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MEMORANDUM 

TO: USAID/Panama, MzL. Benjamin Severn
 

FROM: PPC/PDPR/RD, Joan Athertonh--


SUBJECT: 
 Preliminary Report by Dr. Chris Hermann on USAID/Panama's
 
Data Collection and Utilization
 

Attached is a first draft of Dr. Hermann's report on mission 

collection and use of non-financial quantitative information in Panama. 

I want to emphasize that th's is a very preliminary draft, complete with 

uncorrected typos. Dr. Hermann was anxious that you receive a copy as
 

scon as possible. 
I do plan to clean the report (not a major editorial
 

overhaul), and would appreciate your comments before I do so. 
 Please note
 

that this copy is not for distribution until it is edited, after which I
 

shall be forwarding multiple copies to you for distribution.
 



Executive Summary 

This report concerns USAID/Panama's current support for the
 

collection and analysis of quantitative data to 
1) meet program and
 

project information needs and 2) to 
develop the capacities of GOP
 

ministries to 
use quantitative data for administrative and planning
 

purposes. Information for this 
report was 
obtained from interviews
 

with twenty-two USAID/Panama staff and contractors. 
This report is 

one in a series of six which will be used to develop a typology of 

USAID mission capacity for in-house data use and for facilitating 

data use 
in host country ministries. The main findings of the report
 

are as follows:
 

1) USAID/Panama has supported various data collection and analysis
 

activities when necessar_; however, the mission has been most 
suc­

cessful in actually using data in the employment generation component
 

of its program. It 
has made much less effective use of data in the
 

area 
of agriculture and rural development. Use of quantitative data
 

in mission activities has been 
limited by: a) insufficient work time
 

for data related activities; b) 
a lack of staff with quantitative
 

skills; c) limited GOP capacity apd interest for data collection
 

in certain areas; d) little encouragement or support by senior manage­

ment for data 
use; and e) the lack of automated data processing equip­

ment in the mission. This situation is changing: a) the current mis­

sion director generally supports improved economic analysis for mis­

sion activities; b) current projects will generate data useful for
 

!' 



GOP and mission planning if they proceed as planned; and c) the
 

mission is considering upgrading its word processing system to enable
 

data processing as well.
 

2) the missicn has supported several key studies concerning employ­

ment and labor force problems and has used the findings of these
 

studies to formulate its Employment Strategy and design the Fmplcy­

ment Planning and Generation projiect. activities produce
EPG will 


several important data bases which will 
greatly assist the GOP in its 

efforts to generate new employment through increased domestic and 

international investment in Panama and better utilization of human
 

resources. There are plans to coordinate 
 data related activites be­

tween EPG and the Entrepreneurial Development project. The Agency
 

and USAID/Panama need 
to promote greater coordination of data 
use
 

such as this.
 

the
 
3) Data use for/agriculture and rural development component of
 

USAID/Panama's prog,am has been adversely affected by a) indecision 

and inconsistency about the mission's involvement witn agricultural 

development; t) inaction on the part of the GOP and USAID/Panama
 

to update or revise the 1973 Agriculture Sector Assessment; c) the 

limited capacity for independent data collection and anlysis by the 

Ministry 
of Agriculture and other GOP ministries;and d) the inability
 

of agriculture and rural development projects 
to collect and analyze
 

data as 
planned. On the other hand, if current agriculture and natural
 

resource projects proceed as 
planned, much needed basic data in the
 

ij. 



areas of resources management, agriculture technolo&.y adaptation
 

and extension serviceS will become available.
 

4) Limited GOP capacities for independent collection and analysis
 

of quantitative data have affected data u,,e 
by USAID/Panama. Mission
 
have
 

staff/relatively good access 
to data held Luy the &OP; however, the
 

quality and comprehensiveness of certain data sets 
is problematic.
 

The mission has 
found that GOP ministries tend not to fulJ 
analyze 

available data and that some of their analyses are misleading or 
are
 

inaccurate. GOP ministries 
o'caffected by a) inadequate staffing and
 

funding for data related activities; b) too few trained staff; c)
 

a lack of automated data processing equipment; d) their inability
 

retain staff who have received training
to e) poor use of trained
 

staff and f) changes in GOP administrations. USAID/Panama's current
 

projects will attempt to improve GOP ministry capacities for more
 

effective use of quantitative data.
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USAID/Panama
 

Overview
 

USAID/Panama is 
one of the smaller Latin American missions.
 

Its U.S. 
direct hire staff has been reduced from thirty-four to
 

seventeen over the past several years. The mission's current annual 

budget is $11 
million. The scale of USAID/Panama's operations 
can
 

be viewed as proportional to the size and development needs 
of
 

Panama. The total population of Panama is approximately two million
 

and the standard of living is 
much higher than that of other coun­

tries where USAID is active. On the other hand, in 
terms of foreign
 

policy objectives, Panama is 
of strategic importance to the U.S.
 

both politically and militarily. The country has escaped the 
vio­

lence which affects neighboring Central American countries and rep­

resents 
an area of political and economic stability in a 
turbulent
 

region. The economic and social development Panama has achieved
 

constitutes 
a sound basis 
for more sustained growth. Furthermore,
 

despite Panama's progress 
over the last decade, the country now faces
 

a severe problem in generating sufficient employment for its 
ex­

panding urban population. Failure to do 
so could have serious de­

stabilizing effects 
on the country. At the 
same time, agricultural
 

production must.be maintained at 
levels adequate to meet domestic
 

demand for basic food supplies. USAID/Panama, therefore, 
must use
 

its limited manpower and resources all the more effectively to meet 

these objectives. Better program planning and project design will 

be necessary and accurate, timely data 
assist
 

for applied analysis should / 
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the mission. This combination of factors, therefore, makes USAID/
 

Panama an important example of one part of the spectrum of USAID
 

mission capacity and need for improved or expanded data use,
 

USAID/Panama's program is 
divided into two main components:
 

employment generation and agriculture/rural development. The mis­

sions principal involvement with data collection and analysis is, 

therefore, concentrated in these two areas. Because of the progress 

Panama has made in providing basic human services, the mission has
 

substantially reduced its 
support for population, nutrition, health
 

and education projects. Further improvements in these areas is now 

primarily the responsibility of the GOP. The mission will only pro­

vide support and coordination for centrally funded USAID/Washington 

projects and give assistance to PVOs and other local organizations 

active in these areas. The mission's current human resource develop­

ment efforts (which 'ivolve data use) focus on employment training. 

As a result, a major area of data related activities (i.e., popula­

tion, health, etc.) 
has been eliminated from USAID/Panama's respon­

sibilities.
 

Even taking into consideration the scale of USAID/Panama's
 

operations, in past years 
the mission has provided only minimal
 

support for data related activities. In comparison to USAID/Honduras,
 

for example, USAID/Panama has been far less persistent and less
 

systematic in its efforts 
to develop data bases and GOP capacities
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for data use. Major constraints to greater involvement with data 

collection and analysis and better use 
of quantitative data in mis­

sion activities have included: 
1) insufficient work time due to
 

heavy involvement with project implementation problems; 
2) a lack
 

of quantitative skills among mission staff; 
3) the limited capacity 

of the GOP ministries for independent data collection and analysis
 

which has been exacerbated by a 
rapid secession of administrations;
 

little encouragement or support for analytic work by previous 
mis­

sion directors; and 5) 
 no access 
to automated equipment suitable
 

for data processing. Recent changes indicate that improvements will
 

be made Lecause 1) the 
current mission director supports better
 

economic analysis for mission activities; 2) projects currently under­

way will,if successful, improve GOP capacities for data related activ­

ities; and 3) the mission will probably upgrade its Wang word pro­

cessor (probably through the purchase of a microcomputer) which
 

will make in-house data processing possible.
 

