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ABSTRACT

H. Evaluatlon Abstract {Do not exceed the space provided)

The project was designed to improve livestock production efficiency, expand
market outlets, increase the volume of livestock products competitive with
imports, and capacitate the private and public sectors to contribute to
livestock development.

An interim evaluation was conducted in April, 1991, the 34th month of
operation of the project. The evaluation was designed to identify any
modifications needed through the PACD scheduled for December 1992. A team
composed of personnel from DEVRES, Inc., conducted field visits, interviews
and review of project documentation. Their major findings were:

1) Farmer training, development of cost-benefit information on pastures,
and the establishment of nurseries for pasture seed production were in
line with pasture management plans. Efforts to promote by-product feed
have not been successful and more attention is being given to this area

2) The screwworm eradication effort and the policy studies components were
ahead of schedule, but MAF staff turnover may be a futuve problem.

3) Inputs now in place and the importation of breeding stock promise to
achieve planned outputs for genetic improvement in livestock.

4) Planned improvements of MAF laboratories, construction of marketing
facilities, training for meat processors, and producers’ credit program
have not yet been implemented.

Other issues for the future and lessons learned were:

1) The project design must be clear in determining outputs, be specific in
assigning responsibilities, and establish clear procedures for accessin
funds in a timely manner while ensuring fiscal responsibility.

2) Project accomplishments will be directly related to the degree that
project managers are given responsibility and held accountable for
implementation with a minimum of micro-management from USAID and the GC

3) Projects should provide contract employees to supplement permanent
host-country government staff to assist the meeting of project targets
and counterpart training in the short run. Negotiations before end of
project for additional permanent positions could sustain project output

4) USAID Project Managers need to balance agency rules with prevailing
conditions and individual project requirements.

5) BLPA strengthening is going to be very long term and cannot be modellec
on other producer associations since conditions are much different.
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SUMMARY

J. Summary of Evaluation Findings, Conclusions and Re
. commendatlions {Try not to exceed the three (3) pa
Addross the f(ollowlng ltems: (91 pages provided)

e Purpose of evaluation and methodology used ¢ Princlpal recommendations
@ Purpose of actlvity(les) evaluated

¢ Findings and conclusions (retate to questlons)

¢ Lessons learned

Misslon or Offlce: Date This Summary Preparod: Title And Date Ol Full Evaluation Report:
USAID/Belize 1/27/93 Midterm Eval. Belize Livestock
Dev. Project-II, 08/19/91

Purposc of Activity Evaluated: The purpose of the project was to
improve livestock production efficiency, expand market outlets and
increase -he volume of livestock products that are price and quality
competitive with imported livestock goods. Another objective of the
project was the capacitation of the private sector of the Belizean
livestock industry to contribute to livestock development.

purpose and Method of the Evaluation: The primary objective of this
evaluation was to identify issues requiring pre-PACD attention. A
direct result of the evaluation was a meeting of all personnel from MAF
(Ministry of Agriculture and Fisheries), BLPA (Belize Livestock
Producers’ Association) and USAID involved in project implementation to
draw up specific workplans for the remaining 15 months of the project.

The evaluation team conducted -- person days of field visits, interviews
and review of project documentation. The team had an additional --
person days to analyze data, discuss findings with MAF, BLPA and USAID
staff and complete a first draft of the evaluation.

Findings and Conclusions:

In the judgement of the evaluation team the project design remains valid
and no major modifications are recommended. The assumptions that
underlie Phase II remain generally in place and are expected to hold for
the second half of the Project. However, some project targets such as a
30 percent increase in pork production and a 10 percent annual increase
in quality beef exports are not realistic and may not be attained by the
end of project. Changes external to the project will limit these gains.

These changes also impact on the economic feasibility analysis used in
the project design. Economic internal rates of return estimated for
various sub-activities may be lower than initially estimated, but since
these original estimates were quite favorable, these decreases will not
be of a sufficient magnitude to warrant changes in the project design.

Project progress at the midway point has been uneven across components
and changes are recommended to address remaining constraints, to suggest
alternatives to approaches that are not working well and to anticipate
problems that can be foreseen for the remainder of Project life.

Results in training, field trials/demonstrations and publication and
dissemination of information equal or exceed planned targets under the
pasture management component. Progress in the component to improve
livestock production was on schedule. Accomplishments include genetic
improvement of the MAF cattle and swine herds through the use of
artificial insemination and the importation of breeding stock.

The screwworm eradication component is ahead of schedule and with lower
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SUMMARY (Continued)

expenditures than expected. Belize could be declared screwworm free by
January, 1992, with procedures in place for long term sustainability.

Planned end-of-project outputs of economic/analytical policy studies
have been met. Useful information was generated and contributed to
national policy debate. However, improvement of the agricultural data
base and strengthening of the Policy Unit have been less successful.

The two long-term technical assistance advisors for livestock management
and pasture/feed management, supplemented by short term technical
assistance in specialized areas, have performed well given the time
constraints imposed by project design and the contracting firm’s
ambitions. Lack of progress in other areas should be partially
attributed to the excessive time demands placed on the advisors.

The project is contributing toward the environmental integrity of the
country by promoting the intensified use of existing pastures without
any additional forest clearing. The screwworm component 1is expected to
benefit national wildlife populations as much as commercial livestock.

Project design anticipated the operation of a pilot central livestock
market facility by the private sector at existing facilities at the MAF
Showgrounds or new facilities to be constructed. Uncertainties lead to
the conclusion that investment in a pilot facility is not economically
justifiable at present, but may be justified on developmental grounds.
Another conclusion is that failure to implement training and support for
meat processors has also negatively affected the marketing component.

Project resources are available to strengthen laboratory capabilities
related to the livestock sector. Anticipated project outputs are an
improved capability for soil and plant analysis at Central Farm and an
upgraded laboratory in Belize City for residue analysis in meat
products. A continuing problem is adequate GOB support. A conclusion
is that a cost-effective alternative to continuing support for several
laboratories is a combination of these functions into one facility.

A major objective of the Project was to increase the participation of
the private sector in the development of the livestock industry. One
mechanism for this was the creation of the Project Coordinating
Committee (PCC) as a policy-making body to guide the project and
expedite actions. The PCC has done well in reaching decisions on
action programs, but has never had the authority to implement programs
and serves only as an advisory body. USAID procurement guidelines and
personnel turnover and GOB delays in decision-making and funding have
resulted in the same delays that the PCC was created to prevent.

The evaluation could find only one instance where women have been
targeted as project beneficiaries, meaningfully involved in the project
or data collected to reflect their participation and that was in the
community-wide invitations to screwworm information meetings, sent to
women because of the importance of cats and dogs. There does not appear
to be any mechanism within the BLPA or the GOB to promote involvement of
women in the livestock industry although membership in the Association
is open to both sexes and the GOB’s policy is one of non-discrimination.

Sustaining project outputs is a major concern of all donor programs and
is directly dependent upon the host government’s willingness and ability
to replace external assistance. The evaluation team is concerned that
many of the gains derived from the project in livestock management and



SUMMARY (Continued)

pasture management will not be maintained post-project. Despite recent
training successes, the absence of technicians to assume a portion of
routine and administrative duties of counterparts severely dilutes their
present effectiveness, hampers technology transfer and robs the MAF of
potential replacements if these staff members depart or assume other
duties. By contrast, adequate planning and provision of support for the
screwworm eradication program seems to ensure its continuity.

Major Recommendations

a) The MAF should employ additional technicians to effectively utilize
counterpart staff in their primary work assignments.

b) MAF should develop high quality herds of beef, dairy, and swine to
provide breeding stock for farmers, but price these so as to not
compete unfairly with private sector producers of breeding stock.

c) The MAF should provide available communication facilities and
incentives for -staff to respond promptly to producer requests.

d) MAF should implement a monitoring system to ensure that breeding
records and management plans are followed.

e) The GOB should give increased emphasis to the seed multiplication
efforts and establishment of on-farm pasture nurseries.

f) Central market viability should be tested for one year in existing

facilities before investing in a permanent facility.
g) Project funds intended to strengthen the BLPA should be released.

h) Training and support for the meat processors should be implemented.

i) the credit program for livestock producers should be implemented.

j) The MAF should make the hiring of additional staff for the Policy
Unit a priority.

k) The MAF should establish a centralized soils, residues and

veterinary diagnostic laboratory at Central Farm.

1) USAID and MAF should give the PCC the maximum decision-making
authority possible within the context of USG and GOB regulations.
Written responses to PCC decisions should be timely.

m) There is a need to balance agency rules with prevailing conditions
and individual project requirements to avoid implementation delays.

n) The PCC should define and strengthen the role of the Project
Administrator.

Issues for the Future and lessons Learned

The project design must be specific in assigning responsibilities and in
determining sources of funds and procedures for accessing them. Project
managers should be given implementation responsibility and held
accountable with a minimum of micro-management from USAID and the GOB.

Projects should provide contract employees to supplement permanent
host-country government staff so as to meet project targets and
counterpart training. Negotiations before end of project for additional
permanent positions could then be carried out to sustain project outputs.

BLPA strengthening needs to be long term and cannot be modelled on other
producer associations. These organizations provide the only avenue for
processing/marketing of their commodity and have trained, paid
management staff while BLPA essentially operates with voluntary staff.
In the case of BLPA, training is needed for directors and members in
such topics as bargaining power, marketing principles, complementary
linkages as opposed to competitive relationships in the marketing chain,
and credit operations.
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EXECUTIVE SUMMARY

A. Background

USAID/Belize’s Livestock Development Project-Phase 11 was approved in
December, 1988 for a three-year period with a total funding level of approximately
four million dollars. The project was designed as a follow-on activity to earlier work
and had as its primary objective the improvement of livestock production efficiency,
expansion of market outlets, and increased volume of livestock products that are
competitive with imports. A project goal was also to improve the ability of the private
sector to contribute to livestock development. The Project has five major activities;
four financed with project funds and a fifth (credit) under a non-development
assistance activity:

) Improved livestock management seeks to improve livestock productivity
and enterprise profitability and to lower costs of production through:

-- genetic improvement,
-- a screwworm eradication program, and

-- facilities and training for marketing/processing of livestock and
products.

) A pasture/feed management component to strengthen previous efforts and to
utilize local feed stuffs;
) A policy and analytical studies component to strengthen the data base and

framework of analysis for planning and policy making;

0 A laboratory services component to improve services to the livestock
sector; and

0 A credit component to utilize $300,000 provided under a separate resource
to establish a line of credit for livestock producers.

B. Principal Findings

Progress in the livestock and pasture management components and in policy
studies was approximately in line with plans and expectations. The screwworm
eradication effort was ahead of schedule. Genetic improvement was negatively
impacted by previous attempts with A.l. but inputs now in place and the importation



of improved breeding stock promise to achieve planned outputs. The laboratory,
marketing, and credit programs have not yct been implemented and lag behind the
planned rate of progress.

1. Livestock, pasture, and feed management

The project has improved the genetic base of the livestock sector, providing
equipment and training to increasc artificial insemination of beef and dairy animals
and importing beef and swine breeding stock. Management plans for GOB stations
have been established and computerized breeding programs sct in place.

The pasture improvement program has stressed farmer training and development of
on-farm cost-benefit information of improved pastures. After an evaluation of 37
farms, 13 were sclected for cost-benefit analysis, exceeding the number targeted in
project planning. Six farms have been sclected in a pilot project to produce pasture
sceds and to establish nurseries. The project is recommending more intersive use of
existing pastures without additional land clearing. Efforts to cconomically use larger
quantities of by-product feeds have not been successful and more attention is being
devoted to this arca in the last half of the project. There is concern that momentum
cstablished under the project will not be maintained after technical assistance ends.

2. Marketing. credit and analytical policy studics

These activities address three identified constraints to livestock devclopment
in Belize. A feasibility study, a producer survey and design and drawings have been
completed for a pilot central market facility to be managed and operated by the Belize
Livestock Producers Association. Failure of GOB and BLPA 1o agrce on financing and
management procedures have prevented construction. A finding of the evaluation is
that the facility is marginal and highly sensitive to volume changes and an alternative

implementation,

The policy studies component has completed four studies, ahead of the planned
rate. MAF staff turnover has hampered output and causes concern for long term
strengthening,

3. Laboratory services

Project assistance to complete a meats residue lab and to improve an
existing soils lab has not been successful because physical conditions at both facilities

2



have prevented purchasing equipment in the first case and installing equipment in the
second. The soils lab is also currently without a chemist to fully use the facility.
Identifying additional funds and staff prevent further progress.

4, Contractor performance

Both long term advisors are well respected and their recommendations are
generally accepted. A problem has been an overly ambitious project design that has
required their services to be spread too thinly over multiple areas of responsibility.
The contracting firm recognized this problem and indicated during the request for
contract extension that performance would be less than the agreed scope of work.

5. Training

Training has proceeded smoothly and in line with project design. Midway
project life, three individuals have been placed in long-term degree training, 26 have
received short-term overseas training, and more than 700 have received short-term, in-
country training.

6. Project management

In an attempt to integrate decision making in the private sector with
government policy, a Policy Coordinating Committee was created. This interface has
been partially successful in gaining understanding and in reaching agreement on joint
courses of action. There has been frustration at the slowness with which commitiee
decisions are made and a failure of BLPA to fully grasp and understand USAID
regulations and operating procedures primarily because of delays in USAID and GOB.
Partly as a result, meetings now are less frequent than in the beginning of the project.
Project management has also been hampered by a greaier than normal turn over of
AID project managers, each with somewhat differing management styles. A Project
Administrator position was created which has contributed to progress by organizing
reporting, logistics and accounting. The evaluation revealed a need 1o establish a
clearer understanding of the duties and responsibilities of this post.

