI ol any0 tCidoa a C 

*it to v1 ihaac ,.ven ibiit d 
iI 

,v (,AR project onabl i LI n- Lh:o xwrber of ractiv ­. tSIou'CiL8 th Is obviously rln1 .im 

i±",'"0± pro c proram . 

1975 , p.ecr 't. in;: in there were a !,o j9 the 
,-1; total of
t Rt . In 1978', 1x o , th 1 ,l a 

Infor, "ion the ; tho and20. prwojectr, ( t for A K,c At lan'tic
"h" ... 

U9 .. ... ' j 't oixo fAI: 
.'-- CmtLi Pac ific Re=ions is not av~jail .). PKe "ub i". 

a n toir 1979 th sare L:o 1:h ,,y,,i ( tim ,,or thnbh " cre"c fVor i rgon,,at tt,.butabtc onl~ 
IOS apea' t8 1 i eaof cvncentmrat ion;,oe ). Stlowvor, 

I-oha n'y ,,y hd ' 

Us1e Loan At; ea..tu.,ea ' er , thcreI 0o" 'urd5: i l b 
ve ClTfe)t 'h " 'Yr L.-: 

. tw i ol S;[ i.1 Lur::;ei~ent i'ro,,afu on as 0 W 5 e]jti LI.~ v .c ....... 


.., '" . W2-..';t 42(1 fOr a= 
w]nIa{ll. 1182.C !toi')C O1 !tnlv a :~:'. ..f..t, , . 1 ,,1,. 1"('"t 01,+ iii. a. 

V~ AWOO .L: 

' t, -; ; " A' r,, to {{w, .... Lha hi,* -. Ir,. %e. * JTh.. ve.hiciL .,' o bc <n t o :> .....:" o 
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of prjet -h 
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(if. expendture aainais authorizh Ifont th t e r 
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I (:ll: s ho s tool d and.! supp- es L 
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 I,( OlmAA'11t whlAr AA ill t im,t, ~A'A i produc o ' th ,p rbeAvumlecuAoctr "wi 

,: f -hpr er cm
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1;i At d d v r e t 
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-'ourthly, and finally, i C v i I Cro the viev/­pol nt of add I tionald re,3nurce:,b~j.:_a 1~ 

A~ hA 

The Loan A~fomn,,te nder C the 

c 1 .)a1 Punre . I~i~uu dedf1-o Ich e for1 
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(c) "Reorient _ '_ " the . . , - ' "-the~' P- of-"-r.
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j- flepitre- (c) c eorient the pioie), of he Proe ratmmin ­i:::(i~patmnt s.:thtit assurnes 4e1pon(' l:-: e .S:envisaged 
,:"in heplanning law. Tin unit w i. ibnicntrate on the ­
... ormulation of 	 sectoral. lanning do ,tutIli, for veview and 
7:¢i.approval. by the CAN..." 	 ... . ..•" " 

.....	 CAN',::[ :~ii As concerns-:the the loan Agreement goes 

planning role 	 the socii-in develop­nhector in by rogional 
m ont, plans from each of its CANcitos whlcf will servo to 
identify thu plans and prloritieti of all public agricultural 

. . ,,AG/SP A eatonhiw; - AL Whe timo the CAP 
;and Loan .Agreement were prepared, Lh. CA ; rid it' small 
,x •Ceu .tLIve .ecretariat, which had hemi .Lu.gthend in 1970 
untdet the aegesis of All) Loan 02, futcLoned e,,ntialiy, 
, a coordinating 	 and advikory eitit 1y. AL .histime, it was 

.w umed by the M'ission that sectorai.] ptmf g would be the 
qponaibilit,y of the Piannn.Oft. -; although was. MAQ .. it 
, assumed that regional level set ,raI planning (i.e,

;nttx-institutional plannin, at thai, level) would be a respon­
*:ibllity of the CAN. It is also worth rlg that in 1974, 
Suner a Regiona I Alf) grant (AII)/LA 6 1'A working with13) was 

)the 1,1A nd 0 'IPLAN on "0rgaim a ;ioLio tiaie~ Lor-a Planning 
i-cte ,or the Agricultural eeto"e Th degree to which 

t nfls development, o;Led beLow and whether orinfluenced .nd i 
not there was coordination between IdA -and the f;;Jision is not 

jr In 1975, under the aewrci: of a new National Plan­
r 1 an i.x.cutive was whichwLw, Eocree ,suod drastically 
?..:fl} rgId tle fulons and reduced ihe retribeahlp of the CAN 
, r ,Lcd AricultuA al (3ntoy 1f1.c g, , and a%n I e 1, l (oIA) 
TCchn Iical Cotft'lliL1ice for Agri.culrtia., i Lu r 1 F, 

'::i ;:il w ie%,ha1. cha~n~d , andt ww;: r~hi ,4 to (' ,e-
V(, ~ch il f)e.r' I II± A ~ 

,,,, r3i 	 0!,:,A S i:P2A 
,2cI, fOr .ArI lture 2c ,,,ej't.,Hi''J lrt butll S)r i t, iVt o:1,ta iat i; 	 r~~I L.iw,| rsi lnnin) , t.i(C Tr'bwith"' 

1~A(~Pian Ini. 'icu 	 waas ciu.,,tcr1 hd t,u f~ Inc tioml rl a:t lri¢ to 
y t M. Cx , ~ e. 	 Itait, LIaol, tr t o 

.....I l. ~;,Jlr~VPm !r~ :l*(. Ih l u aC!II|.t ,:t t . 11c T P .. /2,'!]:,i, i lO.,Q) Vti'O~l ... . ... t '"," I~g" 	 t e 1i . 'AAily ." "/ : ,' w' , .[,I,1 ~,,- , a,t t, •.:,.. 	 vf 




Thi; n ur, ha ar racip for Lh achieve­

ment :of the ojcis and p.!rpoos j1': compolei of tile; 

i:;unit ndlTSA Pla', Caifie i"tthe MAG. i.r tO!Jje
'ng.. and co p td fr-ava I.b 1,o Y,i,r ,e ., T ero s lt l : 
o no coodato n between ;!e .ac ih-:, oVei.orr. asons which- ca n t mm.. b-, but. ...... 

VI-~jPlnnnc Ofie its--,titul"al. headve without pay : Lu:intte ent~r poj 

tw,:!i! of' Ag-riculture clearly placed li m!.~w.i on developin-gai'wturnl plannhng crpacity broadly deiIwd,andcompeed J.,:Lvl r'-i rather iean-onb~I~g fo uci Theppr anlitl
tile 

a 

n f.t te deve lopment of' the o, Wa I. ooecnw Iogra­

eject. InD and fICA appaeion11y alc,, tsl and supported 
theo 1.Inisterial priorities. twoaJsle,A,,, wOil I) i;00,0t [ l-00 
,. nehof I.an 025 funds were laruid Lo(I), A ) apr~e nto

T -i car Asisis tance f, AG . a, t 

i. ..... he :;(,p;aratet identitieoi o. the two acc,.mit:. wre. m i ie. 
!i:-. lnci pTrodjically adju.,;tments,. wev,,e madc: ove hm Ho­

hl, e .,11,00,o0o0 use,d
D.- .]./l,: i-l oh ntireerAIoD wa-s , !m adW;. : ~f'SESA'acce,,,, recordsCAi apprntlyhadto .,1n kg ouphS~-A Lasspro-itifie e t Plarl1 ,aAcopane 1.Iieftdn ports
&h phriod was from e loan Ju a), aLho imt0wCAP makesichei, t.hat toa bulk of the fundl, for A.;,.? L,;t; -rog l­

. . . . wer-e to be ui,.ed to ; trcngthc.n thc I.,f PLtun , Ofice, 

Thin bacnm. vevy .lfui, h It manexatmnnat Ion 

, e.."omormlthev er ,"the,avisoanti.r nanced ",:,. h )l .. P prire"ill from.u];4.00' ,000 Igth. 000e d veom u!, !..,t Ii o, 1:Zfoorm Vi lld, ;lA portd to Tndht
Ti Al on" A , I; a 1 , and•oirfi A, Itnc 

and! id ic.a .l1 an ad-hoc har.r to b. bvif :thiviemy .rl l 
-,u: e wbh~tsoover frmte ! r Pms ,~ogthe (~uAP nikr 

oi:.:W[ that%: Cbu] I1"1ho ( thefunds°. tJ "'" oe= i. 5 '} Ass.JI ;tnce to_i|ar they 

t kc'(" , .ol'torl t, ) andlk oil . 

I i y I I .....o v iI l il f 

Y i b1, c0o0e-1 1 f" ,I 1 t:l. ' 



:Y, pr ot of AlD acquoiio.ue In. Lhi tilt tows..d.px objectives
STFPSA andi away from the M'AG PlaningV1'~ 

The results of this iiA/AID p.,itor can be seen 

itop AiLhr-97 5P v
NIA 

19?5 5
 
.1976 56
 
197?4
 
1978 47 78 
1979 35 83 

The above figriures undoet;talto the Lrue picture. 
lJnd!r the common practtce , at the dh;)rc!ir, of hc l~iistor, 
(7"' , U from one iepatLtmiiml t ano ther,lo"101ndini Positions 4 

1it, Of the Planning office positl }11,, ,ll Loir incumbento 
were located in SEPa. with the ef['tQ. l: ,.lnx'roItlnug it,: Staff 
;:rd decre at;ing the nunbten; .hwii above 1'oi." tle P1annirng Office. 
To itcerta i- he exart ntmbcri involved would roqlirc a ' earch 

flpur+onom jackt . 11:; riot -to ba 

produtlve 

'7 - i; 1 of",- 7. ....... '"- co ic'; .........
 
-TV, 

197 
?1178 .82 I 

;f:]... . -',f,# *'>: } ) # ' 

4' +:!:. .:~ , ) i l t tlTi" f;:l d !lt .;"..~ ]"C i1{ I!l,:: . '" fr! t.; ~ { iI~ 
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h i ,fnot' 4,i n 

pro'oo AVfland
MaCs nehxilay andthBprogrammin CDppherha 
Ter anrmo untithmiiu hapad 1forrefolriardlctoJ.dtrn..thbc 
Direcorate Itona3oli..j
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A to the miscellaneous o, "o Lher' go2y here are toics. 

t'hlat come once,up only on a on-ep3ho ; hai;,, ald othersare treated each thatyear. However,
th.o the cht'Wt doesl illustratedcrasing attention to CANcito mid oLwvu.,o and a continuing re, i.. mat­and generarlly u irin .nflon+to 

While the chart does .not -howthe decisions themselves revoals pL 
1,G, atri examination 

lie ;ittentionthte inter-institutional toaspect", ofY thedealt and programswith especially in relation to speciic crops,the Interrelationships e,g. 
a of credit, crop 'lt;uuance, technicali,tance, and input availabiliticr;.
cy noted, which is born out 

Tho reain tenden­by the cim 11, P" the.r.ay of topics dealt with 
very broad

in 19?75 ne :,nhiftov r the succeeding years to deal mor,, )ridpthriatters.".. with fewer .
 

10. Conclusions 
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tll ,0; tho timeCAP wnr. prepared. On theY 1ervtova.there is clear­I.0v&, 

' u nor-p.[rt yet Com­•1>1 o J Id ifio. , . a...
upror .h.. politicaland its work is actedln"r dnld upon. Tlio: .r~ 7 be or c tion.. _,: :Ail 1.;-,.;muchn - ,od a. ... " ' --- m 

CAN flecisiJon; byYear.... ,....
p 
iumhl '{ .:'io . 

,poe i.ic Commodities 
.. 


Sr ionll ,f- irs 

-o,:.,.'riAna].y,,,,1, rlannlng ­

4 Pi'oVpFIIR ]norflil' ,7 1
 
TMnr ):' f .n, Po 1.l yI
Cxtr siA I.*.cyto 83...
 

I (n5C 2,5, J.,..d M1.-i tter"s 7 .. 1]5
 

. . . .*....i .~ I.CIIC 91.. , . - ! .1 1.0;.4 "
J ',
 

50 



H. 	 Marketing and Agricultural S n tals 1. 
1i Purposes - The Loan Agreemen,1 in additio t a i !/ : 

series of1d spec ic targets relating to the ration of t a 
"rtrawholes a.l e-market-t,- which:-wi-1---ntbe-deal l--wit here
 

since responsibility for this activity war; L ansferred by

the 00CR to IRAM, identified three areas I'r Itmprovement:
 

-marketing policies and structures; marhet; hif'ormation; and 
gathering and analyzing production data For crop forecast­
ing and other uses. Specifically, under expected outputs,
the Loan Agreement calls for: "Qualitative improvement in 
MAG Planning Office capabilities including the establish­

ient of a regular information service for nau'keting data,
 
prices, and supply/demand conditions per crup and livestock

product..." Later, under "Basic Lines o.' Ac:tLon", the LoanAgreement proposes to: 

(a) "Strengthen the Statintics and Economics

Department (of the MAG Planning Office) Lhough: (i)its
 
participation in the Coordination Commission of Agricultural
 
Statistics headed by the chief 
of the StaLULics Department...
(ii) develop a sample survey to be taken Wiaually by regions 
on selected priority crops and livestock; (It!) extend and
 
con-solidate the present crop forecasting system." 

(b) "The CAN will strenigthen . LU coordination
 
and planning role in the sector by...eoLai1slO;hinp as a part

of its ,secretariat, a national marketing cummisslon which...
 
will endeavor to t (1) prepare a natlonal airtrcultural market­

n(,ing strategy; (ii) review and determine ti appropriateness
of major marketing investments.,.; and (1ii) con'Inue to ana­
lyze and prepare information on Prices, coltl, and mnarkets." 

2. Organizational Arrangements - Ar.; can be seen two 
entities are referred to in the Loan Agrormmi1: the Statis­
ti c- and Economnic: Department of the MAG P'1annng,Office,

id atlonal Marketing Commrfln.fion, wh],:l the CAP Indicates
"will have its own necretariat, to carry ou I analy tical, edu­
cational and promotional activitie't; an,new market ing policies 
ncar doterminud. TPhis marketing commirms on 'm; established 
by CAV- decision on "ebruary 27, 19711 ond tJLh t'IPA (Integrated
Program or Agricultural Marketinv) vroup In:md a!*' Its secret­
ariat. In April, 197? the CAN decided Lo: (at) U-Elumne the 
inarketin comminssion functions; and (b1) have Lie marke!ting
tin' t of OPSA take over the socreLaat, 1Th:c I. 

4i i 
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fice was
027 with 

recently created under the auspices
the stated purpose of assistigfreswt 

of AID Loan
hi 

marketngroblemst and the Information Unit of SEPSA wvhich 
has taken the lead on developing,a ceerallzed system of 
agricultural statistics and, inter alla, developed an area 
sample survey system. 

As might be suspected from the above, the relat­ive position of the MAG Planning Offico and SEPSA in the
marketing/agricultural statistics area has been shifted sig­

nificantly toward the latter entity. In 1971, the Statis­
,. tics and Economics Department had . poronnel strength of 

20, including five Peace Corps volunteert';, who constituted 
the bulk of six regional representatives stationed in the 
CARs. In 1975, the total number oTf professionals was redu­
cod to 15. At present, the total is n-ri, including four 
secretary/auxiliaries. 
stationed in the CARs, 

There are only Lwo data gatherers 
one in San Carlo, and one in Liberia. 

Office is 
The new Marketing Depar rmenL 

staffed with two professiotials, 
in the MAG Planning 

two auxiliaries 
and one Peace Corps volunteer. Thus, H!,ie Planning Office 
presently has a total of 14 personnel irt the marketing/ 
agricultural statistics field. 

SEPSA, on its side, present Ly ha oight personnel
in its Marketing Unit and 15 in i :iriation Unit for a 
total of 21, with projections of shorlt,ly increasing this 

* number to 31. 

3. Marketing Policies and Structures - All work 
performed under this heacing has been por-iiried by SEPSA. 
In 1977 five studies were completed, one on -the market for 
c i trus,, one on the marketing of basilc igralns, one. on prod­
iction costs for rice in the Dry Pac.v Region, and two 
general analyses of marketin g and co,,numprion. In 197d 
another five studies were compleledi onle on marketing of 
beef cattle and meat; one on swine nmd porlk marketing, an 
ianalysis of the demand for rood product,n, and two dealingmore broadly with marketing queStionf (a !oposai for or­
ganizirng 
national 

ant:institutional 
marketing system 

,,marketilg 
for smaJ.] 

s 1.4l;m, 
.'n 

and a proposed 
). Finally, in 

1 

1979 two documents were published, oii uidlysio of 
for frulits and vegetables, andi an Jnit,ion for 
mentatlon of an Experimental Phase in ;tMatrlketlng 
Sy,,tem -

the market 
the Imple-
Information 
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of the isThis is an Impressivehsgood. am.ou oOpiios -by qualified observo woIcTime did notpu for a newat t.'he qui tyatx na a det ai......... e..vert..h.eess 
these studies undr, tI.,,
nothing that waT, va tailedea 
 w .O lf onats.. . the.Of What effect this work has h 

The rell1y crucial question . 
reality Ofemarket.­inracticesin Costa Rica liesOnlyer ou thoobervat ot Yof -this in­

-e marketing systems and pracLices in Costa
Rica have been evolving and changingvery rapidlypast 3 or 4 years, especially at in thethe retail leveli 

-SEPSA
get a grip believes that it iSon and affect Only beginningmar'oti.ngpolici to

b n g4. Market Information 
" Thin work 1n being performedning Office, It takes the form c-' three

tions, crie ofo publica-. 

consits of raw retail loveldata 
on col Yti Blumbr o
nan adhoc a adhoc - hisnumberauOf foodf 'I dta oi-10boLw250 on and other s L;ipi AG personnelcopies the bulletin I-products. onlynotb analyzed due are issued tid tndause the bulletin to lack of staff. iis put. ,h aw datas.' hat Ijo knovm to what
 

This (b) A uarterl
has been Produced r. C I 
coverage in e e]i~: p r since 1971. Ysof agricultura It includes oratY port o pr du ts etcdata oilcredit, anaf a product, prices,compilation of basic data. 

im­etc. i IsHowever, a useful and- distribution, 300 copies, it too Jinr handya very limited 

(c) Periodic. e. have been produc Production .. o',3; ., 01r'] The tupoued 
­

1972.'H c(e".0 y to as fo1-

Ia'4a 
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Table II-17 

Production Cost Studies by Year
 

Year Ho0. Produced
 

5___ __1972 

1974 6 
1975 
1976 
1977 10 
1978 1.1 
1979 12 

66 

The subject matter dealt wil-h is as follows, 

Table 11-18 

Production Cost Studies by Subjoct Matter 

Category lumber of Studies 

Basic Grains (corn, rice, beans, 
sorghum) 25 
ruits and Vegetables (cauliflower, 

onions, peas, soy beans, cabbage,
tomatoes, pineapple, coconut, 

plantains) 16 

Export Crops (coffee, sugar, 
cacao, beef cattle) 12
 

Milk and Poultry 3 

Root Crops (yuca, potatoes) 6 

Other (tobacco, cotton,
 
4_
cattle feed) 

66Total 

These seem to be well .onwtructod stulies. 
There are indications that tho computer p,-,r-arnming and 
dtalgnthering techniques have beeu I)ml.1. 

-
'4 i 
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The fact of the matter is tWhaL there has been 
little chang. over the period of tho prujact as regards 
the organizedf of lnInafntlon. The objec­o production .arke..;,,,>,	t,i,:vee this: compon ent ofte programn i-mnuralzd 
Vhe, fin'd-in - :f-the Augut -97.!on ''utoin -to.-the . 

effect that "At present there- is no marka lng information 
service within the MAG, nor is there likely to be one by 
the completion of this project" reialn true as of this 
writing. 14/ 

5, Gathering and Analyzing Production Data for 
and other uses - ]eoo-gari, in an opera-

Vl6iosalense, there has been no change ovor the life of 
-the project. The only development huar; boori completion of 
the design of an Area Sample Survey :sysem. This has been 
done by SEPSA, whih indicates that they plan for it to be­
come operational in mid 1981 if funds aro rorthcoming. 
SETSA intends to actually operate the sy.:torm. 

6. Conclusions - There has been some progress in 
the area of marketin g policies nd strunLurLs and an insti­
tutional base for dealing with those and agricultural sta­
tistical information matters has been nJolldly established 
in SEPSA. During the period of the ].ou there was no progress 
on either a system of markeL Informatlhs or on improved crop 
forecasting. 

I. Staff and Farmer Training 

1. Purposes - The Loan Agreement under "Outputs 
Expected" calls fOr"An operating MAM tratirnig UnIt, (i) 
carrying out mid-career management programs for MAG person­
nel.., and (1i) providing support and ansostance to the CAR 
client training systems." 

2. Organizational Apoctr - In [975 two departments
S we 	 creted-n the Txteneon l1T'entorn 1;v one for training 

in ex tens ion methodology;, nu fov 1.rt I ii, "i, in agricultural 

production....In 1977 thene were in tevgralto into one Training 
)epartmPnt, still tinder tko E xtonsion Dir'ctorate. This 
i;,,,bjunt wh ',h contlnuewr avfive in 1;W,; o.rganizational 

,cation has soven sections, am; fol.low ; 

l/it if reported that in the lnnl monlh:, of 1.980 (after 
the rqroarch on this oval.un l,ioi wor, emplele,) the now 
Loan 027 ,upported llarkotilir loy:tIrlaI. haus beounl to 
produce 'arm lullolihr L.. rin newsI4arketing 	 , ,,, 1, ofbn tOP(r?5t to small farmnorm; , 

"
 

'I1 L .? - .L: • . .. . .
 



(e) Servicing CARs in maintenance of audio­
visual equipment. 

- L~-i r~a~ba(f) Operating the National IBeokeeping Center 

Tables 11-19 and 11-20 show the accomplishments
with regard to these functions. 

As concerns the Training Departmont, the figures
show a steady upward 'progression in total ei'for't from year to
 
year. In staff training, the emphasio has clearly been on

technical courses. It is noteworthy that no courses on


proramingand budgeting were conducted (the PCT orei
 
prot ram budgeting is not included in the above statistics).

According to interview information, the Divitulon attempted
to organize such a course in 1977, .19783 and 197/9, but was

unable to execute it due to changing (lirect Ions; from -the

re.,_3ponsible TIAG offices, 

Examination of the individual course data, indi­
cates that by and large the annual prograins submitted to the
14i, sion for approval in 1977 and 1978 woe execu ted as planned. 

The principal deficiency in the Department ist
lack of follow-up and evaluation on the traiing, Depart­
mont personnel is quite conscious of this; pi'oblern, but does

riot have the resources to undertake this wo-k. 

WAith regard to the INA programn, the drop in activ­
ity In 1979 is believed to be a consoqjuonce o f' a decision by
revoral CARs to concentrate on othor nwithods,, of farmer tr~nn-
IMn,, and their non-participation in 1-Jiin progr-sm. There are
aloo , ome reports of friction between MAG and INA, but the 
caue~iare not known. 