In regard to the 
two main components of USAID/Panama's pro­

grar, the mission has made very 
effective use of quantitative analy­

ses 
concerning employment and labor demand. USAID/Panama developed
 

its 
current employment generation projects using information obtained
 

from ILO/PREALC's employment study, 
INCAE's private sector study, 

an analysis of income distribution (done by Allan Brohel for the 

Workforce Development Project, 1978) and projections of employment 
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requirements under varying economic growth rates and labor-inten­

sities 
of production (ie., a sensitivity analysis done by Guillermo
 

Chapman). Employment generation projects will develop important
 

data bases and improve the capacity of GOP ministries to use quan­

titative data for policy analysis.
 

The mission has not been as successful in using data and analy­

sis to formulate an effective agriculture strategy. In part 
 this
 

is the 
result of uncertainty (or inconsistency) about the mission's
 

involvement with agricultural development. A decision was 
made at
 

one point to de-emphasize the agriculture component of the program
 

which was 
later modified. The Canal Treaty further encouraged the
 

mission to concentrate more on 
private sector development. Though
 

agriculture remains 
a 
second area of concentration, neither the
 

mission nor the GOP has 
developed a comprehensive sector strategy.
 

For various reasons, 
an update or follow-up to the 
1973 Agriculture
 

Sector Assessment was not conducted. In the interim, data bases
 

have degenerated. The situation has been complicated by changes
 

in GOP administrations which have affected ministry staffing and 

operations. Furthermore, the Ministry of Agriculture (MIDA) has 

little capacity for independent data collection and analysis. 
For
 

example, MIDA has been counting on 
obtaining basic data from the
 

census which was conducted two years ago but which has not been 

made available (as of Novemeber 1982). The GOP for its part has not 
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been 	particularly interested in developing a coherent sector strat­

egy. 	 Another contributing factor has thatbeen some projects- which 

might have produced useful data, such as 
the Rural Growth and Ser­

vice Centers project, have encountered problems which will inter­

fere with if not eliminate planned data collection and analysis.
 

On the other hand, several current projects, such as Watershed Man­

agement, have the potential for generating some 
very 	important data.
 

In 	 short, if USAID/Panama plans 
to 
maintian the agriculture 
com­

ponent of its 
program, it should consider giving greater attention
 

to improving agricultural data bases and upgrading the analytic
 

capabilities of GOP ministries 
involved with agriculture.
 

1. 	 Employment Generation
 

Perhaps the 
 single most important domestic problem Panama cur­

rently faces is 
generating sufficient employment for its growing
 

labor force. Because no employment survey has been conducted since
 

1979, the current 
level of unemployment can 
only be roughly esti­

mated. USAID/Panama economists suggest that unemployment is presently
 

in excess of fifteen percent 
 and 	other evidence indicates that
 

rates are 
as high as thirty-five percent in some 
parts of the 
coun­

try. 	It is 
likely that unemployment will increase if current 
econ­

omic 	conditions prevail. For example, it 
is estimated that the 
labor
 

force is growing twice 
as fast as the creation of new jobs (i.e.,
 

16,000 new workers annually for 8,000 
new 	jobs). The problem is
 



6
 

particularly acute 
in the metropolitan areas. 
Even official govern­

ment figures estimate that seventy-five percent of the unemployed
 

are located in urban areas. The problem takes on added importance
 

in light of projections of 
 continued urbanization which ill raise 

Panama's 
urban population from fifty-seven percent of the total to
 

seventy-one percent by 
the end of the century.
 

USAID/Panama's 1981 Employment Strategy paper estimated that 

with present EAP (economically active population) and labor inten­

sity rates, even a very favorable seven percent annaul growth in
 

GDP will not reduce unemployment to acceptable levels. The severity
 

of Panama's unemployment problem is 
in part due to the economic
 

recession of the 1970's. However, unsound, 
 politically motivated 

economic policies of the GOP antagonistic toward the private 
sec­

tor were a ccrtributing factor. As domestic growth lagged in the 

mid-70's, public had beinvestment to cut. Only recently has private 

investment begun to offset this 
decrease in public spending. Ob­

viously, prolonged economic growth is 
necessary 
to cope with Panama's
 

rising unemployment.
 

Panama will need to 
stimulate domestic private investment as
 

well as attract new international investment. A key element for the
 

GOP will be establishing a positive mutually beneficial relationship 

with the private sector. GOP policies will have to become more sen­

sitive to and supportive of the needs of the private sector to 
over­
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come 
the distrust and animosity, created in the 197Q'a, Panama must
 
maintain a suitable political environment which demonstrates to 
the
 
international business 
community that it is 
a safe place for invest­
ment. Efforts must be made to increase the labor intensity of Panama's 
economy so as 
to provide more 
jobs for its 
labor force. To accomplish
 
these goals, 
the GOP will require much better information about
 
labor supply and demand, future labor requirements, conditions af­
fecting small and medium sized businesses, the banking system and
 
credit supply, and other related issues than is 
currently available.
 
Such information will be essential for planning domestic improvements
 

as 
well as attracting foreign investors 
to Panama.
 

USAID,/Panama is assisting the GOP in developing these necessary
 
information systems and the 
analytic capacity to 
use 
them through
 
the Employment Planning and Generation project (EPG). 
The purpose
 
of the project is 
to strengthen the GOP's institutional capacity
 
to analyze, develop and evaluate economic policies which will stim­
ulate private investment and labor intensive types of production.
 
As a result of improved planning and policy analysis, the project
 
is expected toto contribute increasing the overall level of employ­
ment, raising worker 
productivity and providing greater employment 
opportunities 
for the poor. These goals 
are central to 
USAID/Panama's
 
employment strategy as 
well. To generate additional employment,
 
EPG will also provide information useful for attracting international 
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investors to Panama. However, productivity of workers must be increased 

to compensate 
for the higher wage structure of the country.
 

One component of EPG is the development of an employment policy
 

analysis and research system (.PARS). One USAID/Panama staff re­

ported that at 
present the GOP's economic policy analysis is done
 

in a chaotic crisis management fashion. The principal reason for 

t1 is is the Ministries of Commerce, Labor and Planning all lack
 

adequate numbers of technically trained staff. Even the Controller's 

Office which functions as a central information storage/clearing­

house is years behind its 
 workload in some areas. Complicating the 

manpower problem is a 
lack of automated data processing equipment.
 

Consequently, much of the ministries' information handling activities
 

are done manually. PARS is a direct attempt to he.gtn to reverse this 

situation. PARS will 
consist of a technical administrative unit
 

which will conduct special studies and provide information to an
 

employment development commission consisting of GOP policy-makers
 

and representatives of the private sector. Consultants will pro­

vide technical assistance to the administrative unit. A major goal
 

of PARS is to bring together governmnent officials and private busi­

ness men to facilitate a better understanding of each other's 
con­

cerns about employment, It is hoped that this exchange will lead 

c policies which are more acceptable to the private sector and are
 

more effective in stimulating private investment. 
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PARS staff will receive training to enable them to conduct 

necessary studies. The types of studies PARS is 
expected to under­

take 
include analysis of current employment potentials, possible
 

domestic production substitution for imported goods, future 
mar­

ket development, labor intensification of Panama's industries, 
in­

creasing the 
number of small scale enterprises and expanding ex­

port markets particularly for labor intensive goods.
 

A second component of EPG will be the developmen' of a man­

power information system to improve the planning capacities of the
 

Ministry of Labor. This will involve improving the ministry's capa­

city 
for collection, management, analysis and storage/retrie.al of
 

accurate and timely data concerning Panama's 
labor force. Labor
 

market and manpower studies will provide information to 1) job
 

training institutions to keep them abreast of current and future
 

labor requirements; 2) workers about potential employment opportun­

ities; 3) private investors and public planners and administrators
 

to assist them in coordinating their activities with the existing
 

labor supply. The system 
will also contain information about em­

ployment assistance, such as 
training support fnr small business­

men. A statistical profile of the unemployed including their present
 

work skills will be developed which could be of considerable utility.
 