C. Recommendations

) Achieve long-term GOB objectives and to ensure that project achievements
are sustained, through the undertaking by the MAF of the following specific
actions immediately in support of livestock and pasture improvement:

- Utilize funds previously earmarked for the meats laboratory to
extend the services (USAID/MAF) of the livestock advisor for an
additional six months (total extension of one year) to coincide with
the initiation of credit and marketing efforts and to insure program



continuity and sustainability;

-- .Employ technicians to support the counterpart staff whose normal
work program and training are significantly diluted by current
demands. If necessary, contract employment should be used to meet
this necd;

-- Review pricing policies for sale of livestock to insure that
disincentives are not created to private sector production of breeding
animals and feeder stock;

- Implement monitoring procedures to insure that breeding records
and management plans now in place are followed in breeding
programs to avoid loss of recently imported purebred lines;

-- Present a work plan for pasture improvement including funding and
staff assignments; and

- Ensure resources are available to implement and maintain an on-
farm seed multiplication and nursery establishment program.

Ensure that improved marketing opportunities are developed in an
economically and financially sound manner and that meats processing
training is implemented by doing the following:

- Immediate use of project funds to strengthen BLPA by purchase of
computer, printer, related software for Association record keeping,
accounting and marketing functions, office equipment and training
for marketing and credit operations;

-- Immediately begin project team consultation with the Belize meat
processors, focussing on rapid implementation of training and
support for this target audience,

Immediately implement the Fondo Granadero credit program for livestock
producers as detailed in the signed Memorandum of Understanding.

Make the hiring of additional staff a priority, inciuding the possible use of
temporary volunteers, in order to strengthen the MAF Policy Unit.

Create under the auspices of the MAF a centralized soils, tissue (plant and
animal residues) and veterinary diagnostic laboratory at Central Farm by
pooling resources available in existing labs, project funds, and from
additional donor support. Legislation modeled after the Pesticide Control



Board would be adopted to enable fee work to be performed for the private
sector with GOB funds used to perform public service analysis,

Implement the following management changes to ensure coordination and
to avoid undue delays stemming from the complexity of administering a

project with several participating organizations:

-- MAF and USAID should adopt a policy of written responses within
an appropriate number of days to decisions reached in the PCC,

-- The posicion of the Project Administrator should be strengthened
and clearer lines of responsibility established in the job description.

-- USAID and MAF should delegate more responsibility to the PCC,



[. INTRODUCTION

A. Background

The Belize Livestock Development Project-Phase II (BLDP-II) is a follow-on
activity to Phase I designed to further enhance and increase income and productivity
of the livestock sector. Realization of these goals will, in turn, contribute to macro-
level objectives of increased employment, food security and an improved trade
balance.

Agriculture remains the top priority of national development planning.! Livestock
development is an important activity in the national development plan because of the
relative abundance of undeveloped land areas available for pastures, the number of
farm producers actively involved with livestock enterprises, and the large foreign
exchange expenditures required to import consumer requirements. Livestock
development is also an integral component of USAID’s Project Development Strategy
consisting of increased crop diversification, improved farm to market roads and
increased/improved livestock production,

The purpose of Phase II is to improve livestock production efficiency, expand
market outlets and increase the volume of livestock products that are price and quality
competitive with imports. The project has five major activities; four financed with
project funds and a fifth (credit) under a non-development assistance activity:

) Improved livestock management seeks to improve livestock productivity
and enterprise profitability and to lower costs of production through genetic
improvement, a screwworm eradication program, and facilities and training
for marketing/processing of livestock products;

) A pasture/feed management component will strengthen the Ministry of
Agriculture and Fishery's (MAF) capability to promote these efforts and
build on previous efforts to improve swine rations and utilize local feed
stuffs;

) The objective of the special policy and analytical studies component is to
strengthen the data base and framework of analysis for planning and policy
making, especially in the livestock sector, and to stimulate policy oriented
studies that will impact livestock development;

'Waight, Joe, Permanent Secretary, Ministry of Economic Development,
Belmopan, Personal Interview, April 15,1991,

7
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0 The laboratory services component seeks to strengthen capabilities and
facilities to assure quality services to the livestock scctor; and

) A credit component will utilize US$300.000 provided under a scparate
resource to establish a line of credit for livestock producers.

Project resources include US$3.0 million from AID and US$1.0 from the GOB and
the private sector.? Project implementation will stress the ability of the private scctor,
especially the Belize Livestock Producers Association (BLPA) to assume greater
responsibility and an increased capacity of MAF to deliver technology packages for
livestock devclopment. Thie starting date for BLDP-]] was December, 1988 and the
completion date is Dec:mber, 1992,

B. Purpose and Scope of Evaluation

The purpose of this midterm evaluation is to determine the progress made towards
achicving the project’s planned purpose, goal, and defined objectives and the need for
any changes in project design. In addition, the evaluatjon will identify ways, if any, in
which to expedite project implementation.

C. Procedure

The time period of the cvaluation will cover the period since the March, 1987

cvaluation Of Phase I to the present, approximately midway the life of project of

The four-person cvaluation team prepared a work plan that was approved by
project managers at USAID and MAF. The evaluation work plan included schedules
for individual tcam members, a proposed outline for the fina] report and a procedure

2USAID, Project Paper, Belize Livestock Development, Amendment No 2,
Washington, D.C., Table 5.




To answer these questions and to directly respond to issues raised in the evaluation
statement of work, information was sought in interviews with livestock producers in
Corozal, Orange Walk and Cayo Districts who were intended to be primary
beneficiaries of the project; private sector participants in meat processing; agricultural
lenders in the Development Finance Corporation (DFC), the National Development
Foundation of Belize (NDFB), and commercial banking; swiff of MAF; staff of other
Government of Belize (GOB) ministries; members of the Belize Livestock Producers
Association (BLPA); the resident technical assistance staff; and project counterparts. In
addition, project documents and records were examined, quarterly progress reports
reviewed and accounts and financial records discussed.

Information from these sources was distilled into a report focused on pruject
progress thus far, answers to issues and questions posed by Project managers,
conclusions drawn from the findings and recommendations for each project component
with designated responsibility for follow-up. Judgments were supported where possible
by quantitative data and throughout by the evaluation team’s experience and training,
The evaluation report is intended to be positive in secking solutions to livestock
development problems in the Belizean context and in suggesting alternatives believed
to be within the scope of available resources.



II. LIVESTOCK MANAGEMENT

A. Background/Situation

1. Beef Caitle

According to the most recent Census Of Agriculture (1988), beef cattle
numbers totaled about 43,815 head distributed among 1,665 farms.” Holdings with 10
or less animals accounted for 63 percent of farms with cattle but only 8.6 percent of
the cattle population. At the other extreme, 56 farms accounted for 50.6 percent of
total beef cattle. Orange Walk and Cayo Districts were the areas of greatest
concentration accounting for more than half of the total national herd.

Although annual slaughter figures are considered less reliable and do not include
on-farm slaughter, BLPA estimates show a decline from 8,317 head in 1987 to 7,139
head in 1990 (Table 1). Part of the decrease may be explained by the closure of Belize
Meats Ltd. and the present lack of beef exports.

Poor husbandry, low genetic quality and poor pasture management continue to be
major constraints. Small and medium size farmers who generally use a very low level
of technology produce poor calving rates, poor average daily guins, poor pasture
utilization and continuous inbreeding. All of these factors are impediments to
increasing quality and number of the national herd.

These factors and their consequences were recognized in a study of the costs of
producing beef in Belize by BLDP-II consultants.* These estimated costs range from
93 cents per pound to more than $1.25 depending on level of technology and the
inclusion of management and owner labor. Cost of producing beef relative to prices
received indicate the enterprise to be marginal when all resources are priced at market
value,

Live animal exports to Mexico contributed to a gradual increase in prices to a
1990 peak of $1.15. This market is temporarily closed because of animal health
restrictions. BLPA almost single handedly arranged these sales and is working to have
the market restored. The closure of Belize Meats Ltd. means the only plant with
USDA certification for meat export is also closed and this export outlet is expected to
be more difficult to reestablish.

*Ministry of Agriculture and Fisheries, 1988 Census of Agriculture, Belmopan.

‘Freeman, Billy G., Cost of Producing Beef in Belize, Belize Livestock
Development Project-Phase 11, Belmopan, (July 1990), Tables 8,9, and 10.
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2. Dairy

Dairy production has continued a slow increase reaching 5.83 million
pounds in 1990. Western Dairies is the major producer with Macal output at about
150 gallons per day. Dairy product imports total about $12 million per year and serve
as an indicator of the potential market for domestic producers.

Potential for increased production is dircctly related to improved marketing
cspecially at the Macal Cooperative. Macal has received recommendations for changes
in their marketing program and for improving milk quality, but has done little.
Improvements in these arcas will translate into a faster rate of growth.

dairy farmers.
3. Swine

The national pig population has decreased from 20,570 head in 1987 10
17,816 in 1990 (Table 1). This change comparcs unfavorably with cxpected project
outputs of a 30 percent increase in numbers over the life of the project. Part of the
decrease is in fesponse to two successive poor crop years for corn and subscquent
higher prices for this input. Reflecting smaller numbers, swinc prices are rising and
meat processors are bidding strongly for supplies. BLPA slaughter figures have risen
over the same time period from 8,030 head to 9,550.

breeding and fattening pigs and the MAF has only been able to supply a small portion,
The absence of farm records still remains a serious problem to livestock improvement
since production parameters cannot be accurately evaluated, cost benefit analysis
cannot be done, and breeding programs designed. This problem has now been
addressed by the technical staff of BLDP II. '
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Table 1: Livestock Numbers, Belize, 1987-90

{head)
Item 1987 1988 1989 1890
Beef Cattle
Number on Farms (hd) 49,962 49,820 51,001 N/z
Slaughter (hd) 8,317 7,285 5,596 7,136
Average Liveweight (1lb/hd) 688 710 651 680
Pigs .
Number on Farms (hd) 20,570 21,555 16,417 17,816
Slaughter (hd) 8,030 8,654 7,530 9,550
Average Liveweight (1b/hd) 178 181 214 181
Sources: Annual Report, Ministry of Agriculture and Fisheries, Belmopan,

various years {(number on farms, and liveweights);
BLPA survey of slaughter plants (number slaughtered).
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included as a component of BLDP-IL Its objectives are to free Belize of a parasitic
discase caused by the presence in warm blooded animals of the larval form of the
screwworm fly, to reduce livestock management problems and losses, and to increase
livestock productivity in the country.

The program has included a large program of farmer education using written, radio
and television media as well as personal contact and meetings. Material has been
prepared in English, Spanish, Garifuna, Creole, Maya Mopan and Kekchi. The
cradication campaign has used both chemical and biological methods with free
distribution of Coumaphos to farmers for wound treatment in the first case and release
of sterile flies in the second case.

B. Analysis

1. Beef

BLDP II has made considerable progress in rcaching planned targets in
genctic improvement. Activities began with a review and evaluation of the national
beef herd and Government herds located at Central Farm and Yo Creek Stations. A
breeding improvement program and a management plan for Central Farm and Yo
Creek Stations was prepared with specific recommendations to increase the calf crops
and growth rates.

Efforts to improve the genetics at Government Stations have resulted in the
insemination of 244 beef cows and the importation of some 20 brahman heifers and
five brahman bulls. This will establish a genetic base for the beef cattle sector. Semen
testing for breeding bulls commenced for both Government Stations and the private
sector. Existing records were reviewed and analyzed and a sound record system was
designed and put in place. The computerization of these records also started. A
detailed and well organized plan of work has been developed for the period
January-July 1991 with subsequent six-month plans to be developed.

2, Dairy

Genetic improvement of the national dairy herd is proceeding more slowly.
Efforts have been focused in Cayo and Orange Walk Districts including the Mennonite
communities of Spanish Lookout and Blue Creek. Equipment has been procured and
cxtension officers assigned to these two Districts. A computerized breeding program
has been designed for Central Farm and is being used in the breeding program.

On-farm inseminations have been slowed by past experience that has lowered the
confidence level of farmers. Training programs are underway to teach farmers the
essentials needed to have the inseminator visit on time. The program only got
underway in mid 1990 so past records do not adequately reflect accomplishments.
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On-farm inseminations have been slowed by past experience that has lowered the
confidence level of farmers. Training programs are underway to teach farmers the
essentials needed to have the inseminator visit on time. The program only got
underway in mid 1990 so past records do not adequately reflect accomplishments,
Targets for 1991 are to inseminate 60 dairy animals,

3. Swine

The swine improvement component also began with a review and
evaluation. This resulted in the preparation of a swine management plan for Belize,
including adequate breeding programs, computerizing of the record keeping system,
waining in pig management and husbandry and several educational publications
prepared and distributed. To improve the genetic buse, some thirty-six gilts and
eighteen young boars were imported from the USA.

Central Farm reports indicate that both quality and numbers were decreasing at the
Station. This was due partially to inbreeding and in some cases, to inadequate
selection and culling. The supply of breeding stock sold to small farmers was reduced
from 173 animals in 1989 to 97 in 1990. This problem should be improved with the
recent importation and by the implementation of the swine improvement plan designed
by the personnel of BLDP 1.