4. Mobile Training Units - Tho CAP' cnvisages use by 
the CAIt"h of r-iP31-airm Le. In additionor rrtiiiiii,
to the regiudar devices of field days and tsimitar techniques.
$uch a mobile unit functioned In onie rolion (Pnclilo Sur)
'rw 1976 and 1977. :rt reportodly wopjhod woll and had

good ticcoptancc by farmerii. Tt wndii~necItiliiid about two
yo-ars" aro becaulse of lack of support, prol)I(Urn I w/ith por diemis
ond smlrdifficulties, 
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municaions! Training in agricultural iExtension and Com­

-Training in Programming and Administration 

-Training in Agricultural Production 

- fAG/University of Costa Rica Program 

- MAG/National Apprenticeship Program 

- Audiovisual Aids 

- National Center for ]3eokoepuig 

The Department is staffed by s ti agronomists,
 
a cut of one over the 1976 level. As .egarcls staff train­
ing, its clientele is primarily the pernormel of the Ex­
tension Directorate, including the CA!Th. Jt does help out
 
and coordinate with other Directoratu.s,ao request. Several
 

other Directorates, e.g. Forestry, have their own train­
ing divisions, which in addition to pruviding courses for their 
own staff, provide training to CAR pel'rsonnel and producers on 
request. There is no DIAG wide training util L or formal co­
ordinating body dealing with training., L.n this respect,
the project purpose was not achieved, However, the creation 
and successful functioning (see below) of Lhe Training De­
partment of the Extension Directorato iu ,adefinite achieve­
men, of the project. 

3. O9frations of the ,xtension Training Department -

The Iepartment's na4n functons may ho di.dd ito 
(a) Organizing and conductinfg 0vaff training 

courses, mostly for CAR personnel. 

(b) Organizing sitaf and producer training
courses at the University of Costa Rica o Wiporirnn station. 

(c) Organizing and conductin'g courses for 
vocational aftricu.tural ichool ,tudonkL and farmers. 

(d) Coordinating and arrnoili;jg C1or farmer train­
ing courses to be provided by the NiL!(thni Appt'en ticeslipA 

Insnttu te (TNA) through the CAH., 
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- r di,,o ; £m l 

197 1976 332 1978 
 197
e a e- 9
 
S-ExeationsNo. Techniqunsiot 1 r -
Courses o 


AdmnstaTrain ater
 

-Relation tensiner-

No. Person/days of trgn. 15 565 1..32 540 15 


No. Courses
son l rea t , techn;kFil ,- 1 3" No. Atendees " 2 8 476 3wr~~~qitEi acunigdt.
No. Person/days of trgn. 150 -5 12 
 1 185 
-Rmin tationof Mt ers to 


Crediat ios. peai­

wa tic 1undesetc) 
No. Courses(publc rtions ~er-e - ]. - 3No. Atendees - 21 - 6 0No. Person/days of trgn. 10­writ, accestig,etc.) - l09 

-ThniraCtion!ii onne mgAm]Tech esci cal' " . . 

(produr Conetof'dnes
No. Courses 
No . Atendees 10 1-ao[, pechticinst)

No. Person/days of trgn. 

­

1165- - 10 9 4944 

No. Courses - 1 . - 0 25 

of1-.ITotal Staff Trainin 

ho Coursr s 
 2 6 A10 22
No. Atpndoe ".. 32 
No. P-r-On/days of trgn. 1 502,060 4,510 

Total
 

4 

18
 

4 
19
 

18578
 J
 

4
 
234
 

6 04 

36 

36
 

72 
8,708
 



(Table 11-19...continues) 
~77978 979Totals 

B3. Courses for Farmers 
and Vocational Ag.
 
School Students 

No. Courses -- 1
 
No. Atendees - -- 25 2
 
No. Person/days of trgn. --- 125 125
 

-Technical Courses 
(beekeeping; swine,
 
poultry and rabbit
 
production)
 
No. Courses - 7 19 5 31
 
No. Atendees - 105 246 29 380
 
No. Person/days of trgn. - 1,169 2,347 325 3,841
 

Sub Totals - !7,armer 
Voc. Ag. Student Trgn. 

TNo. Courses -- 7 19 6 32
 
No. Atendees - 105 246 54 405
 

, . ; ; ''.%. . '.7 - ".,. : ' ,.: ', " /', ' / -,.t. ' ' ' ! ; ,•" •4 ,, No. Parson/days of trgn. - 1,169 2,34+7 4+50 3,966 
C. Overall Totals 

No. Courses 2 6 17 41 38 104
 
No.- Atendees 30 172 278 68o 728 1,888
 
14o, Parson/days of trgn. 150 1,If 1,707 4,407 4,960 12,674
 

Table TI-20
 

Farmer Training Coursor, Conducodby A 

N.of Courseo No. Iailtcits 

1974 .51 V72 
197Tj 252 4,',j'6 
1976 448 .9,o48
 
1977 369 0, r;26
 
1978 442 6,6,)o
 
1979 1
 

1,,699 29,159 
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~.Repair and Maintenance of Audi-isul Eqimenlt­
for 'this projectA considerable portion of the Loan fun'dO 


component was used t purchase equipmen t for -the CARs. (Addi­
also purchased undor the PhO component).
tional equipment was 


_9sectioni-h.---ormal-iyj-,-the-pers on--harIo-&ua 
the Training Department provided assititanice (but not control) 
to the CARs in getting their audio-visual equipmert repaired,

onts ofee ,thisirq.illdfr sven a has been un- /
flld for seven as However,this wri'Ling.::position •obtaining supplies,monthsetc. obf Uli : ' 

6, Conclusions - From an institttional development
 
standpoint this project component can be considered as partial­

ly successful, in that it led to the formation of a function­
ing Extension Directorate Training Departmorit, which, at least 
from a quantitative standpoint, appears to be doing a satis­
factory job in staff training. It is not; nearly so active in
 

CAI elirittrainirg systems.
providing guidance and support to 

Apparently each CAR pretty much goes it own way.
 

Finally, the objective of a MAG-wide training
 
unit was neither attempted, nor achieved.
 

J. Farmer Information 

1. Purpose - The Loan Agreement ,Includes amongst the
 
outputs expected: "Quantitative and qua.lLativa improvement
 
in the operation of the Office of InformatJon In Agriculture,
 
a,,, demonstrated by: () systematic use of' iriass media, (ii)
 
educational materials production; (111) multi-media informa­
tion production, and (iv) providing supporL to the 18 regional
 
projects."
 

-

The CAP makes elear that what was, envisaged was 
as an Jntegral part of national andan "integrated system 

regional programs focussing on CAR activities and projects"
 
where investigation trials, demonN tralion plots, group semi­

nar., and field days related to a commodity specific/area
 
would bo suppo ,tod by the efforts
specific production program 


of a central MAG Information unit.
 

Z. Or anIzational Arrangemant" - The CAP indicates
 
that an "inform 5o 'Wa:, cieiaJ I 1971 as a unit
 
of the There no . memory ofPlanning Office. i,. i LLuLlonal 

this oi uronce and it Js doubtful Ohnt, Llhoro wat any meaning­
ful seParation of such a unit froom th ,; Laistite and Econom-


Oftice which, as indicatedici. Department of the Planniifnt 

4 
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earlier, does have certain informationr functions, What didexiat-during the project period was an agricultural Informa­tion unit with a printing p:lawt as elements of the ExtensionIn 1980, !Directorate. 
Information ~ wd~AgriculturalService, reporting to Lhe Minister, but with itsbudget .;the( S a Ialve Dlirectrate :compo-::included under the AdminisLL'aL~teDrcoaecmo :j
nent of the budgetS. .. concern law. The reorganization stemmedthat Directorates, other thau from aExtension, were not
receiving adequate service -- preoumably. from the printing
facility. 

The situation in still unatisfactory. The Ad­ministrative Directorate funds cons Li uLte only a part ofthe financing of the Information Ser'vice and are subject
adjustment witin the line items of' 

to 
that budget component,e.g. funds programmed for paper and i.nk can be shifted topay for gasoline if, in the view of Lhe Director of Adminis­tration, such a shift is indicated. Each Directorate (Live­stock, Forestry, Extension, etc.) still budgets and, conse­'h quently, controls its own funds f'or publications andinformational activities. other 

Likewise each CAR, In its nub-allocations fromthe Extension budget and/or the plnnod Regional Operationsbudget, programs and controls whaL will be spent on infor­mation activities and what tLble Information activities" o.Thus, while willthe new MAG wide uniL technically is supposedto provide leadership, establih pL .aspects of agricultural mnfopinatlun 
C et

(defined by it 

years.SL uof It#., proentby AIl) under Loan 022. 
o1 Ise 1 and o ther (-(li iptnun t was financedlt noenIM ho viult maintained and

proporly used 

radio and 
technical 
remains a 

is to put 
on a U.S. 

3.
Gjadalupe, 

as press,
T.V. coverage farmer InfoimaLlion pamphlets; andlevel manuals for profe.sioInals) it essentiallyservicing unit for the various Directorates and CARs. 
The main creative offor,; or the unit, at present.together a national Ieovol. JxLons ion Manual, modeledCounty Agent's. Handbook. 

The Printin - -Plant - hi facility, located inhas been '_Tn existenc.c for approximately 20 
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The unit has an authorized<4~}eluding editors and pornonnel level (in­typists asof 18 technicians, but s equipm~rent operators)three of' the po-sitioLs have been"l~ent" to other departments,
 
In spite 
of an increase OF throei zed positions since 1975, 

or four author-
In the Judgement the unit 1s u.3numwhat 

7 
of its director, ;s 

short handedIncludes printing a 
lven wok load whichconsiderablehelping out quanitity of oCficeother Ministries, etc. forms, 

Production data o.ve pasteasily available. However, for the years is notsince hertalntions carry consecutive Lypeeof publica­numberingrough appreciation for ,to .t 20 yearsaof activity over the .1a9759period can
be made. 

Table 11-21 
Guadalupe kOffieO._),, T/ 

Publication iProon L 197579in 1975 Jlub"No............. i 
 as oNo.. 0 of Total7-,armor Tnforma­tion Bulletins 43 73 41.1
 
Technical Bulle­tins 


51 
 67
( Information Sheets 2).939 60 
35.0 

MJ!ice.llaneous 
Bulletilns 

25 
 39 35.9
Given thethat there ouChappear has 

20 
been

year 
an 

lifo 
increasld

Of it wouldIn the past five years, oue pu of titlwldThis iijthe director alo the .ImrIessnion ofof the plant. He indicate.;, howover, that the 

Source, Intorviow with Director of ';idat,, Prlntlna Plant. 

,2o 

T 



44nqualty ol- Ue product, eg,. 

? i;!;':7> >>:<I 4.! Cocu ion- here has.4 beeni 11t-tie ESUbs tant iv 
!infor'mato the
 

" "< lif of, ithe- project and .the pUvl)O,, of Onpoect compo­
, : ', ... hpr. ge :in :the, area o armer g (m )ystems: over 