Approximately $200,000 has been allocated for computerizing the
 

Manpower Information System. When the system becomes operational,
 

http:storage/retrie.al
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the Ministry of Labor could develop a job. placement capacity by 

matching the unemployment profiles with data on 
current employment
 

opportunities.
 

In regard to existing data for the MIS, 
the authors of the EPG 

project paper write: 

"While these basic data have many weaknesses ... 

a more fundamental weakness is the lack of local
 

capability to completely utilize and analyze
 

existing information. This has resulted in many
 

expensive field surveys when existing data could
 

have been manipulated to provide appropriate
 

results. In addition surveys of manpower require­

ments have been fragmented and limited to 
specific
 

occupational, industrial and geographic 
areas.
 

Global estimates of employment demand have only 

been made as 
a result of special surveys, often
 

requiring the assistance of outside experts." (1981:21) 

To correct these problems, the project wile provide technical assist­

ance to GOP ministries and agencies 
(about twelve in all) involved
 

with employment issues 
to coordinate their activities and increase
 

their capacity to 
fuller utilize available data.
 

EPG's third component, the Supervised Credit Program, will create
 

a fund within the National Bank of Panama to 
provide credit to labor
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intensive, small and medium sized firms, 
Recent studies indicate
 

that small Panamanian businessmen operate in 
a very tight credit mar­

ket. Current banking practices effectively preclude most small poten­

tial borrowers because of high collateral .equirements (as much aF
 

one hundred percent of the loan) and short repayment periods (typically 

from six months to no more than three years). The Supervised Credit 

Program will help ease 
these constraints by providing credit for small
 

businesses. An initial fund of $10 
million will be 
used to make
 

small loans available to businessmen. To guarantee that the loans
 

will be used in such a fashion 
 that they will produce additional em­

ployment, businesses which are primarily involved with commerce will
 

be required to use the 
 loan for purposes which will generate one new
 

job for 
each $10,000 borrowed. For businesses 
engaged in manufacturing
 

and services, one 
new job must be produced for each $5,000 borrowed.
 

The project manager for this part of EPG estimates that a total of
 

135 loans will be made where one 
new job will be created for each
 

$4,800 borrowed. Of course 
the fund is 
suppoed to be self-sustaining.
 

That is, as loans are repaid, money will be re-lent to new and former
 

borrowers and interctwst is 
expected to cover losses due to defaults. 

In terms of data collection, information about borrowers and their
 

businesses will be used to create a data bank on small and medium 

scale enterprises. EPG has only recently begun and the loans component
 

has just gotten underway. But it is reasonable to expect that as 
these
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data are 
collected, they, could be useful to the Manpower Information
 

System as well.
 

Complimenting the Supervised Credit Program is 
the Entrepren­

eurial Development project funded through the Human Resource Develop­

ment office. APEDE, 
the Panamanian Association of Business Executives,
 

is participating in this project. The purpose of the project is 
to
 

develop the managerial skills of small businessman to make them more
 

efficient and productive. A series of courses covering accounting,
 

financial analysis, 
 cost and inventory records, cash flow, marketing, 

production technology, administration and control, 
tax reporting,
 

risk assessment and preparation of improvement projects 
are offered.
 

Assistance is then given to participants to help them implement what
 

they have learned in their 
own businesses. Though Entrepreneurial
 

Development has been restricted to just 
 the Panama City and Colon
 

areas, USAID/Panama expects to able to
be provide additional funding
 

to expand the project to other parts the
of country. The mission 

has engaged a U.S. PVC, Partnership for Productivity, to collect 

information for the project evaluation. A before-and-after design 

will be used and baseline information about the businesses of those
 

participating in the project will be collected. The plan is 
to measure
 

changes 
in production and productivity resulting from better business
 

management. Panamanians will also be trained so that they will be 

able to conduct such evaluations independently in the 
future.
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The Entrepreneurial Development 
project is being coordinated
 

with the Supervised Credit Program.Those who receive management
 

training are 
given higher priority for obtaining loans, USAID/Panama
 

training 

staff working on these projects report that they want to merge the 

data each generates for further anlaysis. For example, it would be 

important to know whether those businessmen who received 

were more successful in utilizing their loans than were those who
 

did not receive training. That is, did their training help them use
 

the loan effectively to 
increase their productivity, incomenumber
 

of workers, capital investment, etc. Combining the data sets 
could
 

assist project monitoring by showing whether those who received
 

training applied for and received 
 loans and vice versa, whether
 

those who received loans also received training. The results of such
 

data use could be of importance to the National Bank. If the data
 

show that training recipients used their loans 
more effectively, the
 

Bank might require all loans applicants in the future to first
 

participate in the business 
training program.
 

USAID/Panama's employment generation activities 
also support
 

the National Investment Council which will attempt 
to attract new
 

investment to Panama. The Council will be 
responsible for promoting
 

and facilitating investment in Panama with the objective of creating
 

new employment. The functions of the Council will by necessity be
 

comprehensive. Market research will determine profitable investment
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opportunities consistent with employment generation objectives 

(e.g., labor intensive production). This information will assist
 

the Council's overseas offices in the US,, Europe and Japan
 

identify potential investors, such as firms interested in relocating
 

to reduce production costs. After attracting investors to Panama, the 

Council will provide legal assistan-e, banking and real estate ser­

vices 
for plant location and development, and manpower training.
 

In short, the GOP envisions the Council as one-step agency to stream­a 


line the entire investment process in Panama.
 

The data and information requirements for the Council 
to func­

tion adequately are substantial. The consultant currently working 

with the Council states that a broad array of andeconomic industrial 

indicators are needed to 
develop an accurate picture of the invest­

ment oprortunities and advantages 
in Panama. Such information will
 

assist the promotion efforts of the Council and will include data on
 

the availability of skilled workers, 
labor costs, transportation
 

costs of raw materials, government tariffs, quotas and subsidies, 

credit and banking facilities, employment and migration statistics,
 

terms of trade and measures of national economic performance. Tech­

nical assistance will be provided to upgrade staff skills and to
 

develop the data bank. Much of this 
data will be obtained from GOP
 

ministries which makes efforts to improve their capacities to collect 

and process such data all the more important. 
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It should be pointed out that the employment generation compo­

nent of USAID/Panama's program was 
developed using information obtained
 

from a number of studies involving data collection and analysis. In
 

terms of the logical use of data and analysis for program and project
 

planning, some 
mission staff view employment generation as the bright
 

spot in USAID/Panama's operations. This 
opinion is borne out by in­

terviews with mission staff. It was 
obvious that these individuals
 

(most of whom were Panamanian) appreciate and understand the utility
 

of quantitative data and analysis 
as a guide to their activities.
 

It was also apparent that at the planning stage thought was 
given to
 

coordinating data related activities. Moreover, EPG, Entrepreneurial
 

Development and the National Investment Council will generate addi­

tional 
data which should assist future planning by both the GOP and
 

the mission in this very important area.
 

USAID/Panama's use 
of data for these activities is noteworthy
 

simply 
because the Agency's planning and strategy formulation is too
 

frequently not guided by data and analysis. USAID staff (and this
 

is not restricted to USAID/Panama) have described the planning process
 

as little more 
than an exercise of personal predilection. Apparently
 

it is not unheard of 
to first design a project or even entire programs
 

and then make a search for data which will support what has already
 

been decided. As one USAID/Panama staffer observed, this kind of
 

"tpseudo-planning" contributes 
to the implementation problems which
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arise at the 
very outset and subsequently consume so much staff time
 

throughout the 
duration of the project. One hears 
over and over again
 

about how cost effectivenes, shculd heavilydetermine the Agency's 

decisions. That argument is 
raised to 
counter suggestions for
 

better data use 
in the missions 
- i.e., will the improvement really 

be cost effective-? A better question might be whether it is cost
 

effective not to do so. Is costit effective not provideto the
 

support necessary 
 to make rational decisions guided by accurate data 

for project design, for instance? Is it effective
cost 
 to devote so
 

much staff time to project implementation problems which are 
the re­

sult of inadequate project design? The Agency needs to 
take whatever
 

action is necessary guarantee datato that are used in a logical fash­

ion for rational planning just as USAID itself advocates to LDCs.
 