4, Screwworm Component

The screwworm component is proceeding ahead of schedule. The northern
half of the country is already essentially free of infestation. Belize City (dogs and cats)
and jungle areas of the south remain as problem areas. An experienced team has been
a major asset. The expectation is that Belize will be declared screwworm free by
March, 1992. A maintenance plan with staff and funds is in place to maintain this
status after that date.

C. Conclusions and Recommendations
1. Conclusions

Progress is being made in the livestock improvement component at a rate
about as good as can be expected under prevailing conditions. Most importantly, the
basis is now in place for genetic improvement of the national dairy and beef herds. A
breeding plan is in place on Government Stations and given monitoring and discipline
by administrators, past problems of inbreeding can be overcome., Equipment, vehicles
and staff are in place to fully implement the A.L program. Numbers of all types of
livestock on Government Stations is insufficient to supply farmers with adequate
breeding stock much less feeders nor should this be a public sector goal. Therefore, a
reappraisal is needed of Government pricing policies to insure that private sector
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breeders have necded incentive to expand in keeping with MAF objectives.

2.

Recommen-ations

0

MAF should easure that trained counterparts arc assigned to the
project until completion so as to ensure continuity of the already
established program.

MAF should provide technicians to support the work of counterparts
who also have administrative and research/extension responsibilities.
Given budget strictures, the feasibility of contract cmployment for
these individuals should be investigated.

USAID/MAF should extend the services of the livestock technical
advisor for an additional six month period (a total extension of one
year). Investment already made in livestock improvement activitics
is now in place and just beginning to bear fruit and the credit
program and possibly marketing activities are yet to come on
stream. The advisor’s services are needed to insure these efforts will
be sustained. Funds can be reallocated from those previously
earmarked for the laboratory.

MAF should establish a monitoring system that will insure that
breeding records are maintained and the management program now
in place will be followed on Government Stations,

The private sector should be encouraged to contribute to genetic
improvement through the use of commercial breeding bulls.

BLPA should increase its activities in swine production and
marketing to better serve this portion of its producer-members.
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III. PASTURE ANU FEED MANAGEMENT

A. Background/Situation

Cattle production occupies a central position in the Beiizean economy. The
availability of good natural pastures and the economics of establishing improved
pastures offers the opportunity to further develop and improve this sector. Thus, the
role of the Pasture Advisor for BLDP II has been clearly established.

Emphasis should be aimed primarily toward pasture development, that is, an
increase in carrying capacity as well as animal gain from existing and improved
pastures. Pasture management and forage utilization of adapted and improved grasses
and legumes are important components of a pasturc improvement program.

The number of acres of cleared land in Belize is estimated to be approximately
120,000 acres. With approximately 45,000 head of cattle, this would indicate that
adequate land is available for present use as well as the near future. It is believed that
about 10 percent of the farmers went out of the cattle business within the last year.
Sale of cattle to Mexico, according to some cattle farmers could be beneficial for both
the cattle industry and pasture development/improvement.

The BLDP II Pasture Management Advisor has been in Belize since August 1,
1989. He has given technical assistance in the form of pasture evaluation,
recommendations and assistance in pasture development, as well as training for the
technicians and dairy and beef cattle producers. Work on Central Farm has shown that
it is possible to double the production of beef by the use of improved pastures. It is
well known that improved nutrition of forage is the key to higher profitability in
livestock. A few new forage species have been introduced and established at Central
Farm, and several new species/pastures were established for grazing in 1991,

B. Analysis

Several farm evaluations were made during Phase II of the project in order to
select representative farms to participate in the cost/benefit demonstration program,
Some 37 farms were evaluated in five districts which represents approximately 7,000
acres of land. These on-farm sites were selected i 1990 for cost/benefit
demonstrations to begin in 1991. Some 13 selected farms of 120 acres, planted in four
Districts with 12 species, will be studied and evaluated.
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Although there has been strong emphasis toward the usc of improved forage
species, emphasis is also being given to the proper management of natural pastures.
Promotion in the use of native (improved) tropical legumes has been very cvident in
several of the reports and interviews. Also, recommendations were made in the use of
fertilizer, especially phosphorus and potassium for legumes. Several species and
cultivators of improved grasses and legumes have been sclected for increase because
of their adaptation and performance and for their feeding value in meeting the
nutritional requircments of the cattle in Belize.

The project has imported seed to initiate the cstablishment of improved pastures in
the cost/benefit demonstrations. Project records show that over 1,200 pounds of seed
of 15 species of grass and legumes were imported from three countries at a cost of US
$5,733 plus air freight (Table 2).-A pilot pasture seed production program is planned
to be initiated in carly 1991, with harvesting and processing to begin in 1992. Six
farms were sclected for evaluation representing approximately 577 acres. This proposal
has been approved. The aim would be to make Belize more self sufficient in seed
production.

Several pasture treatments have been established at Central Farm. Results from one
trial in 1990 indicate the potential for increasing carrying capacity and beef production
with different grasses and legumes as compared to native pasture (Table 3). The data
also shows that it is possible to more than double the production of beef from the
existing natural grasslands in Belize by the use of improved pasturcs. Results from
another trial on Central Farm, carried out in 1990, shows the potential of improved
pastures, where daily live weight gains between 1.3 and 1.6 pounds per animal per day
were achieved. A third is a demonstration on improved pasturc management for dairy
cattle. A fourth trial is another cost benefit demonstration of five selected grass and
legume species. A proposal for a cow-calf production trial/demonstration has also been
made. Data from these demonstrations should be very useful in promoting pasture
improvement and livestock production in Belize.

Data to determine the cost of establishment for different pasture systems and
forage alternatives in Belize was collected on farms in three districts and from Central
Farm in 1990. The data was separated into two categorics, one using low input
technology and another using high input technology (Tables 4 and 5). The tables
compare the cost for low input technology (improving natural pastures with minimum
tillage, minimum fertilizer, minimum weed control) with costs for high input
technology (replacing existing pastures with land preparation, fertilizer, and chemical
weed control). Data was also collected on the cost of pasture cstablishment of other
forage species in Belize. These estimates provide the basis for making cost-benefit
cvaluations. However, variation in animals and climatic conditions emphasizes the
need for several years of data for more reliable information, Results to date are a good
start for the project.
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Midterm Evaluation of the Belize Livestock Development Project, Phase IT

Table 2: Importation of Pasture Seeds, 1990

Species Origin Amount Price/1b Total’
(1b) (Uss) (UsS)
1. CGuinea grass Antigua 10 7.04 70.40
2. Perennial soybean Antigua 20 3.70 74.10
3. Rabbit vine Antigua 100 3.67 367.00
4. Leucaena Antigua 100 3.41 341.00
852.00
5. Andropogon gayanus Honduras 309 3.17 979.53
6. Perennial Soybean Honduras 26 4.61 120.00
7. Centrosema Honduras 88 3.17 280.00
8. Kudzu Honduras 26 3.69 96.00
9. Clitoria ternatea Honduras 26 2.30 60.00
10. Lablab purpureus Honduras 55 1.37 75.00
11. Mucuna pruriens Honduras 66 1.37 90.00
1,700.53
12, Kleingrass UsA 100 6.50 650.00
13. Blue Pacific UsaA 50 9.00 450.00
14. Bahiagrass Tifton 9 UsA 100 18. 0p800.00
15, Argentine Bahia usa 100 1.80 180.00
16. Aeschynomene usa 100 1.00 100.00
3,180.00
Total 5,733,03

Source: "Development of a Positive Seed Production Program for

Livestock Development in Be

and Elide Valencia.

Air freight is not included.
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Midterm Evaluation of the Belize Livestock Development Project, Phase 1I

Table *: Summarv Preliminarv Fesults of Fattening Steers or

« Inpbroved Pastures (216 Dave!, Central Farm, 1¢Gr
Treatment Stocking Daily Live Total Live Weight Gain Increment
[Pastures) Rates Welght Gains Animal Area Over IW.F.
animal/ac lb/animal/day lb 1b/ac %
A. Protein Bank
1. Native pasture 0.50 1.563 337 168.5 -———
2 Native pasture
C. agyroides 1.11 0,778 167 185.4 10.02
3. Native pasture
Leucaena 1.11 0.942 203 225.3 32.71
4. Chrysopogon
Leucaena 1.30 1.329 286 371.8 120.65

B. Grass Legume Association
5. Guinea ¢

Centrosena 1.27 1.133 244 309.9 83.91
€. Humidicola

& Kudzu 1.25 0.849 253 316.2 87.65
7. Mixture legumes 1.36 1.181 248 337.3 100.17
C. Grasa Fartilized with N
8. Stargrass & N 0.80 1,245 264 211.2 25.22
9. Stargrass & N 1.00 1.382 293 283.0 73.88
10. Stargrass & N 1.33 1.363 289 384.4 128,13

Source: Central Farm, Annual Report, 1990.
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Table 4: Estimated Cost of Pasture Establishment
for Different Alternatives in Belize, 1990
(Low Input Technology)

NOTE: TOTAL COST 1:
TOTAL COST 2:
TOTAL COST 3:
TOTAL COST 4:

See Note Above

Native Pastures % 20% Legume Bank
Chrysopogon or Andropogon & Legume (Milpa)
Chrysopogon or Andropogon & Burning & 20% Legume FEank
Humidicola & Burning & 20% Legume Bank

% INCREASE

Units/ Cost/ Total Total Total Total
Items Units Ac (H) Unit Cost 1 Cost 2 Cost 3 Cost 4
(UES) (Uss {UsS) (Uss$)
LABOR OPFERATIONS:
Plough acre 1.00 40.00
Harrow acre 1.00 30.00 6.00 6.00 €.00
Sprig-Transport load 1.00 30.00 24.00
Planting acre 2.00 15.00 6.00 3.00 3.00 30.00
Apply Fertilizer man/day 0.33 15.00 1.00 1.25 1.00 1.00
‘Weed Control man/day 2.00 15.00 6.00 6.00 6.00 3.00
Subtotal 19.00 10.25 16.00 64.00
MATERIALS INPUT:
Fertilizer NPK 1bs 100.0 0.35 3.50 8.75 17.50 17.50
Herbicide 1t 0.25 45.00 11.25 22.50 11.25 5.62
CGrass seeds lbs 5.00 10.00 30.00 40.00
Legume seeds 1bs 3.00 10.00 6.00 10.00 €.00 6.00
Subtotal 20.75 71.25 74.75 29.12
OTHER COSTS:
Contingencies labor & mater. 10% 3.97 8.15 9.07 9.37
Supervision labor & mater. 15% 5.96 12.22 13.61 14.06
Land Tax ac/yr 1.0 2.50 2.50 2.50 2.50
Tools material 5% 1.98 4.07 4.54 4.69
Interest per annum 12% 4.77 9.78 10.89 11.24
Subtotal 16.18 36.72 40.61 41.86
TOTAL COST 58.93 118.22 131.36 134.98
ADDED COST 59.29 72.43 76.05

Source:

Central Farm, Animal Report, 1990.
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Midterm Evaluation of the Belize Livestock Development Project, Phase II

Table 5: Estimated Cost of Pasture Establishment
for Different Alternatives in RBelize, 1990

NOTE: TOTAL COST 1:
TOTAL COST 2:
TOTAL COST 3:
TOTAL COST 4:

(High Input Technology)

See Note Above

Andropogon or Guinea (pure stand)
Andropogon or Guinea & Legume

Humidicola & 50 1lbs N/acre
Stargrass & 100 lbs N/acre

Units/ Cost/ Total Total Total Total
Items Units Ac (#) Unit Cost 1 Cost 2 Cost 3 Cost 4
{UsS$) (Us$ (Uss) (UsS)

LABOR OPERATIONS:
Plough acre 1.00 40.00 40.00 40.00 40.00 40.00
Harrow acre 1.00 30.00 30.00 30.00 30.00 30.00
Sprig-Transport load 1.00 30.00 30.00 30.00
Planting acre 2.00 15.00 3.00 3.00 30.00 30.00
Apply Fertilizer man/day 0.33 15.00 4.95 4.95 4.95 4.95
Weed Control man/day 2.00 15.00 30.00 30.00 15.00 15.060

Subtotal 107.95 107.95 149.95 149.95
MATERIALS INPUT:
Fertilizer NPK lbs 100.0 0.35 17.50 17.50 17.50 70.00
Herbicide 1t 0.25 45,00 45.00 22.50 11.25 22.50
Grass seeds lbs 5.00 10.00 50.00 40.00
Legume seeds lbs 3.00 10.00 6.00

Subtotal 130.00 86.00 28.75 72.50
OTHER COSTS:
Contingencies labor & mater. 10% 23.79 19.39 17.87 24.24
Supervision labor & mater. 15% 35.69 20.09 26.80 36.36
Land Tax ac/yr 1.0 2.50 2.50 2.50 2.50
Tools material 5% 11.90 9.70 8.92 12.12
Interest per annum 12% 28.55 23.27 2i.44 29.09

Subtotal 102.43 74.95 77.54 104.31
TOTAL COST 340.38  268.90 256.24 346.76
ADDED COST 281.45 209.79 197.31 287.83
% INCREASE
Scurce: Central Farm, Annual Report, 1990.
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It is also believed that some of these establishment costs might be reduced by
better planning in land preparation, the use of good planting material, proper seeding
rates of good quality seed, and growing a cash crop during the establishment stage 1o
reduce establishment expenses. The production of the planting material in nurseries on
the farm will also reduce transportation costs, New legume and grass species adapted
to acid, infertile soils, are being evaluated at three sites in Belize, The objectives of
these trials are to develop information for the selection of new improved germplasm
for pasture establishment and improvement of the natural grasslands in the pineridge
areas. The need for dry season feed supplementation was addressed by the project us it
relates to meeting the requirements of dairy cows. Strategies for the
implementation/use of a supplementation program were presented to farmers. The
types of supplementation covered by the project were energy, protein, minerals,
vitamins and bulk forage. Farmers were receptive to the use of supplemental feed.