... enent remain unrealized.
 

~~~K. Veh icle. Maintenan c 

1. P - The Loan A,reoiiL, under "Major Out­

, puts Expected"r, indicates: ]sni~m of now procedures 
ima i n t en a tic e,! " controls preventive of' vehicles an;ind for and 

- effective system for identification and l.lanning of resupply­
i replacement." 

" Further on, under "Bar~ic Lines of Action to be 
Undertaken by the MAG", the Loan Agromiwrt call o:= b 
]l, h a new transport section in ihe Adifliiintrative, Division 
and provide adequate budget (support ('()L n improved vehicle 
m• In operation."antenance 

, Organizational Arran Lome', This topic was 
covered In section 11 C3 of' tM'o, report, ',eoentially, t, 
project purpose of ,'establichinf, now trarmport section",
3.,- defined in the CAP, was no t achio)ved.a 

prewai i.od throuvh the life of th~e pr.ojwct and continues at 
prsnt,. The Admln Istrativo Di rectorant l rovidoe udeie 

i,:l1'" 'r thIe development of these budIgtr rports that theyru 

nr, not takeon much Into tweouiit, ;In ,y event, since theri r 

f~t- rtU- marviled tme,it~ral ty by the'Admin­'el are 
tr .... v rviceo, Department (eXrel)L, lvhhap: , ror certain 

-L.:=:: W.. expenditure)thVi, -nttre procediiret rv: no real pur 
", It" o- however, make It, ex ti-'to-ly (11tffcult to ac= 

.<:., o l ( what 1.A,' , v (l? jn th oxp end ItUw e i o), ialn ton in ee 
ni id ropair aO.Mally I". 

4 
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4. Inventory of Spare Parts - The valuespare part inventories of year endincreased 
over the past 

at a somewhat irregular ratefive years, but s~ems 
vance of 

to have kept well in ad­the rate of increase in the PMAG vehicle fleet asshown in the following table. 

Table 11-22
 

Vehicle and Repair Parts Inventory by Year 

Year End 
Repair % Increase 

Over PreviousParts No. Increase Year ofInventory Vehicles Over Previous Vehicles inValue MAG Year of(Colones) Fleet MAG
Parts Invento. Fleet 

1975 200,000 358
1.976 250,000 362 
1.1
1977 1300,000 379 

25.0 


4.7
]978 350,000 475 
20.0 

25.4
1979 500,000 658 
16.6 
42.9 38.1
 

Overall for the period 1975-79 theventory increased in value by 1501, while 
spare parts in­

the number of vehi­c.es increased by 83%. However, the invent;ory containscertain amount of a"unmovable" material, e.g. tires for vehi­cle models that are no longer being used. Nevertheless,repair theparts situation is probab.ly belter now than .t was in1075. Also, there is a card index system in use, which per­mi ts adequate identification of need for ro rder purposes. 

5. Reair and Maintenance ArranP:emerLsmain - There is arepair shop in Guada.upe.
for Whil e il; liardles repair workvohic].s ass igned to the CARP (at pres;er,hile 39% o.f the ve­F']leet), it is responsibe on ly for Lheto the vehicles assignedcentral offices' cf h,]AG Thi simo eeps
e-ch central office vehicle, 

a card file on
 
fec; ive 

but dfoe- no Il r'ealL,, exercise ef­supervision since each lirec' oral. contirols the useu! th, vhic , a52r-3 ed to it. 'Th'ereiodic check-up and s no sy ;tem for peri­rev ision; such wou-' ins done on a hit ormiss ba i. awhen vehicle e lters the repair shop for anymotive. 

http:probab.ly


- 67 -


Two mobile repair and maintenance units also
 
operate from the Guadalupe shop. They attempt to schedule
 
monthly visits to each CAR. However, the shop director
 
reports that the arrangement is working well in only two
 
of' the eight CARs, e.g. vehicles are waiting at the office
 
when the Unit arrives.
 

The MAG officials concerned with preventive 
maintenance are well motivated and aware of what needs to 
be done, but until more radical steps are taken, (e.g. cen­
tralized control, competent mechanics stationed at each CAR, 
transfer of vehicle ownership to individual technicians) it 
is doubtful that the preventive maintenance situation will 
improve greatly. Nevertheless, there has been progress 
since 1975. It should also be noted thaL the MAG is begin­
ning to experiment in limited fashion with a mileage system 
under which technicians can use their own vehicles for of­
ficial business. This is a step in the right direction. 

6. The Guadalupe Shop - A certain amount of equip­
ment for this shop was financed with Loan 025 funds. It 
appears to be in use and well cared for. 

The staff of the shop has increased from six me­
chanics and five assistants in 1975 to ton mechanics and 
five assistants in 1979. Training is arranged for the me­
chanics on an intermittent basis with INA and ICE. Most 
of the staff has had one or more training opportunities.
There is a definite and continuous policy and practice of 
upgrading personnel and the staff, as a whole, is considered 
to be technically on a par with most commer'ial automobile 
ariency service units. 

The shop receives about 00 units a month for 
repair work and handle" about; 9513 of' lhie jobs itself. 

7. Technical assistance - An auLomolive advisor 
was provided to the 1MIAG for two oiie-Who" dKyBs per week for 
a unn year period starti.n, in 'clh'un.y, t77. According 
to RIAG oFficials, he was used mostly, iW p reparing equip­
menlts lis.ts and secifications. His peformance was judged 
inadequa lb by UiAG officials.. Howev r , i 2 r'eports to the 
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Iission indicate that the advisor' also provided assistance in 
such needed matters as shop layout and installation of a card 
control system. It is probable that personality conflicts 
and the advisor's work habits, e.g. working at home, are the 
basis for the conflicting judgements as to his performance. 

8. Driver Training - All documents preparatory to 
the loan (and the planning for this components was thorough 
and of excellent quality) stressed the need for training of 
vehicle operators. Nothing has been accomplished along these 
lines. 

9. Evaluation of Results of the [aintenance Program 
Annually, there is an inspection and .invertory of the state 
of each vehicle. However, the MAC keeps no records on ve­
hicle down time which would permit seeing what the trend 
over time was on what is really the bottom line in a pre­
ventive maintenance program, i.e. whether down time for 
repairs decreases progressively and consequently, vehicles 
provide the service for which they are intended. This sub­
ject has been discussed with the appropriate officials and 
consideration is being given to-set inlmm up a simple record 
"1'eeping system to measure end results. 

10. Conclusions - There has been improvement in han­
dling of spare parts and in providinq preventive maintenance 
services. However, by and large, the pa fposes and objec­
tives of this component of the projee t have not been accom­
plished. 

L. Operatjni vs. Fixed Cost; 

1 .umore - The Loan Agreement under "MIajor Out­
puts Expected"calls for "Improved OA; hudoet ratios between 
fixed and operatini cos:ts toward ac toi vImle;nts of a 70:30 
ra t io From the ran, 000. This l 'equire that all 
!.A3 counterpart funds provided For the lPoject be utilized 
for operating expenses;, rens istnp: fur the r incroases in 
per'1onnel over and abov 1974 staff le.(ve(s.'' 

The CA P pl.ac s a ,rea1; ]L o I.' emphasis on this 
target and state; that: ",.. ii im' 'provementof MIAG field 
service cannot be contemplated 1.111,?;; Hnds are made available 
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to redress the balance betweenAnd this is staff' and operating costs.one of the key factors to be resolvedthe proposed Agricultural underServices loan project." 
2. Evolution
that the staffing ofMIAG Staff ivu. - ishe indicates
level CAPi-T 19 77afin187.figure excludes It is believed 

definition, service personnel and labor. 
that this 

the comparable figure .iii 
Using this 

49% increase over the five year period. 
1.979 was 1,302, a 

labor positions are If service and
included,
65.1%. It is obvious that one 
the 1975-?9 increase is

in the of the parameters set upproject objectives was not achieved. 

3. Oper.tional vs. 7,Jxed1977 -Mission Co,;I Ratiosv+....-W.1caes The August,
concerning what was 

t6rl; t6eewas "confusionoriginally
ing" costs. meant; by "fixed"This definitional and "operat­
event, probIcem remains.it is belie',,ed In any
70:30 80:20. 

that there i,, i[oluh:ng magic aboutor i-s.hatimpo "tan,which seems is that the analysis,to have been reear
there aP'eed,was an unsatisfactory indicated thatrelation1Jnjpber betweenof people (measured the num­
the funds 

in terms of 1err;onnelavailable to costs) and
their make it , 1-,-;job. Leaving c for -them toaside 80:20, dowhether there it i: possiblehas been to measureany r:ign1ifical. chan-e in the relation­ship. 

There are severalsurement, formulaee.g. personnel costs for making the mea­asexpenditure a percri agenet of transfers; pe]rsonelu1 
of MA total 

age of fIAG expenditure co.tL's as a percent­on personnel,and materials and nor-personnel costs,mqupp.ies,equipment, whi.ch excludes; machineryconstruction, and
expenditure. They 

global al.otI(, U and .financialall show approximate{as rep-ards chan fe over 0 y the same resultstime in thebelieved el iorr;hipthat Itthe most appropriate is 
that, ]s s3hown in ineaso. ra,'a.Table 11-23, is 

and the one 
COmpared where rcne ;onnelto the -urin of personncl, costs are 

Loi--p)orieJrials and and mate­supplic.s co-t. 

fi it an he
in, 

ass nmed iitnT I~e :itation.ati.factor/ -th. ca-cu la I; omw; was un­
-it w 'Adihas not only not imoroved, i. icate thatbut !.s maw!;'ily worse.
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Table 11-23
 

Comparison of 0peratinp vs. Persorel Costs 
(in millions of colonIesY 

(1) 
Total of personnel, 

non-personnel & materials 

(2) 

Personnel 

(3) 
Colurm (2) 
as % of 

supplies expenditure Costs Column (1) 

1975 45.9 '14.4 74.8 
1976 54.2 41.L 76.5 
1977 
1978 

71.1 
93.4 

5).2 
71•.4 

70.6 
76.5 

1979 110.8 4.6 76.3 

This finding is certainly borne out by qualita­
tive comments in every interview conducted. Also, it may
be of interest to compare the dat for MIAG as a whole to 
similar calculations for the Extenu ioii and Research Director­
ates . This is shown in Section Ii 1.0 of this Report. 

4. Conclusion -No progress was made toward achieve­
ment of this objective of the Pr'oject. 

r,,.Other 1,Ianaeement Improvements - In addition to the 
purposes dealt with in pCec,'2edJng secti.on,-s, the Loan Agree­
ment lists two r~eneral managenenit objec, ives as follows: 

- "Develop and monitor a rep)or,ting. system to be 
used as a management t4-l ,,1keephnfr, pcli [ivision and the 
Iinister informed of pro--ram progF res 

- "Investi. eate the pos, i1.i ty oF improving the 
procuiremen t and adm iis tra ti.vo ;eeI;Ji.i (I'-the MAG." 

These two purroseI can be dealt1 with quickly and 
clummari ly.. There no evidence ox' aiiy kind -that any attempt 
wa-:; uade d'urir-, the project peiriod to deal with either one. 

161 Source: IfIemorias Anuales of the Coifipt'oller General 
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III. Cooperative Development Project
 

A. 	 Conditions Precedent
 

Three documents were required I;o
follows:	 fulfill the CPs, as
 

1. 	Evaluation Plan 
- Section 3.01 (c) of the Loan
Agreement established a broad requirementA document dealing with 	
for this subject.INFOCOOP1's

submitted by the 	
plans iii this regard wasGOCR on M1arch 25, 1.975 under cover of docu­nent 	S-CAN-2729. The TNFGCOOP document: .i, 	ol; referred tospecifically in any I. L. 	 , but wa:; prumaVb.y found to be 

- sati, fac tory. 

2. 	 Implementation Plan - Sect.iotn 3.03 (a) of theLoan Af7reement called fo03an esl.imated of disburse­
r:en t-: by category durinfr the firstof oerations ; a satenient o f'lendi.u ii a de­,-crinion of 
monitorinK -nd coordinating ict.1viti.es;
plan for utilizin tech.nical a 	

and ao 	 s;isac.e1 f,,W; On May 22,,j 	]PC00P submitted a document in .I;. .ction of thisrciu roment. Tn T.L. o. 2 (July 9, 19'7') 111, 2sion ad-Mi,.
vi 2 1that the requiremennt ,.,as only pa]"i ­ y :;atisfied,and[-.at had separately requested ce.iJ cl, Ica
I :1 o added to the reouirements 
11 	 t on 

]i ,,Il;ed 
it 	1Im1e Loan Arrree­men- a request for a five year .ininciaJ. Jo ( j( ,.fion, 

On Aumist 2o 103." 1i11i0('O0)Pdocument which 	 .i h iLtted a newa(paren-tly 
....
- ....d o 

3. 	Certification of AvailabilitS c on 3.03 0o t---A-re 	 01' u teroart ­h oun A-1reVmen}L. '. i,,t wev,,en 	 l. j 1. te agr ebe~u [ho Cont~ 1 unk .Ind 	
-

Th"VOu; wo]d bole].o 	
JNl,,0yu, rm,,-.uar-t to whichn~or d t neo .:.scif'f1] o 'ne 2 ,M 00 of' ,{i :i.. f.. ni thou L1, ,1I or d:;. Thisv,./,o- dtelay:, inC .	 C ll II,T he .fPeOO nn 	 TI- .o} 11-.1 . 1('1.111!to.* tl; by itnIthe CWr ,.Vo,1 vh::V.w:. loh-T ) r mt I. ,'p. l roi 	 . 

r. n 

c d o~ rn . Tr,-() j-1o1 ) I. 
-, ,'II' i 

pi(-o l , '1 .1,Ib I,r' Sit( I' l (I0 	 2 nI 
-* . 

/ t h e 

CCI s O"li ,,o')c,
I;'r%"
 ' 
' and,'] 

http:ict.1viti.es
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issuance of I.L. No. 7 recording the satisfaction of the CPs

for INFOCOOP in September rather than on November 21, 1975
 
as was the case.
 

4. Conclusions - The issuance of' I.L. No. 7 should

have cleared the way for committing and d.isbursing loan

f.nd. 'his was not the case. Basic .].su such as the
rel.-tionahip between the of AIDuse and countuIerpart fundshad not been addressed. Also, as T .L. No. 8 issued only

four days later (November 25, 1975) mnke:; c lear, many sub­
s tantive issues concerning the nature of kho project must
havr been under di. cussion. In the event, .i;t was not until
,Ju 14,1976 -- seien months later vi a I.L. No. 11., thatthe AID/counterpar t relationship issue was settled (a 51/49

ratio arrang'cement for individual, sub-projects) and disburse­
anrKt of an initial ad-7ne of 01 
 million a, thorized. 

It is difficult not to fault M ission managementfor" thi s lasat seven months delay. Norma l., the AID funds/

enouster'part relationship question should 
 haveo been dealt with
in the -ro ject Paper and Loan Agr~eewenem . I F, due to an over­
si]hIt, th "'a.as not the caon, it cer ta.l.y should have been
dentified and resolved during the 12 montL period between

Loan Agreement s ining and sati. 5act:in of Lhe CPs.
 

1. Loan and Counterpart Dinbur-emenWLa 

The Loan Agreement provided f' ,he Following financing: 

Tab ee.1 1 --1 

Project FinancinZ by Source anjd Purpos 

(in millions of 
USA or equivalent) 

AID funds for crdit purposes $.70 
G:V Countrrp"rt for crc'di t purposes 2.60 

,, n s for exte.na. A 0.30 
AID n.s for as ih L.nce to 

w.:r o opp rati ve; 0.20 

2-i for5CCannl t tri-anin, 01n5,
 

$)5,95f 
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TableIII-.
 

Disbursement 
of AID Fund bI Yen:' aiur 
(thousands of do]..laII) 

ExternalCredit A s ticane toT.A. Weaker Coop,,. Total by Year 

1975.976 168.3 -1.977 66o.6 1683132.6 5.0-
2978 475.0 793.2 23.5112.8997 5,711_.I_5 21.7 609.51-8,_1_L , 0,, 18.1 

Total 2,875.0 
 291.1 208.9 3,375.0 100.0 
Table TTJI9
 

Disbursement of Counterpart Fund-, by Yyr~ and Purpose 
(thoulands of dollar cqu i.xa].nri K:) 

Credit Trainin.cr Total by Year 
197.5
1976 .157.5 
SC; [57.5601.9 9.0j 97 - 6o -i..526.4 344103.4.1979 629. i3 36.03.4.2 .16.8 16i . o 20.6
 

To1 2,600.0 1.50.2 1,750.2 
 100.0
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Coo -Perat ive Jvembqr hi ) b)V Year, 

1Menibere ro' f3 Over. Previous Ya 

6695-. 

TIhe increase, over t~i Fioy eid'(0 8) 
;2 ,C~orousburs~t of' ativity. iJ 5' os~y'u

to news rzegarding th vai 1bUll:ty fre ' Od;it~ zesotpces -~~thle movement towairds acquiingt new a f~~te,.,ilwddw 

in~r -tit to se'ives~tho 6~cae what types of,-~zdKiit~~t~
three year 
~v~; erio~Decinbe ~iare -1nt,'19769 
 j VY, ~inreasein' cooperative membershi of 41. 638 4o3 3 over -the 1976

~iiciureo Thiil break' don nh~i o 111-7.~ 

Increases inV Cooperative MombeiahiL untih 

S~ayings and Loan 25<jJ 61.1~i- . ,~.~ 

-,Ariculturc 46 12 3'-''-- *4~~~ 

Nl4t4,l Sorviooe ' 59f)-4* 740
 

-,Within each funac Itional i.i'Lhort 4 o n 
~~4ffi<X4 o-- a shown i.n Table Lx 18.~4a-(Pe$I 

-'49I>:> 



-Rlifeaiive~ Membershi~p- 1 1creagoe of, E1au~It unction. 
No. Mefmber 3 Increase 

No-1976 

/Savings and Loan 219,,8 25;3,
 

Miuti.ple Services >2'737- 2( 6) 2, 899 K. p12 .8
 
- ''All-'Othe ______ 
 ______ _3_0121. 

41 38 32L.84.~~'I~~' To tals<~' 127 ,oo6 

-> seems9certa nIoW a~ltLadrltv
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.ici Deceber, 1979, a 132% increaseEven discounting for 	
over ihe ive year period.inflation this c:n h o,,usidered satis­7. tory progress . Also, Jn termnnr U?!,9 mi.l.ion sub-sector 	of the of ajnle LU .rLa 'ean; tLuute efcon omy,if, not 	 of theins ignificant. Jfowcthe yearly 	 hve[,,,L -j0 whichrate of inc.rT' e. ened in this report que: tio 

o,'a, ;:¢Mle ti reso.lved 
[FOCOOP,he 	 oul~u,.i;data and/or 	 thUe validitythe dcfj1ii Ll.;uh, in rmeasuring:cuC CacdpI tal . 

. able. TT--9 
Aera q eNumber or lIerlber Th,±.... h d 

Coo erative by Yeau a IIL . o
'unction 

A ," " g A erar-o"
 
and Loan 


- •, 5.i. L• ru 	 514 .6. 
. 335. 4l. al 

260.9 302..C n ; Ii rp)L .on 
302 ,

'.Cty 8 
4,2J7... c ,'." 40 7 .0 

o 695.2E. 1)' a .in.,-Average
::.! t. pe "unctions 

0 4I64,157-8
0C(. ioll51. 

o 	 1.89.14 
lho. 'jH"-	 69.7 
238.7 222. 0. : n.a. t 
3?.() 28. 0 
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Table III-I0 
Social Caital 

(in millions of US, equivalent) 
:; of 

Increase over :r?.( r feaseAmount Previous Year Over Pr vious Year 
.1974 33.51975 37.1 3.6
29 76 42.5 10,75.4 77977 47.2 

:1 97,8 (7.6 

4.7 /1..

•1979 68.8 20.4

11.2 
J6.0 

Table IT-li
 
Social CapiL 
 uLo 

(in millions of U",!; equJva e 1) 
December17/Deeber
Amt " - e e b r 121 _79 
----.g~vhnCs -Arnt.ind Loan 7.1 21.2 26.1ricu:r, 34.0 
11.0 32.7 12.3il .~fPie unctions 16.0
3.1 9.2 11.1ind , ia]. 32.0 14.510.7 20.9 27.2 

"' ; "1 0.6 1.8,, 
.0 .0 6.55. 0 1. 8 

t a l -- -- 
3 3 33.55_o . - 1 .8 100.o 
76.7 100.0 

Ixnmj.njnr the evolution 
fu~ne .ion 

of :OC I I ' , i-tal by1 fPoiipi ng betwven~December-}GL :lrJ i,',h 11( 1.1. Fflu]. t erm[1]] ;11 
197/i n (1 !h'"rriber1979,,: (Ww I 1 I,!h, r~-, ribp te 

!1"f ] , , " ' l'': : ' ''¢ ] f. ," ) 1-7 
?1

. . 1 ote r n 7) ' hi 1.]:b. p 't ,, , m 1 ,; ! I / : r!n e F: "' , . ': 0 , ; ? :' i ' ,0 ! ; :t 
, 

' I'' • 
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Table 111-12 shows how the Lotal increase of

US43.1 million equivalent between 19711 mid 1979 was dis­tributed: 

Table Il-12 

Distribution of inIncg:a. 

Social Capital 197-1179 

(US$ equivalent in mil.L.or-) 

Amount ofIncrease 

Savings and Loan 
 19.0 44.1
 
In dustrial 10.2 23.7 
riUltiple Functions 8.0 18.6 
E1,oC r ica 1 .1 10.2 
,-'v .uJltural 1.3 3.0 
All Other 0.2 0.4 

Totals 43.I 100.0 

5. Volume of Operations - The dTLa on volume of
operations is both incomplete and :3usIue '. The CAP indicates that r. 1.972, the value of sales aid :I : e I' of,;iornt all coopera­
t. o wa,; U,*74.8 million, of "I]ch (7 :. ( "') .] mill iorh) re­
prc-oented -sales of agricul Lur. coop.-, ]c:J.tu .rif; coffee, and 

., ,, ... 2 in illion) repr .nld : red I. ll iotn Io :, 

INFCCOOP's '_: ony f,)" 1.")F/79 -- apparent­
].y :-no yeatr by year records on vo"1.1)un : of' oum were kept
JIuuw nK the ! f'e oF the project, i ;, 11f.,) y or..g-anized
' . i cn. U:.ing; 1979 . .vl," 1 1978', 'rle..I l, 2, .'u fi.rIures 
o . in, OCuOP la : r1, ,., I , i i o p cati o n 

for foul"r Fnctional 1), Ipii , , I , 

http:mil.L.or
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Table 1i0 ]'1 

Personnel StrenPTth y_ ].'a mif.{partment 

1975 1976 197. L978 1979 

A. 	 Policy and ,anagement 

CONAC001 2 2 , 2 2 
Executive Direction 
(Tncludes typing pool) 6 7 13 11 

$I- Total-. 	 8 12 15 13 

73. 	Technical Departments 

P.ann in 5r 4 3 4 4 7 
oa n 	 7 1.0 10 10 10 

Zrluction A Training 7 7 7 8 8 
CKNCO0P 2. 93 2 1 
Coop Prornot ion 7 8 8 9 8
 
Technics.1 Ass.istance
 

- Fronjei t 
 7 9 12 12 12
 
1T1 b Ijlc a.ton 2 2 2 3 3 
Coop. upervisi].on 8 11 _0 11 11 

Sub-Toals4 59 60 
C. 	 2 po r-t Den artment, 

ijea 1 3 4 . 4 4 
Audit 4 5 5 5 
P-e rsonnel. 2 22 2 
Aim in i:!tration 21 22 21 22 22 

,,ub-Totals 	 30 32 32 33 33 

D. 	 Total. 82 n9l. 100 107 106 
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decrease in recuperations projectede of long (even though the prepon­term loans in contributory) and there are norlmort- of unusual grace pev'iods gran'ted"bus, if one ii L978 and 1979).aloo rules out the compunsitionv major of' the portolioa causative factor, one in ].ef't onLy with":'p;-ted high delinquency rate or 
an anti­

a dec'ease in creditquN:: re­as the culprit. IN0COOP:redit are increasing, reports L haUt requests forwhich leave. only the:~ke' the delinquencycausative factor. The evolutluni oU IeanmI,,.lt delinquencies repay­
will be examined in thme next Kection. 

There is an additional phenomenonof note. The worthly1981 budget document segv'gaei,esment; by source of funds .oan disburse­and shows the pJicL uve indescribed
-hile Hii-29. 

Table 111-29
 

Loan Disbursements by Source of Punds 
(millions of colones) 

_28/
177 J2?! 1979 1980 
TNOCOOP Assets 

21.2 14.4 14.8 12.1AID Loan 022 
- 2.5 11.2 
 1.8
AID Loan 025 
4.9 6.r; 12.1 3.7 

ounterpart from
MR.2 to Loan 025 0.1 ­ -Ti Loan 31 SV/CR 

0.1 -ITntal 

32.8 
 . '50.45 17.6 

It shouldfJp be born in min.Lwith the possible exception or 
q all 1980

thos; nU.itri buted10 to'0,1)p assets, correspond to recupe ratin :; or c:: ti.n.-,Inn '. The lack of' any dirnburqelejt
"'-" nflterpart account 

Ki u ,', For tI e [,aniz one o ookku pinj on i.e.wly, 

fl/ Disbursements and commitments an of K/H/'' 
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a decision to earmark projected recuperation on this account
 

(03.5 million) for servicing the debt with the Central Bank.
 
Approximately 50% of the apparent bulge in 1979 disbursements
 
from loan 022 recuperations is a reflection of the roll overs
 
approved that year, rather than actual disbursements.
 

Taking the above comments into considera­
tion and examining the evolution of loan disbursements by
 
source of financing, it would appear: (i) to confirm the
 
previous concl'sion that the delinquency rate is the princi­
pal causative factor in the projected decline in loan dis­
bursement levels in 1980; and (ii) to indicate that the 

type of loan program­delinquencies are most serious for the 
med under the several AID loans and ansociated counterpart. 

(e) Loan Repayment Delinquencies - Table 111-30 
summarizes the data from INPOCOOP accounting records regarding 
loan payments in arrears as of December 31st. of each year for 

are sus­the period 1976-79. While the figure,_ for all years 

pect because of the roll over accounting practice, it is pos­

sible to make an alljustment in the 1979 total, increasing it 
by V7 million to 016.8 million. If one ass'nmes that the 
proportions between amortization and interest for the V 7 

million 1978 total, thismillion is the same as for the 01.2.8 
would give adjusted 1979 figures of: 

Amortization 11.1 million
 

interest 5.Z million 

Total 16.8 million
 

Using the adjusted figures and comparing 
arrears in amortization payments to the total portfolio,
 
Table 111-31 shows the evolution of arreais as a percentage
 
of the portfolio.
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Table III- Q 
Loan Repayments in Arrears by Year
 

(millions of colones) 

Amortization 
 Interest 
 Total
 
1976 2 3 1.4 3.7
1977 
 6.7 
 2.4 9.1
 
1978 
 9.1 
 3.7 
 12.8

1979 
 6.1 
 3.7 
 9.8
 

Table III-31
 

Payments in Arrears 
as % of Total Portfolio
 
(millions of colones)
 

Total Portfolio 
 Amortization Arrears 
 %
 
1976 75.0 2.3 3.1
1977 
 92.0 
 6.7 
 7.2
1978 100.7 9.1 9.0
1979 
 122.9 
 11.1 
 9.0
 

If one excludes arrear under 30 days, the
 
percentages change only very little, as 
follows,
 

1976 2.8 
1977 6.8
 

1978 8.7 

Thus, it candelinquent payment problem is of 
be seen that most of the 

a structural, rather thana cash flow problem nature on the part of the borrowers.
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It might be expected that the percentages

of loan operations 
in arrears for amortization would follow
the portion of the portfolio affected. They are, in fact,

considerably higher, as Table 111-33 shows, 
and indicate
 
that the malaise is very wide spread.
 

Table 111-33
 

Number of Loans 
in Arrears
 

thirteen were in process of judicial recovery. 


Total No. of No. Loans 
Loans in Portfolio in Arrears 

1976 149 64 43.0 
1977 157 72 45.9 
1978 154 80 52.0 

Of the 80 loans shown in arrears in 1978, 
In 1979,
this number increased to 14. 
 By june, 1980 -- according


to INFOCOOP's legal department -- the nuriber had decreased 
to 12.
 

The overall credit picture is certainlygloomy: close to 40% of the value of the portfolio and over50% of the loans were in some sort of trouble in 1978.
Also, it is reported that the nature of the guarantees

