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EEXEIEN] ACTION MEMORANDUM TO THE ACTING MISSION DIRECTOR
X lll r
From Alan L Davas, (Actlng Chief ORD
Subject No-cost Extension of Project No 527-0341
"Employment and Natural Resources Sustainabilaity"”
(ENRS)
Date May 16, 1995
Background

On September 30, 1991, USAID/Peru granted to The Nature Conservancy
(TNC) the sum of $2,124,756 to provide support to ENRS, a program
to create 1n the Pacaya-Samiria National Reserve (PSNR) a balance
between natural resource conservation and biodiversity protection
and economlc use Subsequently, on April 20, 1993, USAID/Peru
granted to TNC the additional sum of $1,475,244 for a total of
$3,600,000 for the continuation of ENRS activities through
September 30, 1995 Accerding to this Letter of Agreement, the
Grant funds would apply to commitments made by the Grantee in
furtherance of program objectives through September 30, 1995

During the first year of ENRS implementation, TNC entered into an
agreement with the Peruvian NGO "Fundacion Peruana para la
Conservacion de la Naturaleza" (FPCN) selected to 1mplement the
Project, established a Project Office in Iguitos, hired Project
perscnnel and prepared the terms of reference for the Project's
baseline studies During this stage, the Project experienced some
delays due to unforeseen circumstances, such as the lengthy review
process of the Environmental Assessment by USAID/W and the State
Department decision to limit, for security reasons, the number of
USG-funded travellers to Peru This last lamitation also affected
Project activities during 1993 and 1994

During years two and three, ENRS put into place most of the
elements needed to produce the expected results all Project
personnel were recrulited and trained, the three baseline studies
were completed and their results integrated, two community centers
were constructed and six control posts were renovated, several
boats and motors were purchased, a complete radio network was put
into operaticn, several participatory planning workshops were
conducted, and the farst income-generating activities were
1dentaified
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In March 1994, a mid-term evaluation of the Project was conducted
by a group of Peruvian professionals The most significant
conclusions were

o} The Project has made good progress 1n terms of construction
and equipping of community centers and control posts and 1n
the development of baseline studies, but 1t needs to put more
emphasis on community participation and on income dgeneration
activities

o The Project needs to establish monltoring and evaluation
criteria and a system to determine level of progress Since
some of the objectives established in the Project's logframe
seem difficult to attain and quantify, the logframe should be
revised to i1nclude objectives and outputs with tangible impact

indicators

o] The current Life of the Project (LOP) 1s inconsistent with the
results anticipated An extension of the LOP should be
consldered

In May 1994, ORD discussed with TNC and FPCN the evaluation
findings and the actions needed to address them TNC 1indicated
that, 1n line with these recommendations, they were planning to
submit a no-cost, 2-year extension regquest to USAID/Peru In
support of this request, they agreed to prepare a new work plan for
Project implementation through the proposed new PACD, September 30,
1997 This work plan would address all the evaluation
recommendations and would dglve specilal emphasls to community
particaipation and i1ncome-generating activities

On August 23, 1994, TNC submitted to USAID/Peru a formal Project
extension request, accompanied by the proposed work plan for the
Project Lfter a lengthy review process by the USAID/Peru Project
Committee, which included the preparation by TNC of up to three
revised versions of the work plan to 1nclude the Project
Comnmlttee's comments and recommendations, TNC submitted in late
February 1995 the fourth and final version of the work plan, which
has been found acceptable by the Project Committee This version
1s attached to this memo

Discussion

ORD and USAID/Peru's ENRS Project Committee (Jeff Bakken, PDP,
Miriam Choy, PDP, David Bayer, EXO, and Enrigque Rosado, CONT)
believe that the no-cost extension of the Pacaya-Samiria Project to
September 30, 1997, 1s well justified Apart from the above noted
delays experienced by the Project, due to circumstances beyond the
control of TNC and USAID/Peru, the Evaluation Team appropriately
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concluded that the four-year timeframe originally considered for
the Project was too short Normally, projects of this type require
longer implementation periods to show some tangible results ain
terms of maintenance of speciles and sustainable use of resources

The reguested LOP extension wlll also allow for greater community
participation both i1n economic and protection activities The work
plan, developed by TNC 1in support of the extension, 1s now more
responsive to our interest in placing greater emphasis on income-
generating activities The plan also ¢gives attention to other
technical and administrative recommendations made by both the
evaluation team and ORD These 1nclude the establishment of a
technical planning unit, the integration of the community promotion
and conservation activities in each basin, and the establishment of
a cost center system Finally, the work plan includes a revised
logical framework for the Project The wording of the purpose
statement has been slightly changed to make 1t more clear in terns
of expected results The objectives and outputs are also more
realistic and easler to measure than those considered at the outset
of the Project This new logframe also serves as the basis for the
establishment of a monitoring and evaluation system with specifaic
annual and final targets and with tangible impact indicators

Authoraty

Pursuant to Handbook 5, DOA No 752, Section 2D, you have the
authority to approve extensions of the life of a project up to a
total life of no more than ten years This revision will 1ncrease
the LOP of the TNC Grant from four to six years, and 1s therefore
within your authority

Recommendation-

That you approve this Memorandum and sign the attached PP Data
Sheet Amendment No One, thereby extending the Employment and
Natural Resources Sustalnability Project No 527-0341 by two years
through September” 30, 1997
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