The basic principles for the management and control of weeds in pastures have
been well addressed by BLDP II. Two short courses, one demonstration and one
seminar were carried out in May and June 1990 to provide the basic elements of weed
control to the MAF technical personnel and several farmers in Belize. The technicians
should be more aware of the problems, the effects of weeds on pasture production, the
control methods, and correct use of herbicides.

During the evaluation, an effort was made to analyze the effect of the pasture
development program on the overall agricultural ecosystem in the country. The
program does not recommend further land clearing, nor the broad overall use of
pesticides and herbicides in pasture development. Varieties with natural resistance to
pests are being evaluated and put into the program. The only recommendation on the
use of herbicides is for selective control of weeds in already developed/established or
improved pastures. All of these project objectives contribute to an improved
environment.

There is a strong interest towards conservation and land use practices in the
pasture development and improvement program. Since there is already an adequate
amount of land cleared for pasture development/improvement, further clearing is not
recommended. The present ratio of land already cleared for pasture use to numbers of
cattle is probably about three to one. The use of appropriate technology for pasture
development, management and utilization has been put forth and well documented by
the project. Emphasis has been on the use of adapted species to specific soils,
establishment of improved grasses and legumes in existing degraded pastures, use of
forage legumes as cover crops and protein banks, establishment of improved pastures
and reduced erosion under the “milpa" systems of farming, the establishment of a seed
multiplication program, and finally the dissemination of information through short
courses, seminars, workshops, field days, etc.
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Considerable cffort has been expended by the Pasture Advisor in training of extension
agents and farmers. Concentration has been in making decisions related to pasture
utilization and grazing management. However, the greatest level of success must be
achieved in pasture establishment as it is the basic step in livestock development. The
publication of brochures and technical bulletins is also essential to transfer the
technology of pasture improvement to the farmer,

The project has made good progress in formal training. Three students are
presently in long-term overseas training under BLDP JJ. Twenty-six MAF officers and
farmers completed a total of 325 man-days of short-term overscas training. Short-term,
in-country training was also accomplished for 347 participants in 15 meetings
throughout Belize between 09-25-89 and 7-23-90 on the subject of improved livestock
management. Short-term, in-country training was also accomplished for 369
participants (farmers and technicians) in ten (10) meetings between 10-19-89 and
6-14-90 on the subject of Pasturc management, weed control, feed supplementation,
legumes, and production cconomics. Three additional training programs are at the
planning stage.

Several publications, covering the arcas of varietal recommendation (grasses and
legumes), utilization, feed supplementation, weed control, ctc. were prepared and
distributed to farmers; twelve of thesc were reviewed.  Seven (7) manuscripts in
livestock management have been published for distribution to farmers, Some have
been prepared in Spanish.

C. Conclusions and Recommendations

The major objectives of the pasture improvement component of the project have
been to promote the use of improved pastures and good pasture management practices.
Pastures improvement will continue to be very important in cattle production, as it is
the least expensive source of nutrition and adequate cleared land is available in Belize.
However, further development of the livestock industry continues to be hampered by
the lack of improved pastures and poor pasture management.

program.
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It appears that considerable delays were encountered on a number of activities.
Some which affected the pasture improvement program were:

0 Availability of counterpart and the lack of continuity/consistency of the
counterpart staff;

) Delays in approval of some candidates for specific training programs; and

0 Availability of machinery for timely land preparation, quality animals at
Central Farm available for use on trials, and reliable transportation for
counterparts.

It also appears that there was a need to look further down the road on the overall
scope of the project--where we hope to be in four or five yews.

The pasture improvement/feed management program has made an excellent start
towards improving the nutritional needs of the livestock in Belize. The program of
work has been well designed by the project pasture advisor. The field staff in the
Ministry of Agriculture are being trained and the information is being delivered to a
large number of farmers in Belize. New legume and grass species adapted to acid
infertile soils, are being evaluated at three sites in Belize. The objectives of these trials
are to develop information for the selection of new improved germplasm for pasture
establishment and improvement of the natural grasslands in the pineridge areas. The
use of appropriate technology for pasture development, management and utilization has
been put forth and well documented by the project. Emphasis has been on the use of
adapted species to specific soils; establishment of improved grasses and legumes in
existing degraded pastures; use of forage legumes as cover crops and protein banks;
establishment of improved pastures under the "milpa" systems of farming; the
establishment of a seed multiplication program; and finally the dissemination of
information through short courses, seminars, workshops, field days, etc.

More emphasis also needs to be given to the technical and economic possibilities
for using by-product feed materials. The project team made an attempt previously but
MAF felt sufficient work had already been completed and the results should be
published. One ingredient that should be given high priority is the feeding of cane
Juice to swine.

Future emphasis should be on increasing the carrying capacity as well as animal
gain from existing pastures as well as improved pastures. Pasture management and
forage utilization of adapted improved grasses and legumes will be the important
components of a pasture improvement program.

Training of government staff, as well as farmers, in both overseas as well as
in-country programs, has been very extensive and well carried out. During the
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remainder of project life, in-country training programs will need to be expanded using
seminars, workshops, field days, etc. Training needs for the technical and extension
staff in promoting the improved packages of technologics will necd to be continued.
As the new packages of pasture improvement/management are devcloped, the
information will need to be prepared into brochures/bulletins for both the government
technical staff and the farmers. The use of audio-visual presentations at on-farm
seminars and demonstrations has also been very useful. Communication with the
farmer will be greatly enhanced through the use of more publications.
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IV. MARKETING, CREDIT, AND POLICY STUDIES

A. The Situation

Three constraints to the further expansion of livestock development are well
documented in all assessments of Belizean agriculture: (1) markets, (2) capital
availability, and (3) erratic policy changes that inhibit long-term investment.
Recognizing these constraints, Phase II planning provided for specific components to
address each of these problems. Livestock marketing was to be improved through a
program that would design and construct a central market facility and provide training
in meat processing, The capital constraint would be alleviated through the provision of
short-term credit to producers and funds were made available to complete analytical
policy studies that would provide the basis for sound long-term policy actions 10
strengthen the livestock sector.

B. Marketing/Meat Processing

1. Background

a. Pilot Central Market Facility

Lack of access to market facilities and the generally low perception
of market organization and performance is a major deterrent to investment and
expansion of the industry. Costs of marketing services for livestock products tends to
be unusually high in the country because of the small volume handled and inadequate
transport facilities. Recognizing these constraints, Phase II planning provided for a
feasibility study and possible construction of a central livestock market facility in
cooperation with the private sector.

Both tangible and intangible benefits to the livestock industry were anticipated. A
first consideration was the provision of a physical facility where buyers and sellers
would assemble for the purpose of exchange. The underlying assumption was that the
facility would contribute to improved communication between buyers and sellers, a
more equitable bargaining position between livestock producers and a limited number
of buyers and more efficient and widely known price information. These gains would
in turn be translated into the intangible benefits of increased confidence on the part of
livestock producers to increase investment and would strengthen the image of BLPA
by increasing the range of services offered to its producer-members.

An initial budget allocation of project funds in the form of a host country contract
of Bz$394,000 was provided for design and construction of the central facility and
Bz$100,000 for equipment and a vehicle/trailer. Additionally, the GOB is providing a
site (approximately 40 acres) for the facility. Considerable progress has been made
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thus far on meeting project objectives of this component. Achievements to be
highlighted are: (1) completion of a central market concept paper, (2) a study tour to
visit and observe livestock auction facilities in the United States, (3) formation of a
coordinating committec composed of representatives of BLPA, MOA and USAID and
the contractor, (4) completion of a livestock market assessment study, (5) completion a
feasibility study of the central market, and (6) completion of specifications, plans and
blueprints and bids received.

Despite these accomplishments, the market facility is still in limbo with no clear
direction for the future. The causes of the past delay and present uncertainty appear to
be continued doubts that the proposcd facility will alleviate the constraints, the
addition of a number of objectives and conditions beyond those foreseen in the project
paper and disagreement between BLPA as the market operator and GOB on the
method of financing the facility.

b. Mcat Processing

An objective of Phase II was to continue training and technical
assistance to butchers and meat processors to improve meat quality, enhance consumr
acceptance, lower costs and provide safer and more wholesome products. Achieving
these objectives would, in turn, make domestically produced products more
competitive with imports, reduce foreign exchange expenditures for imported meats,
increase investment and cmployment in agro-industry, and shift outward the demand
function for local products.

Although considerable momentum had been established in this activity in Phase I
and meat processors cagerly awaited further cooperation, the project technical team
Supported by the GOB made the decision to delay implementation of this activity until
an assessment could be completed. For various reasons the assessment has not been
initiated and all meat processing technical assistance has been suspended at this
midway point in the project.

2. Analysis

a, Pilot Central Market Facility

The constraints described above continue to impede national
livestock development. However, the conditions that prevailed at time of project
design have changed and have altered both the opportunities for cattle sales and the
probability of success of a central facility.

The project design anticipated both an increase in the transparency and efficiency

of domestic marketing and an increase in beef exports of 10 percent per year. On the
domestic market, beef slaughter has decreased an average 4.7 percent per year between
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1987 and 1990°. Pig slaughter has increased 6.3 percent per year (although estimated
numbers on farms declined over the same period).

There has been an accompanying structural change in production with numbers of
beef animals decling on smaller farms and increasing in the Mennonite Community.
Some Mennonites also perform an important assembly/transport function for animals
in Cayo and Orange Walk Districts. Further, a single Cayo meat processor
slaughtered 32 percent of the District’s total cattle and 27 to 34 percent of the total
pigs in 1990 (excluding home slaughter).” This volume is increasing (some
contracting is used) and is unlikely to flow through a central market. Belize City
processors utilize procurement agents who slaughter in San Igancio and Orange Walk
and purchase on the basis of best price. These trends are all consistent with livestock
marketing in other countries where the functions of central markets tend to be
supplanted by buyer-seller arrangements.

The 10 percent per year export expansion foreseen in the project paper has not
been realized and, in fact, all exports have been halted. A major change has been the
closure of Belize Meats Ltd., the only facility with export certification required for
U.S. and CARICOM entry. A second change has been the temporary closure of the
Mexican market to imports of Belize-origin live animals because of Blue Tongue
disease.

A feasibility study completed in 1989 when export prospects were brighter,
reached a positive conclusion regarding constructing the central market®, But the
changes listed above combined with the continued disadvantages of relatively high
production and shipping costs make problematic the successful penetration of U.S. and
CARICOM markets. The Mexican market is dependent upon disease eradication and
appears more solvable. In either instance a central market is not likely to remove
existing constraints to expanding beef exports.

The feasibility study focused on financial returns to the operator-management
(BLPA) and concluded that conditions were extremely favorable for proceeding with

’Computed from BLPA slaughter estimates.

%Joe Friesan is the single largest farm purchaser--cattle hauler and supplies two of
the larger Belize City meat processors.

"Present volume at Running W reported by A. Bedran and percentage computed
from GOB slaughter data, Telephone conversation, 4/9/91.

*Kary Mathis, Livestock Market Assessment Report-Belize Livestock Development
Project, Phase II (Stamford, Conn. IRI Research Institute, 1989) p. 7.

29



construction under the study assumptions.’ The study is still considered by USAID as
incomplete and the inclusion of additional costs of land clearing, fencing, and pasture
seeding were requested. The study did not attempt to perform an cconomic analysis
that includes the time value of money as an factor in project feasibility.

Therefore, as part of the evaluation an internal economic rate of return analysis
was computed. Five scenarios were considered primarily to test sensitivity to volume
of cattle marketed and changes in cost of the facility.

In the base case all assumptions of the feasibility study were accepted. The major
assumptions were cattle volume marketed equal to 50 percent of Cayo District volume
(approximately 1900 anirna;s per year) and weighing an average 800 pounds cach to
arrive at total revenue and initial investment of Bz2$325,000. Under these assumptions
the estimated JERR is a favorable 24.1,

An alternative scenario was considered that reduced volume marketed to 25
percent of Cayo District volume as the most likely best case, live weight equal to 665
pounds per animal, the national average slaughter weight for 1989 and 1990, and
average market price reduced from 95 cents to 90 cents per pound reflecting quality as
Judged by weight. The Justifications for these changes are: (1) the probability of
attracting cattle from the two northern districts and Belize District to a Belmopan
facility when the end markets are in Belize City and Mexico appear to be very low
and not in the national interest considering transpor cost, (2) the expanding processing
facilities in Cayo District and Belize District are likely to utilize the central market
only as another buying alternative and BLPA is judged not to have sufficient
bargaining strength to alter the existing pattern, and (3) the assumed weight of 800
pounds is considered unrealistic in view of national averages and the expectation that
better quality animals will be bid away by the processors, leaving the central facility
with lower weight/quality animals. These assumptions only affect market revenues
from cattle marketing leaving all other revenues and all costs unchanged from the
feasibility study. The results show an IERR of 8.3.

The third alternative is derived from a negotiating proposal of the GOB to rcquire
the full cost of the facility including land 1o be paid by BLPA before title is acquired
and in 15 years rather than 28. In this computation all revenues remained as in the
base case (50 percent of Cayo District cattle and 800 ﬁound weights) and only
investment costs changed from Bz$325,000 to Bz$506,000 and the discount period
was changed from 28 to 15 years as per this proposal. The estimatéd result js an IERR

of 7.5.