given makes them quite often untranslatable into cash.

Pinally, the process required to collect on a bad loan from
a cooperative is long and complex 
-- much more so than with a commercial banking transaction -- and requires up to three
 
years to execute. All this probably acddf: 
up to the pro­
jected 1980 decrease in the amount of loan recuperations

referred to earlier.
 

5. Credit Operations and Policie!s 

(a) Loan Agreement Terms and Modifications -The Loan Agreement earmarked the use of the US$5.3imillion 
of loan and counterpart credit funds 
as follows:
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(nillions of US $)
Production Credit 


1.5
 
Marketing and processing credit 
 3.2
 
Other (e.g. working capital) 
 0.6
 

Total 

5.3
 

item, indicating that $1.3 million of the $1.5
to FEDECREDITO and FEDEAGRO at 
was to be lent
 

other INFOCOOP loans, 
a lower interest rate than
 

It further earmarked the production credit
 

either to 
federations
coops. or to individual
Finally, it provided that all of the "other" credit
should come from counterpart funds and that none of it should
be to "cooperatives primarily composed of coffee producers."
 

intImost simultaneously I.L. No. 8 (November 25, 1975) issuedwith approval of the CP,-,, the earmarkingof production credit funds for the F'ederatiens,
amounts and preferential interest both as regardsrates, 
war' eliminated. 

In I.L. No. 19m,rking ('iebruary 27,of funds amongst 1977), the ear­eliminated and comingling 
the three purpose categories wasof all credit funds under the programauthorized.
 

In I.L. No.
striction on lending to 
33 (November 28, 1978) the
coffee producer coops re­was also elimi­nated.
 

Finally, in 
I.L. No. 12 (October 26, 1979)

the Mission approved a US$175,000 trans;fer of Loanthe Apricultural funds fromServices Project to IN'OCOOP's credit program,bringing the amount of Loan funds available for credit to
J,1',,875,000 and the total for the credit program to US*5,475,000 

The net effect(i) to remove all formal of the I.L.,; wa,; twofold:earmark ing of funds; andplace the Federations (ii) to 
vidual coops as regards 

in exactly the same position as indi­the cost of money borrowed from 
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Table III-34
 

.Urban/Rural Distribution (Total Authorizations)
 

Total Urban Rural 
of 7 of 

No. Total No. Total 

No. Coops receiving
 
loans 92 28 30.4 64 69.6
 

No. of Loan
 
operations 209 48 23.0 161 77.0
 

Value of Loans
 
(million of ') 133.5 21.0 15.7 112.5 84.3
 

(2) Loan Concentration (Rural Authorizations 
Only) - Table 111-35 shows the distribution of' loan authoriza­
tions over the 1975-79 period ranked by the amount of the loans 
authorized to individual coops, federations; and regional unions. 
There it, a highi defree of concentraLiori ini the ut;, of' iNFOCOOP 
credit res-ourccst ;ix cooperative receivin, loans totalling 
over V"5 million and repre-senting 9.1l of thosec receivin,cJ loans, 
accounte d for 11.2.3 i o.! the total lendint,,. The 38 coop); at the 
other end of' the ;cale receiving loans totailing under V]. mil­
lion (59.4; of those I eceiving loan;) ;tccounted for only 12.6/ 
of the total lendin;. The one entity which wa; granted loans 
exceeding 00 million was the coffee growerm/processors feder­
ation. 

It is also worth remark ing that the 
64 coops or other .oo- entitie:; receiving loans of any 
amount reprcsenteri only 20' of the 311 irs:;tl degr e coops( 
nnd eight second defgree cooperative en Li t ; active in 1979. 

The deg~ree of conventration noted is 
due In large part to the is 'ivnto agro­empha"" T)romoting 
Industrial enterprises which, by their nature, require large
Jnvestment. 
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TaLie 111-35
 

Concentration of Loan Authorizations by Amount
 

Amount 

Loan Range No. Coops. A 
Loaned 

(millions ' 

Under 0500,000 28 43.8 7.4 6.6 

0500,000 to Zi million 
 10 15.6 6.8 


11 million to V2 million 9 14.0 12.3 10.9
 

V2 million to V13 million 5 7.8 
 13.0 11.6
 

V3 million to /5 million 6 9.4 25.4 22.6
 

V5 million to /10 million 
 5 7.8 33.8 30.0
 

Over 10 million 
 1 1.6 13*8 12.3
 

Totals 
 64 100.0 112.5 100.0
 

There is another way to look at the

question of credit concentration and that is to examine the
frequency distribution of the loans dorin, 1975-79. This 
.information, pres ented in Table I11-36, 
reflects a more even
 
treatment of the cooperative clin. .lie than is shown in the
distrilution analys is by amount o f loans . The data, here 
also, iK 1imi. ted to rural cooperatives., 

()) Logn e Coop- only) - Theauthoriz ations of all loansrmnde rural- to coops were analyzed
from the vi ewpoint of the principal lprpose for which the
1n.n:: was; !,rante,d . Thin c las:; ification had to be somewhat
 
arbitrary "ince 
quite often a (Iivon loan wan re]ated to two 
or r5.re purposes in the cl a:ssificnt i no usend. Alsno, it will
he ,a t,d that a total of 76 coop entI. i tip:; are shown as bene­
f1ttinv , when in roality thore wre only 64. The reason is
that 12 coop: rece ived two or more 1oan:; for different 
pu rpo, (-,. 

6.0 



- 116 -

Table 111-36
 
Frequency Distribution of Loan Authorizations
 

No.Years 
Lons Received 

4 of 5 years 

3 of 5 years 

2 of 5 years 

I of 5 years 

Totals 

Loan Authorizatjons i by Purpose 
(millions of' 

Coops
Purpose Benefit in 

0 Z 
Processing of Agr. Prod. 18 23.7 
Produce f~larketing 

Sub-Total 

Product Input Sales 

Arrric. Prcduction 

11) -To tal 

Flctr Ici ty 

Recroa t on 

C:o r).,i im1)t jion 
.,ub-Total 

Grand-Total 

Z2/ 

Coops Credit 
Benefited Amount Operations 
No. % Value % No. 

3 4.7 16.1 14.3 21 13.0 

7 10.9 28.5 25.3 31 19.3 

19 29.7 44.8 39.7 61 37.9 

)5 -511 2?).. 20.6 48 29.8 

64 100.0 112.5 100.0 161 100.0 

Table 111-37 

13 .7.1 
31 40.8 

14 1.8.4p 

16 21.(0 

30 39. 

2 2.6 

1 1.3 

12 12r.8S 
15 19.7 

76 1O0.O 

" .)
 
Loans
 
,% Value
Dde 

No.-- Amount - 7 

113 26.7 43.7 38.8 
36 22.1 14.1 12.5 
79 49.1. 57.8 51.3 

33 20.5 23.3 20.7 

21 11 O_ 4 j 13.4, 
5 33. 5 

2 1.2 

2 1.2 

24p 1, 
28 17.3 

16L 1.0.0 


38.4 34.1 

3.7 3.3 

0.3 0.2 

31.2j
16.3 

1 
14.4 

112.5 100.0 

Furpos;e classification:; has. d on yeribal informationrovided by the Financing Departmnent of INFOCOOP. 
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If ono equates the first two groupings

in Table 111-37 with the purpose categories set forth in the

loan agreement, it is obvious that: 
(Q) the loan program re­
quirements here more than fulfilled; and (ii) the attempt to
 
carry them out exerted a strong pull on all available INFOCOOP 
credit resources. 

(c) Loan 025 Oinanced Credits - Of the 64 rural coons receiving IN,'OCOOP loans during the 1975-79 period, 25
(39M) were financed in whole or in part from the AID and 
counterpart funds programmed under the project. These 25 
coop received 65 loans, i.e. 40.4% of the total of loans161
authorized. In 18 of the 25 sub-loans, there was active in­
t.rvention by the PCI technicians in the formulation and/or

ana]ysis of the sub.-project.
 

The head of the Financial Department
roquested to rate 

was
the success of these 25 operations. By

his value judgements 10 are doing well, eight have failed
 
or are in serious trouble, and for the remaining seven it
is to soon to judge. Considerina the data presented earlier
 
on loan recuperations by source of financing, these 
value
judgements would seem a little on the optimistic side. It
will. We noted that the value of these 66 operations is ap­
proximately US$1 million higher than the amounts available

under Loan 025, due to comingling of other INFOCOOP 
 resourceswith AID and counterpart proceeds; from Loan 025. It is also
worth noting that these 25 sub-loan projects accounted for
19.3V of the lotal amount of loans authorized in the five 
year period, ;Lnd for 40.4%of the number of credit opera­
tions approved. Again, it is obvious that AIDJ Loan 025 and

its purposes had a 
 very strong effect on TN70COOP lending
policies arid practices. In the initial Loan Agreement, thereationship between funds earmarked for marketing/processing
ned production/working capital was 60:40. Taking into ac­c ,nt the additional US$1 million included in the above fig­
uroes, it can be concluded hat the amounts actually author­
W.ed (69,31) complied with the original, intent of the agree­
ment an regards earmarking of credit funds. 
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Table 111-38
 

Loan Authorization with AID Loan 025 Funds 
By Year and Amount 

(millions of ') 

Amount No. of Operations
 
1976 5.5 13
 
1977 15.5 20
 
1978 16.3 21
 
1979 18.2 12
 

Totals 55.5 	 66 
Table 111-39
 

Credit Authorizations from Loan 025 7unds by Purpose 
(millions of 9) 

Coops
 
Benefiting Loans Made Value
 

Purpose No. 0 No. % Amt. 

Processing of Ag.
 
Production 8 30.8 29 43.9 29.9 53.9
 

Produce Marketing 7 26.2 18 27.3 8.4 15.1
 

Sub-Total 15 57.7 47 71,2 38.3 69.0
 

Product Input Sales 7 26.9 12 18.2 13.3 24.0
 
Agric. Production 4 15.4 _ 10.6 .9 .0
 

Sub-Total 11 42.3 19 28.8 17.2 31.0
 

Totals 26 )/l0.O0 66 100.0 55.5 100.0
 

Table III-40 

Loan 025 Financed Authorizations by Purpose 
as % of Total Loan Authorizations 

(in millions of Colones) 

(1) 	 (2) Col. 1 as
 
Total Loan 025 % of
 

Portfolio Authorizations Col. 2
 

Processing of Ag. Prod. 43.7 29.9 68.5 
Produce Marketing 14.1 8.4 59.4 

r duct Input Sales 23.3 13.3 57.5 
Afgricultural Production 15.1 25.6 

Totals 	 96.2 55.5 57.6
 

)0/ 	One cooperative received two loans for two different
 
purposes.
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Note should also be taken of the heavy
preponderance of agro-industry within the first category.
This is undoubtedly the most complex and sophisticated ofall four types of operation and this factor probably has
some relationship to the problems with the low present

level of loan recoveries.
 

As indicateO earlier, when the total
credit operation of INFOCOOP was 
examined, there 
,eemed
to be 
reason to believe that the direction called for
regarding use of Loan 025 monies had exerted a strong pull
or use of other IN70COOP credit resources. This is born
out by comparing total and 025 associated credits for each
 purpose (see Table 111-40).
 

(d) Impact of Proj ect Loans 
- An attempt was
made in 1980, using survey techniques, to measure the impacton 
the farmer of the Loan 025 financed credits. The results
are embodied in the report of "Consultorfa Interdisciplinariaen Desarrollo, S.A." (C.I.D.), entitled "Evaluaci6nFrograma de unde Desarrollo Rural-Prestamo 025 de la Agency forInternational Development del Gobierno dc los Estados Unidos
al Gobierno de la Republica de Costa Rica."
 

A total of' 461 cooperative members of seven
first degree coops were interviewed. interesting data on
sich topics as sources of income, living conditions, relations,aith the coops, production, use of input;, wasetc., devel­oped. In general, what emerges is a picture of full servicecoops and a membership that is better off than five years ago.
Unrtortunately, of the seven coops, five are coffee producersanl four of these were associated with the project onlythroi, 7h a fertilizer loan to -'DECOOP. Thu.,, the beneficia­re of only four credit operations were surveyed. The
sample is unrepresentative and its findinrirs are not of muchIu:o in rneasurinp the impact on the farmer of the credit 
ac 1,ivities of the project. 

(e) FormJation and Approval of Loan ProjectsThe PCI interventio nin project ­
formulation as regardstinnncedcredits has already been noted. One of the conclusions

025 
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in the PCI report is that there was 
insufficient participation
by cooperative boards of directors and management in the for­mulation of projects Z/. Interview data indicates that this
situation still prevails. 
 A major thrust of Loan 025 as 
it
impacted on the way INFOCOOP conducts its business was for
the Institute and its advisors to develop projects and then
find or help create suitable coop entities to execute the
projects with loan financing. 
This concept of the Institute
developing a "shelf of projects" 
is regarded as still valid
by INFOCOOP staff. While too much should not be made of thispoint, this procedure probably influences cooperatives to re­gard INFOCOOP credit as something of' a government handout,rather than as resources 
for which the cooperative and its
memLership are responsible. 

The record shows clearly that, without this
procedure, there would have been little possibility of placing

tho loan funds for the purposes indicated within the time ]imi­tations set. However, from the standpoint of development of
the cooperative movement, there is much 
to say in favor of
considerably more of the initiative being left 
to the coopera­tives. It is, again, the issue of an economic development vs.
a cooperative development role for INi.'OCOOP.
 

Interview data and the PCI report also sug­gest that when the vital question of' a given cooperative's
ability to andmanage execute a project was examined,findings of the analysts of the 
the 

'inancial Department and of
the INFOCOOP Credit Committee 
were not alway,; respected bythe Intitute's Board of Director.,, where the final decisionrests. It is, of course, true that the latter takes intoaccount social and political factors,, which may not be given
due weight by the former.
 

Mission Projct,Managers point out that in many cases,
at the project formulation stage, the coop did not have
legal status and, consequently had 
no Board of Directors.
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The Loan Agreement did not call for prior
 
AID approval of individual cradit operations. Nevertheless,
 
such a proced-ure wa-, instituted. From the INFOCOOP view­
point, the only benefit achieved was assurance that the
 
credit operations would be acceptable for reimbursement.
 
Little in the way of substantive benefit is believed to
 
have resulted. A review of AID files tends to support
 
this conclusion and indicates, in addition, that the AID
 
review tended to delay approvals unnecessarily. 

In the formulation of lean projects the
 
Initial work is performed by the Projects Section of the
 
Technical Assistance Department. At a later stage, the
 
iro,Jects are reviewed by the analysts of the Financial De­

partment. There appears to be a jurisdictional problem 
i"-r'1!lading to some degree of duplic3tion of effort. 

There are several manuals dealing with 
preparation and approval of loan-, some of which were pre­
1ed aith PCI aissistance. These are General Regulations 
!'qI, Credit, and the Manuals on procedure:; f'or analyzing 
ond formalizing loan app]ications. The head of the Finan­
,U).l Dep. rtment says that they are be]np, used and are 
he] pful. 

(f) Credit Supervision - One of -the major 
PC I concliusionr, wa- that loan s;uperv isi on was weak due to 
a Jack of' manpower. It recommended an i.ncreas.e in person­
n l assned full] time to this,, f'unction 'romn one to four. 
'Ihi:, recommendation was put into practice. At pre: !nt 
I rerc, are four pro.Fe!sjonals in the -in;incial Depar'tnent 

;5 1 
diirr: 
:ilnn

ied 
for 

ce 

to 
cred it 

anrid 

red 

.s-

t; supervision. Als.o, 
supervision was; deve I 
n use. 

;i manua, 
ol)e(d with 

on proce-
PC I a,-

An indication of at ]ow; one a;pect of 
0 redi t s- perv].sjion was the audit of Loan:: 022 and 025 per­
frmnd by Herrero, Vi].lalta and As1'sociate,; in March, 1979. 
This wanf, del.ivered to INFOCOOP in September, 1979 and for­
wirded to AID with comments in November, 1979. In only 
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three cases (UNACOOP, FEDECREDITO, and COOPETRAIN) was 
there
 any indication of improper use of loan proceeds by the bor­rower. 
In all three cases 
INFOCOOP had taken corrective
 
action.
 

As this was being written, we were in­formed of a decision by INFOCOOP's Board of Directors 
to
 
move the credit supervision function from the Financial

Department to the Supervision Department. 
 (The work of this
latter department, which is responsible for the legal audit
of cooperatives function and carries out other tasks, will
be discussed later). The reasons for this 
move are reported

as: (i) desirability of having different departments hand­
ling loan authorization and loan supervision; 
(ii) belief
that the Supervision Department has 
a better picture of the
overall function.ing of a given coop and can thus place loan
execution in 
a better perspective; and 
(iii) possible econ­omies of staff time. What effects the change will have

remain hidden in the future.
 

(g) Interest Rate Structure - The CAP states
that the interest rate structure set up in the Loan Agree­ment is designed to keep the cost of money to 
the coopera­tive borrower higher than the cost of money to 
the borrower

from a bank. The idea is 
to motivate farmers to "graduate"
from reliance on cooperative credit. 
The CAP states: "It
is believed that the farmer wil. 
in fact borrow cheaper

money at the point he has 
the capacity to do so." Trans­]ating this concept to numbers, the CAP goes on to state:"The banks market credit at an effective rate to the bor­rower of 8%. The corresponding rate for the coop borroweris 12% and is being raised to the vicinity of 15%."
 

It was on ',,. basi, of this philosophyand understanding of the national credit situation in 1974
that the Loan Agreemen+, as amended, provided for:
 

- INFOCOOP loan-, to 
coops or Federations
 
to %. Fta6 9 

- Federation loans to coops at 9 to 12% 
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- Coop loans to farmers at 12 to 15% 

According to INFOCOOP's Financial Depart­ment, as 
of June, 1980 the average interest for all active
loans in the Institute's portfolio was 7.38%, and broke down
 
as follows:
 

Loans financed from INPOCOOP resources - 10%
 

Loans financed from Loan 022 proceeds - 8%
 

Loans financed from Loan 025 proceeds - 9%
 

Loans financed from Loan 015 proceeds - 2.5%
 

Farmers 
were believed to be obtaining money

deriving from INP0COOP loans 
to cooperatives at 10 to 
14%.
At t'is same period (mid 1980), except for a very limited
amount of subsidized small farmer credit, banks were charging
18-20%. Also, there was 
-- and continues to be 
-- a squeeze

on credit availability.
 

It is obvious that the CAP strategy is
not working. 
Part of the reason, according to INFOCOOP,

is that AID is insisting that the interest rate structure

specified in the various Loan Agreemnnts be maintained,
 
even for use of reflows. 

There is no dis;cussion in the CAP of' pos­sible adjustments in interest rates; 
neither is there any
specific prohibition stated either in the CAP or the 025
Loan Ar-rcement. There is , perhaps , an iiijlication in theLoan Ag;-reement that interest rate. on ATI) fund<' are not tobe vqcied, since there is specific provision for changing
interest rates: relating to counterpart Funds, subject toAI)D ai poval. Nevertheless, given the rationale developed.in the CAP of maintaining a certain relationship between
cooperative and lendingbank rates, it -seems incon i.stentLhe part of AID to hold to fixed IN',OCOOP rate; in a".ituation where bank rates have gone C'r,nm 8 to 18%. "urther,there seems to be no justification what:oever for AID':;
insis tence on IN"OCOOP applying the Loan Agreement rate 
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to loans authorized against reflows. 
 mhe only reference
to reflows in the Loan Agreement is in Se,-tion 5.02, which
states: "All repayments and interest from the credit activi­ties of the Program will be utilized throughout the Loan
repayment period for activities associated with rural devel­opment for the benefit of the small farmer." This can in
no way be construed as governing the interest rates 
to be

applied to reflows.
 

There is no question but that the AID
position or interest rates for reflows 
is seriously damaging
TNFOCOOP and, in effect, 
helping to decapitalize the Insti­
tute. This position should be reviewed immediately.
 

(h) Use of Loan Repayments - In addition tothe interest rate issue related to reflows discussed above,]NPOCOOP states that AID insists that loans financed with025 recuperations be used for the specific purposes set
Forth in the Loan Agreement, i.e. marketing/processing and
nuricultural production purpo::es. This seems a very narrowi~lorpretation of Section 5.02 of the Loan Agreement, andexcludes the use of reflows for such appropriate destinies
a!; rural consumer coop operations. urther, this AID 
 posi­tion leads to the maintenance of an unnecessarily compli­cate(] bookkeeping system where the proceeds of any given
1oen have to be traced into perpetuity. It would seem de­
sirable to:
 

(M) allow reflows from AID loans 
to be­come comingled with other INFOCOOP resource,. and lose theirseparate identity. 

(ii) require IN7OCOOP to discriminate init,,4 record, between rural development and urban developmentcredit operations; and if possible for former,the between:4mn]] farmer and other rural development; to make periodic
report- on its total portfolio in this connection; and tomoritor Section 5.02 compliance on this basis. 
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6. Planning and Budgeting 
- The Planning Department
composed of two sections:
is Statistics ; and Programming and
Studies. The Statistics Section is 
responsible for data
collection and for research on the cooperative movement.
Planning and Studies section i 
The
 

also responsible for evalua­tion of INFOCOOP activities. 
 At present, each section is
staffed by three professionals.
 

(a) Statistics Section 
- The statistics unit
is 
now engaged in conducting a census of first degree coop­eratives, which was programmed fLir 1978. 
 It estimates that
the job will be completed in 1981. 

The PCI final report of September, 1978
indicates that there waF 
a lack of Information on what was
happening in the cooperatives in real life with the 
conse­quent difficulty in performing 
 analysis and designing
programs 

to set up 

to 
an 

deal with the problems. An attempt was made
information system, using the federations
gather data. to
It was reported as un-uccesful. 
The need

remains.
 

One has the impression that the Statis­tics Section is not making full 
use of the data which is
available within INFOCOOP in the record,,,
etc., trip reports,
of the various department ;. A central file, by co­operative, would help.
 

(b) 
Program Budeting - The Institute has
been producing an annual. program document or operational
plan since 1977. 
In 1979 an attempt was' made to produce a
program budget with the assistance of a PCI technician and
a Peace Corps volunteer. 
There is to be another attempt
in 1981. 
 The documents themselves show a good grasp of
program budgeting concept-.
 

The present accounting system does not
lend itself to implementation of a program budget.
TnFtitute hopes thaL when its The
accounting becomes comput­erized, this will become feasible,
as It will not, however,the PCI report point,, out, be that simple and mechanical. 
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At present, people in INFOCOOP tend to conceive of program­
mring and budgeting as two separate exercises, each of which
 
has its own purposes to fulfill. It will take time and 
patience to change this mentality. In any event, the use
 
of program budgeting will not necessarily resolve what the
 
Planning Department reports as its major constraint, i.e. 
getting the rest of the Institute to function along planned 
lines, whether expressed in a program budget or an opera­
lional plan. What is apparently lacking in this regard is 
strong enough leadership from management. 

In shifting toa computerized system some 
thought might also be given to examining duplications in 
fiinctions between the Audit and Administrative Divisions. 
The Audit Division has two principal functions: it acts as 
a Comptroller and advises the Board of Directors on finan­
cils policy and other matters; it also conducts a pre-audit 
nF all expenditures. It is in the latter function that 
ihre i.s probably duplication of work performcd by the Ad­

il ;'is trative Division. To some extent, this may be a con­
teqiuence of the general financial administration laws of 
Hhe 1OCR to which INFOCOOP is subjuct. Nevertheless, there 
m;)y be potential for manpower savings if the two operations 
are looked at as a process. 

(c) Planning Concepts and Techniques - Planning 
in basically an exercise in establishing priorities. In this 
connection, it is informative to examine flow the Planning 
DepartmeFnt goes about setting the prioritie: for the Insti-
L, te'"- technical assistance and project study activities, on 
which it devotes considerable time and enerfgy. As a first 

ft-p, a concensu.i is sought amongst all department heads on 