2. Agriculture and Rural Development 

2.1 Recent Factors Affecting Agricultural Data Collection 

In the FY84 CDSS, USAID/Panama describes agricultural develop­

ment in Panama during the last decade as "stagnant", sectoral contri­

bution to growth in GDP as "lackluster" and agricultural production
 

as "inefficient". 
Panama's pocr agricultural performance is 
clearly
 

evident in the increase in food and fibre imports duriuig the 1970's
 

and the country having the lowest yield per hectare for basic grains 

in Central America. In part such poor performance is the result of 
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politically motivated agricultural policies implemented by the GOP.
 

Price controls, export policies, lack of funding and staffing for 

the Ministry of Agriculture CMIDA), elimination of extension services, 

a reduction of agricultural research, government run agro-business 

and a concentration on promoting the asentamientos using capital 

intensive technology have all contributed to Panama's 
current agri­

culture malaise. But just 
as 
with industry and commerce, the GOP's
 

antipathy toward strengthening the private sector as 
the principal
 

mechanism for agriculture and rural development appears 
to be the 

root of the problem. 

Only recently has the GOP begun to Peconsider and abandon some
 

of its earlier agricultural policies. Economic analysis 
of government
 

run agro-businesses have shown these enterprises 
to be inefficient.
 

developing 

The GOP has discontinued its banana enterprise and is considering re­

structuring its sugar business. The GOP's efforts to promote the 

asentamientos has proved equally unsuccessful. Instead of 

economically viable cooperatives, the asentamientos strategy has 

essentially produced government run farming units which employ capi­

tal intensive technologies (completely contradictory to Panama's
 

needs) and which are less efficient than independent small farmers. 

Consequently, the GOP is 
now willing to redress its neglect of the 

private sector and promote the development of small farmers as well
 

as the asentamientos. 
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Given that the GOP's agriculture policies throughout the 
1970's
 

were for the 
most part inconsistent with USAID's orientation, it is
 

not surprising to find that the agriculture component of USAID/Panama's
 

program has suffered. An unfortunate sequence of events 
seems to have
 

run counter to 
formulating and implementing a sound effective agricul­

ture strategy. In the late 1970's, 
a decision was made to 
de-emphasize
 

the mission's involvement with agriculture. This decision was 
subse­

quently modified. The Canal Treaty also encouraged the mission to
 

concentrate more of its resources on employment generation and less 

on agricultural development. The ambiguity which surrounded USAID/ 

Panama's 
commitment to agricultural development did not prevent 

continuing funding agriculture and rural development; however, the 

current situation. The mission produced an agri­

has proceeded 
mission/without formulating a coherent sector strategy. 

The indecision about a proposed agriculture sector assessment 

is indicative of the 

culture sector assessment in 1973 using primarily 1960 and 1970 cen­

sus data. When the mission began considering an update several years 

ago, thought was 
given to what role the GOP should play in the pro­

cess. For example, should the update 
cover only those areas defined
 

as important by 
the GOP or should it be more encompassing.? The GOP,
 

on 
the other hand, only wanted to develop the planning and policy
 

analysis capability of MIDA, When USAID/Panama suggested an insti­

tution building and policy analysis project to Washington, the LAC
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Bureau argued that the need for this project was not sufficient to
 

warrant it.
 

The 
mission continued discussions about the need for a sector
 

assessment since it now 
seven or eight years since the
was last one
 

(actually the 
data used in the 
1973 Assessment were 
now at least
 

ten years old). Though the FY84 CDSS refers to a forthcoming agricul­

ture sector review (pg. 20), 
there are no immediate plans for con­

ducting one. In fact, USAID/Panama's program economist recently ar­

gued that another assessment was unnecessary because the problems
 

affecting agriculture are essentially the same as they were in 1973. 

What was 
needed instead were specific studies which would produce
 

information useful for project design which would deal with existing 

problems.
 

The mission's uncertainty about its 
future involvement with
 

agricultural development and another sector assessment has been 
com­

plicated by the lack of genuine interest on the part of the GOP for 

data collection and analysis thisin area. At one point USAID/ Wash­

ington offered to form a blue ribbon committee to thoroughly review
 

Panama's agriculture sector and propose strategies to accelerate 

development. Though the administration which held office at 
that time
 

expressed interest in the proposal, the succeeding administration
 

which soon replaced it was less supportive and, therefore, 
no action
 

was taken. MIDA's own 
very limited capacity for independent data
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collection and analyais for policy review and planning adds 
to the
 

present state of inaction. USAD funded projects have and do attempt
 

to train MIDA's staff for more 
effective use of quantitative data.
 

However, these efforts have been thwarted by changes 
in GOP admini­

strations. Some ministry staff who have received training have been 

reassigned to positions which are 
unrelated to 
the skills they acquired.
 

Retaining staff after training is a2so problematic. Those who have
 

received training too frequently leave government or move to higher
 

paying positions in MIDA or other ministries. According to one USAID/
 

Panama staffer, ministry personnel have been able to escape 
contract­

ual obligations to the government (i.e., 
so many years of government
 

service 
for so many years of training) because of the frequent change
 

in ministry officials and directors.
 

As a result of these factors, it is not surprising that since 

the 1973 Agriculture Sector Assessment, agricu.tural data bases have
 

been almost 

deteriorated. Agriculture data have become out-of-date and, therefore, 

less accurate and useful. The GOP and MIDA are anticipating the 1980 -

1981 census to provide essential information. But it has 

two years since conducting the census and data have still not been 

released. In fact, this Fall (1982), the release date for agricul­

ture data was postponed to the Spring of 1983. By that time (October -

November 
 1982) the mission had decided against a full sector assess­

ment or update. Some staff thought that there 
was now no need to
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persuade 
or pressure the Panamanians for an earlier release of the
 

data. According the USAID/Panama staff, project ip.Leinentatioui 
has
 

suffered from the lack of timely: data. ln some instances, important
 

decisions 
affecting project implementation have been made in a dis­

concertingly haphazard fashion.
 

As mentioned earlier, Panama's 
current government has begun to
 

reconsider and redirect its position on 
agriculture and rural develop­

ment. It has recegnized the need to improve the condition of small
 

farmers; to withdraw 
from economically inefficient government 
run
 

agro-businesses which compete directly with private sector interests;
 

and to encourage private sector growth to achieve increased agricul­

tural production. As this re-direction in GOP policy evolves, GOP
 

Linistries will require more 
timely socio-economic and agronomic
 

data. They will need to develop their analytic capacities which will
 

necessitate staff training and acquisition of automated data processing
 

equipment. As 
this occurs, USAID/Panama will nave 
an excellent op­

portunity for supporting data collection activities and expanding 

its efforts to upgrade the capacities of GOP ministries to 
use data
 
effectv 
v.,
 

2.2 Agricultural Technology Development
 

USAID/Panama has obligated $7 million for the Agricultural Tech­

nology Development project. The primary goal of the project is 
to
 

increase agricultural productivity, particularly that of small farmers,
 



22
 

through improved agricultural research capabiltites. Agricultural
 

productivity has been declining in part because of a lack of support
 

for small independent farmers. many of whom practice a slash-and-burn 

type of agriculture. Their productivity is 
falling because the amount
 

of new land available to then, is decreasing as is the fertility of
 

land they presently occupy. Agricultural research which will adapt
 

appropriate technologies and improved farming practices to 
the con­

ditions of Panama's small farmers is 
needed. By increasing land and
 

labor productivity, a commensurate increase in income and employment
 

for small farmers is expected.
 

The GOP and MID have had a very 
 weak commitment to agricultural 

research especially if it did not 
pertain directly to the asentamientos.
 