’Ibid., p.21.
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The fourth and fifth scenarios are based on the April 12, 1991 draft Memorandum
of Understanding. Investment costs to BLPA total Bz%268,517 ($214,217 for market
facilities plus $14,300 for supervision of construction plus $40,000 for land
preparation and pasture establishment)'®, This sum is to be repaid as deposits to the
Fondo Ganadero in quarterly installments for 28 years of 25 percent of profits or a
minimum fixed amount. This investment cost was used to estimate the IERR with all
other assumptions as in the base case. The estimated IERR is 30.6 if total market
revenue is based on sales of 50 percent of Cayo catle and 11.1 if the assumption of
25 percent is used.

The April 12 MOU presents the most favorable investment alternative considered
for market viability. The analysis only includes that portion of investment required for
the market facility itself with office facilities, land and equipment granted by USAID
and MAF as part of the BLPA strengthening program. If all assumptions of the
feasibility study hold and cattle voluine approaches 1,900 head per year, the project is
economically justified. If cattle volume is 1,000 head less per year (or if other
assumptions do not hold), there is no economic rationale to support the investment.

The usefulness of the internal rate of return analysis is the estimation of a discount
rate such that the present worth of project benefits is equal to the present worth of
project costs. For the private sector the estimated IERR can be compared to the
prevailing interest rate for borrowing to judge project feasibility and for national
development policy the estimated IERR represents the opportunity cost of capital if it
were invested in the most remunerative alternative (using social values instead of
financial values where appropriate).! The analysis is also useful to test the sensitivity
of project feasibility to changes in assumed conditions,

The sensitivity of changes to market volume is of much concern to the evaluation,
The sensitivity index for the last alternative estimated is 1.34 meaning that a ten
percent decrease in cattle numbers marketed through the facility leads to a 34 percent
decrease in the IERR. Variance of this magnitude indicates the investment is high risk
as well as marginal in profitability.

The conclusions from analyzing the current proposal in the draft MOU are as
follow:

) If all of the assumptions of the feasibility study hold and volume of cattle
marketed approximates 1900 animals per year at 800 pounds, the IERR of

"Moise Cal, Fax No 301-652-5934 to Fred Mangum, April, 23,1931.

"Hence, the only realistic IERR is that of scenario three where full project costs
are used.
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30.6 compares favorably with private market interest rates and with
alternative public sector investments. Under these conditions the central
market.facility should be immediately constructed (financial returns in the
feasibility study are also positive); and

0 If, as appears most probable at this time, annual volume of cattle marketed
will only approximate 950 head, the IERR is only 11.1, below prevailing
private market interest rates and presumably below most public sector uses
for capital.

In this scenario the facility is a marginal investment and is high risk. While the
central market facility at this time is difficult to support on cconomic grounds, there
are valid social and developmental objectives that should be considered and could
Justify its construction. The project paper and other documents recognize the intangible
benefits of a central facility in:

) Strengthening the bargaining position of smaller producers;

0 Increasing confidence and incentive to invest for future industry expansion;
and

0 Providing a mechanism for institutjonal strengthening of BLPA as a way of

increasing private sector participation.
All arc project objectives and the central market will contribute toward these ends.

In view of the high risk and low probability of success, certainly in the current
cessation of exports, the evaluation recommends an alternative to immediate
construction. The decision has already been made to turn over to BLPA the equipment
and vchicle for transporting animals. Pens arc available at The Belmopan
Showgrounds which can be temporarily used for assembly and sclling of live animals.
Training in the marketing process can be provided by the current Chief Of Party
supplemented as needed by a short term specialist. Sales can begin as soon as the
procurement of equipment is completed and the results will go far toward dispelling
the doubt and uncertainty that presently exist, Project funds will be held for one year
pending the establishment of a track record and the reopening of an export market. If
livestock producers utilize the temporary facility and receive the cxpected benefits,
then a decision to proceed with construction can be made with a high degree of
confidence. If expected volume and benefits do not materialize within one year,
project funds can be diverted to the Central Farm Laboratory or other use and BLPA,
GOB, and USAID will avoid the Joss of public confidence associated with an empty
monument.
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Several additions to the original marketing concept have evolved, some useful and
some questionable. Under the current proposal reflows from the loan to BLPA would
be directed to the Fondo Granadero Belize Partnership Program rather than to the
GOB gencral fund and would be available tor on-lending to Belize livestock
producers. This appears to be a valuable complementary resource to the market
activity permitting a larger volume of feeder and finished animals to pass through the
facility and contributing to the overall project objective of developing the livestock
sector.

A second set of additions to the original concept is a variety of services to be
performed by the Association for its membership. Many similar organizations add
these services over time to strengthen membership loyalty and to generate income for
political activities or other non-revenue generating uses. Generally, these are self-
supporting (hauling, retail of inputs) or enhance and extend public service activities
(training).

However, the proposed addition of a market support function or “floor price"
appears unrcalistic. Marketing boards or price support activities worldwide, whether
operated by governments or producer organizations, have a less than enviable record
of success. The conditions for such success do not appear to be present in the Belize
livestock industry. Large imports of meat products limit the ability of meat processors
to pass on higher procurement costs to consumers on the demand side while a weak
producer association limits ability to discipline producers to bargain cohesively on the
supply side. The expectation is that attempts to withhold animals from sale to force up
domestic prices will meet with little success since the Association is not likely to
control a sufficient volume and better quality animals will be bid away by end users.
Success in achieving higher market prices is much more likely if past efforts to obtain
markets in Mexico can be reinstated as an alternative.

b. Meat Processing

Implementation of technical assistance in meat processing is
particularly relevant to Belize livestock development because success in this activity
can be the driving force in increasing live animal requirements and/or farm-level
prices. Although data is not available on the rate of change, improvements made in
this stage of the marketing chain have played a major role in improved markets for
Belizean swine producers. Comparable advances could impact cattle producers if an
acceptable corned beef product (imports totaled Bz$606 thousand in 1989) was
produced and/or costs were lowered and quality improved for other beef products.

Implementation of the meat processing activity is a relatively low-cost, obstacle-
free technical assistance component. By contrast, technical assistance to bring change
in a traditional farm society is high cost, slow in achieving benefits and a constant
struggle to overcome obstacles internal to the farm setting and external in
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infrastructure and policy. Meat processors in Belize have demonstrated a willingness to
commit their own. investment resources for expansion and continually seek technical
advice both project related and on their own initiative.

Given this receptive audience and the potential for price/quantity improvements at
the farm level and more wholesome and safer products at the consumer level, this

processors to determine their training needs. In the longer term, alternative funding
will be sought to do a thorough study of policy directives for swine production and
processing. This would be particularly valuable after the closing of Belize Meats L,

3, Conclusions and Recommendations

0 The decision to construct a central market facility should be
Postponed until the need and use by farmers will justify the
investment. The cessation of exports, a previous failed attempt with
an auction market, changes in structure of cattle production and
marketing since the project was designed and the internal role of
return analysis all call into question the viability of a central market
facility at the present time;

0 BLPA should be strongly encouraged to utilize the existing facilities
at the Belmopan Showgrounds, vehicle and equipment to be
immediately purchased with project funds and technical assistance
from the Livestock Advisor supplemented as needed by a marketing
specialist, to demonstrate for one ycar that the marketing concept is
workable and will resolve the identified constraint. At the end of
onc year of successful operation, project funds would be released for
construction of the pilot facility. If unsuccessful, project funds
would be used for the central laboratory or other agreed need.
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) BLPA'’s floor price concept should be dropped until an export outlet
is available. The Asseciation does not have the strength to serve as a
bargaining organization and past efforts to market livestock products
collectively on the domestic market have failed. The Association
can perform a useful function for some of its membership in
transport, assembly and sale of livestock without the potentially
costly objective of withholding marketings. When an export market
does become available, price enhancement can be achieved by
diverting excess supplies to this alternative outlet. The Association
can again play a useful role as it has done in the past by contracting
for, assembling and delivering animals to strengthen prices.

) Actions to strengthen BLPA as a private sector participant (an
original objective of the Project Paper) should be completed. The
planned inputs were the provision of office equipment, supplies, fuel
and vehicles, The opportunity to strengthen the Association was
delayed by originally linking these resources to an agreement to
construct a market facility. This assistance has now been delinked
and funds in excess of the original amount are now available to the
Association. BLPA should proceed with procurement for immediate
implementation of this project component.

0 Consultative meetings should be begun between the Project
Management Committee and the leaders of the Belize meat
processors to formulate an action plan based on their needs for
training and other inputs as available. This planned project activity
should be implemented.

C. Credit

1. Background/Situation

Available credit at acceptable interest cost and collateral conditions is
identified in the Project Paper and in a variety of studies as a significant constraint to
livestock expansion. Phase II sought to alleviate the capital constraint by providing
US$300,000 from GOB resources to fund a production credit loan program with less
stringent conditions than available ~n private markets. The project design anticipated
that the credit program would be implemented by either DFC or NDFB and would
establish a loan review committee that would include BLPA representation.

These issues and others became contentious issues as managers attempted to
implement the credit component. DFC was never seriously considered as a lender and
agreement with NDFB could not be reached because of a 12 percent interest charge,
an inability to agree on how technical assistance and loan monitoring was to be
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provided and a reluctance on the part of NDFB to form a credit review committee that
would include BLPA. As a result the technical advisors recommended and all parties
accepted the concept of the Fondo Ganadero modeled on a successful effort in
Honduras. The Agreement between GOB and BLPA was signed on January 24, 1991
and the first credit for livestock production is expected momentarily,

2. Analysis

Discussions with NDFB capsuled the difficulty of project implementation
when private interests are placed ahead of the common good. NDFB would not agree
with the project objective of including BLPA in the loan review process, asking
instead that the Association only refer applicants to the Fund. BLPA would not
participate without receiving the two percent fee charged by NDFB for administration,
GOB would rot participate because it was asked to supply technical assistance
(Extension training) as it did with the previous credit program for swine. However,
MAF felt it did not have sufficient staff for an intensive effort. While not directly a
part of this process, the AID Mission contributed to dissention and delay with less
than diplomatic participation by a previous project manager. This individual alienated
members of the Project Management Commitice and a management style sharply
different from other project managers created confusion and delay.

Because agreement to achicve a useful program as originally conceived could not
be obtained, the Fondo Granadero concept has been accepted. This program has
worked successfully in other settings and its application here holds promise.

However, USAID has expressed considerable concern with the Fondo Garadero
concept and Agency funds are not being used for this activity. In particular, AID does
not support the establishment of new credit institutions. Rather, greater benefits are
cxpected from strengthening existing institutions. AID also objects to the proposed
program because the project purpose is not clearly defined, possible higher cost to
farmers relative to alternatives, and a failure to include all costs in the analysis.

3. Conclusions and Recomimendations

0 The Fondo Granadero concept should be implemented immediately
in Belize. The evaluation supports this move, providing several
suggestions that the management committee may wish to consider.

0 A clear statement of objectives should be established for the Fondo.
Is the primary objective to be developmental or commercial? The
answer detcrmines in large part the use of credit, If commercial,
steers and feeder animals would be the major in-kind purchase and
distribution. If devclopmental, female breeding animals and
improved pastures would represent the majority of transactions,
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Private sector lending institutions are available for short term-
lending, albeit at higher interest rates. The major achievement of the
Fondo if emphasis is placed on commercial production is thus likely
to be displacement/supplement of commercial credit with little long
term gain. Developmental emphasis will more likely contribute to
growth in livcstock numbers to achieve higher incomes,
employment and an improved trade balance in keeping with the
stated objectives of Phase IL It is therefore suggested that this be the
emphasis of the Fondo.

0 Suggest that, while recognizing the need for fiscal integrity, the
GOB system of quarterly budget allocations currently planned to be
used to replenish the Fondo conflicts with the timeliness of
livestock, feed and pasture needs. An altemnative procedure should
be considered for transfer of capital to the Fondo.

0 Additional MAF field staff are needed to provide
technical and financial management to producers
in in support of the credit program.

0 Suggest computerization of BLPA membership, which is estimated
at something over 5000 members (including family members). Over
half of total national cattle numbers are accounted for by 56 farms.
Swine numbers are more widely dispersed. To insure meeting
project objectives of primarily assisting small farmers, BLPA
membership should be computerized by amount of cess paid and
specific allocations from the Fondo be set aside for small producers
(however defined).

D. Policy Studies

1. Background/Situation

A project objective was to strengthen the data base and analytical capability
for planning and policy making, particularly in the livestock sector and to provide
resources for completing a minimum of five policy studies during the life of the
project. A total of US$150,000 in USAID funds was provided for this purpose.

The coli :tion, verifying and publishing of agricultural statistics has historically
been a resr nsibility of the MOA. Collection of information has not always been
regular, timely, comparable across years, and in a form where statistically valid
conclusions could be drawn. As a consequence, policy decision making has suffered.
The Project Paper includes an objective of improving the data base for planning and
policy making.
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2, Analysis

At approximately midway the project life, four policy studies have been
completed, exceeding the planned rate. Examination of these documents leads to the
conclusion that useful information has been generated for decision-making. In
particular, the report on the feasibility of the central livestock market and the export
market evaluation for cattle and beef have scrved as valuable inputs into discussion
and policy making. The publication on costs of producing beef provides useful
information on the supply response possibilitics in the country. All in all, the record of
midterm accomplishments in policy papers is satisfactory.