w,';hich cooperatives to earmark for asistance, keeping in mind 
the ff,-neral thrust of the current national development plan. 
A 1 it of 50 or 60 coops emerges from this first step. 

As a second step, a rather elaborate point 
.. is applied tc eich cooprative on the concensus list, 

and n certain number with the highest :;core (currently about 
'30) are then selected and programmed f'or technical assistance 
in the proprram year. Finally, using log frame techniques, a 
!Ipecifrc set of time phased action step.- are planned. 
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The entire exercise seems
out and carefully manage6. to be well thought
What appears 
to be missing are
policy directives at the beginning of the exercise, i.e.cording ac­to what criteria is 
the initial concensus
rived at? Should priority at a given point in time 
to be ar­

to coops with INFCCOOP be givenloans? Should special attentionfocused on assisting coops beto enlarge their membership?,improve totheir management?, etc. 

It is notvide entirely up to managementthese policy directives. to pro-One of the functions of the
 
t,o 
lanning Department should be to present policy alternatives
management. This is perhaps the weakest aspectwork of the of thePlanning Dep,,rtment.

z;ktent a reflection 
This, of course, is to some 

hiOWO'r, thi.; 
of the lack of an adequate data base.
is too simple an explanation. One
j ...... i of an abdication hat;s the im­of responsibilityhre in this regard.Planning Department is pushing for authorizationrreate 0 toan and f.1 Section. It"'nergris to begin 

would do better to use its
to fill the policy gap indicated above.
 
7. Technical Asistance to Coo2erative-, and Federations 

(a) LoanAreement Provisiorv;Weake r Co_2s ,_- and Assistance- toThe Loan Agreement, -e J.Ctoj Actjivitie-sunder Proect-1d oe t . ns specifies that: ".
-,nd adminis-trative • •technjcal as;i.;tance...
-upport will be provided throughJn order IN"OCOOPto strenfthen the managerial, technicaltional andcapaci ty of cooperative organizalion:; 
opera-

II llra ! er'vices ," The to provide agri­sum of :I1500,000w's oo tma,:rked for 
of' AlI) loan funds,this purpose. Up::':0,000 to :,;200,000 of thea to be provided on a bas i s bygrant 'N,,OCOOP,.,11A,,;O to(ime Afrarian Reform Cooperative Iederat .on) for"thn i eal a "s istance and adminis trat ive s-upport". 

J illm-iately I.L. No. 8 (November 25, 1975)after satisfaction . sued al­
i .(!. of condition,; precedent,1,fore the project beca,-e operational.,fr.t-om K tn deleted the re­i nGRD a ,,!R broad,iu the u;e ofi" "-tr'hnical as ;istance the ,$,200,000

and adinini-,trativeitptiLhon the .;unport tocapabilities of the org ani:;I: which promote

0,,,[ration of the 
cooperative movementn-, - is-tance on a priority basis, and which require... 
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The initiative for the change came from
INFOCOOP and apparently was 
the result of reluctance on
the part of the land reform agency (ITCO) to relax its 
con­trol of FEDEAGRO and of the FEDEAGRO affiliates.
position was INFOCOOP's 
only it 

that the funds should be spent on FEDEAGRO,if were possible by so doing to convert the landreform beneficiaries into true members of the cooperative

movement. 

Without there being any I.L. to support
It, the definition of how the $200,000 was 
to be used was
further broadened to

wll 

include first degree cooperativesas "organims which aspromote integration".t.,it,eventualy This acti­came to be known as the "Assistance to Weak(Ooop; " sub-project. 

Starting in 1977, there were many plans
prop:tred for the use of the $200,000. Initially1 o jv)eI; that it was;mo.st of the fund-vest.[ment project. and 
be us;ed for s;tudies of in­for traininpg of cooperative personnel...t,,r, it wa.s proposed to finance a mobile technical,,e,and traininff, unit. assist-Finally, 29 cooperativeinelidinf- f'ix entities,second degree entitie.;, receivedI 97e3 ;11nd assis.tance in1979. Approximately '';40,000 was, utilizedof Fice equipment to biuyfor the beneficiarie;.aiout equally divided between 

The remainder wasthe s7alarjes- of:,onnel to a mix of per­improve adminitration,
teqchnical experts, in 

e.g. accountant-,;- and
the various projects being executed;
and the costs of studies related to propos edAlrmn;t new projectsall of the cooperative. benefited,,JvinI, Loan were tho.s.e re­025 financed credit.
alI,-e ' ?Ieaker In thi: s;ense, the As;.;ist-Coops; s;ub-project can be conf i.dered as- a sub­

'lei-,,-ii(
lt of the credit activity of the Project. 
I;NFOCOOP manag,ement beli. eves;,. vi ty wa::, on the whole, succ e:;fu. . They 

that the 
regret that it-,n:* not pos' i.ble to utilize s.ome of theov. 1 funds to train co­. nabafr:: , due

l:,, ) v,,fltl the fund , 
to the short 

. 

period (es..en tiallyThra:],LJe record al:o -hows,t.l~q All) objected to thi; u-e of the fund!;, pres;umably,.l,: .i; that the onLoan Agreement calledii for the u(se of',I,O00of counterpart for training purpose:;. 
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The experience with the $,2.u,000 has created 
consciousness within INFOCOOP of the nee., for i (a) a revolving 
fund of some sort to pay for feasibility studies oi potential 
lending projects; and (b) a fund to assist in launching new 
cooperatives. Nothing has as yet been doi;n to bring these 
ideas to rcality. The Mission believes that this lack of ac­
tion is due in part to lack of resource:.
 

(b) Staffing and Punctions of the Technical
 
Asi-tanc, Dep rtment - The T.A. Department has two Sections,
 
one dealing with projects and the other with assistance
 
(,enerally. One has the impression, however, that personnel
 
nre shi-fted from one section to the other according to the 
)d',,, of the Institute at any given point in time. Thus, 

Ouring mich of the loan period, most of the personnel was 
! r 1Ked in cred. 0 project formulation, analysis;, and assis­
tJn<.e to coops n.ceiving loans in implementation of same. 
At pros,,ent, the empiasis may have :shifted the other way. 
In any event, the personnel stren(th of the I)epartment has 
rlfsen from seven in 1975 to 12 in 1979. Ten of these are 
ji f't", sionals, with the following areas3 of ;pecializationj 

Agricultural Economists 2 

Specialis;t in Accounting 3 
Sys tems-, 

Statistician 1 

Agronomist 1
 

Ag. Lnterpri.e Administration 1 

arketing Specialist 1 

Milk Production Specialist 1 

Total 10 

The type.s- of r:::i:-tanee provided to coops 
by the Department may be divided into three grouping:;
 
General at;sistance, covering such topic:, as, coop management, 
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accounting, and marketing activities; specific investment
 
studies which may or may not lead to INFOCOOP loans; and
a.,sistance in project execution of loans received from
INFOCOOP. 
The Supervision Department also provides
technical someassistance to cooperatives , especiallyarea of accounting system improvement and 

in the 
duplication there is somehere. Cooperatives also receive technicalaqLsiotance from the Legal Department, especially where
matters of cooperative doctrine are involved. 

for 
In an attempt to quantity the effortsthe three types of assistance made 

three dutingT, the 1975-79 period,s)ources were consultedi The Annual. "Memorias"; theOper'ational Plans for 1977,report. The data is-a 
78 and 79; and the PCI final 

exImple, 
bit difficult to disentangle. ;orthe 1977 operational plan propose.s assistancei iferent sort.s to 38 coops; ofthe Memoria coveringIndicate-, that -that yearT.A. (undefined) wa, providedA rea onable guess is to 75 coops.that "once overw'nf, lightly" assistanceprovided to approximately 50 coop,- in 1975; that this,'hopped to about 35-40 beneficiaries por year of in­tfrsl ive a',is,,tance morein 1977-78; and rose again to 45-50 bene­fl ,ric., in 1979. In relation to theseinterefstIng to note that 

numbers it isthe 1.978 Memor'ia reports thatenues:ts 116for technical assis3tance were received that yearfrom coo1,erative entities. 

According tothe the Operational Plansororras about and, 75-, of the cooperative, assisted in1977 (nd 1978 received T.A.
,,nl 1); of the Genera.] A,.,i,,tance type;W ximttely 

i.1 
)) 

;mile the 
10 

remaining 
received a:sittance project exp­in 


h, frml coop, receiving assis-tance
of specific investment instudIe. only correspondedt' )X)reximate]y 151 of the coopsi, this form of assistancei)p')'nb]y accounted for most of the Department's"o.'liiV', in thi-, period. time andAccording to interview1mntey data, appro­' 90' of the technical
:0r 11era ti ye, 

a.s is tance is to first degreeand only lof to :econd degree entities. 

(c) I'lethodolor[y.lative, expel.',imentF - Durin, .1977-78, at PCI ini­were undertaken with 6 coops in whatvYts known as the "multidisciplinary technique". In effect, 
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teams drawn from all INFOCOOP Departments were set up and
 
each team assigned a given coop entity with which to work.

Log frame and critical path analysis techniques were utili­
zed to determine who was to do what, when. 
Results were
 
mixed. This technique was replaced or perhaps refined, in

1979 by what is called "integrated assistance". Here tha
 
Pl.anning Department pla-rs the major role and, after r­coor 
ative.- are selected by the process discussed in the chapter
 
onePlanning, assigns personnel from different departments
 
to perf-wm specific tasks covering all. the above 3 functions
 
,ind otYers, e.g. trai.ning, as well. The bulk of the man­
powaer of the Technical Assistance Department is now being

used pursuant to this programmed "integrated" assistance.
 
The l)ejmrtment continues to respond to requests and pro­,Ides, some he]p 
on an ad hoc basis, but this is the smallest 
p:irt of its work. There is not much in the way of follow-up

nfJ; i.vi ty programmed, except in special cases.
 

(d) Conclusions - It seems clear that from a

1i',-orinel and methodoogical standpoint the technical 
 as­
: toce is. tronger now than it was in 1975. Whether or

noit the uses to which it puts its improved capacity corre­:f)flod to the needs of the recipients of the assistance is
 
not. known.
 

B. Education and Training Activities
 

(a) Organizational Arrangcments - The education 
:.rid tr ining function is performed by two separate organiza-
ti.On], unitsi the Education and Training D)epartment of IN:'OCOOP,
'nd -the National Center for Cooperative Education (CENECOOP).

Thie former is- an integral element of TNFOCOOP; the latter is,
in theory, a dependency of the National Cooperative Council,

j,:irri1 el to INFOCOOP. In practice, they function as two
Iru;"cOOF* ,I)0(partments The Council recently appointed an 8
 

rsn;,'oard of Directors for CENECOOP, but as of this writing
i. hei, not. yet, met. If the cooperative movement, as distinct 
fr',om INFOCOOP as an institution, does not soon ass)ume real 
,,,;,n1.,bii. ty for CENECOOP, the Center anc! its activities may 
, in.or-rated into the operations of the Educatiun and Train­ii,ir ,,,oirtnent. 
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In theory, there is supposed to be a division
 
of labor between the two units, with CENECOOP providing train­
ing to coop officers and managers, and the Dpartment training
 
rank and file membership. In practice, as the charts on the
 
repective activities of each indicate, the Department reaches
 
both groups. However, it is reported inat cooperation between
 
the two entities is good and that the detailed subject matter
 
covered by each is cQmplementary, rather than duplicatory.
 

(b) Personnel and Methodology - CENECOOP, which
 
was staffed by two people in 1975, rose to three in 1976 and
 
1977, and was down to one in 1979. At present it has two
 
technicians. Courses run one to two weeks and are taught
 
' INFOCOOP personnel for general subjects. Three to four
 

hundred people per year participate. For specialized topics,
 
e.g. marketing,accounting, enterprise administration, teacLers
 
arn contracted. About 50% of the 11 to 15 courses organized

eeh year are held in San Jos6 in the INFOCOOP building; the
 
remainder take place in different regions of the country.
 

The Education and Training Department had
 
a staff of seven in 1975 and was increased to eight -- its
 
present strength -- in 1978. In addition, there are three
 
poole in a Publications Section which is under the super­
vision of the Educational Department Chief. The Department
 
organizes and conducts courses, seminars, and workshops, which
 
tqn a maximum of 15 instructional houls per activity. The
 
.,n";l number of such activities has risen from 40 in 1975
 
to botween 94 and 134 per year during the past three years

In addi(tion, one session meetings and/or talks (55 to 75 
,w'year) Pre organized. When other, unidentified, acti­
, ,.s %re added, the total number of activities by year
riunF; over 200 as shown in Table 111-41. 

The meetings, courses, etc. are mostly
(.,nrnllcted by the INFOCOOP staff, which as far as the Department is
 
crnoeerned, is mostly composed of people with a general back­
re und in teaching and pedagogy. Some teaching services are
 

r.... pernonncl from other INFOCOOP departments on an
by
;vV-hoc basi. However, the Department believes that its 
trirno efforts are hampered by lack of its own specialized

,'nsn;onnol , e.g. accounting teachers. 
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Table 111-41 
Education and Training Division Activities 

by Year 

No, Activities No. Participat 
1975 114
1976 3,663

194 
 2,9991977 

159 4,876
1978 

242 
 3,718
 

].979 
 210
Totals 3,890

919 
 i9,106
 

(c) Orientation -
Department sees The Education and Training
itself as 
primarily an instrument to develop
cooperative consciousness, both in members of cooperatives
and in the general public over the long run.
taches considerable importance to 
Thus it at­

ers and students and would like 
its work with school teach­toprograms. CENECOOP branch out into mass mediasees itself exclusively as a technicaltraining entity for cooperative officers and management.
 

1975, (d) ionalEducationGroupstwelve regional education groups - In 1974 orITVOCOOP Sponsorship. were formed, underAll membersunteers of the groups(school teachers, officers of loca.l coops, 
were vol-

The function etc.).
the of the groups was toefforts of the cooperative work with and support
various local education committeescoops of the
erative, in theii' respective regions.
in each region were supposed The coop­
- Ipuort. Aside to provide logisticalfrom training and orientation (231;ere conducted sessionsby the Educationovrr the 1975-79 period for 

and Training Departmentthese volunteersrprirnary school teachers) INFOCOOP provided 
and for local 

no support totfh, 2 group. 

None of the groupsThe last two stopped is; activefunctioning,early in 1980. 
at present.

reason for the apparent The reportedfailure of the experiment was that 
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the local coops and their cooperative education committees
were not all that interested and, in any case, failed to
provide the necessary logistical support. Nevertheless,
Regional Group experiment has had the 
ports that some impact. INFOCOOP re­the local coops inCarlos, Tarraz5, 

five regions (Turrialba, SanNaranjo, and San Isidro del General) arepresently considering the formation of regional education 
groups. 

One of theput into effect) PCI recommendationswas that INFOCOOP should also (not
terials and financial support to 

provide ma­
one can read.ily these groups. However,see that from an administrativeit would be standpointdifficult for INFOCOOP te control and accountfor suich exp.nditure. 

(e)Tran.ing Analysis of DepartmentActivities- In terms of who of Education and 
the 

it--i trying to reach,,ci vitieL--o-f-the Department may be divided as follows: 

Activity__Table Reference

General Membership of Coops - items la & 2a 
Coop. officials & coop managpiment 
 - item lb
 
General Public 


- item 2c
 
Teachers, 
s.-tudents 
& Gov't officials 
 _ items lc 
e 2b
 
lU*("OCOOP staff 


- item le
 

participant-; The number of activitie; and numbersin each, by yea.,, offor each catefgoryin the Activity Table (111-42) and wi]. not 
is shown 

h, t-, be belaboredince no .,ifnificant quantitativefw,.jnod, trend; can be dis­except perhap. an increasin(r empha:; ist,, ''her:' and s'tudents- in recent years 
on ;chool 

k;m I, r or oneffort., of I t a]s;o appear,Lie department,irr' di~re quaniti tatively,.i at the general cooperative member;hip and att.anher,- and su,udents. 
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ture a~ Th PCeoI rOeport indicaes')a h0st 
o~ be .opoperat ivmendbti rethought.'toobeve the PC Iredtions. are 'recomT­not~taken' ver&~seriouslyfinds- that "thCe work with o'prty Ln thia ,area PCjfij~'a Ia~
 
:c~CO~WP'Ithis: -co'nnction,1 it wou sbem to'make 

~~se~cat o 0ENCop ac _th6e'D- ncaesoemhss btintepo~4and~numbereo oar nt rnmbe o n -.an orgediz'aC'-
deicte towrigwt '­coopertv management 

ga n a n a ed b u ... 
and.ofe a'S'~ 'j : n h s'n~ lfal ]. w p d~ e to' ICack~ i' er s n-. Alsol i-. 

chat h o (f~l .heYseto8ofh CENerOs ' reallyc I.'now>Whi t h Actiitie Th-
. ~ ' : ; 

Lawo.' empacooisngtoth Anualrm Rep-h'rb~ (eora-''rJ95indthat yer ofS pine t pa nplt s .pwr in e an v wieres e 
1,519erecoprtvfo ;isru 2l379) Iunitin and~hee 

' 

mao.J pnt fcsddbu ~bteida n lowupducessiv as'- CIpa t ale ,af-rsoct war'noravailable Ceer,'- itn tao aditd'C.'
 
that ~ (9f Phubevl
cii nsN b evfiy costtpro '-from,an
 

ynar-t year. 85 
 0 t (MmoA4 fo 95 

(h) COrilusilonsr- Iti diffioult to rie~Yat any Judgement as whte ~ 
Jing act ivitis -rnot thie education and train.of INFOCOOP improved kirer the Period ~-

C 

act execution, of proj$CFrom a quantitative standpoint, ithe effortIs Impressivel but it already was so 
NN 

in 1975. From a qual-

m->laerial taught, lack Of follow-up, and 

-C.ttati've standpoint, the problems concerning relevance of 

NJ4C 

:' ;tII nty wh ich rgnztoa '"1C 

were present nin 1975 stillzean ne
sovedThe experiment with re~ional volunteer educational
groups has been unsuccessful to date, but with futuepsi
hilities. uepsi
 C' 

C 
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On balance, one might conclude that in the
 area of education and training the Institute is reaching its
target groups in sufficient numbers; 
that its operations are
relatively efficient; but that the quality of its offerings

is untested.
 

9. Development of New Coops - As indicated inSection III C (1) of this report, there were 76 new first
degree coops registered during 1975-79the period. There
 were also five second degree entities created during this
period. The progression by years was 
 fairly steady as the
figures in Table IIi-43 show. )2/ 

The organizational unit presently responsiblefor working with groups desirous of forming a cooperative
i.; the Promotion Department. Before this1976, depart­ment was a section of the Education and Training Depart­

mq;nt. In 1976 the unit was moved to the Technical assis­tance Department. In mid 1977 it 
was constituted as an

indpendent department. 

Possibly as a result of this organizationalhO-iory, there is some confusion -- and possibly duplica­t~inn -- between the Promotion Department and the Technical
Assistance Departinent as regards assistance to existing
c:operatives which todesire undcrtake new functions. As
between the Promotion Department and the Education
Training Department, there appears to be duplication 

and
inassisting existing cooperatives in their promotional ef­

rnrts to expand membership. 

.2/ There i.- agreat deal of confusion between official
I'FOCOOP figures for .ew coops repi;tered, the Annual
Reports which give other nur,)bers for coops created,
and the Promotion Department records, which agree withneither of the other two sets of niumnber,--. The data
used here is registered (inscrita.;) coop,;, which iswhat the Planning and Supervi;ion Departments use. 



i. A-ziv­ - -" Dea-
ariEdc~ir
 

. OS 
1 7 

. . by Year and ubject Matter
No. No. No. 	 19 7 97 R
NQ 	 a1979 TotalsN o. No 
 No. No.
Ac. ar. 	 No. No.
Act Part ActAct. 	 No.
 

art. A 
 Part..	 Courses, Seminars, Act. Part. 
'Io rkshco !/ 
a. Easic Course for
b. Tr-1n. for coop5cooL mem1bers 12 450 
 7 175
mzmt. 	 25 759 8 19887C miees and coop	 24 548 2 4 0o 5 145 6 139 3 73 	

19 488 87 
c. Trgn. for Regicnal1,371	 54 841 13 173 81,420 

Educazion Groups )/ 17 338 ?/51 172 73 438d. Tr~n. of T-eachers 	 45 225 45 247d. Trm-. offficials i	 231 '1,420 
- 2 50 10 
 354 5 
 189 ­e. Tr--n. of IN:'oCOop - 17 593 

personriel 2 25 
1 9 

f. ,isceilaneous 	 3 41 4 44Courses 	 20 19 166 
4 180Sub-Totals 	 4 92 ­4 1 1 73-g- 9-	 1-34

73- 13 39 1N9 1,171 4562. Talksa. o ra nd:ceetinn - . -. .... _,=s- 11 5505 5 55 3 3 	 2
133ta 
 26 360 21 496
-'r 	 <....suen 63 1,539-s s 4 _ 3r .-un_a e e 	 - 52 1,334t1i 1,545 	 35 1,564 8738 1,245 	 2,8986 1,835 
88 4,625Su:-Totals 	

­

55 2.095 

3. 	 75 2,178 31 2,955 7 1Various 	 2,060 295 10.982Activities
(unidentified) 19 400 46 152 2534. TOTALS 	 30 185 60 59 168 1649144 3,663 194 2,999 159 4,876 242 3,718 210 3,890 919 19,106 
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B. CE[IECOP Activities bY Year and Subiect 
1975197 
 1977
No. No. 1
No. No. 
 No. No. 
 No. No.
Courses Part. Courses Part. 
 a 


C 
 os" 


1 39 
 1 24 


3 89 
 2 43 
 1 29 
 1 26

1 19 
 - - 1 23

5 137 
 4 117 
 5 121 
 4 94

1 35 
 4 121 
 7 150 
 4 107 


1aag 18--
1 

- 2 49
1 15
 

15 3 79 


2 57 1 95 1 20 1 


14014 395 14 320 15 378 


Matter
 

Totals

No. No. 
 No. No.


Cour
 
rses Part. Courses Part.
 

2
 50 4 113
 

1 30 
 8 217
 
-
 - 2 42
 
3 78 
 21 547
 
1 35 17 
 448
 

2 54 
 5 121
 

1 35 5 129
 

1
 

11 312 
 69 1,814
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Table 111-42
 

Footnotes
 

1/ Courses for cooperatives in formation are not included
and are shown in the Chapter on Cooperative Promotion.
 

2/ Includes one CENECOOP course for 38 Primary School
 
Teachers.
 

o]/ Distinction between sessions only for members ofRegional Education Groups and for indoctrination

of primary school teachers is not clear. 
Figures
presumably include large proportion of the latter.
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Table 111-43 

Year No. of New Coops Registered 
1975 

17
 
1976 


15
 
1977 


17
 
1978 


13 
1979 i2
 
Total 


81 
The Promotion Department states that it attends
to about 100 "cases" per year.operative endeavors is not 

How many of these are new co­completelythe 1975 clear. For example,

wo-rked 

Annual Report indicates that the promotional unitwith 26 groups with.inl,o existing coops; the 
the objective of integrating them1979 reporttiori Department responded states that the Promo­to 127 requestsIit,15 coops were for assistance andhelped to initiateThe 1978 Operational Plan assigns the 

new types of service. 
Promotionresponsibility for helping ten existing cooperatives in their 

Department
 
promotional endeavors.
 

ti ties 
As regards the formation of new cooperative en­(and possibly some of the assistance provided to
.isting coops), 
 ex­there is a four step proces, used:
Treliminary exploration, After a
as 
are rejecLed, a result of which most candidates
a socio-economic feasibility study is made;
hai 0 course In cooperativism is conducted a


mncrber.-; the group is assisted in electing 
for the potential


mrid finally, the officers pro-tem;
group is assisted ine.r. collecting funds, 
becoming operational,

!;11(!h setting up thetime account,,as the cooperative etc, untilis registered:L")uhis. and granted legalTn effect, although there is no legal basis, the
INelmrtment has been helping to create de facto pre-coopsthe last year inor so. 

tive data to 
There is little in the way of usable quantita-


Ioing. 
indicate what the Department hafi
However, one actually been
indicator is of some interest, i.e. the
 



- 141 ­

relationship between new cooperatives registered and basic
 
cooperative comprehension courses provided. The data,

which is incomplete, is shown in Table 111-44.
 

Table 111-44
 

Number of Basic Courses Provided to New Cooperatives
 
by Year
 

No. New Easic Courses for 
Coops Coops in Formation 

Year Registered No. Courses No. Participants 

1975 17 8 350
 
1976 15 
 11 275
 
.977 
 17 9 436 

1.978 13 4 N.A.
 
1.979 19 
 N.A. N.A.
 

The record appears to be less than satisfactory.

However, it should be taken into account that some now coops

bypass iriOCOOP in getting organized and refgis-tered, by deal­
ing directly with the Ministry of Labor. There is no legal
 
or other requirement obliging a group of individuals desir-

ouF-s of forming a coop to secure INFOCOOP approval before
 
requesting registration and thus legal status from the Min­
j!try of Labor. 

The Promotional Department had s even people
ass iuned to it in 1975. It now ha; eifght, of whom seven 