However, in 1978, 
IDIAP, the Panamanian Agricultural Pesearch Insti­

tute, was created to conduct basic 
research. The Agricultural Technol­

ogy project will provide technical assistance and training to 
IDIAP's
 

staff to upgrade their capacity for agricultural research 
on the
 

major farming systems of the country - crops (grains, vegetables and 

fruits), 
beef and dairy, and combined cropping and beef production.
 

Research to 
develop and adapt agricultural technologies and farming
 

practices will be carried out 
in eight areas. IDIAP staff will work
 

directly with small farmers 
so 
that their results will reflect actual
 

conditions 
under which the farmers operate. IDIAP's research will
 

be conducted by a multi-disciplinary team which combines technical
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experts with social scientists. CATIE, IICA, IRDC, CIAT, CIF and
 

CIMMYT will assist at 
various points in the project and the IDB will
 

provide additional financial support. IDIAP's activities are 
also
 

expected to benefit other USAID funded projects, such as Rural Cooper­

ative Development, Grains and Perishables Marketing, Rural Growth
 

and Service Centers and Watershed Management.
 

A baseline study 
to diagnose major constraints to small farmer
 

productivity has been planned. The study will help guide the technol­

ogy adaptation and development process. 
Farm level data in the eight
 

pilot areas will be collected on size of holding, current farm systems
 

and cropping patterns, biological and ecological factors, 
land tenure,
 

access 
to credit, capital investment and production inputs, 


degree of 

farm 

management practices and marketing. According to the project paper, 

the final evaluation of the project will involve a replication of the 

initial baseline study. The evaluation will measure the 

technological change and increased income resulting from project
 

inputs. It will be necessary to 
include one or two farming areas
 

outside of the project in both the baseline and evaluation studies
 

to control for overall changes 
that might have occurred during the
 

course of the project. 

As 
of November 1982, technical assistance from the university
 

team wcrking on 
the project had begun. Work plans were being developed
 

and an agricultural economist is expected to begin work on 
collecting
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baseline data. It is worth pointing out 
some of' the limitations of
 

the data and information that will be generated by 
this project.
 

As one consultant noted, the project is focussing on the most productive
 

areas of the country and little or no attention is being given to
 

less developed where
regions different conditions might prevail re­

quiring different agricultural technologies than those developed
 

for the eight pilot areas. Furthermore, the selection of the eight
 

project areas was not done randomly 
 meaning that the research findings 

for these areas are not necessarily generalizable to other parts of
 

the country. On the other 
hand, if the research capacity of IDIAP
 

is effectively upgraded, then the Panamanians should be able 
to rep­

licate this project in other areas 
or on a more comprehensive scale.
 

2.3 Integrated Rural Development
 

USAID/Panama has obligated $9.7 million for the Integrated Rural
 

Development project 
 in the district of Sona. The goal of the project
 

is to increase income and employment and improve overall
to the quality 

of life for the rural poor in one of the least developed sections 

of the country. Improvements in education, housing, health, sanitary 

facilities, roads, power and communications planned.are These activ­

ities will be solely the responsibility of the GOP. 

USAID funds will be used for improving the planning and admini­

strative functions of MIPPE, the Ministry of Planning and Political 

Economy and for agricultural development. Staff training and technical
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assistance will be made available to upgrade the capacity of the
 

National Offic, of Coordination within MIPPE to plan, coordinate
 

and evaluate the various components of integrated rural development
 

projects. An information system to enable the Office to perform
 

economic, social and agricultural analyses is 
to be established
 

during the course of the project.
 

The Integrated Rural Development project in Sona also signals
 

a redefinition by the GOP of tne 
importance of social equity issues
 

which in the past have taken precedence over other concerns often to
 

the detriment of rural economic growth. 
In the 1970's, the GOP dis­

continued extension services to independent small farmers and focused 

its resources instead on the asentamientos. This project will correct 

that situation by extending agricultural services 
to small farmers
 

as well as the asentamientos. In short, the 
GOP has recognized the
 

need to increase the production of small farmers. This group has
 

come under increasing economic pressure in 
recent years which has 

forced many to abandon farming. To slow or counteract this trend 

(eventually slowing rural-urban migration), credit and extension ser­

vices will be provided to small farmers. To improve their economic
 

situation, the project will identify possible agrc-industries 

which use small farm products and construct roads to facilitate 

marketing their products. 

The World Bank and IDB as well as the GOP and USAID/Panara are 
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especially interested in the 
new extension service. The result could
 

serve as 
a model for a nation-wide extension service. So far, thirty
 

development agents have been trained and assigned to different parts
 

of the district. They are creating a card file system which will 

eventually include all farmers in the district. On a quarterly basis 

farm level data are 
collected by the agents concerning household
 

composition, planting, production, access to credit and other key
 

measures of farm activity. Technical assistance is being provided
 

to supervise the agents' 
data collection activities. The information
 

they are now 
gathering could prove invaluable to GOP agencies, 
such
 

as the National Office of Coordination. An important use of this data
 

will be evaluating whether to

and/what degree the provision of credit 

to small and medium farmers contributed to 
increased farm production.
 

However, the data have not yet been entered into a computerized system.
 

The project manager reported that precisely how these data will be 

analyzed is still uncertain at this time.
 

The LOGFRAME for this 
project specifies that only census data 

and GOP records will be used for project evaluations. These data 

are to be used to show the extent to which income, employment and 

the quality of life have been affected by project inputs. The develop­

ment impact of the project is 
to include beneficiary analysis and
 

expected continuation of benefits accruing to farmers from the pro­

ject (precisely how this prognostication is 
to be made was not speci­
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fied 	in the project paper). 
In short, the final evaluation will de­

pend on the availability of data not necessarily generated by the
 

project. Perhaps this is 
no more risky than the 
usual formula of
 

baseline and follow-up studies which so often either run afoul or
 

are 	never conducted at 
all. On the other hand, the delays in the
 

release of census 
data by the GOP is disconcerting. The project offi­

cer reports that some 
$9,000 of project funds have been used thus 
far
 

for salaries, overtime and incentives(.?) to facilitate the release
 

of data on Sona. Yet despite the 
lack of data specifically cited in
 

the project paper, project implementation proceeds. It would be in­

structive to monitor this project to determine which implementation
 

problems occurred as 
a result of operating without obtaining data
 

as planned.
 

2.4 	Watershed Management
 

USAID/Panama has obligated $10 
million for the Watershed Manage­

ment project. The goal of the project is 
to promote more rational
 

use 
of Panama's natural resources. A major objective of the project
 

is to strengthen the 
technical, managerial and administrative capa­

cities of GOP agencies responsible for or involved with management
 

of renewable natural resources. 
A major problem the project will
 

address is the inappropriate use 
of natural resources by traditional
 

small farmers. Extensive deforestation caused by slash-and-burn farming 

practices has led to 
serious soil erosion in certain sections of the
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country. After clearing, traditonal farmers cultivate the land until
 

soil fertility decreases. At that point, they "sell" 
their holdings
 

to cattle ranchers and move on 
to new lands. Subsequent over-grazing
 

by ranchers on land unsuitable for cattle raising leads 
to further
 

deterioration of the 
land and to greater soil erosion. This problem
 

is especially serious 
for Panama because of the limited quality and
 

quantity of agriculturally productive land in the country. Soil ero­
water
sion also affects 
downstream water uses, in particular, human/con­

sumption, electricity generation and the operation of the Canal.
 

Three major watersheds - the Canal drainage, Rio VillaLa and
 

Rio Caldera 
 - have been selected for developing improved management 

programs. RENARE, the Directorate of Renewable Natural Resources, 

located within MIDA will be the primary implementing agency. The 

project will emphasize protection and proper management of resources 

as opposed to re-forestaticn which is 
viewed as an appropriate activity
 

for private sector development. Similarly, the project will heighten
 

the awareness of farmers about the importance of proper land manage­

ment, many of whom are interested in re-forestation of their lands
 

for beautification and limited use. A major objective of the project 

is to 
upgrade RENARE's capacity to monitor conditions, design and
 

implement conservation programs and theirevaluate effectiveness. 