In two other areas performance has been less than desired and poscs questions for
both attainment of project objectives and sustaining present achievements, Continuing
staffing problems in the Policy Unit and MAF's past unwillingness to assign a
sufficiently high priority to agricultural statistics to move it high enough on an already
over crowded agenda of tasks to be performed by ficld staff to result in acceptable
data quality, make it doubtfu] that present attempts to improve will be very
successful.The problem has becn recognized by the Ministry and additiona] staffing
has been approved and the use of a consultant is cxpected.

As a preferred alternative, the Central Statistics Officc has recently been expanded
in number of trained people, is well equipped and utilizes sampling and data collection
methodologics that result is statistically valid results. Combining the statistical and
data responsibilities of these IWo government units into one under the responsibility of
CSO offers the rare opportunity to do a better Jjob at less cost.

A second shortcoming is not unique to the Policy Unit. The inability to find and
retain capable staff hampers both data base management and policy studics. Although
the departure of trained staff can be rationalized if contributions are made to the
Nation elsewhere, the short run problem for the Policy Unit is made more difficult,
The rate of progress in the first half of the project is unlikely to be maintained in the
second half because of staffing shortages,
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V. LABORATORY SERVICES

A. Background

A planned project output was an improved functional capability for soil and plant
analysis at the Central Farm Laboratories and an upgraded diagnostic lab for meat
products to meet international trade requirements. The project provided US$90,000 for
this use after an evaluation of equipment and training needs by the project team and
after assisting the GOB determine its priorities for each lab.

At the midway point in the project an assessment of the Belize City lab has been
completed and remedial measures taken to correct unsafe conditions in storage of
previously purchased chemicals. USAID will not agree to the use of project
procurement funds until neceded safety precautions are in place and until the issue of
the labs is rationalized. The evaluation for the Central Farm lab has not been
completed although an effort was made by the project team and a consultant was
identified."” Because the lab has been judged not to be adequate for the installation of
new equipment (wiring, size and condition) and because it is without a trained
chemist, planned procurement under the project has not as yet taken place.

B. Analysis

The Belize City agricultural facility is actually a
complex of three labs with different missions all sharing the same facilities:

) The Veterinary Clinic has a primary mission of treating small animals. Fees
are charged although in effect the small animal practice is subsidized by the
GOB. There are similar clinics in Orange Walk and in Central Farm which
treat a higher proportion of large animals;

o The Veterinary Diagnostic Laboratory in Belize City is primarily concerned
with analysis of samples sent in from the field by vets (a majority of which
are small animals). This lab also tests animals for disease (TB, brucellas,
etc.) but without a regular pattern; and

0 The Meat Residue Lab has the primary mission of tissue testing for
residues to meet USDA requirements for export certification. Unfortunately,
this Lab has never functioned despite prior USAID funding and samples
were sent abroad for analysis when meats were being exported. A prior

"Memo from Dr. Luis E. Tergas to Dr. Rafael Ledesma,
August 31, 1990.
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assessment indicates an additional US$90,000 is nceded to make jt
operational. Even this additional expenditure will not resolve the over
crowded working conditions and potential for environmental damage in a
denscly populated arca.

The Soils Testing Laboratory at Central Farm has the primary objcctive of serving
farmers by testing soil samples and making recommendations for nutrients. There has
also been some usc of the lab in the past for analysis of feeds and forages. Currently,
some of the building and equipment is in such a poor statc of maintenance that it ig
virtually unusable. Additional cquipment purchased on a previous AID contract
remains in cartons, Departure of staff has reduced human resources to a technician and

person could serve the combined facility,

There is a definite need in the country for analytical laboratory facilities. The issuc
is how to provide these services in the most cost effective and sustainable manner, A
proposal has been advanced by the private sector (citrus, banana, sugar) to support

Phase II.

A conclusion of the evaluation is that such a combination of functions in a multi-
purpose, centralized facility is the only logical alternative for Belize, The justifications
are as follow:

) Employing, training, and retaining specialized laboratory staff at
government remuneration rates is a long term problem that can be expected
to continue in at least the medium term. Combining facilities to the extent
possible can spread the work load in peak periods, reduce under
employment at other times and provide continuity when staff turnover
occurs;

0 Some buildings and equipment are specialized to particular typcs of
analysis. Others may be shared for several purposes. A multi-purpose

) A well equipped, well managed laboratory will gain the confidence of the
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assessment indicates an additional US$90,000 is needed to make it
operational. Even this additional expenditure will not resolve the over
crowded working conditions and potential for environmental damage in a
densely populated area.

The Soils Testing Laboratory at Central Farm has the primary objective of serving
farmers by testing soil samples and making recommendations for nutrients. There has
also been some use of the lab in the past for analysis of feeds and forages. Cuirently,
some of the building and equipment is in such a poor state of maintenance that it is
virtually unusable. Additional equipment purchased on a previous AID contract
remains in cartons. Departure of staff has reduced human resources to a technician and
limits the analysis that can be performed. MAF has taken the necessary steps to
remodel the Soils Laboratory and has obtained a temporary VSO chemist. A MAF
employee has been sent through Phase 1I for training as a chemist and is expected to
become the lab director for the Meats Residue Lab upon completion of training. This
person could serve the combined facility.

There is a definite need in the country for analytical laboratory facilities. The issue
is how to provide these services in the most cost effective and sustainable manner. A
proposal has been advanced by the private sector (citrus, banana, sugar) to support
Government’s efforts to provide these needed services. The proposal called for the
establishment of a centralized soil and tissue laboratory to improve services to farmers.
This concept would permit utilization of existing useable GOB equipment, items
previously purchased and not yet placed in use and the new equipment available under
Phase II.

A conclusion of the evaluation is that such a combination of functions in a multi-
purpose, centralized facility is the only logical alternative for Belize. The justifications
are as follow:

) Employing, training, and retaining specialized laboratory staff at
government remuneration rates is a long term problem that can be expected
to continue in at least the medium term. Combining facilities to the extent
possible can spread the work load in peak periods, reduce under
employment at other times and provide continuity when staff turnover
occurs;

) Some buildings and equipment are specialized to particular types of
analysis. Others may be shared for several purposes. A multi-purpose
laboratory makes possible more and better quality facilities than can be
justified for individual, smaller labs, and is expected to produce a higher
quality product at less cost;

) A well equipped, well managed laboratory will gain the confidence of the
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private scctor and attract work for fees that can be used to defray a portion
of lab fixed costs;

There are other needs for analytical testing to regulate quality of purchased
farm inputs that can now not be contemplated but may become feasible
with a well equipped, operating facility; and

Both the Central Farm and Belize City laboratories need cxtensive repair,
remodcling and enlargement, the addition of climate and humidity control,
and improved safety procedures. An alternative to further investment is
converting these buildings to other uses and constructing and equipping a
ncw general purpose lab to meet the country’s needs.

C. Conclusions and Recommendations

(o)

The December, 1990 proposal by a joint committee representing private
industry and MAF (chaired by Dr. G. B. Holder) for a centralized soils and
tissue laboratory at Central Farm should be implemented.

The GOB should seek donor support for designing, constructing and
equipping a centralized laboratory (including Phase I project funds).

The GOB should devisc legislation for opcrating and maintaining the
centralized lab so that it can perform analysis for private industry for fees
that do not revert to the general fund but arc carmarked for maintenance
and operating expenses of the lab. The laboratory would continue to have a
public service function serving the needs of smaller farmers, consumer food
safety, and performing analysis for regulating quality standards.
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VI. PROJECT MANAGEMENT AND ADMINISTRATION

A. Background

A project purpose was to assist the private sector in playing a significant role in
directing livestock industry programs on a constructive, collaborative basis with the
GOB. The BLPA represents livestock producers in Belize and was selected as the
private sector cooperating entity. MAF recognizes the need to strengthen the private
sector and agreed to joint management of key project components.

To support this objective, a Project Coordinating Committee was established to
insure all points of view were considered in reaching decisions. The six-person
Committee includes two representatives from MAF, one from BLPA, one from
USAID, and two from the project tcam (one as a non-voting member).

B. Analysis

The PCC has been both useful and a source of frustration to those involved in
project management. It usefulness comes in that the principals were forced to meet on
a more or less regular basis to discuss project plans and progress. Given a history of
sharp differences between BLPA and MAF, this interface was needed and has been at
least partially successful in cooperative approaches to livestock development issucs.

The members of the Committee, particularly BLPA and the project team, have
been frustrated because of misconceptions concerning its role. The purpose of the
Committee was to communicate, to coordinate and to advise. The BLPA had the
expectation that more executive decision making authority would be delegated to the
Committee.

In practice, the Committee has had little difficulty reaching agreement on needed
actions to be taken. But when these decisions were conveyed 1o AID and GOB, action
in the form of a decision to move ahead or to obtain funds has been very slow in
coming. Moreover, in the process of reaching a decision, the final resolution may
differ markedly from the Committee’s recommendation or even the concept in the
Project Paper. The Committee met often and on a regular basis in the early part of the
project but now meets only irregularly and the private sector feels excluded from
decision making. Delays in reaching decisions after the Committee has agreed on a
course of action are in large part responsible for lack of progress in some project
components,

A second management device used to administer project activities was the creation
of a Project Administrator. The purpose of this Office was to handle the day to day
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project activities including procurement, communications, report preparation and fiscal
management. A MAF employee was seconded to the project to fill this post.

The Project Administrator has certainly facilitated progress. The Office has served
as a central location for budgets and procurement that has made it easier for advisors
and counterparts to obtain their needs without the time consuming process of GOB
procurement. There has been a division of responsibilities with some duplication of
effort with project reporting and financial records completed by the Administrator and
contractor records maintained by the Chief Of Party.

Of most concern with regard to the position is a clear and coordinated
understanding of duties and responsibilities. To the cxtent that the Administrator
represents both project interests and the objectives of MAF, he may at times be placed
in a difficult position. Discussion clearly revealed this situation has existed. A careful
review of the Administrator’s scope of work and discussion within the PCC would
pinpoint responsibilities and facilitate project management,

A different sort of administration problem for the project has been delays in
obtaining AID and MAF approval of expenditures and actions. In the case of AID,
there has been a greater than usual turnover of project managers, each with a different
management style. Adjusting to thesc individuals has been a source of frustration to
the project tcam and their somewhat differing requirements has been a factor in
delayed implementation of some components,

Project management and administration has also been impacted by the limited
capacity of BLPA to service its producer members. Although BLPA has represented
livestock producers for a number of years, it does not have adequate budget, staff, and
services to fully mect member needs.

All livestock producers are members of the Association and contribute support
through a cess levied on each animal sold at an authorized market. Commerecial cattle
producers are generally aware of the Association and large numbers attend the annual
mectings with a majority supporting its programs. Most of the Association’s efforts
have been directed to beef producers and it has been particularly cffective in obtaining
export markets for live cattle, in conducting a cattle registration program, and in
compiling census/slaughter data for beef cattle.

Efforts on behalf of swine, dairy, and poultry producers are less well focused. The
Association has been taking steps to increase its efforts on behalf of this wider
audience. Even with this deficiency, BLPA remains the only private sector
organization representing the livestock sector and hence, the only feasible organization
to reach livestock producers with project assistance. BLPA secs the livestock
development project as an opportunity to expand its services through the credit and
marketing components and to strengthen its full-time staff and office to serve its
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members. Given success in these efforts, BLPA can be expected to be a stronger,
more viable and permanent service and lobbying organization.

C. Recommendations

0 An agreement should be established between GOB and USAID to respond
in writing within an appropriate number of days to all positions put forward
by the Project Coordinating Committee. The PCC is important both to short
run project implementation and to long run cooperation between the GOB
and the private livestock sector. Committee members now operate with a
clearer understanding of purpose but with increased frustration that agreed
positions are not acted on sooner.

0 The following changes (which reflect the fact that the Project Administrator
performs an essential management role that is made more difficult by
different interpretations of his responsibility) should be implemented:

Strengthen the responsibility of the position for project management
to facilitate a fully functioning Office after technical advisors have
departed;

Devote a portion of an upcoming PCC to agreeing among all parties
on a strengthened job description and a clear understanding of the
Administrator’s duties and responsibilities;

More responsibility for project implementation, within the guidelines
of the Project Paper, GOB requirements, and the technical assistance
contract, should be transferred from USAID and GOB to the PCC
and the Project Administrator, who are held accountable for actions
and expenditures without excessive micro-management.
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VII. CONCLUSIONS AND RECOMMENDATIONS

A. Conclusions

The project goal is to increase agricultural productivity, income and quality of life
among Belizean farmers, particularly those producers involved in livestock production.
Achievement of this goal will, in turn contribute to larger employment in livestock
production, processing and distribution, and an improved balance of trade position
through food import substitution,

The project design included five components to achieve the project purpose of
improving livestock production efficiency, expanding market outlets and increasing the
volume of livestock products that are price and quality competitive with imported
goods,

In the judgement of the Evaluation Team the design remains valid and no major
modifications are recommended. The assumptions that underlie Phase Il remain
generally in place and are expected to hold for the second half of the Project. It should
be noted, however, that some project targets are probably not realistic and will not be
attained by the end of project. Specifically, the 30 percent increase in pork production
and a 10 percent per year increase in quality beef exports are doubtful. Swine numbers
have decreased because of relatively high corn prices but are now in a cyclical
expansion. Beef cattle and products are no longer exported due to the closure of the
only export-certified facility and to disease that prevents live animal sales abroad.