;ie profes:ionals. The profess ional: (proinotores) have a
mix of technical backgrounds: ,some were trained a,. primary
I.r,)ool teacher.:; others are graduates of the School of 
. .tini of llniver.ity of Couta :still oth-Service the Hica; 
LV,:: are ex-employees of the Government Community Develop­
i,-,, .itL ttute (DINADECO). Only two of the Prnmoters have
1,b,.n with the In!. titute for a year or lessf;. The remainder
 
,1 havp three or four years of experience with INFOCOOP.
 



~Ther'e ±e a goaaloitratotestaf'f of, the Prmoi .,nteatoettsteg.MAO, on4~oDearmet~ieepntieOeiAes 0fj FPLN' Th Deartment~tanpre-~coops in obtain T 9 assa3h:L ros Oudons e,. . FUECO S.a ngfn e a henp, m'oh
~In 4this conneoti uc ~ngeCcae t a th thei~ob e D e t e at .Often Ind4Pi-rpacctya.ut 

not6u fble -duar.
creditlisee id'ct ' 

Inter'view data'also ±hiatthere 
may~ ~ 

4b trdency -onhthe ,part of manageen 0opress or~thei~~>,~ c~ a~o~ f n w ooperatives withot due cons idrat i.on
oeithr' to, the ,quality ;issueor;.to~the alternatives of steer­

ignew. gr'oups ,towards entry Into existing coops. 4~ 
In cofcllusign as r g r s t e 1r j 't,b e 

tives, there is no evide nice o ,i d c t th ,th _f n i n 
>Of promotion o0f new cooperatives,isIs being perfom'ediiy:4',more efficiently now, than was the case in'l975 "The ad-.
vantages of settinig~ua-newp Departmn ith i fpoo~ t6~a,eucaionl~ and technical assistance functions are 

4 

;4 

A 

44. Coeative u vision - ThneSutrigatof Dietr ei for all coops to"Inteven Inviolaionsof the9 cooperative law >and to .In-.vetiat ad ecmmndactions' leading tdislio of
coprtvs AlsoPaccording4 to the law 0N'C~iPrfmsn an, audit, of eahcoop-ntity'at 

least.
onp vey woyer Such :audithsa aet"P~nalbi ty of the Supervision Dep~ isme e 

Jn addition oth bvstttr-nrlnton h Supervision Deparment has~been mkin~jn
orlInape t ions. and attending meetiope~~e.4a 

ng of Cooerat 
e 

4 

444 

477 
4a4:Ii 

4 
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Assemblies, meetings of Administrative
Supervision Committees and the like. 

Committees#


fold: Cooperative
() to determine whether The purpose here is 
two­detailed intervention; or not there is need for a more
and (ii) to providefuture action and/or identifytechnical assistance. for 

In connection with these various functions notedbeen 

above, it appears that the personnel of the Department has
Year (see Line 

in direct contact with all registered cooperatives
7 of chartties). on Supervision eachDepartmentIt would also appear that on any given visit or in­
activi­s-')ection, two to three of the activities listed1re crrie'j out. on the chart 

decrease in 
It will be noted that there isnnch yoar. the n,,mber of accounting a progressive

reviews carried out
The 
These are sometimes Cla'3i-f']edDeprtment says that as partial audits.]opy thisand that they have 

is duL to a
makIng progressively change in methodo_such reviews (starting inmore in depth than was 

19 76 )been
Previouslypractice. the
 

views made of 
Line 2c of the Activity Chart shows the re­
compliance.T,w. As with bondinga result requirement"that of thethere of this monitoring the Department reports 

is about 70" compliancehf olcve now, up frcnhigher. coops 40 in 1979were counted, the Percentage woild be
 

In additionto the operation, to the controlof individual function,;mrnt ontrols' cooperat i~ve?, re3ating
the receipt the Depart_by T1,1'OCOOPll,ision.,and of copies of"n(;'r'l' of' financial Boardive is,.upposed statements that, byh, fun,.try ,;end both law, eachof Labor. 

to to [NOCOOPThe financial and to:;tat:ment. are review­,d hI(he Department to ascertainp~i,,,,'!. I'l what ;ur:, arecontributions due from1"A ' 9, for to INVOCOOP.liquid (Theit, the profits shall law providescas:e 
of be contributedfirst degree entities to INpOCOOPunaffiliated with 



- 144 -


Federations; and 1% in 
the remaining 

the case of affiliated entities, with1% going to the Federation).shows the Department appears 
As Table 111-45to 
have been doing a good job
of monitoring these accounts. 

Table III-45 

Cooperative Payments_ to INFOCOOP 

(thousands of colones) 

Status as of 12/31 eachyear 

No. Financial 
197 1976 1977 198 Totals 

Staterments Received 
Amountp Due INFOCOOP 

Ar.,,nt Paid to Date 
A'oqnt Outstanding 

226 

352.9 

152.1 

0.8 

187 

450.6 

443.6 

7.0 

236 228 

860.4 764.0 

816.4 140J 

o4.0 23.3 

203 

1,119.0 

.919.9 

199 1 

1,024 

3,546.9 

1_,272. 

274.2 
As indicated earlier in this
Yard has recently decided to 

Report, the INFOCOOPshift responsibilitys,)porv(nion for loanfrom the Financial DepartmentI)rartment. to the SupervisionThe actual transfer, it,; impl ications in person­nel, etc., were not known as of this writing. 

The present level of personnel in1:; 1.1 - an increase the Departmentof three over 1975. SZvenposition:z of the 11are for full time work in the!r,rtient report:: that field. However, theall peronnel are not u uallyMo for Zn perviion Department actlvitiep and 
avail-

I,7P ntd 1979, there were only five 
that during

technicians active full11m, nn Mild work. 

Te ureneral impreq:ion, with,c ,, .i" that the respect to ProjectDepartment in perf',rrnng reaonably',, 1 ad that it hqs improved durinV the period,,,lion. ofU project 
1'tI. 1.i iep: 

'The decis icr, to combine loan supervis ton res'pon­with control functions &oes aainst all the 
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advice which the Institute has received. The use of the
 
Department's time and energies in attempting to provide
 
technical assistance is debatable.
 

1.. External Technical Assistance - The project 
provided for US$300,000 of AID funds to be used in procuring 
external technical assistance for INFOCOOP and for other en­
tities of the cooperative movement. 

(a) Negotiations and Initiation - This com­
ponent of the project got off to a late start. Bids were 
not received until August, 1976 -- approximately one year 
after INFOCOOP's plans for the use of the technical assis­
tance funds had been approved; and a technical assistance 
c ontra,':t with Practical Conceots, Inc. (PCI) was not signed 
until February, 1977. There were apparently some mecha­
nical factors, outside of the control of either INFOCOOP or 
the fNiS ion (i.e. errors in the publication in the U.0. of 
the I.F.B leading to a postponement of bid submission dates) 
ohi.h centributed to this situation. However, the major 
F,.kctors were undoub-,edly: 

(i) The requirement that all CPs had to 
be s~tisfied before any actions to procure technical assis­
tsnce were initiated. This requirement was later made the 
whippin(T boy for a multitude of problems;, including the need 
to extend the TDD. In a memorandum of record dated October 
1. 1977 dealing with this matter (TDD extens ion) the Mission 
D rf,€-,tor state.7t "In retrospect it i clear that the Loan 
Afreeerint was defective in not permitting disbursements; for 
technical. assistance until all conditions precedent had been 
met." 'Inderlying this CP/T.A./TDD relationship is the ques­
tion of ,.hat the technical assistanco wa; supposed to accom­
I,1i* h. The CAP gives the impression that the emphasis was 

to he on institution building. No major problems with the 
pY1ncement of cre,lit funds was envisaged and consequently no 

pific role for the external T.A. was contemplated it) this 
-, 1, .However, thc internal £,iss..on Evaluation of Autust, 

1977 tells a somewhat different story. in dealing with dis­
h'irsemenhs of US$3.2 million of credit funds for marketing 

http:state.7t
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Table 111-46
 

Supervision Departmept Activities
 

1975 19 
 1977 1978 l9 Totals 

1. 	Financial Supervision
 
TcEt i VIt -1e s 
a) 	Audits 
 - 1 6 8 
 6 21
 
b) Review of Accounts 152 82 26 
 15 30 305
 
c) Review of Financial


Dalances 
 226 i$3 228236 196 o3 
Sub-Totals 378 270 268 251 
 232 1,363
 

2. 	 L, ral Control
 
ActJ vities
 
a) 	 Revisions of Coop


Statutes 
 5 - 8 £ 9 30
 
b) 	 Spec ial 

Permisions 
 8 4 16 3 12 43
 
c) Review of Bonding


Compliance 
 124 142 161 215 235 
 877
 
d) 	Review of Board


D cjyion,, 
 Q8 125 20 
208 20 I,024

S1b-'Po tal 375 271 
 435 434 459 1,974 

3. 	S eciri Inve ti-ations
 

o]it,tion, etc.) 52 47 64 25 47 235 
4r. A .ttcnd.ncoat Coop

b e tsIn 178 79 99 86 58 510
 
5. 	Ce1 ra] TLhections 51 6024 40 17 229 
u. 	 J.o.8j 1,037 71.8 933 836 813 4,311 
7. 	 No. Coops Controlled 

3'16 335 )43 )48 350 1,072 
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and processing projects, it4'sta'tesi "WhilJe concerned about' 
the slowness ofdisbuirsements we feel.'that tetechnicJa ' 
assistance. now- being~ provided to INFOCOOP~ by IPOI has lagely ~>< 
cordreoted!INFOCOOP's inability to genert su--oet anq 4 

*,4get mobney flowing," 

~ ~,, a case canVbemade inW almost,While. 

LoanAan',Agreement'for moig'aedwt tchiaass 
~1Ftance Vithouwaitn g.,foracom 

j< qite clear jthat. in: this , articlr ntne h uo 
was c>aused: by~a shf',i~h ~~'pr s fth .i 
from, institution bu~ilding to' involvemenit in the operation-.
al~aspects of m'vingcredit funids.j1 

<4 

* (ii) The,6ther factor affecting initiation ' 

of technical assistance activity, was" the' long and- 'nvolved K> 
process of se1ecting.a"'contractor, formaliiing a'~ontract'' 

'"' 

and getting personnel 'on board. 'It took fouz months' (from A 

August to Novembe.r, 1976),to select acontrac~tor and nego­
tiate a contract. In this process, negot'iations were 'start­
ed and brokenoff~with no less'than four bidders," including:
the eventual. successful bidder (PCI).,. It took an additional 
three months to, formalize the' contract in February, 1977. 
Members of thePCI"'team arrived in-staggered fashion: one
 
each inFebruaryoivlarcht A ril,"and May and two 'inJune ,,,>
1977. 'Thus. it was not-unt 1 June, 1977, -- ~ four 'months 
after contract slgning'and 11 months afterz'eceiving bids 
that the technical assistance ,was,'flly operative s 

--

~ "~~-

An examination of the extens ie dcu

mentation daigwith cntaco selection~niateta
 
the principal cause of the long and c'omplex process was' the ~ 4 >
 
absence or a fit between the amount and types of services'
 
douired and the, funds available.." ~ 

(b) Technical Assistance Content PCI
-The 


contract provided for 91 man month-i of servcs'. In practice,

79,,an- months plus several months of time~ of a team lead L'who 

'wasrepace atthe initiation of work, wis provided. The
 
flfiemnteam operated from June' 1977 to August 1978. A 
 "'"" '' 

final report was submitted inSeptember 1978. 
 . 

http:funids.j1
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teejudgemts Some of the methyodological iu iovation(e g 'multidisciplinary, teohnical -assistance teams) ''havebeen discarded; others (eoge program budgeting):.have, notyet been fully applied, 'but on the Whole the technicalr. 
' 

assi~stance has had an impact o'n. inprovingrnethodologies.
PCI advice has apparently also? had an jimpa-t~odth6oga-
A , 

' '.'' 

As concerns 'the Education land Training
KDepartment< and its methodologies and, procedures, .the com­plaint is that the PCI technician was moru'6of a planneror administrator than an educator,", andthat he did nothave the stature or experience necessary to provide use­ful advice. It issuspected that u.nderlying this judge­ment wtaQ a difference of opinion between the Department
and the PCI adio a owhat its objectives should be.
 

-Training of'INFOCOOP and Cooperatives.
Entity Personnel" -Seven seminars were conducte-d and aconsiderable-amount of one onv 
one training'was~ undertaken.
The only measure"'of effectiveness available is interview
data and this is generally positive.
 

(d) Conclusions - The PCI report, in itsauto critique, pointsout that perhaps too much was 'ex­pected given the short~period of the technical assistanceeffort. (The IFB envisaged a two' to' three" year operation, "rather than the 15 month operation.vilch actual-ly took
place,. This seems a correct judgement. Nevertheless,
this evaluation also supports the PCI conclusion that over­all the technical assistance was effective 'and has hadlasting results. 

There have been criticisms on the partAof Individuals in the INFOCOOP management structure to theeffect that PCI, while an able firm, did not have a good
grasp of cooperative movements and' could not, or did not,
tailor its interventions accordingly. ,There isperhaps
aoe validity'to the comment. However, if there is faultto be found in this regard, this report would tend to'place the' blame at INFOCOOP's' door rather than PCI.on 
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In effect, the definition makes all 80 municipali­
ties eligible and sets the stage for somewhat personal and
 
subjective judgement, on a sub-project by sub-project basis,
 
of whether adequate public services are present. As might
 
be expected, this occasionally led to differences of opinion

h-ty.Lenn TFA.I and the AID Mission, with the conszquent delays
 
,nd frictions. In order to avoid this situation, and given
 
the objectives of the Loan 025 program, it might have been
 
(]e';irab].e to classify the 412 Districts into .,hich the Muni­
c.,ii.ilities are divided into urban and rural as regard I.i­
rVr1i]ity for certain types of loans, e.g. water supplies and
 
oi,,ctri tication while leaving other types of loans, e.g.

t-nimd maintenance machinery, open on a municipal wide level.
 

As concerns the training and technical assistance
 
Components, the IFAM document indicates the status of nego-

IiJtiols with various entities and/or planning and promises
 
th :;'ub!)mijssion of addenda in due course.
 

Durinng the next two months (June-July, 1975) there
 
,,.:, a .on .iderable exchange of correspondence between the
 
Vi!.,-iion and IFAM, in which the Mission went somewhat beyond
 
the CTp; and requested data on such itemsr as- use of reflows,
 
pi '-ri- for complying with special covenants, etc. , before
 
,muLhorizing disbursements via I.L. No. 3 on July 22, 1975.
 
A: p1,art of this exchange, the information and documentation
 
I,.,T: -'d~ng training and technical assistance was supplied to
 

As regards the handling of the CPs, it may be con­
]iided ':!:at 'he ,.1ission was somewhat more exigent than was 

.itrir:i,]y necessary. Nevertheless, the use of the leverage 
ii)w !,nL in withholding disbursement authorization did have 
pe, iLI"e .sub!stantive results at the price of only small delay. 

B. Loan and Counterpart Authorizations and Disbursements 

1. Authorizations - The Loan Agreement was modi"'ied 
ov e ra] tlnies . as concerns the use of AID rundc, (I.L. No. 12 

nf Aufrus;t 10, 2.976; and T.L. No. 37 of !.'ebruary 27,1978). The 
(:h;1fitre5 are shown in Table IV-l oi programming of project funds. 
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Table IV~l
 

Uses of Project Funds
 
(thousands of US$)
 

Original Agreement 
 Final Allocation
 
Counterpart 
 Counterpart


AID Funds Funds AID Funds 
 Funds
Credit 
 3,000.0 
 2,000.0 
 3,1.46.7 
 2,000.0
Training 
 225.0 unespecified 
 122.5 
 -Technical Assistance 175.0 
 130.8
(IFAr,1 Plarnning, Unit) 
-

_(75.0)
(P'inancial r4gmt.) (90.5) ­(100.0) 
 _ (20.6)
(Re~iczalization) ­
- (19,7)Totals ­

3,400.0 
 2,000.0 
 3,400.0 
 2,000.0
 

The decision to cut back on the training compo­nent was made early in 1976 an( correspondedan tLcJipat--d need at that mostly to an 
nical 

time for additional funds for tech­a<sl.tance. 

th* operations 

It took the form of deleting support for
of IFAM's education and trainingwhle mnintaining sectionwhat where essentially in-serviceactivi tie.s; trainingfor IFAM staff. It was onlydecP.nion in 1978 that thewas made to shift funds allocateds.l]rtance to credit, to technical as­
wliich had arisen 

largely as a consequence of difficulties
in connection 
tion of 

with the form that mechaniza­the financial services of IFAM shouldthe shifts, will be take. Both ofdealt with in further detail in other!-ections of the report. 

2. AID Disbursements
AiD - The first disbursementfunds (after the ofJuly 1975 satisfactionIn October, 1975 of' the CPs) was 
To3s ; AY-4. 

and related to out-of-country training atiK nds for the credit componentmove did not begin to,intJl March, 1.976, when an advancei,,,pre or revolving fund in the form of anlor /3.5 million (US$409,000) was 
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set up. The first reimbursement operation for credit did
 
not take place until November, 1976. The first disbursement
 
for technical assistance (reimbursement against an AITEC
 
contract) was made in April, 1976.
 

Table IV-2 shows the evolution of AID disbur­
sements by component and calendar year:
 

Table IV-2 

Disbursement of AID Funds 

(cumulative figures in thousands of US$) 

Totals Credit )/ T.A. Trng. 

12/31/76 716.6 572.6 110.2 33.7 

12/31/77 930.6 722.9 117.9 89.8 

12/31/78 1,961.0 1,711.1 130.8 119.1 

12/31/79 3,396.6 3,146.7 130.8 119.1 

5/3-1/80 3,399.7 3,146.7 130.8 122.2 

As can be seen, the entire loan amount was
 
disbursed, with the technical assistance and training com­
ponents (as revised and reduced) completed by the end of
 
1.978. Forty per cent of the funds allocated to credit were
 
not disbursed until 1979-80. This appears to be a conse­
quence of the slowness of municipalities in actually exe­
cuti.ng projects. IFAM reports show that by the end of 1977 
sufficient sub-projects had been formally approved to com­
mit the entire AID credit component.
 

Even allowing for start up delays, which in
 
the case of this project were not unduly protracted, the 
obvious conclusion is that in the r'..itial planning in­
tufficient time was allowed for sub-project execution. 

))/ Includes advances 
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3. Counterpart Disbursement - The accounting for
disbursement of counterpart, all of which related to creditoperations, was handled in a rather complex fashion. Ini­
tially, a ratio of 60:40 for AID and IFAM contributions,eriypectively, to each sub-project was established. However,
rince certain of the sub-projecLs, e.g. road machinery,
consisted in their entirety of imported equipment, AID
.Onanced 100;1 of the cost. Thus, it became necessary

P;'qdy the 60:40 ratio on an aggregate basis. By April,

to
 

. .9 the record showed that, on an aggregate basis, IFAM
W, e;]eeded its commitments. All indicatiors are that
he cnunterpart (both from IFAM's resources and from the


('M* rant) were available in timely foshion as the 
 credit 
cl'?ations took place. 

C. Critical Assumptions - There are two types of
tidr)ying, assumptions 
 found in the CAP: explicit and
"rI iRit. The CAP states as an explicit as;umption, that

iiproved rural infrastructure and services will slow

s', r.ral-urban migration. The validity of this assump­

be te-ted at present. 

A s"cond explicit assumption is that: "by pro­v linr rural municipalities with Yetter planning and
 
mona erial resources and making 
 fr'i p cing available for
.aral projects, municipalities .nd central gov r,,;ent


profne will develop a more permanent, colaborative

vn1 di;ciplined relationship based identifiedon real
,'ioritler at cantonalthe level." 

Imp)licit in the Special Covenants of' the Loan
Arreer lent (Section 5.05) dealing "itn the land tax, isth, =mptJon that the Central GOvernme ,t executive
,';,nch and the legislature were desirous of improving

W,, fr ncria ial situation of muricipal governments.
 

The ]oF Frame prepa.red by IFAfM1, as part of itsPuIil,,tinn plan, under criti cs! assurmptionN states the 
m, .er more succintly. "Act've and opportune collabora­
I.oin from the Legislature aid thu Controller General..." 
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Table IV-3
 
Personnel Evolution by Functional Grouping
 

Increase
 
Present 
 192iPresent 

No. I No. j Nc_.
Policy I Overall Mgmt. 
 25 19.4 26 13.2 1 
 4
TKunicipality Serv. Units 
 60 46.5 107 54.3 
 47 78.3

Suipport Units 
 44 4.1 64 22 O. 032.5 

Totals 
 129 100.0 197 100.0 70 54.3
 

TableTV-k 

Personnel Evolution by Level
 

Increase
1976 Present 
 1976 -Present
 
No. V, No. 
 7 NIo. -7­I:yective and 
 43 33.13 66 30.5 23 53.5 

ref- siona.! 
Tchnictl 

Administrative 
32 

54 

24.8 73 

41.9 _8 

37.1 

29=4 
41 

4 

128.0 

. 
Totals 
 129 100.0 197 100.0 
 68 52.7
 

Using the admittedlyriven nbove, arbitrary definitionsit would appear that approximately two-thirds
of the increase in staff has been of people with post sec­ondtrv trnining. Some of 
[heir 'ay to 

these are unive. i Ly a tudents onbecoming "profess ionals,". Never the] ess ,r:peted that it
the rapid increasei; 

to ,Sme extent, in personnel numbershave been taking place at the expense",f ,nlity. 
This concern 

.h:t.! n t about 

is somewhat mitigated by thehalf of the increase,"" 'lr,1 ns. gFned 
in this category areto the Land Tax Section of the Tchnical,-"i'tance Department. 
At the Profe:: ions]/i:xccutive level,nyi rnl ey 501 of the increase is located in the Opera­i,,, Department (mostly in the Engineer ing Section).
 

4 
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Wo Finanoial TIn lioa'ions, Thapo ert ~on4exendt~reof Fws dsgrat-d h -,,'the' Ano 
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fopi Loanp0Q fi keMpt a se t~oQ
 
bgu t liq ui dat ion sia nd4 T'BRD f±pa nc~ 
 pr j e t I n er:n. Zeld~n). Tble IV-S hows the results of th'esecalcuJlati~o .l
 

:i~'; 
 ,, ,TableI 

~Operational Expenditure~by' FunctAonal Gr'oupiWn 

4 Increaae ~ i 

Trotal Operati.onal
Expenditure 13420.1664. 

Expend itu re on

S ~ 2.4 3. -At NA
aPr~ogr'ams 


STotal Net 01f
 
p Qaa-rogam 

-

1.0 100.0. 16.l 10. 
 -
~'7~ Management 3.3 30.024. 24. 0. 2. 

Service ,Units 43 38.8 :'~7-5 45. 3.2 74. 
-- :~~ Support Units 3.5 314 . 30.3 1.d 42. 1..4't~~44 

n end Overat1. 

most of the increase is 'the .result of the croation,o -a ~~'
 

I' 'the Policoy ?anaketent4,area 
Relabln"Oc ceini 1977. In ~the Mncipaiity Ser- >~111oe Units, theA'2juinicra co responds: to .the,iraation in:1979 of a unit for' promotion 'ofoistrict Coun--~>' ,,oils r a,.75% ,increase in Legal: Deparlm~ent expenditu rer and65% and-1?3%increases,, respectivelyQ'ln'tI exoenditur'ea "-4" 
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of the Operations and Technical Assistance Departments.
in the Support Units, the Financial and Audit Departments
incrcacod their expenditure by approxiwately two thirds,
while the Administrative Department increa;ed it; expendi­
ture by only /0O{ 

(d) Comparison of Personnel and Operational
Cnsts snd Increases - If one compare, relative increases
7in numbers of personnel and operational costs by functional 
,Q(wupinF (Table IV-6), it would apper ' tho t the Policy and(vrl]. 1,Nnagement function is abs orbinr a di proportionate
j,,rcenrtnre of the budget at the xpen;e or the other two
 
fncti, nal areas. However, 
 before arriving at a definitive
,nime1uion in this regard, it would be necen;ary to dis­
arornte the former expenditure cate,(o).y L") i reater ex-

Uot t}hnn has been possible, rince it i, c eoncivable that

M;,y mi !c] aellaeous type expend itu res ar'e 
 bried in the 
.,IpTt of I he units which make up the p I i cy amd general


mingemreent functional area.
 

Table IV-6 

Comparison of Percentage Increase
 
197 -79 in Personnel .N.. h -i
 

and Operational ExtrendALure [
 
Functional Area 

Per;: onne 
lumbelrl Expenditure 

Policy and Overall 
,anagement 4.0 21.2 

1,nicipal Service Units 78.3 74.4 
;Ipport Un its 50.0 42.9 

Total Increase 54.3 49.8 
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are well motivated and think highly of themselves and of
IFAM. At the Department and Section head level, incumbents
 
seem to be well prepared and knowledgeable about their

su,.bjct matter. 
It is claimed that turnover is low, but
there is no data to substantiate this. 

This apparent contradiction between in­adequate personnel management practices and a good to

acceptable personnel situation is probably due to three 
factors:
 

- the general expansion of staff and

of consequent openings for promotions.
 

- a deliberate policy of promoting from
within the Institute. 
 (Whether this is always desirable
 
is open to question).
 

- a very liberal policy on providing or
assisting with scholarships of varying types for IFAM per­
sonnel.
 

(f) Transport - The motor pool is being in­crcased from 12 to 16, 
 with 13 new vehicles now on order.

This will better but not solve the transport problem.
 

Of more interest is the experiment withallowing employees to use their own vehicles for work under 
a mileage arrangement. Three technician., now have such"contracts" with IFAM. However, the Comptroller General
reg7ulations governing these contracts are unduly stringent
and will undoubtedly limit the use of this technique. 

In 1977 the Institute considered and re­