At present Renare's information system consists of little more than
 

assigning their staff in a completely unsystematic fashicn to gather
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general information about conditions in a given location. To improve
 

upon this very informal procedure, the project will attempt to estab­

lish a small monitoring system using more rigorously collected, sci­

entifically valid data. Two of RENARE's staff have been trained to
 

incerpret remote sensing data. Project funds will also be used to
 

buy a small computer for data processing, Data will be collected to
 

meet specific management objectives - i.e., measurement of erosion 

rates, silt content, water quality and contaminant levels in the
-

selected watersheds. Pertinent physical and socio-economic data
 

will also be collected. Such data will be useful to 
the Geographic
 

Institute, the Hydroelectric Corporation (interested in mapping land
 

resources) and the University of Panama. There is presently 
no central
 

data bank for information pertaining to natural resource management.
 

But there are plans to develop one managed by the University with
 

terminals located in RENARE and other GOP offices.
 

The size and sophistication of the monitoring system appropriate 

for RENARE's and Panama's needs is still under dis'cussion. The USAID
 

project manager is justifiably concerned about the amount and precision
 

of data required by RENAFE 
to accomplish the specific objectives of
 

the current project. He argued that the smallness of Panama should
 

be an important cons16eration in selecting and develcping an appro­

priate information system. At isissue whether it is cost effective
 

within the framework of the project to acquire more equipment and
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provide more training to collect refined data for more sophisticated
 

studies. The question is what decisions affecting the success of the
 

project will actually be made as a result 
of this, The contractor
 

working with RENAFLE expressed 
,.somewhat different perspective.
 

Going beyond the confines of the present project, this individual
 

saw a definite need for Panama to have a comprehensive natural resource 

monitoring system. For example, to promote private sector participa­

tion in re-forestation , a coordinated land use system would neededbe 


to encourage investment while against dis­safeguarding ecologically 


ruptive developments (e.g., construction of logging roads 
through
 

ecologically fragile areas). Similarly, to protect Panama's shrimp 

industry, RENARE (or some 
other GOP agency) needs to monitor mangrove
 

forests and proposed development which would disrupt these indispen­

sable breeding grounds. This does not imply a difference of opinion
 

between the project manager and consultant about the necessity of
 

better data 
to meet Panama's natural 
resource planning and management
 

requirement:. Rather, it reflects a difference of perspective - the 

project manager approaches the issue in terms of the 
on-going project,
 

whereas the consultant looks 
to Panama's long term information needs.
 

The prcblem is to strike 
a balance where project objectives are met
 

without closing off possibilities for further improvements using what
 

the project has accomplished. Admittedly that is easier said than 

done, but the Watershed Management project seems to heading toward
 

a workable solution.
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2.5 Rural Growth and Service Centers
 

The Rural Growth and Service Centers project has attempted to
 

stimulate rural economic growth by developing eight selected service 

centers (i.e., marketing towns) in western and central Panama.
 
USAID/Panama obligated 
 $10 million for the project which was augmented 
by an additional $5.4 million HIGin funds. According to the project 

paper, the purpose of the project is " ... to set motionir a process..." 

to increase employment and income for the rural and urban poor in
 
these two regions. The project is an 
 application of central place
 

planning theory. Developing the capacity of key centers to prcvide
 
essential economic and social services is expected to stimulate local
 

economic growth. The multiplier effects of such growth produce 
 addi­

tional employment and raise incomes. These effects-encQurage the 
expansion of commerce 
and industry. The service centers 
also create
 
markets for small farmers in outlying communities. As the local econ­

omy develops, pressure for rural 
to urban migration is reduced.
 

Ultimately the economy of the entire region develops as an increasing 

number of communities are drawn into the emerging market system. As 
a resLclt of this prccess, local and national economies are more closely 
integrated thereby reducing economic and social disparities between
 

different sections of the country.
 

Similar to integrated rural development projects, Rural Growth
 
and Service Centers involves the participation of seven GOP ministries
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including the 
Ministry of Planning which is 
responsible for coordinating
 

the various project components. 
The National Finance Corporation
 

(COFINA) was 
to support the extension or creation of local agro­

industries. The Ministry of 
Commerce provided technical and financial
 

assistance to small businesses 
 and industries to improve the effic­

iency of their operations.The Ministry of 
Housing was responsible
 

for overseeing the construction 
 of low income housing. Other project
 

activities 
 included construction of sewer systems, transportation 

terminals and industrial parks. Some three hundred loans have been
 

made to 
improve the economic base of 
the selected service centers.
 

Data about borrowers and the use of the loan will be available for
 

project evaluations. 
 During the course of the project, assistance
 

was provided to GOP ministries to improve 
 their capacities for planning 

and implementing such projects in the future.
 

According to USAID/Panama staff, the Rural Growth and Service 

Centers project has encountered more 
than the usual share of imple­

mentation problems. In fact staff comments 
about the project suggest
 

that there is a certain sense of relief that the project is coming 

to a close. The problems which have affected the project go beyond 

the scope of this report; of particualr concern here is the use of 

quantitative data in the project. To validly 
measure the development
 

impact 
that central place theory promises would require extensive
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and fairly elaborate data collection and analysis. The project paper
 

states 
that the final evaluation will involve 
an assessment of pro­
ject outputs for which qualitative data will suffice. The proposed
 

goal level evaluation would be more 
difficult.Before-and-after 
(pro­

ject implementation) data would be 
necessary to 
estimate the direct
 

and indirect benefits 
that are expected to accrue 
to 
the poor popu­
lation residing in and around the service centers. At the very least
 

this would require data disaggregated by inccme level. To demon­

strate 
goal attainment, it would have 
to be 
shown for each service
 

center that employment increased, housing and sanitation improved,
 

facilities constructed are beinr used in an 
economically productive
 

and efficient maner, that local investment increased and so 
forth.
 

A third type of evaluation promised by 
the project paper involved
 

global changes such as improved urban-rural linkages, increased ser­
vice access, increased employment and more equitable distribution
 

of income. 
 Before-and-after data would be required but now 

fcr the region 
 as a whole. But 
even that would not be enough to
 
be sure that improvements, 
if they had occurred, are 
attributable
 

to the prcject. For example, a comparison with regions 
outside of the
 

project would be necessary determine that
to 
 changes in the project
 

areas 
are not simply a reflection of changes which occurred nation­

wide. Even then it would be 
a leap of faith to say 
that the project
 

produced a specific "global" 
change. This 
type cf argument could be
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taken to even greater extremes. But that would be unnecessary especi­

ally 	for this project. According to the project manager, the evalua­

tion 	which will actually be conducted (as opposed to the rather am­

bitious plans of the project paper) will not 
demonstrate anything
 

conclusive about the develcrment impact of the project. The point here 

is certainly not to single out this 
project for criticismn. Rather,
 

here again is one more project which was "to 
set in motion a process"
 

where data collection and analysis 
to assist in implementation
 

and evaluation has 
gone awry. The Agency needs to reconsider the
 

emphasis currently placed on data related 
activities at the project
 

level. This is 
particularly important for large, complicated, multi­

sectoral projects. 
USAID needs to recognize the difficulty of measuring
 

"process" and the time 
required for measurable impact to result from
 

such 	iprocess". 
In essence such projects are being required to 
pro­

duce mini-sector assessments which in a number of instances is proving 

to be unrealistic. The result is that no worthwhile analyses are 

done. 
This issue has been raised in other mission reports and warrants
 

fuller consideration in a following discussion paper.
 

2.6 	Rural Access Roads
 

USAID/Panama supports 
a Rural Access Road project which will
 

support the construction of a network of; 
all-weather roads linking
 

farming areas 
to urban markets. 
The project assists the Ministry of
 

Public Works to develop its capacity to collect and analyze data
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pertaining to farm marketing needs as a guide to their decisions 

about road improvements or construction. The ministry assigns 
a team
 

of four staff persons ­ an economist, an environmental scientist,
 

a social scientist and a 
civil engineer ­ to collect necessary data.
 