These changes also impact on the economic feasibility analysis used in the project
design. Economic internal rates of return presented for various sub-activities can be
expected to be lower than initially estimated. In particular, the base estimate for
genetic improvement of beef cattle, pasture improvement, and swine improvement will
decrease since they depend upon expected productivity gains resulting from the
project. Changes external to the project will limit these gains. But since the estimated
EIRRs were quite favorable, the decrease anticipated will not be of a magnitude
sufficient to warrant changes in the project design.

Project progress at the midway point has been uneven across components and
changes are recommended to address remaining constraints, to suggest alternatives to
approaches that are not working well and to anticipate problems that can be foreseen
for the remainder of Project life.

Direct beneficiaries of project outputs are expected to be approximately 5,000
members of the BLPA. This Association itself, as a representative of the private
sector, will gain from a successful project through training, equipment and an
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improved image in the view of its membership. Indirect beneficiaries include the
families of livestock producers, employecs, and consumers of livestock products who
will have available lower costs/higher quality meat products.

1. Project Accomplishments

efforts except in Corozol where farmer interest is reported as low. Publications have

planned end of project outputs of 12 ficld demonstrations, 6-8 new printed
publications, five nurseries on GOB stations and 20 farms, and 20 in-country training

A major project input was technical assistance in the form of two long-term
advisors for improved livestock management and for improved pasture/feed
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Both the GOB and USAID wish to insure the environmental integrity of the
country. Phase II is making a contribution toward that end. A project objective is to
utilize existing pastures more intensely and thus eliminate the need for addition forest
clearing. The screwworm component is expected to benefit national wildlife
populations in at least equal measure to commercial livestock.

2. Project Performance Behind Schedule and Areas of Concemn

The general consensus of people interviewed by the Evaluation Team was
that progress in the component to improve livestock production was about on schedule
at this midway point. This was particularly true with GOB staff. Highlights pointed to
include genetic improvement of the national cattle herd (implementation of artificial
insemination capability at Central Farm and insemination of 244 beef cows and the
import of beef and swine breeding stock) and the successful screwworm eradication
program above.

However, it is clear to the Evaluation Team that results are mixed and much
remains to be done if end-of project targets are to be met. Concerns include a decline
in numbers of both beef cattle and swine in contrast to expected project outputs of a
30 percent increase in swine production and a 10 percent increase in beef €Xports.
National milk production averaged a 8.8 percent per year increase from 1987-1990
with Macal output essentially constant in contrast to a project target of 10 percent per
year. Given the results of the study on costs of producing beef, the quality of
supporting infrastructure, and livestock producer’s aversion to risk, it is the Evaluation
Team’s conclusion that project targets were set unrealistically high,

More serious concerns can be expressed on those project activities where no
progress has been made and/or where there is little evidence to support the project
being sustained upon completion. It is in these areas that project resources need to be
reevaluated in terms of changes needed to improve project performance. Specifically,
the areas of concern are: (1) marketing/processing, (2) laboratory services, (3) credit,
(4) the Project Management Committee and (5) GOB support.

Project design anticipated the operation of a pilot central livestock market facility
by the private sector at existing facilities at the MAF Showgrounds or new facilities to
be constructed. All planning and design have been completed but a MOU has not as
yet been signed. It appears that project managers have lost a valuable opportunity to
demonstrate the pilot concept through failure to utilize existing facilities. This low-
risk, low cost alternative to solving a complex marketing problem would have resolved
the uncertainties that now inhibit investment by the private sector. These uncertainties
lead to the conclusion that an economic justification for additional investment in a
pilot facility does not at present exist. The investment may however, be justified on
developmental grounds. 1t is also the conclusion of the evaluation that the Project
Managemant Committee’s failure to implement training and support of the meat
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processing activity has further contributed to the incffectiveness of the marketing
component.

A credit component, funded from non-project resources, was included in the
project design. The log frame contains no specific targets. For this rcason and because
an MOU has been signed and implementation is imminent, no specific conclusions and
recommendations are made by the Evaluation Team. Some suggestions are advanced
in Chapter IV,

Over time several laboratorics have becn developed in the country supported by
donors including USAID. Additional resources are made available in Phase II to
strengthen laboratory capabilities related to the livestock sector. Specifically,
anticipated project outputs are: (1) an improved capability for soil and pPlant analysis at
Central Farm and (2) an upgraded residuc analysis lab for mcat products to meet
international trade rcquircments,

Therefore, a conclusion of the evaluation is that a more cost-cffective: alternative to

continuing support for several specialized labs is a combination of these functions into
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compounded by the usual funding problems have resulted in the same delays and lack
of follow-up it was created to prevent,

The project design placed a severe time constraint on the provision of technical
assistance. A three-year project included only 1 1/2 years of TA spread thinly over a
variety of topics. Both long-term advisors are well respected and have performed well
in their specialties. Achievements in the pasture program especially reflects the
concentration of effort in this area. The livestock advisor was required to carry out
administrative duties in addition to livestock improvement activities and had major
responsibilities in all other facets of the project. A conclusion is that part of the
responsibility for lack of progress in areas covered above must be attributed to the
excessive time demands placed on the technical assistance staff,

The evaluation could find only one instance where women have been targeted as
project beneficiaries, meaningfully involved in the project or data collected to reflect
their participation. The single exception was the community-wide invitations,
particularly women because of the importance of cats and dogs, invited to screwworm
information meetings. There does not appear to be any mechanism within the BLPA
or the GOB to promote the involvemnent and participation of women in the livestock
industry although membership in the Association is open to both sexes and the
Governments’s policy is one of non-discrimination. In defense of this lack of
emphasis, it needs to be said that women are typically involved in livestock production
in a significant way only in swine production and both the project and BLPA have
focused primarily on beef production.

Sustaining project outputs is a major concern of all donor programs and is
generally directly dependent upon the host government’s willingness and ability to
replace external assistance. The Evaluation Team is concerned that many of the gains
derived from the project in livestock management and pasture management will not be
maintained post-project. Staffing, even with recent training successes, is always
difficult. The absence of technicians to assume a portion of routine and administrative
duties of counterparts severely dilutes their present effectiveness, hampers technology
transfer and robs the MAF of potential replacements if these valuable staff members
depart or assume other duties, By contrast, adequate planning and provision of
support for the screwworm eradication program seems to insure its continuity.
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B. Major Recommendations

A major objective of the evaluation is to make recommendations to improve
performance over the remainder of the project life. The recomnendations that follow
are listed by project component and flow directly from the Evaluation Team’s analysis
and conclusions reached regarding planned versus actual progress.

L.

Livestock Improvement

0

Employ technicians in order to more cffectively utilize counterpart
staff in their primary on-going work assignments. If necessary,
contracts should be used for cmployment where budgets prohibit
permanent staff,

MAF should adopt the dual objectives of maintaining high quality
breeding herds of beef, dairy, and swine as a basis for devcloping
and disseminating improved breeding stock and also to price these
animals so as to not compcete unfairly with the development of
private sector producers who wish to market breeding stock.

Ensure that GOB provides available communication facilities and
incentives for staff to respond to producer requests, as timing is

critical to successs. Much of the necded equipment, training, and
staff arc in place for a successful Al program for beef and dairy
animals.

MAF should implement a monitoring system to insure that the
recently developed breeding records and management plan be
followed to maintain current breeding herds. A past problem on
Government stations has been the lack of record keeping and/or the
failure to use available records in breeding programs.

Pasture and Feed Improvement

0]

Have GOB give increased emphasis to the seed multiplication
efforts and establishment of nurseries on sclected farms,

Marketing and Meat Processing

o

Implement the central market concept for one year in cxisting
facilities to demonstrate success before investing in a marginal, high
risk activity. If targets appear attainable at the end of one year using
project provided equipment and technical assistance, then
construction funds will be released. If the facility does not appear
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Credit

viable based on actual experience, funds should be used for the
central laboratory or other agreed use,

Develop a terms of reference for a technical advisor, prepared by
USAID and funding provided through Phase II for a marketing
consultant, if the decision to proceed is forthcoming,

Immediately release project funds intended to strengthen BLPA.

Begin consultation with the Belize meat processors, and rapidly
implement training and other project support for this target audience.

Immediately implement the Fondo Granadero credit program for
livestock producers as detailed in the signed Memorandum Of
Understanding,

Strengthening the Policy Unit

o

Make the hiring of additional staff (including temporary volunteer
staff) a MAF priority.

Laboratory Services

(6]

Create a centralized soils, tissue (plant and animal residues) and
veterinary diagnostic laboratory at Central Farm by pooling
resources available there and in Belize City supplemented by donor
support.

Project Management and Administration

o

USAID and MAF should contribute to project implementation in the
short run and strengthening of the livestock private sector in the
long run by allowing the PCC the maximum extent of decision
making possible within the context of government regulations,
Where USG and GOB procedures prohibit shifting decision making,
written responses to decisions reached in the Coordinating
Committee should be made in an agreed number of working days.

The PCC should more clearly define and strengthen the role of the
Project Administrator for present management efficiency and to
insure adequate decision making for the project after long term
advisors have departed.

&
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C. Issues for the Future and Lessons Learned

The relative progress of the screwworm eradication component compared to other
project components is revealing. The screwworm component was task specific, funds
were allocated prior to project implementation and could be assessed in a timely
manner with audits to insure fiscal responsibility and lines of monitoring and
management were clear and simple.

Other project components, particularly the market facility and credit program were
defined in the project design only in very general terms and without specific funding
and implementation procedures. Even where specifics existed, a continual erosion
away from project design intentions changed the emphasis and impact of these
activities,

The results in the first case show attainments ahead of planned levels. In the
sccond case, project accomplishments have either lagged or have yet to be
implemented. The lessons to be learned are:

) The project design must be specific in assigning responsibilities and in
determining sources of funds and procedures for accessing them; and

) Accomplishments even in more complex projects will be directly related to
the degree that project managers are given responsibility for implementation
and held accountable for their actions with a minimum of micro-
management from USAID and the GOB.

A continuing problem for the GOB is adequate staffing for permanent positions at
prevailing terms of public service. The problem is compounded when a number of
donor programs with counterpart requirements are thrust atop usual requirements, The
lesson to be learned from this project is that in small cconomies where budget
strictures prevail, projects should give serious consideration to providing contract
employees to supplement permanent staff, This would more nearly insurc the meeting
of project targets and counterpart training in the short run and negotiations before end
of project for additional permancent positions could sustain project outputs.

A major objective of BLDP-II was to strengthen the participation of the private
sector in livestock development. But funds to be used for this purpose were tied to the
agreement to construct a marketing facility. Although this lesson has already been
learned and has recently been corrected, there was unwarranted delay in proceeding
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A second part of this lesson is that BLPA strengthening is going to be very long
term. The temptation is to look at the citrus, sugar and banana associations as a model
when in fact conditions are much different. These organizations are successful because
they provide the only opportunity for processing/marketing of the commodity. In the
absence of legislation to require selling livestock through BLPA, this condition does
not hold in livestock marketing. A second important difference is the other commodity
groups have well trained management staff while BLPA essentially operates with
voluntary staff. Although there is no BLPA staff to train, training is needed for the
board of directors so they can gain some appreciation of such topics as bargaining
power, marketing principals, complementary linkages as opposed to competitive
relationships in the marketing chain and credit operations.
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Evaluation Scope of Work




a.

Ce

e.

GECTION C
DESCRIPTIDN/SPECIFICATIDN/WDRK STATEMENT

1. Purpose of Evaluation

The purpose of this evaluation is to determine the progress made

towards achieving the project’s planned purpose, goal and defined
objectives and the need for any changes in project design. In
addition, the evaluation will indentify ways, if any, in which to
expedite project implementation.

2. Project Background

Project Gonal: To 1increase agricultural productivity,
income and quality of life among Belizean farmers — particularly
those producers and entrepreneurs involved in livestock

production.

b. Project Purpose: To 1improve livestock production
efficiency, expand market outlets and increase the volume of
livestock products to reduce animal products imports to Belize
and to improve the nation’s balance of payment.

c. Project Design: The project has evolved through two
phases: Phase 1 began with project authorization on Auqust 22,
1983, nad was funded by a loan of US%1.1.18 million in local
currency. FPhase 11, which started with Aamendment No. 2 on
December 31, 1988, and which will end with the Project Assistance
Completion Date (PACD), December 31, 1992, provides an additional
US$3.0 million in grant funds and US%$1.0 million in GOB local
cuuency contribution for the purpose of further enhancing and
increasing the income and productivity of the livestock sector.
The conponents of Phase 1 and II follow.

4. Phase 1

Development of appropriate cultural practices and
indigenous feed rations for swine;

b. Improvement of natural pastures for beef and dairy
animals;

Development of milk marketing information;

d. Establishment of a (modern) pilot dairy processing
facility;

Improvment of the meat cutting and processing capability
of local butchers;

f. Installation of a meat testing capability responsive to

/
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http:US$1.I.18

g.

Assistance to  the Ministry of agricul ture in the
development of rational agricul tura) Plans,

S. Phase 1]

a. Improve livestock Management by:
(1) ExXpanding the genetic improvements Program +tp
replenish dairy, swine angd cattle stock through selective

1mportation and/ or artificiajl insemination;

(2) Establishing a Srewworm Controp] Program inp
Cooperation With the Mexico—United States Screwworm Eradication
Commission; and

(3) developing central markets tp improve the existing
marketing/processing Systems through the Ministry of Agriculture

b. Improve Pasture/feeqd management, with special emphasis pn

c. Strenghten the data base ang analyticgl framewor for
planning and pPolicy making in the livestock Sector;

d. Strenghten the Ministry of Agriculture and Fisherieg
(MAF) laboratory Capabilitieg and facilities to make the Quality
of diagnostic Services tp the livesock industry more competent,
relevant and timely; and

e. Establish 4 local Currency line of Credit for small amg
medium livestpck Producers whe have difficulty obtaining Credit
through Commercial banks,

6. STATEMENT OF WORk

Thig Bvaluation will 35855 the Progress of the Project Since the
March 19g7 evaluation (attached). Key issues and Questions for
the evaluation include the following.