jected the idea of going beyond inileate arrangements andalso selling/finarcing adquisition of work vehicles byn,91if ed personnel. The possibility of resolving the
transportation problem in this fashion should be recon­
si dered. 
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(g) Inter-Departmental Relationships - It is
 
generally recognized by Department Heads that there are
 
inter-departmental coordination problems, but everyone also
 
states that the situation is improving. 

Where an absolute lack of any coordination
 
or even interchange of information i:s noted is between the
 
Planning Department and all other deoartments. The situation
 
as regards the Technical Assistance and Operations Depart­
rncrts certainly needs improvement, not so much in the area of
 
proj'ect supervision as in the area of planning new projects
 
arid, the interface between administrative/financial improve­
ments at the municipal level and the consideration/approval
 
of new credits.
 

There is some unnecessary movement of 
paper and duplication of activity between the audit/adminis-

Irat ive/and financial offices. However, given the emphasis
 
in all public sector Costarrican institutions on control,
 
tlhe problem of duplication and overlap in IFAM does not seem
 
too serious, in the sense of causing delays in procurements
 
o(n] payment actions.
 

(h) Mechanization of Accounting and Other Data -
National Cash Register electronic equipment is being installed 
an(] programmed in December, 1980... I!t will handle all Financial 
Division operations (e.g. payrol]JX, credit balances, functional 
accounts, etc.). It is not clear to what extent the equipment
w;il be used for any except Financial Department (and perhaps
s-'uch Amini-s-trative Department function: as inventory control) 
rrposes. The Financial Department .al.so a bit vague as to 
the effect of mechanization on its personnel level; e.g.
wh.iether it can or should result in amiy ,.avings. 

(i) Regionalization - A regional office in 
Gmnacaste was created in 1980. It ',staffed by two profes­

i nnal], a secretary and a chauffer. 1H,:;sntially its functions 
to provide direct technical a-,si.tance to municipalities in 

t;he region. The experiment is viewed wi.thconsiderable scepti­
ri,'m by several Division and Section he.ds. It is causing the 
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usual problems withi regard to delegation of authority, the
 
limits of which have not been defined. Also, since the
 
regional office does not have the full array of talents
 
available in all IFAM Departments, a price in inter-depart­
mental coordination and back up to the technical assistance
 
is being payed for more on the spot T.A.
 

While it is undoubtedly too soon to judge

the results of this first attempt at decentralization, one 
wonders whether all the implications (e.g. inevitable staf­
fing increases) of a full scale decentralization effort
 
have been carefully thought through.
 

(j) Composition of the Board of Directors -
All seven members of the Board of Directors of IFAM are
 
appointed by the Council of Ministers of the Central
 
Government. At present, there is no representation of 
municipalities on the governing body of IFAM. It is gen­
erally believed in IFAM at the technical level that this
 
is a deficiency of the law. There have also been some 
sporadic indications of interest on the part of Municipal
Councils to bring about a change. At present, some con­
sideration is being given at the IVAM policy level to seek­
ing authority to include two Municipal Council or Municipal
League representatives on the Board of Directors. This is 
a step in the right direction, even if a very timid one. 

(k) Internal Reporting - The Institute uses 
a system of six month reports by the individual Divisions 
on work accomplished during the semester. An examination 
of a few of these reports indicates that not very much 
thouht has been given to determining what information, 
in what form, is needed by management on a continuing and 
comparable basis. Instead, the report; examined contain 
a great deal of gratitous information, e.g. numbers of 
letters received and answered. 

2. Financial Structure - A ,ummary balance sheet 
for the years 1975-1979 is presented as; Table IV-16. Also 
a summary set of cash flow account:s wa:s constructed from 
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budget liquidation documents 
1979. for the years 1976 through(The only copy of the 1975 budget liquidationdocument in IFAM was 
on loan to University of Costa Rica
students). 
 This cash flow data is presented in Table
TV-17. 

(a) Capital Formation
jections Through 1977 in this regard. 
- The CAP made pro-

Comparing the CAPfirures to Table IV-16 data for capital and reserves

f'inds the following: 

one 

Table IV-8
 

Capital Formation: Comparison ofCAP and Actual ri:r__s 
(millions of colones) 

CAP Actual
 
1975 
 67.0 
 53.9
 
1976 
 83.2 
 66.o 
1977 
 100.6 
 84.6
 
1978 
 NA 183.9
 

It would appear that the CAP projections
were realized with about a six months delay factor which
wa:- overcome in 1978 when receipts from donations increased 

dring 
Capital and reserves incr'eased overall,-the 1975-79 period by'Tie V129.6 million,rate of increase or 249.4%.was quite constant,hu1 exceptmI in 1978 when for aV25.0 million in Loan 025r)n't funds and its counter­were received, as shown in Table IV-9. 

(b) Liquidity
'nhr,wn a picture of 
- Except for 1977, IFAM hasexc4- s liquidiLy,Hrnd rV-1.1 show. as the T,-blec; IV-l0A better job is now being done of making 
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cash flow projections for the capital account in order to
 
get a better handle on this situation. Looked at as a
 
percentage of total assets (Table IV-11) 
the liquidity

problem seems less sevious, but given the nature of IFAM's
operations is still not justifiable. 

Table IV-9 

Rate of Capital Formation
 

Increase Over Previous Year
 

Amt.
 
(W millions) 

1976/75 12.1 22.4
 

1977/6 18.6 28.2
 

1978/7 60.6 71.6
 
1979/8 38.3 
 26.4
 

Table iV-lO 

Liquid Assets, Amounts and Rates of Increase 

as 
Amount 
of 12/31 

Increase over Previous Year 
Amount _ 

1975 11.7 
1976/5 17.8 6.1 52.1 
1977/6 8.3 (9.5) (53.4) 
1978/7 18.7 10.4 125.3 
1979/8 31.0 12.3 65.8 
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Table IV-i
 

Liquid Assets as % of Total Assets 
1975 20.0% 
1976 20.9% 
1977 7.8% 
1978 10.2% 
1979 
 12.8%
 

(c) Loan/Equity Ratioc 
 - The relationship
between Long Term Debt and Capital-and Reserves (TableIV-16) is shown in Table IV-12. Almost all of the debtha-) been incurred to finance land a6quisition and cons­sttr'uetion for the'wholesale market (CENADA) . It is planned
that the service of this debt will be shifted to CENADAwhen the wholesale market begins to operate. Even withoutIthis step, the loan/equity relationship is quite healthy. 

Table IV-1.2 

Evolution of Loan/Equity Relationships 
1975 1.22 
1976 1:4 
1977 
 1:4
 
1978 
 1: 4 
1979 
 1:3
 

(d) Sources and Application of Fundsexamination of the income and expendture 
- An 

TV-17) shows cash flows (Tableno unexpected or unexplained irregularities.Molirments away from normal curves are a result of the fi­nu,,cing of the CENADA operation. 
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(e) Evolution of the Loan Portfolio - As 
Table IV-13 and IV-14 show, the value of the portfolio
has been increasing year by year, but decreasing as a 
percentage of total assets. This again is largely the 
result of the CENADA operation. 

Table IV-13
 

Amount and Change in Portfolio by Year
 

Value Increase over Previous Year
 
(millions ') Amount % 

1975 41.5 - -
1976/5 58.8 17.3 41.7 
.1977/6 85.5 26.7 45.4 
1.978/7 107.5 22.0 25.7 
1.979/8 134.5 27.0 25.1 

Table IV-14 

Value of Portfolio as % of Total Assets 

1975 70.9 

1976 69.0 

1977 80.5 

1978 58.5 

1979 55.3 

It is also of intere'st to examine the 
evolution of the numbers of loans included in the portfolio.
The data in Table IV-15 shows that while the total number ofcredit operations has been increasing from year to year, 
!-ie number which had not started to diiburue have been de­
(rerasinf steadily; definite progress. 'he table also shows 
,,at by 1979 approximately 50/ of all 1I"AM. loans had their 

,,rce of financing in AID. 
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Table IV-1 5 

Numberby Year, Source ofof Credit Opefr2tions'J an 'fyan.'nanc.,. a taud S a u 

1975 17 197-7 1978 1979
1. Loans Disbursi n 

a. AID Financed 33 40 
 54 69
b. TFAM 7,inanced 91 
_6 2 90 94L 

Sub-Totals 
 88 118 149 
 159 185

2. Loans__A_pnroved,biut not Dic-burs3Ing 

a. AID Financed 20 20 1-7 12 ­b. i"AM, Financed 20 20 l 1 22Sub-Totals 40 40 34 29 22J. Overall. Totals 128 158 183 188 207 
The amountsgible. Amortization of loans in arrearspayments is negi­io~a. portfolio in arrear:s as percentagehave declined steadily of

from 3.1," to 0.7ain 1979. Interest'oloares paymentsin 1975 in arrears, whichhave been running were 593.100at 1,400,000por, year, in the past four to 0450,000 
PQ-?'f'ormance years. ','lhilc this reflectsin terms good
n, i; olite so good 

of money values, t1? performance isin terms of numbers;,nr of' creditr,lmbebrs of municipalities operationsi 1 arrea2,;.lo.5,,! in arrears The numberhas risen from 37 in of 
Ih niumber of municipalities 1)75 to 45 in 1979;with loans in arrearsrjisfn From 27 in has1975 to 34 in 1979. 

oirse, This very low ratedue to provisions of the of arrearage is, ofFrom law unvcv whichTFAi.. to the Contro"llrC cneral 
a simple 

udlget approvals freezes municipaluntil the IFAMI debt .,; cleared. 
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Table IV-16
 

Summary Balance Sheets 1975-79
 

(millions of colones)
 

1975 1976 1977 


Assets
 

1. Liquid Assets
 

a. Cash 	 1.2 3.7 3.3 

b. Temporary investment 10.5 14.1 5.0 


Sub-Total 11.7 17.8 8.3 


2. LoAn Portfolio 41.5 58.8 85.5 

'3. Accounts Receivable 

a. Uncollected interests
 
& commissions 2.0 2.1 2.1 


b. Other 0.3 1.7 2.6 


Sub-Total 2.3 3.8 4.7 


4. Physical Assets
 

a. -lachinery and
 
Equipment 1.3 1.2 1.8 


b. Land and Buildings ,5 3.4 


Sub-Total 2.8 4.6 7.5 


5. 	Other (Inventories 
Fre-Paid Costs) 0.1 0.2 0.2 

Totals 	 58.5 85.2 106.2 


1978 


9.4 

9.3 


18.7 


107.5 


4.6 

16.1 


20.7 


1.6 

35.2 


36.8 


0.2 


183.9 


1979
 

1.7
 
29.3
 
31.0
 

134.5
 

6.7
 
1.0
 

7.7
 

1.8
 
68.0
 

69.8
 

0.1
 

243.1
 

(continues)
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(Table IV-16.. .continues) 

Liabilit.i es 
197 .1976 1977 1978 -1979 

'1. Accounts Payable 

a. Taxes to beDistributed 
b. Other 

Sub-Totals 

0.3 
1.1 

1.4 

0.4 
1.4 

1.8 

1.6 
0.2 

1.8 

0.9 
i= 

2.6 

1.7 
2_. 

5.0 
2. Funds Withheld for 

bonuses,scurrty, socialetc. 
3. Longr Term Debt 

4. rCapital 9 Reserves 

0.6 

2.5 

0.6 

J6.8 

0.5 

19.3 

0.3 

35.9 

0.5 

54.1 

a. 
b. 
c. 

Legal Reserves 
Training Pund 
Capital 

Sub-Totals 

5.4 
0.6 
479 

53.9 

4.4 
).5

61.1 
6S.0 

4.7 
0.5 
9 4 

84.6 

5.0 
1.4 

138.8 
145.2 

5.0 
1.9 

1766 
183.5 

TOTALS 58.5 8j.2 106.2 183.9 243.1 
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Table IV-l 

Cash Flow Accounts 1976-79 

1976 122 1978 19791. Amount in Bonds, Caja & Temp.Invest. from Previous Year 11.7 
17.8 
 8.3 18.7 
2. iNew Tncome 

a. Taxes net of transfers
Land Tax 

7.3
Sales Tax d.8 10.5 10.7 

iTported Liquor Tax 
4.5 5.4 7.4 8.3 

Domestic Liquor Tax 
(1.0) 3.4 3.6 5.1
4.4 3.2 4.__13i


Sub-Totals 

15.2 
20.8 
 25.6
b. Loan Recuperation 27.9
 
5.5 
 5.7 -.0.9 9.4 

c. InLerest Reccipts

T'rTm ons 3 9 4 7 7.0 9.0 
"roiTime Deposits,


Bonds, etc. 

1 
 0.8 
 0.9 
 2Sub-Totals 

5.0 5.5 7,9 
 10.7
 

d. Donations 
 .Subsidies
 
25 ids1025 Counterpart 8 8.8 12.3


•TFA1,!CE;''ADA Bonds 
 6
S ond- - 5.0Other CUUAA 1.7Subsidies ­2.2 3.6 20.0i -Sub-Totals 
8.3 5.4 
34.8 14.0 

e. LoanR e ets
i'_, HID DRENACA) 2.406 2.9 
 - 1.7-
Lanco a!, de Costa Rica 

12.6 20.8 
F -0'87 7 E (DRENACA) 

_
'iL-o tajo _-,, 
 -- - 1.42.0 -
' -To LaeIrS 3.0 
 2.9 16.o 22.5 

Comi i :,ion andJl:.))ection Charges 0.4 0 5 ­o- .4Cia.le
,and

Advance -0Tir'ce] on Sales Tax .2arleos 10.00/'~ 0.­ -.
OJ-0 . 

-
hb- To tal 10.9 1. i 0.4 10.9TotalIs New Income 
 47,9 111.4I ()!J.6 96.7 
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(Table IV-17.. .continues)
 

197. 1977 1978 197
 

3, (Totals of Items 1 and 2
Available Resources) 
 59.6 59.2 103.9 115.4
 
4. 	Operational Expenditure
 

a. 	Personnel Costs 
 9.o 9.6 
 10.9 13.6

Banco Popular y Asigna­

clcn Familiar quotas 
 0.;' 0.13 
 0.6
 
Sub-Totals 
 9.2! 9.9 
 11.3 14.2
 

b. 	Non-Personal Services 
 2.7 1.9 
 2.8 3.2
e. 	Materials & Supplies 
 0.7 0.5 
 0.5 0.7
d. 	MTachinery Equipment 
 0. 1.1 0.2 
 0.2
 e. 	 Scholarships, Contribu­
tions to Int. Org., etc. 0.2 0.5 
 0.4
 

Sub-Totals 
 13.0 13.9 
 16.0 18.7
 
Debt Service 
 0.5 1.3 
 4.3 8.0
 

6. 	R[xpenditure for Land
 
H,,rchase Construction 
 1.5 2.9 
 31.7 20.8
 

7. oans to Plunicipalities

(TDisursements) 
 22. 3_2. 32.5 
 36.1
 

. Totalp Expenditure 37.3 50.5 84.5 83.6
 

9. 	Falance (TItem 3 minus

Item ) 2/ 22.3 8.7 
 19.4 31.8
 

./ This is how this item is shown in the ]FAM accounts. 
 It
corre<sponds to a loan from the "A.-;ignaciones r'amiliares" 
pro(i r. However, IFAM and Asig. Fain. are negotiating,in -angement under which the loan will. be converted to
a Frant and IFAMI, for its part, will convert loans to
V runic~ipalities into rrants . 

lfe' 	'c, 'I r ircp: b1etween item . , i t .,i,,1) I , J' arid 1979)cor­r:;pond to small amounts (e .,. ad\ ianc payments by Munici­p. Itr1);whi ch are not reflected ri 1lie budget and it,,s li­qlA i ,t;on. The large difference ($11. mil i ion) for 1976-77corue:'*)c-,nd!s to ar unexplained ]nciea,:-e ill 	 liquid assets
(Ovupevaz v ) which war,never track ( doWii, but for which ag(,rieral, adjustment was made with (Ion troleut' (;otieea]. ap­
proval in 1976. 
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3. Credit Operations 
- As indicated earlier, there
has been no meaningful definitioning between urban 
which permits distinguish­and rural municipalities.March 1980, the However, inPlanning Departmentdocument "El of IFAM in its studyRegimen Municipal de Costa Rica"mufnicipalities classifiedinto five categories, onweip1,rhted rankings the basis offor population,force, urban/rural population area, agricultural laborratios,:i and municipal incomed expenditure. There are questions which could be posed
(,ncerning, the methodology used, but for presentJ'.0. disaagregating credit operations, 

purposes,
the categorization


1l adequate.
 

The calculationshiave and commentsonly been performed for loan which followapprovals, disapprovalsrind annulments. It would be interestingi rib e to develop com­data for tne portfolio,];ncps i.e. disbursementsV 1 to be disbursed, andbut time did not permit. Sincediz,....o regation has not been undertakeni;.'i, e.ither for approvals or portfolio, by 
:rn,1jn, e with this I"A.4 may wish totype of analysis for management and 
rol jcy use.
 

The above

define:-s cited Planning Department documentthe five categories of municipalities in ratherlroad terms as follows:
 

Category 1: 
 1 Municipality (.,an Jose) 
Category_2: 14 f.unicipalitie.the country's industry is - Where most oflocated, asrvrice well as commercialjobs. f.1ostly andcantons in the metropo] itan area, butincluding the Lim6narea ,; , and Puntarenas ports.althouuh taken as In general, urbana whole, 44. of lhe ropulation is c,r i dered rural, 

Caterorr93: 19 TrI niipa,_,'u t oriented agriculture l ities .- areas where(except forf,;i,,cally rural; bananas) predominates;in aggregate contain; 25.J;/ of,2.; of all municipali­national population; 25,)' lando" national 
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Table IV-18
 
Loan Approval, Disbursements 
 and Amortizations 

1976-79 (millions of colones) 

1976 19_7 1978 1979 
Cumulative value of LoansAppro,,ed 159.4 199.2 
 208.8 218.4

(Jilmulative amount disbursed 
 67.1 105.0 134.4 
 174.4

C mulative amount amortized 8.5 
 19.5 26.9 
 40.5
 
. 'ferences Between
 
'v7p!(vo. s and Amortizations
 
(a) Amount 150.9 179.7 181.9 
 179.9

(1) rereentage 94.7 90.2 
 87.1 82.4
 
h1Ffercnces Between
 
I~iJ'2.r..ents and
 
I,mo [i ? ions
 
(o) ,mount 58.6 85.5 
 107.5 134.2

(1) Percentage 87.3 81. -4 80.0 76.8
 

In 1980, there seems to
.oreprosperous municipalities: be a shift towards 
:h,, far this 28/a of the operationsyear are to category 2 municipalities,hrcn andded io category 3 municipalities, represent:s 63.8/IF!tienumber of operations.

1c, 197 - 9 period. Again, 
This compares; with 48% overit is supected that this may11an conA')sequence of the debt absorption capacity of the

,11' r;,en t i ties 

(c) Credit Operationsl,wl]es TV-21 by_ Tp ofProject ­arid IV-22 examine
TAr,1 the 200 po,iccts worked on.,,! 
 during the 1975-79 period in term,, of their purpose.ers numbers arid values ofrli.hu'pprovod, both overall and 

pro jec .- approved and
for 025 financing. 
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problem here is that financialThementioned earlier. 	
con­

for services- on a basic
siderations distort the priorities 

2needs basRK

construction proj­Non-revenue producing 
operationsects are lowest on the totem pole; 51 of the 

and 4% of the value of loans. 

type projects
Studies and miscellaneous 

partici­

were also of little consequence, with small 
025 

pation in the latter. 

Summing up, 	 as concerns the Loan Agree­
were used for road improve­

ment, almost 80% of 025 funds 
and water and sewerage projects -- amply complyingment 


with project objectives.
 

(d) 	 Frequency Distribution - An analysis 
through October, 1980, by

of the loans made from 1971 

lev].ol of lending (the data is presented in Table IV-23
 

that 16.6% of the municipalities and

eo.oW) indicates 


municipal leagues receiving loans amountinq to over 5
 
period, received 63.&,. oF the value

million during this 
of all loans. At the other extreme, the '6.9% of loan
 

less 1'han 5,00,00

recipients whose borrowing totaled 

the of all loans. TIe remaining,eceived 41 of value 
was i.n the5 of the municipalities whose borrowing 

the valuerange received 	 92.2, or
0500,000 to /5 	 million 

are relati­of a.l lo=2. Since the numbers of loan:; made 
dis­

vely even !or all categories,it would ,cum that the 

level meaningful.
crimination by is 

The above relationships are merely des-

In order to equate them with such factors a3
criptive. 
eqpi ty, it would be necessary to introduce ;ome othur 

ity.Qonriiderations, e.o. population or popu ; iaon den 
one iroxy For equity,in i1.h! absence of such calculationp,

SI ' :aid, for -the even handadnnz' or" I ,'Al]' s dealings 

.,iith the munic ipal ties is to measure the numberK of muni-
Loan; overwipk.litWie receiving progress ive numbers oF 
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cae one~eterznile sona projet Byoroject rectos re
 

"regard the 6 o1,ya in"thet '.&'rethes loans r
grmuii ranes 

apoan,.Y FM~f l'F nd' 1r14c
,
 

the. lons- tuerved carge.'.it b aiube '
'car his ne, th t carried 

-'o,'.'eAaAAeAA<A 
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rvdr~)
eglt~n'h~ 

j',,.4 
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that n 957 
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Table IV-23
 

Distribution of Loans by Level of Lending, 171-80
 

(millions V.)
 
Level of No. No.
 
Tendirng Municip. % Loans Value _
 

Over 10 million 7 8.3 
 55 19.4 98.4 42.0 
5 to 10 million 7 8.3 44 15.5 50.8 21.7 
3 to 5 million 14 16.6 45 1.5.9 40.5 17.3 
1 to 3 million 14 16.6 50 17.7 27.4 11.7 
500,000 to
 
1 million 11 13.1 30 1o.6 8.2 3.5
 
.100,000 to
 
500,000 23 
 27.4 49 17.3 8.8 3.8 
,,,,der 100,000 34/ 8 9.5 10 2".5. 0.4 0.2 

Totals 84 100.0 28-3 100.0 234.5 100.0
 

Table IV-24
 

Numbers of Loans byMuniciji) t, 1-80
 
No. of Loans No. Municipalities
 
10 or more 
 5 6.1
 

9 
8 
 1 1.2
 
7 1 1.2 
6 7 8.5 
5 
 6 7.3
 

13 15.9
 
3 
 8 9.8
 
2 24 29.3
 
1 
 12 14.6
 

None 
 6.1
 
Totals 
 82 100.0
 

"_14/
Includes 3 Ligas Municipales and 1 Concejo Munic)ipal do
 
Distrito.
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permitted by law for certain types of receipts). At present,
grace periods lare running from 1 to 
2 years. In effect,through the interest rate practice, the Central Government isproviding a subsidy to the municipaliti s, when is consideredthat the return on bonds and time deposits is currently run­ning at 16 to 171. There is nothing wrong with this practice.
 

There are other charges associated with
the provision of credit: a one time commiss.i on at the ini­tiation of the loan which can range from I to "i%of thetotal value of the loan, depending upon whether there waspreliminary technicAl work done by IFAM, e.g. preparationof engineering plans. Also, where a municipality delaysIn formalizing or rejecting an approved loan, there can be n O.51 monthly charge applied. 

At the base of the current system of
charges is the priority ordering by upban and rural andby type of project. 
One major reason for undertaking a
revision of the credit regulations at present s a desireto change the ordering of prioritien so that they reflectnational programs and priorities, e.g. the regional pro­grams and priorities specified in the nationat developmentplans of OFIPLAN. 
 It misht be better to .eexamine period­ically and establish ahnually priorities and charges. 

(g) Proect Selection Procedure - Annually,in the Fall a tentative list of projects 1V prepared by
the Operations Department for 
financinq in the coming year.Th3, i.-ba-ed on a nurvey of municipal nee&l and des ires.The l ist is submitted to the Executive ir.eclrtoe For ap­rirova] , following which municipalitiesit then up to the are iormed itmunicipality to decide whether or not

to make a formal credit request.
 

In developing the 
ini tinl I iM;t, thereKa tendency at present to favor rural. vs. inix t projects,,'uL there are no preret policy target i'c,,;an im d number:­of operations, amounts a signed to di F'ron , types of proj­,cts, etc. Neither is there any point 
ys t mr or its 



yi ie ~anJy ,'a ~ ~ ;t "I,-rcai 

' rt"e -' -e ­

~ j<h) nd os ofa e eaIons41Oraniztion i 
o ' 

~~hr sb~ 1 toa~tpat~n 

D epatmn. T1ffe-reourcese?~ meti,gajx 3 "'d f 

ixprlobasp l 
gsi ng harmore4 riorous,ysten-, roe lannh"',,t -co ae ±ia­

es' -e,ae~ia ;mbtae u Otograg rp ive ca ad o
labr Aut , he:,,te tff£~nw~3~ps~ozse 

ytho munc980+te's hisy e to ~ae ejatl,, 
(n t,er hihlr i sihouwkd1becm 'o14e~ .. th ny 

be& hatouahelmaximupossibse. 

dta--Tc7Ti~a s sist.o,ane isatm-iiss,n weho ' Ail 

wnee,~.h)::te aui'i zat~s~~iv ina i~n1si araton 
Deipterfn at etentisuora iperd14Jty:,3-scin: 

, ~~~~-li ,orde t inoi
 
~ ~~ issafd ,adtowhich~~~~~ysxb",eoa~ ~ assat 

clal int o its, tieI' eoe"-6ti 



- 191 -


Although it would take much more inves­
tigation in depth than the' scope of this evaluation permits 
to come to hard conclusions, there .isan uneasy feeling that 
in the area of financial analysis of mun-icipalities and 
their proposed projects, one is confronted with the blind­
folded committee examination of the elephant syndrome. 

- Project Elaboration and Engineering
 
Section - This unit, which is currently composed of 10 
professionals (mostly civil engineers) and 8 assistants, 
has been increasing its staff rapidly, in the last few 
years,. It is reported that there is i. t]e turn over 
of personnel.
 

The unit intervenes in project prepa­
ration, e.g. preparation of plans, in approximately 20% 
of the loans. Most of the time of the personnel is spent 
in activities related to project execution and supervision, 
e,g, certifications of progress of work, preparation of 
TFBs; evaluations of bids, etc. Where projects are being 
executed under agreements with national. ag<encies such as 
TCE or [!OPT, only general inspections :re carried out. 
'1here work is either being performed on f'orce account by
the municipality or under contract betweeri the municipali­
ty and a private firm, supervision is- more detailed. Apprc­
ximately 30 of the supervision relate:: to force account 
projects and the remainder to contract activities. As might
 
be expected, the engineering section would prefer to see
 
more of the projects carried out by contr'act and less by
 
force account, even though they feel thit they have to 
shoulder the municipality's respon:!ibiltio:e in preparing
JFBs and in evaluating bids. There Jis undoubtedl a high 
degree of paternalism evident here, bst it may very well 
be jusltified.
 

The staff is divided up on a zonal
 
basis and there is one person assigned to each active
 
project.
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-Othe'r sevie pov4iddby the unit are 
Sdescribed in the~ folwn chapters- othis report, 

-,Loan Admiristra -T un'it,-n~cionis 
is. sta±ffed by,two, pro f essionalanadfiv _assistants,. her_e
 