Approximately fifty percent of the farmers who would benefit from
 

planned road improvements/construction 
are contacted and data pertaining
 

to farm production is collected. The 
team also meets with local bank
 

officials, the regional agriculture officer and other government
 

officials to obtain adaitional information. The data are used to de­

*,termine the suitability of a particular route and what alternatives 

are possible. Actual data analysis is 
very limited and all of it is
 

done manually. USAID/Panama 
 staff report that evaluations of road con­

struction are conducted only after 
 the first year of completion be­

cause of 
 the time and expense involved. They occasionally spot check 

the activities of the ministry team and are of opinionthe that 

the team does a reasonably good job. This system is now three years 

old and the project officers believe that the quality of data collected 

by the team continues to improve over time. They also stated that 

the project would benefit from developing the mission's capacity to 

provide data processing support. 

2.7 Managed Fish Production
 

USALD/Panama has obligated approximately $1 million for a pilot 

project examining the economic feasibility of community managed fish 
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ponds. The rationale for fish pond construction is That they will 
improve the 
diet of the rural population by providing them with an
 

inexpensive 
source 
of protein. DINACC, 
tne Depa:rtment 
of Aquaculture,
 

located within MIDA is the 
primary implementing agency. Technical
 

assistance is being provided by Auburn University staff. Twenty 
new
 

fish ponds will be constructed during the course of the project. 

A consumption impact study and economic and financial analyses will
 
be conducted. Data will be 
collected in the 
twenty communities where
 

the new 
ponds will be constructed, in 
a number of communities with
 

existing ponds and in others without ponds Household level data
 

will be to
used assess the contribution of the fish produced in the
 
ponds to increased protein 
 comsumption, the costs to the household,
 

and whether the poorest of the 
 community benefited from the ponds. 

Community level attributes will be analyzed to identify correlates
 

of successful 
 use of the fish ponds. This information will assist 

DINACC select 
the best sites 
for future pond construction. Data will
 

also be collected on 
fish production and pond management to deter­

mine which managerrent techniques were most effective, whether output 

was sufficient for the community and whether marketing and distribu­

tion operating costs 
were acceptable. According tL 
the project manager,
 

seventeen of the twenty ponds have been constructed and data collection 

which started in early 1982 will continue until the ofend 1983. 
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2.8 Guaymi Area Development 

USAID/Panama has provided $500,000 
for the Guaym! Area Develop­

ment project. The Guaymi Indians 
live in the sierra highlands of the
 

western provinces in Panama. For the most part, they nothave benefited 

from Panama's national development. Many Guaymi live in extreme pov-­

erty without adequate health, nutrition, 
 education and agriculture
 

services. Infant 
mortality is unacceptably high and approximately
 

85% of the Guaymi are illiterate (which is 
the exact reverse of the
 

national literacy rate). 
The goal of the project is to provide basic
 

human services to the Guaymi 
to improve their overall standard of
 

living. The project will be directed towards establishing government
 

services which address problems 
 identified by the Guaymi in a fashion 

consistent with their cultural systems. 
The National Council of In­

dian Affairs and the Provincial Indian Commissions chaired by MIDA
 

will coordinate project activities. The project will attempt to 
utilize
 

the resources 
of other on-going development projects, such 
as Rural
 

Access Roads, as much as possible. 

Baseline data for the project will be collected by the evalua­

tion unit attached to 
the National Council. These data will be collected
 

by two Guaymi staff persons in each province and will assist in iden­

tifying existing problems and appropriate interventions. According 

to the project paper, data will also be 
collected for the 
final eval­

uation. The LOGFRAME specifies 
that project goal attainment will be
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measured by increases in agricultural production, income, access 
to
 

health, education and agriculture services and improvement in housing
 

conditions, recreational facilities, nutritional status and Guaymi 

satisfaction with GOP services. One study has been conducted and
 

planning for a second is 
underway concerning attitudes toward birth
 

control. It should be pointed out 
that if the 
final evaluation is 
to
 

be as comprehensive as 
the project paper proposes, a considerable
 

amount of data will be required. Data collected at 
the start and the
 

conclusion of the project will be necessary to evaluate the effect­

iveness of 
GOP services and the improvemnt in Guaymi living conditions. 

It is questionable whether these demands 
are realistic for a project
 

of this size.
 

3. Human Resource Development and the Regional Housing Office
 

In conjunction with JSAID/Panama's employment generation activ­

ities, the 
Office of Human Resource Development is shifting its 
focus
 

to work force development projects which will provide job training
 

for un- and under-employed, semi- and unskilled workers. Mission
 

funding for human service projects in health, population, nutrition
 

and education 1as 
 been cut because conditions in these areas have 

reached relatively acceptable levels and because the GOP is 
capable 

of managing and improving existing programs and service delivery 

systems. As described earlier, HRD staff are interested in coordinating 

their training program with the Employment Planning and Generation 

project. Coordinating HRD activities with the Manpower Information
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System, for example, could lead to a GOP job placement service. 

Similarly, if PARS develops 
an employment projection capability, 

HRD could direct its programs to areas where new employment oppor­

tunities are anticipated. USAID/Panama and the Agency needs to 
encourage
 

more of this type of coordinated data use. 

The Regional Housing Office 
located in USAID/Panama has very
 

specialized information needs. Depending on which country is involved,
 

the office obtains data from the World Bank, national censuses 
or
 

host country ministries. In some instances, special studies con­are 


ducted, such as 
in Costa Rica, to estimate housing supply and demand
 

by income level. The Office also needs 
information about banking and
 

mortgage services available to potential buyers of project funded
 

housing and of course construction costs for different types of 

housing. Housing Office staff reported that the quality of data avail­

able to them varies by country and subject matter, but that data on 

actual behavior, such as the 
amount spent on housing and housing
 

improvements by income level, difficult
are to obtain and what exists
 

is not easy to access nor of high quality. Because of its very limited 

staff size, the office contracts for much of its informati.n services. 

However, one individual in the Office does have training and experi­

ence 
in data related activities. This individual had worked on 
the
 

"Study of the Progressive Development of Three Low Cost Housing Pro­

jects in Panama". Using little more 
the
 

than simple percentages,/ report
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examined the types of improvements made over time by home owners in 

three different housing developments. Household suchcharacteristics 


as the length of time of occupancy, family size, employment and in­

come were 
correlated with housing improvements made since the original
 

purchase.
 

The staff were of the opinion that 
the office's activities would
 

benefit from better data use 
for project design and monitoring. How­

ever, one individual thought that less emphasis should be placed 

on the baseline ­ follow-up formula for evaluations for housing pro­

jects. Not only are such studies expensive and time consuming, but 

they typically do not 
allow sufficient time 
for expected improvements
 

to occur. For example, improved housing is supposedt$ lead to im­

proved health status. But family 
health improvements notwill become 

evident quickly nor even 
by the end of some projects. To actually
 

demonstrate such changes requires accurate 
longitudinal data as 
well
 

as controls for other factors which producecould similar effects.
 

Again 
 the issue of measuring processes complicates more fundamental 

requirements for project evaluation. 

4. GOP Capacities for Data Related Activities
 

Data use 
 for piogram purposes has been described in conjunction 

with the 
two major components of USAID/Panama's development activities:
 

employment generation and agriculture/rural development. The main
 

point to be made about program level data use is that the mission 

has been much more successful in using the results of quantitative 
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analyses in its employment generation planning than it has for
 

agriculture and rural development. In this regard, the mission needs
 

to clarify its commitment and strategy for agricultural development 

and determine what data and analy-ses w.ill provide useful guidance 

for this act±,vity. 

Like other USAID missions, limitedthe capacity of GOP ministries 

to collect accurate data and process it in a 
reasonable period of
 

tJrme has created problems for USAID/Panama. Panama is 
far from data
 

poor; however, major improvements need to be made. Fi.rst, GOP minis­

tries need more automated equipment to expedite data processing and 

reporting. The 1980 census offers a good example. Two years after
 

conducting the census a complete copy of the data 
 is not available. 