9. Assegg the relevance of  Phase II objectives, Are the
90al, purpose and Objectivesg realistjc» Are they in COnsonance
with GOB’ g policieg and Prioritjeg? Is the Amendment Logical
Framework (Logframe)? Were the Project assumptiong reasonable?
What Progress hasg been made in meeting the Projects gng of
Project Status as detaileg in the amended logframe?

b. Were women targeteqd 35S direct beneficiaries under the
Project? 1¢ SO, how Successfyl have the efforts been in "eaching
and involving women asg beneficiaries? Is datg being Collecteq to



c. Compare the project components as stated in Amendment 11
to the project agreement for relevancy and performance. Should
any components be terminated or modified? Should any new
activities b incorporated if ther are adequate funds and time
remaining in the project to complete them?

d. Reveiw the economic analysis conducted at the design
stage of Phase II. Are the assumptions and conclusions still
valid? For example, will investments in srewworm and artificial
insemination programs pay off? How? Can the benefits be

quantified? Recommend course of action for the GOB and USAID
where appropriate.

e.Indentify the major constraints to successful
implementation of the 1individual components and recommend how
they might be overcome. Identify the major strengths of

individual components that could be sustained beyond the PACD.

f. Examine the quantity and gquality of project inputs such
as technical assistance, counterparts, training, special studies
and commodities. Have they been commensurate with the needs of
the project? Have the project financed commodities, especially
vehicles, been appropriately inventoried, indentified, used and
maintained? Review remaining project inputs by components and
recommend any changes in composition, timeliness, order of
magnitude and allocation which would facilitate overall project
implementation, (Do not exceed current GOB and USAID
commitments). What provisions are being made by GOB to cover
recurrent costs?

9. Asess the overall administration and management of the
project. Has the GOB, BLPA, USAID and the Technical Assistance
team provided the 1level of leadership, support and direction
required by the project? Examine the role of the Project
Adminstrator. Has the position fuctioned as was intended? Make
recommendations as to how the project can maximize any benefits
to be derived from this position. Examine whether management
tools, such as flow charts, reports and feed-back system have
been effectively used by project leaders, and make
recommendations where necessary.

h. Have the GDOB and the TA contractor complied with project
reporting requirements in form, frequency, timeliness and
substance?

i. Review the effectiveness of the Livestock Coordination
Committee. s it providing leadership and gquigance to the
project? Is the Committee’s mandate and composition relevant to
the project? How can it be made more effective?

j. Examine the extent to which livestock farmers are involved
in the project. Does the BLPA adequately represent the livestock
private sector? Are farmers aware of and participate in BLPA?
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Does the project address the needs of livestock farmers? Coulc
project resources be used more effectively to assist them?

K. Examine any  environmental Consequences to the project.
Particularly note any significant Positive contributions to the
environment, as well 45 any negative impacts.

1. Review progress by GOB, USAID and the contractor on
responding to certain issues arising from the March 1987
evaluation and lncorporated in the BLPD 11 Indentify those issues
which still need to be addressed.

m, I+, based on this evaluation, it is determined that
adjustment to the Project design and implementation are
necessary, make soecific recommendations and provide supporting
justification.

SECTION D - PACKAGING AND MARKING: N/A

SECTION E - INSPECTION AND ACCEPTANCE: N/A

SECTION F - DELIVERIES OR PERFORMANCE

1. Evaluation Methods and Procedures

This evaluation will be carried out by four external evaluators
Oon behalf of the OB and USAID over a period of four calender
weeks. The evaluation will require a total of 54 persons days.
The team will be based in Belmopan. Al1l logistic and travel
arrangement required to conduct interviews and Site visits will

be handled by the team.

Those to be interviewed include: (1) staff of MAF, (2) menbers of

BLPA and their Board of Directors, (3) the Project Admistrator,
(4)the resident technical assistance team, (3) project
counterpart and field staff, (&) select beef and dairy cattle
farmers, processors and swine producers, (7) appropriate
individuals in the Ministry of Commerce/Trade, Ministry of

Finmance and Ministry of Economic Development and (8) USAID
officials. A list of recommended contacts will be prepared prior
to Commencement of the evaluation. Contact hay also be made with
Personel and agencies not on the prepared list.

Data will be collected from field observation, review of project
files, quarterly and other reports, financial records prepared by
the Project Administrator, Moi ses Cal, as well asg any other
sources deemed hNecessary to successfully conclude the assignment.

2. Level of Efforts and Expected Output

The level of effort for the g4- Person team is estimated at 54
work days.



The per formance for this evaluation will commence on or about
April 2, 1991, and will terminate on or about May 27, 1991.
Performance of this contract will be in Belize City and Belmopan.

3. Reporting Requirements

Six copies of a draft report will be prepared and presented to
USAID and MAF on or before April 26, 1991, by the team leader. AN
oral presentation of the findings and recommendations will occur
at the same time at the USAID office. USAID and MAF will provide
the team leader with comments on the draft within fifteen days of
the draft presentation. A final report will be presented by the
team leader no later than thirty days after presentation of the
draft report. Twelve copies of the final report, in English, will
be submitted to the A.1.D Representative. A copy of the document
will also be submitted on 3.3" or 5.25" diskettes, usind a word
processing program compatible with IBM PC format.

-—— The report will contain the following:

a. an executive sunmary to include the purpose of activity
evaluated, purpose of evaluation; methodology used, lessons
learned, findings snd conclusions; and recommendations; (no to
exceed three pages, single spaced);

b. the body of the report to include a discussion of key
issues and questions posed by the evaluation; the economic
political, and social environment of the project; the composition
of the evaluation team and its study methods; evidence/ findings
regarding the evaluation issues and questions, conclusions drawn
from the findings, recommendations based on the study findings
and an action planj; and

c. the appendices to include the evaluation scope of work,

b.

individuals and agencies consulted, and any other information or
data deemed necessary or relevant to the technical topics or
study methodology.
4, Work Schedules

The team will adhere to the following work schedule unless
otherwise agreed to by USAID:

Activity Completed within

a. Present work plan to USAID 2 days
for approval.

Give USAID and the GOB an

oral presentation on the
team’s major findings 15 days

c. Provide USAID with six
copies of the draft report 15 days



d. USAID to Provide team with
cammentsg 25 days

e. Finalize and submij t final
report to usalp 40 daysg

SECTION H - SPECIAL CONTRACT REQUIREMENTS

1. COMPOSITION OF THE EVALUATION TEAM

The evaluation team wil1 be Comprised of four Specialisteg
recruited by the contractor. Two of the Specialist Position are
reserved for Belizean nationals who will bpe interviewed and hired

by the team ieader. The team will include bne Economist
Management Specialist, who wil] also be the team leader; one
Livestock Specialist; one Pasture/Land Use Specialist; and one

Rural Sociologist. All four should have experience Working with
agricultural/livestock development Projects, data collection and
analysis, ang Preparation of reports. Additionally, the team
leader should have experience in the implementation and
monitoring of agricul tural devel opment Projects gag well gas
knowledge of USAID Project implementation and monitoring policies
and Procedures,

In the role of Economist/Management Specialist, the team

generation of income angd cost effectiveness of project inputs.
Special attention jg to be given to the economir feasibility of
constructing the central market, in site, location (Bel mopan vs.,
San Ignacio), method of Operation ang Support facilities,
Srewworm eradication, improved pasture and forage Production and
artificial insemination (AI) activitieg, Issues related to the
cost of production and economiesg of scale should also be
addressed. The SPecialist wil} be F&sponsible for addressing all
Economic related inquiriesg and will assist other team members tpo
qualitatively 8SsSess  financial and other data requirementg that
impact upon project Per formance,

As team leader this Person will] be responsible for the
Preparation of the final plan of action within two days of
arrival at post. This Plan will be approved by MAF and UsAailp/
Belize within ogne day. Upon approval this work Plan will quide
the conduct of the evaluation,

Additionally, he/ she will be responsible for the
Coordination of Work plans of the individual teams memberg and
for Preparation of the draft and final reports following the
activity schedule below, Demonstrable writing skills are g
Prequisite. Ag team leader this person should have Experience in
planning or evaluating other uUsalD agricul tural projects je



desirable. A post-graduate degree in agricultural economics with
prior experience in Central America is required, prior experience
in Belize is preffered.

This effort will require approximately twenty (20) person days,
fifteen (15) in country and five (5) in the home office.

b. Livestock Specialist

This position is being reserved for a Belizean national. The

livestock specialist will assess the present status of the
livestock sector in Belize and of the livestock management
components of the project. He/ she will <carry out interviews,
establish findings and make recommendations clearly and in a
precise manner. A draft written report of the work undertaken on
this component must be presented to the team leader for
presentation at the debriefing session. A post-graduate degree in
animal science and prior experience in livestock development,
especially in Belize is essential.

This effort will require approximately fifteen (15) person
days.

c. Pasture/Land Use Specialist
The pasture/land use specialist of the project will
review the pasture development component as it relates to present
l1and utilization and future use, taking into consideration the

objectives of this component.

He/she will examine the land use requirements for

pasture development, the wuse of machinery for land clearing/
pasture development, the use of commercial pesticides and
fertilizers on pastures and the actual stocking rate on the
various types of pastures. How are these activities related to

the overall agriculture ecosystem in the country, for example
soil type variations and beneficial flora and fauna species?
Determine if these activities negatively impact on the enviroment
and make appropriate recommendations for corrective actions where

necessary. A post-— graduate degree in pasture agronomy/
management with appropriate experience in pasture development in
the humid tropics 1is required, prior experience in Belize is
prefered.

This activity will require approximately twelve (12)

person days.
d. Rural Sociologist

This position 1is reserved for a Belizean national with five
or more years of relevant work experience in, Belize. Experience
in assessing rural related projects is absolutely critical in
examining social concerns of this project. A university degree in
sociology or related field is essential.



The rural sociologist will assegg the livestock community
relationships between different interest groups, such asg
producers/growers, technical workers, producersg a55s0Ciationsg and
government to determine the benefits of their participation in
the pProject. Evaluate the Participation of men angd women in the
Project ag well as the use of formal and non-formal
communications/training systems. Illustrate where resultg have
had positive or negati ve impact on Project goals and purposes.
Where appropriate, Provide guidance on the 9eneration of
information that addresges gender differences in the delivery of
services and benefits,

This activity wi1] require dPProximately seven (7) person

Neither the Contractor nor contact employees wilj have access top

3. Limitations

During the Performance of the contract, the Contractor shall not
make Planning, budgeting, Programming or policy decisions which
determine the allocationsg of resources available tg USAID, or
establish USAID policy.
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Chief of Field Operations
Belize Screwworm Eradication Program
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Butcher

AUGUST, Peter
Butcher
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Information Officer
Belize Screwworm Eradication Program

BEDRAN, Sandra
Manager
Atlantic Bank, Belize City

BELISLE, Denton
Mnaging Director

Development Finance Corporation, Belmopan
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IFarmer
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Program Coordinator

Mex-U.S. Screwworm Eradication Committee
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Program Administrator
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Farmer
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Belize Livestock Producers Association
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13.
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16.

17.

18.
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20.

21.

CUELLAR, Manuel
Managing Director
National Development Foundation of Belize, Belize City

GARCIA, Pedro
District Agricultural Officer
Orange Walk District

GONZALEZ, Liborio
Chicf Agricultural Officer
Ministry of Agriculture and Fisheries, Belmopan

HABET, Orlando
Livestock Officer
Cenual Farm
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Farmer
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Farmer
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Farmer
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25.

30.

31.

32.

33.

MCGANN, Joe
Project Manager
USAID/Belize

MCKESEY, Lincoln
Owner, McKesey Meats
Belize City

MOE, Bonifacio
Farmer
Orange Walk District
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Permanent Secretary
Ministry of Agriculwre and Fisheries, Belmopan

NOVELDO, Jose
Farmer
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Chairman, Board of Directors
Macal Dairy Cooperative
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Executive Secretary/Field Officer
Belize Livestock Producers Association

PADRON, Manuel
Farmer
Orange Walk District

PARHAM, Windel
Director, Policy Planning Unit
Ministry of Agriculture and Fisheries, Belmopan

PATTEN, Allison
Agriculture Officer, Pastures
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Agriculture Officer
Central Farm
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39.

40.
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42,

43,

SHOL, Sebatian
Extension Officer
Ministry of. Agriculture and Fisheries
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Ministry of Agriculture and Fisheries

TERGAS, Luis E., PH.D
Pasture Management Advisor
Belize Livestock Development Project, Phase 11

TORRES, Santiago
Farmer
Chan Pinc Ridge, Orange Walk District
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Farmer
Cayo District

TZUL, Marco
Extension Officer
Ministry of Agriculture and Fisheries

VALENCIA, Elide
Resident Director
Central Farm

VERA, Onwonio
Farmer
Cayo District

WAIGHT, Joe
Butcher

WAIGHT, Joe
Permanent Secretary
Ministry of Economic Development, Belmopan
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