~~~ aeltoee,2eel,of, h persone , :te' 
pr~zoblme pear to be clas if6tlo,:fth6hoi
Therei~rported to be con4eral 'troyerof peronn'elI 

" > W The funtions of the- nit a'e%,concerned 
exclusivel :withproject,;exectio f ad suerAiQ :.A 
Vutsh'e$~in di 

so g isbrse.: ificall1y, the, perw­e3or-,preauriito' Spe 
rSonsibfe o r authoizin g d s-"J 

ou t nerfoc account,;:aarrangements' the',person aes signe'd 
1	t6 ,th '"* 6UcPt 'I ~ poseoes 6 ,pro 1,:accou scaz',e

et Exactly" how this -unit:1inteac"1s wthntibnal -'en'ti
ties,-executing' :projects ' (Ayk , MOPT , ,ICJE2and IV)i not 

A ,V~ 'tOo64 'clear, but there "apearto 4:be problemsrin:this~area. '" 

k4~ 4 ' 4, Respon~sib-li, er, are divi~ded, on a zonal.

Sbasis and attempts are ade~'",to: 4schedue o.Utjsitt6 5"
 

*pro'j~c'ts ,with'Engne'erig''Sction personnl. Coordination
 

4"' ' ' ~As, Part of Y t i.o 6 i4t' the~iuiit' 4 

reonie that it probably taeio' ~ aen1~ic
 
<approa.ch than 1s always Justified. : 


4. Plannin and Budgeting 	 Deat-h.lann 


ment divi~des' rtesponsibilities~1lto tWo6 broad, areassi
 ex'Qternlal activities, ,i .e. those related to the'municipa­
~lities; ,and 'nternal activities, i. e those :related to "4~>;
the'Operhions of IFAM. 

"',.. 4' 

4 

4 

http:approa.ch
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(a) Internal Activities 
- This topic can be
disposed of rather summarily. A-n annual work plan is pre­pared and published, but it consists essentially of a
compilation of the activities which each Department pro­poses to undertake. 
There is no attempt to provide an

overall policy focus.
 

There is no interest or thinking about
program budgeting. 
The general attitude, both in the Plan­ning and Financial Departments, is that programming and
buidgeting 
are separate activities and never the twain shall
rIrlet. The Planning Department does not participate in
(hevelopment of the budget.
 

There are some indications that the Plan­n.ing Department is attempting to 
examine -the overall func­tioning of IFAM and raise policy alternatives for consider­;tion by the Board of Directors as to IFAM!' role, avis vis'he municipalities. However, the preliminary documentation
p1'r)iodced is much too broad brush and does not really get

down to the issues. 

The Planning Department is also responsible
for evaluation activities. No evidence of any action in

this regard was found.
 

In sum, as concerns planning and budget­ing of IFAM's program, it can be concluded that there has
been no improvement over the past five year.s. 

(b) External Activities - It is in this area
that most of the time and energy of the Planning Department,eems to be directed. This takes the form of a certainirnoiint of conceptual and theoretical work abotut the muni­.:.i14lr-egr-me in Costa Rica. There is als:oe;ide, from some attempttime to totime, collect and analy/,e data on.ne ;_A.:pects of municipal finance. However, there are nowrntinuing, organized series on such importantr+,,')h 1 o.-in items asnumbers of unicipal tax payers, use of munici­
pal. revenues by function, etc. The cantonal studies on 
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The regulation provides (Articles 12 and 
13) for the issuance of two complementary documentsi (i) a 
guide to available services, approved by the Technical 
Commission; and (ii) general lines of action to be under­
taken by different IFAM departments, separately or in 
collaboration. These supplementary regulations have not 
been issued to date. Their publication, preceded by a 
careful analysis, would be very helpful -- especially if 
the documents are revised periodically and used as a basis 
for annual programming, setting of priorities;, etc., rather 
than as simply informative listings. 

(b) Training Activities - This work is carried
 
out by a six man unit in the Technical Atsistance Depart­
ment. There are three professionals who organize and co­
ordinate the various courses and seminars (teaching staff
 
is sought from other IFAI,,i departments and from outside en­
tities); two assistants who handle the administrative, and 
promotional work; and one secretary. 

The courses given may be broadly divided
 
into two groups: those dealing with policy, planning, laws 
and financing; and those on a more techni1cal level. The 
former group includes seminars for municipal councilmen; 
basic training for municipal executive:;; seminars on muni­
cipal problems, financing, planning; river basin studies; 
course-s on sea shore and adminitrative law, etc. The 
technical level courses include cour.se:; for secretaries; 
fqr employees responsible for administerinv municipal 
carasters, road user taxes. heavy machinery maintenance, 
miunicipal market rentals, in.:pecting cons truction, etc. 
There are also courses on such topics as reorganization 
of archives, handicraft centers and planning of' work. 

For 1975, 1978 and 1979 (complete data
 
was not available for 1976 and .977) tLhe .evels; of activity 
for the two types of training was< as, :hown in Table IV-25. 

Prior to 1975 thCre was; a heavy emphasis 
on policy and other types of cour-,se,: fP mnicipal council­
men and executives. This was agrain the cas.e In 1978. In 
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Technical Assistance Department6, 11w1eithheglDea 

~.~i'meflt also' devotes app~roximatel .O oI its. time''"to assisting~
mutnicipalities with< their '1egal problems~,~i&,'ntra~ts, etc. " 

4 
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Table IV-25
 

Training Activities by Type
 

No. 
Courses 

197 
No. 
Part. 

IM7 
No. 

ourses 
No. 
Part. 

ho. 
Cou.-scs 

1979 
No. 
Part 

Policy-planning 
level 2 72 11 418 8 219 
Technical level 12 312 1 36 11 312 

Totals 14 384 12 454 19 541 

Table IV-26
 

Advisory Services by Direct T.A. Section
 

No. 	Actions
 
Prorrammed 

1. 	Compliance with conditions of IPAM
 
Loans, (studies of garbage collec­
ti tariffs, urban cadasters, 
.'sla'ighterhouse tariffs, etc.) 50 

2. 	Advice and Studies on .,'inancial _nd 
.d :-t'v~ e 1;atters (Tariff stud­
1.e-2--o.- raruage collection, street 
e], an~ng, electricity; rental charges 
fo" t census- of licence 

h'.lr; 	 tudies, etc. 117 
3. 	 !wv.co to !,Vunicipal Council­

" 7YLat. counciI7+7l i:o]--ons) 288 
I1,. 	U1rbi.nr d :hirn] Ca-,nrl ters­ee prfl)p r] n[
",1 :':;"t s_ in 	 m ms{.[ 

'r
(]'2e. t i.ofln 	 1 5 , Lu de ts:. training 
),: f 	 33.'2G:e ) 

5. 	Hudret. rparr;'tion (Ato 
mrnicip-I controllers:) 50 

Total 	 538
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The Technical Assistance Department team is 
composed of four economists and seven middle level profes­
sionals. Only one of the 11 is newly employed; five have been 
with T"AI.I for more than two years; four for over five years. 
Each man is assigned a zone or region and, on the average,visits 
each monicipality in his' zon'e once each month. Weekly work 
plans are prepared and reviewed by the Section Chief, and weekly 
reports submitted by the field personnel. 

The advisory services can be divided into 
five groupings of activity. The 1980 programmed activity 
provides a general idea of the nature and volume of work for 
eoch grouping (See Table IV-26). 

Within the above five categore.s of acti­
vity, to]) priority is given to category No. 2, "Advice and 
Studies on Financial and Administrative Matters". Emphasis 
is also placed on keeping Councilmen .in'ormed on a systematic
by ;js.
 

As Yo riorities be tvwcn municipalities, 
it is claimed that an attempt is made in an informal manner 
to allocate more time and attention to those municipalities 
more in need of help, but that scheduinug is often influ­
enced by national priorities based on )olitical factors. 

As was seen above, the initiative for 
some of the activity stems from the ginoLing of a loan. 
1{ow much of the remainder s tems from in.Liatives by the 
ad',,isor Pnd how much from the manic i p it councils could 
no t be determined. 

The Section Chierf, when asked to auto­
critique the work of his unit, Indicated that: 

- Coordiration wi 1,: Ihe Operational De­
)ar Linent was good and conf] ic Ls bu twep 1, a Li tional dev­
bupi,"L, objectives and loan execution objcctives were rare. 
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The Economic Studies Section of the Op­erational Department has prepared a study on 
"Regionalization
of Slaughter Houses". 
 It has underway other documents deal­ing with Garbage Collection and road Repair Machinery. 
It
plans, to do tudies on Municial Buildinus and on rarkots.hrie purpose of these studies is to orient the lending poli­cies of IFA01 and to provide basic information to municipa­lities. There nois basis yet to evaluate quality. 

The Legal Department also preparescations publi­for use at the municipal level in the form of textsof pertinent legislation and regulations with appropriatecorhwent:ary; manuals on personnel practice.; and contracting
1pr)cedures, etc. 

In addition, some of 
the material in the
"Tntegrated Studies" (see next section of this report)contain material suitai)le for issuance as manuals, e.g. howto set up and organize a procurement/supply room ope'ration. 

As far as can be ascerl-ained, each Depart­ment decides separately what topics merit preparation of amnanual cr- similar document and what ita'f. Lime it feelspioper to devote to this task. It may make sense to dis­tribute the workload amongst several departments, but -there
is a need for some degree of centralized planning, 
 settingof priorities, etc., on an intitution-wile bas-is. Cons id­oration could also be given to contract i,- out ;ome or this 
work. 

(f) Integrated Adminisit;rat.ive-.inancial Studies -This is a relatively new undertaking- by-Ii'A,--. ti anatternrt 
-to examine the totality of a gTivuin mtnicipality'sadministrative and personnel :structure jiad Jts; financialustien ,-I .ith a view to providin, spec i ' i c ac tion recon­tienda,tions. The studies are f'inanced wi lth 11"AM loans . A,ieven st.p procedure has been developed for this; work; pre­.irni.nary survey, data n01!ectil., ansa].:;i:s ' de;criptionio !eedLack, diagnosis and recomnm ijdat :ii:;, i.mplementation, 
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f 	oly -up; The unit responsiblie~forthi'wokhsbe
 
exprienin'wth,.sea techi.qu~es e..g., untio1.
ora'zzatonaalysis4 

Thr'e Studies: have been com].ete'dtO 

eih and~four mor'e fini~shed by 	 1h-e0 o1' a'9 

Ther~e is, no question but' 'that''the co'n-- p_"
of 'ntegated stdies of bhe type Proposed, is a goo zand if pr'operly.executed,' can becomne th~e ba~ i 'or progr am-­

mnmeofIFAIM s tehnca assistanc~e,' training anid, 

Asallsamnple,of.;the douents produced

~ to date was reviewed.,. 'They, were' difcut to'eva].uate in.
tsoli~1.n :The financia1'nl~'s better ~ 
~4~~qaity.than the J' wyor'k.',Oneobvious" 

' 

ai~tonal' anAlysis
'aligwas th' , fact: that~ itefiniiland organ'izaionalvo1lumes Afor a given mun c1p~.'t'~~e ohv b pre

pared 1v 'independence; of' each,(othe~r-'i.e "littlecoriider­ation was given04to e ,poteiS 
A tio and. t revenues', or to!,neh ,imit6,6n (psll of~~' '~
adminis~trative improvem ent dic'tated bymu eaY factors.
,,~j;In.addition, one, found~a-dombiiationi 
 of~ a 4god deafl of boiler~plate material (more suitable~f r''a gnerlJaiV~l~ 
quite theoretical'appi'oach 'on some: topics . 

This ise 
an' area of'work~ which IFAM sh~ould
uprsue' vigorously, "but --becauisef~t tmjpoitance- qual7~':~ 'tyl~eeds to egreatly- mproved." 

(o) MuniTcipaicaeaus On f the. unctions ~Aofhe'Tecnicl 'Assistance Department'i~t promote-,theform'ation of,4 and.iProvide 'advisor r services to' regional
~';<> ~sooiations of 'mniipalities~called Municipal4 Leagues. A

~About, half of the 80 municipaitlies are moznbizrs of~ qix '' <'Floch association~s.' einooMn of' the dountryd nt4~~ 
.. M a y ~ e g r y 7d o , n o t4I1 > i 1 I' > 44.A ~ 

h~e Associations,
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It~as ',otpoemib 7" t h" n'f r,­
mai ne±iher on hoW th-ese eagu es ar,- -for ng --,no ,on 

What srvce IFAMrvi shou"vJ'a' p'rovide-.toth'' ee ai 
mpeson.gathez'ed'.was. th 't no t' mu c a te tion as ben; 

vento, - t , -. roe1 tf.hese, mnici-Pa 

eaue' Dse zoc onc s a m Apu 

sub-dividd ito-distr'icts, of -hi.o h4ea 
cuty. Their nfrc one ,and a rb''te ,. ~ 

in:the uici"pa1 Cdde.:: Of .the 12I'A eStia~~ pre ent 381have. formally'liad,,a, c cnol' named.0Of: the'se, 
p Jsl4 140 are activ' dn'doing'-6'joe 

IFA to6IWIpaid only perfunctory' abtenti'on 
these District Councils until M~ay, '1979, when ,*a Departmeit. 

>7 was- createdto or~k with them.i The' basic, idea i-that, 
7> although $in general hGei control no. esouces, the'coun­

cl5Ys,"are, the tru~.2gras,,..roots entiti'sand4 can anid should 
Sbe the basis< f partic atory.d eoic racy m-~iakinfg thei\r~ 

voices d'die felt-a various jevels' pIf governinent. 
j Their d6V6opmient'i~n of the'id.u-rg of' a 

goverlnenit wide:effort khnonas; SIPP%(Ine'atb' System:
 
'or Popular Pa t3i pation) led by theVice Pzresi entt,,
 

~ the Republic.,$
-~ 

The main ef~fort of~the new IFAM depart-4 
mwient to date has~been prormtiohail, iLe. ,. t th Dis 
trict Councils',to organize,~ hold' meetins et' Atmna 1 

~. K. for the~use of Councilsa is also'.being prepared,~ 

ideong i)Concl~usions. Iti eycertaIA
is evot nga considerable amnount of resour'ces ~toprovidi~ng 

techinical ass is tance ~id~other types of dirc't ass istance 
to rntunicipallJ1-lt~s. ;The',.riatue 'and range of erice s seem,

.n6obrerthej assistanceneedsto pretty, mi;- gamuti of ;,iFrom a 
and adiitedly superfi'cial ' exaidhato'v 1.t :,W6ulJASsurface 

F4 19ppear that some, effo rt in es ted inq im'prvin lanning, and~ 
coodinti~n-,and some resoure inveoted In,con*a6tg 

for outside work, mightiiprove. the'.results now being 

http:p'rovide-.to
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obtained. In connection with planning, it also seems desir­
able to attempt to consciously categorize municipalities by

those which need (and will accept) a considerable degree of 
paternalism; and those where the "thrust of the assistance 
can be on institutional development.
 

Finally, from interview data, it can be 
concluded that IFA, is doing a better job now than five 
,/ears ago in fulfilling its technical assistance function. 

6. Land and Liquor Taxes - It[A1 intervenes in the 
collection of three taxEs, a portion of which is distriouted 
to municipalities: imported liquors, national liquors and 
the land tax. 

(a) Liquor Taxes - Fifty percent of the taxes 
on liquor and beer is retained by Wf1A; the remaining 50/ 
is dis'tributed to municipalities . The value of the munici­
pality share, according to transfer accounts on IFAM's 
books, is as follows: 

(millions of colones)
 

1976 3.3 

1977 4.5 
1978 5.0 
1979 5.5 

The Audit Department of FAI has taken 
on the control function for assuring eff]cient collection 
of these taxes. F:or national production, the accounts of 
the national liquor factory are controlled at the factory. 
Vor imorted liquors and beer, custom,: arence; are required 
to come to IFA. where the calculations, on the amount to be 
pa.i are mare and necessary stampsi are a'ffixed to the docu­
m~en t-.. 

it is: reort;fl1i ihst. col ].c tions have im­
proved as a result of ITAM direct coiiro.]. However, the
above figures do not bear out thi;: cia ii. 
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(b) Land Tax - This is the major source of 
municipal income. It represents approximately 40% of all 
municipal revenues country wide, and for s:ome municipali­
tics is the source of up to 80% of their income 

The distribution of the proceeds of the
 
tax is as follows:
 

:[FAM 10.0
 

Ministry of Finance 7.7
 

San Jose Municipality 26.5
 

All other Municipalities 55.8
 

100.0
 

The evolution of gross collections on
 
thjs tax are shown in Table IV-27.
 

Table IV-27
 

Land Tax Receipts;
 

(millions of colones) 
Amount Tncreae Over Previous Year 

Amount 7 
1974 50.6 - ­

1975/4 64.6 14.0 27.7 

1976/5 73.4 8.8 13.6 

1977/6 88.4 15.0 20.4 

1978/7 105.6 17.2 19.5 

.19?9/8 112.6 7.0 6.6 
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AlA21ation effort to daLb &hr b"e 

concenitrat'ed on hpaeoe. 'An~agre qePh h

trY of~ Financ~e 'to 't i's -end as. Signed inI 
 Urd,IFA i,'rvdn andT paying for-the 0 cs o 2
jncans cponcerned'.with 'Collection matt er' an 
 'r nAidioa -nu ber o1' temporary personnj (]thc nme' 

d­
a te 22. inf 79;. -1, h1n1980) concern-6d wL h comp e'r a-Ztion,. Consid'er ble p ~ ~ ~ ao s 
ever', accordingto r'AM, the prograwi,1~oa~e 
qc e du le dueto lak o loitica1.. s ?t~rt fRrom t lier4in

e'r~ 

Itry,.Tis~ oF inance (eg. not' prov~xding np compter 
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According to the 1979 Annual. Report of IFAM the
 
wholesale market was to open its doors in the second half
 
of 1980. This hasn't happened as yet. The Report also
 
indicates that the project will consist of four large
 
warehouses, an auditorium and an administrativ building; 
that the roofed area will be close to 40,000 in-; and that 
there will be 90,000 m2 of paving, including parking areas 
The total cost is estimated at 0I1 million. Costs other 
than land adquisition, but including cons;ultants fees, are 
ei;timated at 075.6 million, which illion (48%)of m6.1 

had been expended as of December 31, 1979.
 

According to IFAM financial. accounts, during the
 
1976-79 period, a total of X62.2 millioni had been spent on
 
the wholesale iparket project (X6.3 million on operational
 
costs, including consultants fees, equipment, s;alaries, 
ot.e,; and /55.9 million on land adqui:sition and construction 
o., I~,;) . 

On the revenue side, only /10i-.2 million directly 
related to this project can be identified (k,/20 million in 
b COCR bond issue which will be serviced by the government; 
,6.8 million in donations by RECOP}, (11,11 arid others; and 
V35.4 million in loan receipts, of which /j/inillion was 
from CABEI. If these accounts are cor.'e, , it would imply 
that IFA,! had put V.18 million of its own fund!; into the 
project as of the end of 1979. 

It is intended that when C!CNAI),\ becomes operational 
it will take over responsibility for Fser1vcirivn the debt IFAM 
has incurred on its account and will ali-u r,eimbur:;e IPAM for 
expen(litures of IFAM funds made for LWh :;irfw, pur[po:e. 

In conclusion, there is no quc;tion but what the 
Lerms of the Loan Agreement have been s;ati:fied. 
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Table IV-28
 

Credit Targets by Type_oProjt
 

(millions of colones)
 

required 

Septmber_!9762 
_arge ts 

December, 1979 
Authorizations 

Electrification 2.0 1.7 
Water and Sewerage 15.8 20.9 

Roads, Bridges and 
ead !Machinery 

RTevenue Producing Projects 
( .lau(Thter houses and 

rket) 

35.2 

-14.5 

18.6 

Others (rural cadasters) 5.0 

0 61.9 

were of a 
All the projects 

type contemplated in 
in the Decenber, 

the CA]. 
1979 list 

Prior approval of sub- -woIcl by the Miss.: ion 
was by the terms of" the Lo,. A;,yement only for 
trojeccts cos-t_ng over ,200,000. In i, .lis a]] projects
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hliw/e ,-(rio ';y-,lovied down 1he '(0 , ()I' iml l(rnentat ion and 
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Overall, the credit activi, y under the loan
11111y be termed sati::factory. 
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ANNEX B 

OFFICTIALS INTERVIT,.'IED BY AGENCY 

Mlinistry of Agriculture (MAG) 

Gregorio Alfaro, Chief, Department of Economics and Statistics, 
Planning Office. 

Hurgo Alfaro, Chief, Financial Service:; Department, 
Administrative Directorate 

!,r'nesto Arias Venegas ,Agricultural Ini'ormaLion Unit 

(l].berto Campos, Director, :~xten~jon Department 

!w,,,rcro Carpio, Director, CAR San Carl.' 

0-car Echandi, Direcc i6n Superior A{ropecuaria 

na I-abel Jim6nez, Asst. Chief, -ers;onncl Department 

Jnro [7.olina, Sub-Jefe, Research DeparLment 

i*Ivaro 1.uFoz Q. Director, Livestock Depar-tment 

p(edolfo f7uoz, ,rhief, Departme. .t of Air:,ual Planning and 
1Budgcting, Plan,-.in-: Ofl'.ce 

Fernrando Ocampo, Direcci6n Superior, :ep;,I.onal Operations 

A].fons:o Porras , Budget Section, F].anonr fOf'ice 

.,,rlo: Ramnr:rez, Potlatoe Spec (aAi:,,r; ,trtmgo 

rriancjsco ojas, Training Department;, ,xt esiJton Directorate
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Alrmando Vega GeeazSrie,
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~- -zDir ctorate
 

Lui Antonio Villoo,,Dretr ~~ 
Oficina dePlniiaco
 

y Corin46 

Secetr de Plnfcc~ 
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Osa Chac*n, Director 
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Instituto Nacional de
 
Fomento Cooperativo (INFOCOOP)
 

Jalme Carro, Director Planning Department 

-oll'var Cruz, Director 

Alvaro Chavez, Director CENECOOP 

!rnar Chavez, Director Supervision Depat. 

Ana o" Tochnical A',i:3tance Dept. 

uIyc'fa Guerra, Planning Dept. 

li, irel lern. ndf-z, Director Technical Arsistance Dept. 

io Ifernn](1e2z U,, L e a]. Advin or 

...ler~o .. Director Dept.L~c, Peronnel 


rincico O0bando , Accountireu Se.ction
 

Fedro cc nical A:;:,i;tancc !-epazt,Dop t
 

'"rncl in Rio.-, Director, Dept. of' Adminnirctr'ation
 
-nd "inance 

Alvaro Rivera, Director "inance Depar tment 

tJo,; ,Lari;a .ra.ra , Director, Coopera' -Ive Promotion 

,Jaime Sclhinidl;, Aud ,itor
 

Lda..rdo Villa].on, Director, Education t 'Training Dept.
 

L],eonrardo Zl1j ,pa, Sjub-Director
 

http:Villa].on


c al'IFAM) J1, 

Muiia S.
 

-dAredoChichla Lad Ta Ui
 
~~ifr~~ Oi ti1~e
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R~oy Jimenez, Legal Dept.
 

Oncar f4arfn'j: Training Section ~1
 

Fabio Masist Distx'ict Counils Uit
 
d ~Caros rMolina, Pu~blic Relationse Offic
 

J g~elio Mora, Pinancipal Analyst, 
Alberto Mufioze Director Administ~rative Dept. 

r~717Carlos Paniaguav Technical Assistance Det 
ElfanRorfu'zDirector Teo hniC al Assictanco Dept. 

M<?ireya Romerol Chief, Engineeri~ng Section--~K 
Orlando Salazar, Direc~tor, Finance Deatmn 

Savdr ea inance Departm~ent '4t-;4K 

4 Crirtty Williams8 :Chieo~' Economic Studies'Section 4 



-A;. 'I. D, ­

'Uener Alvarado,~ Conatrle'o 0 

iliaede6, Contr'ollr' ffc 

John, Fasulo,~R ral,De el pm entf Xc 

DaidOli2nfger, Ur~ban' Deveol1n 1C e. 

r9.1n iae-Ramirez~ p a eve o men
 

IfrieroRdodr gezEngineer
 

: lora4 ' Ruiz, ra eeopetOfc
 

- ~~2-s-~~~Municip~al Officials4 
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