Agricultural data will not be released until Spring 1983 assuming 

the date is not postponed again. According to mission staff, the 
cen­

sus office is understaffed and much of the work is 
done manually.
 

Retaining skilled staff especially at middle 
 levels is also
 

a 
common problem for GOP ministries. After receiving training, many
 

leave the ministry to take higher paying jobs 
outside of government
 

or seek better government positions in other ministries. The problem 

will persist until salaries are increased and the GOP strictly 
en­

forces contractual obligations 
for employee training. Staff turnover
 

due to 
changes in GOP administrations 
further undercuts ministry 
when 

capabilities. For example,/the mission was 
considering an agriculture
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sector assessment, some staff thought that working with the Ministry 
of Planning would be preferahle to dealing with MIDA, wnich had become
 

too narrowly focused and has 
little capacity for data ccllection.
 

MIPPE was thought to be 
more powerful and competent at conducting
 

applied research. However, an 
internal power struggle resulted in a
 
change of ministry directors. Only recently has MIPPE gotten back
 
on track. Perhaps in the long 
 run, working more closely with MIPPE 
will prove to be 
more fruitful. Needless 
to say, these are matters
 

over which the mission has 
little control, but it 
does caution against
 

becoming overly reliant on the GOP for data. 

Access to data held by the 
GOP is generally reported to be good
 
but determining exactly what data 
are available is 
sor-aetimes 
difficult. 

A consultant for the Cooperative Marketing project reported that an 
inventory of available data on cooperatives would have been helpful. 
in this 
case, access 
to some very useful 
data held by the Cooperative
 

Agriculture Office was obtained only through a personal conbact. 

The quality of data collected by the GOP is a more serious problem. 
Mission staff report that macro-economic and census data tend to be 
of higher quality than sample survey data collected by GOP ministries. 

The availability of data corresponding to 
the necessary level of
 

disaggregation is also problematic. For example, 
for the Cooperative
 

Marketing project, projections were 
needed of the demand for capital
 
that would result from project activities, such as supporting cooper­
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atives' efforts 
to produce new marketable commodities. This required
 

data on the cooperatives' 
current production of marketable commodities
 

as well as their capacity to use additional credit. Some data were 

obtained from the financial statements of the cooperatives (which
 

the consultant reported to be 
sound by local standards). But esti­

mates 
of the total market for a specific commodity and how much of 

that market could be acquired by the cooperatives had to be made 

using available GOP data. The consultant found that much of the data 

were national aggregate statistics, 
not timely and not broken down
 

by usable categories, such 
as 
by region or province. In lieu of the
 

actual data, certain categoric distributions simply had to be assumed.
 

The resulting estimates of costs and credit demand are tenuous but 

at least they are based on some data. According tothe consultant, 

estimating benefits and returns produced by the project involvedfor 

the most part, making educated guesses because there were 
no relevant
 

data available. Such problems are 
hardly unique to Panama or USAID/
 

Panama. It 
means that the mission will have to 
support data collection
 

efforts to obtain necessary information for project design as it has 

done for employment generation and as 
it will have to do if agricul­

ture is to remain a major component of the program. 

Not only are some 
GOP data bases weak (or non-existent), but
 

analysis 
of data by GOP ministries 
i. sometimes of questionable accu­

racy. For example, the program office found GOP estimates of unemploy­

ment to be deficient. By underestimating the economically active pop­
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ulation and over-estimating the 
discouraged workers 
(i.e., those
 

who have stopped looking for employment), underemployment figures
 

were adjusted downward. In re-analyzing the data with more 
realistic
 

labor force estimates, 
the mission calculated lnderemployment to be
 
figures suggest.

significantly hirher than the G"OP/ As pointed out earlier in conjunc­

tion with the EPG project, GOP ministries do not fully analyze avail­

able data. For example, one mission staffer on his 
own initiative
 

has been conducting simple analyses 
of agricultural data. F'iidings
 

about 
the necessary level of production to meet 
niinimur, nutritional
 

and caloric requirements and the 
effects of mechanization on specific
 

crops are 
passed to ministry officials or published in 
local newspapers
 

as a means of supplementing and assisting the Ministry of Agriculture.
 

In light of the GOP's 
limited data collection and analysis
 

capabilities, the mission might 
consider developing an in-house data
 

bank based on its 
Wang equipment (either by upgrading the system or
 

by acquiring a microcomputer). 
The details of" establishing and main­

thetaininR such a zystem -o beyond limits of this report. However, 

mission staff were quite interested in this possibility when asked. 

They saw a data bank in the mission as 
a possible solution to some
 

of the problems they have encountered as well as 
a means for assis 
ing
 

them in various activities. 
Three benefits 
that would result from a
 

bank are 1) it would be one way 
data of coping with the instability
 

and lack of capacity and interest on the GOP side; 2) mission staff,
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contractors and 
even GOP ministry staff would in 
time have easier
 

access to 
key data bases and 3) the mission would have a greater 

capacity to perform in-house analyses either for mission activities
 

or for the GOP.
 

5. Conclusion
 

The main points of this report have been the following:
 

1) Though USAID/Panama has supported a variety of data 
 collection and 

analysis activities, the mission has been most successful in using 

quantitative data 
for the employment generation component of its pro­

gram. Mission use of quantitative data has been limited by 
the fol­

lowing: a) insufficient work time for data related activities; .) a
 

lack of quantitative skills oii 
the part of mission staff; c) limited
 

GOP capacity and interest for data collection and analysis in certain
 

areas; d) lictle encouragement or support by 
senior management for
 

data related activities; and e) no access 
to automated equipment
 

suitable for data processing. This situation appears 
to be changing
 

because: a) the 
current mission director supports improved economic
 

analysis for mission activities; b) 
current projects promise to pro­

duce some very useful information in key areas; 
and c) the mission
 

is considering supplementing its word processor system for data pro­

cessing.
 



2) The mission effectively 
used the results of several studies per­

taining to employment and labor force problems to 
fnrmulate its
 

Employment Strategy and design the Employment Planning and Generation
 

project. EPG will produce much useful 
 data which will assist the
 

GOP in its efforts to generate new employment through increased domes­

tic and inuernational investment in 
Panama. Most noteworthy is the
 

thought being given to coordinating data related activities between
 

EPG and the Entreprenuerial Development project.
 

3) Data use for agriculture and rural development has been adversely 

affected by the following factors: a) indecision about the degree of
 

USAID/Panama's 
involvement with agricultural development; b) inaction
 

on the part of the GOP and the mission to update or revise the 1973
 

Agriculture Sector Assessment; c) the 
limited capacity of GOP minis­

tries to keep agricultural data bases complete and timely; and d) the
 

inability of agriculture and rural development projects 
to collect
 

data as 
planned. However, if current agriculture and natural resource
 

projects proceed as planned, much needed basic data for future planning
 

in the areas of resource management, agriculture technology adaptation
 

and extension services will become available.
 

4) Limited GOP capacities for independent data collection and analy­

sis have affected USAID/Panama's use of quantitative data for mission
 

activities. Access 
to GOP held data is reported to be good; however,
 

the quality and comprehensiveness of some data is 
 problematic.
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The mission has found that GOP 
ministries tend not 
to fully analyze
 

available data and that some of their analyses can be misleading or 

inaccurate. Panama is affected by the same problems other LDCs suffer: 

a) inadequate funding and staffing of key offices involved with data 

collection and analysis; b) inadequately trained staff; c) an 
inability
 

to keep 
 staff in positions for which 
they were trained; d)
 

trained staff leaving government service for better paying jobs in
 

the private sector; e) poor use of trained staff; f) a lack of auto­

mated data processing equipment and g) changes 
in GOP administrations
 

which have caused staff turnover in various line ministries. USAID/ 

Panama's current projects will attempt to 
improve the capacity of
 

GOP ministries and agencies for more 
effective use of quantitative
 

data.
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