


LeC0138




Centro Interamericano de
Documentacién e
Infarma-~idn Aprirala

1 5 ENE 1987
HEA — CIBIAI

—— = T Y—e—— - ——

MEDIUM TERM PLAN
1987-1991

General Directorate
Infer-American Institute for Cooperation on Agriculture
San Jose, Costa Rica, 1986

OFFICIAL DOCUMENTS SERIES No. 35






TABLE OF CONTENTS






CONTENTS

PREFACE
SUMMARY
INTRODUCT ION

THE GENERAL POLICIES OF IICA AND THE REASON
FOR A MEDIUM TERM PLAN

l.1. Nature and purposes of |ICA
1.2 History of 1ICA's activities and priorities
1.3 Medium term plans

THE REGIONAL CONTEXT

2.1 The political and economic scene In
Latin America and the Caribbean

2.2 Sltuation and prospects for the agricultural
sector In Latin America and the Caribbean

2.3 Problems and challenges for |ICA

OB JECTIVES, STRATEGIES AND SFECIFIC POLICIES
FOR 1987-199I

3.1 Introduction

3.2 Objectives

3.3 General strategy

3.3.1 Concentration of efforts and technical
leadership: |ICA programs

3.3.2 High prlority functions and Instruments
3.3.3 Modifled operating structure .

3.3.4 The role of external resources

3.4 Speclific pollicles

Page
vil

Ix

12

17

24

29
31
32
33

34

37

37
37



Iv

3.4.1 Human resource policles
3.4.2 Flnancial management policles

3.4.3 External relations policies

4, FROGRAM DESCRIPTIONS FOR 1987 TO 1991

4.'
4,2

4.3

4.4

4.5

4.6

General principles of program operation

Program |. Agricultural policy analysis
and planning

4,2.1 Purpose
4,2.2° Problems
4.2.3 Areas of concentration and action plans
Program |l. Technology Generation and Transfer
4.3.1 Purpose
4,3,.2 Problems
4.3.3 Areas of concentration and action plans

Program |11, Organization and Management for
Rural Develocpment

4.4.1 Purpose

4,4,2 Problems

4.4.3 Areas of concentration and action plans
Program |V. Marketing and Agrolndustry

4.5.1 Purpose

4.,5.2 Problems

4.5.3 Areas of concentration and action plans
Program V. Animal Health and Plant Protection
4,6.1 Purpose

4,6.2 Problems

4.6.3 Areas of concentration and action plans

37
39
40

43
45

46

46
48
52
52
52

60

62

66
67
69
n
n
"
73



5.

GUIDEL INES FOR INSTITUTIONAL ORGANI|ZAT ION

5.1 [Introduction

5.2 Management structure
5.2.1 Office of the Director General
5.2,2 Management support units
5.2.3 Units for supervision of operations

5.2.4 The planning and evaluation system

5.3 Technical cooperation units
5.3.1 Introduction
5.3.2 Program directorates
5.3.3 Natlional offices
5.3.4 Technical support units
5.3.5 Tropical Agriculture Research and
Training Center (CATIE)
BUDGET REQUIREMENTS AND F INANCIAL STRATEGY
FOR 1987-199!
6.1 Introduction

6.2 Criteria for determining budget requirements
for the Medium Term Plan

6.2.1 The mandates of the Institute's
governing bodles

6.2,2 Background Information on quota
resource growth

6.2.3 Specific guidellines
6.3 Overall budgetary requirements

6.3.1 Quota budget requirements by object
of expenditure

6.3.2 Quota budget requirements by activity
6.4 Financing strategy for the Medium Term Plan

79
8l
8l
8l
8l
8|
82

83

83

85

9l
93

93

93

94

96

97
99

101



»lo



vili

PREFACE

The Inter-American Board of Agriculture (IABA),
in its Third Regular Meeting, held in Montevideo,
Uruguay from October 21 to 25, 1985, approved resolu-
tion IICA/JIA/Res.72(111-0/85), expressing Its Iinter-
est In seeing an ongoling process of revision and up-
dating of the Medium Term Plan, In accordance wlth
the changing needs of the member countries.

The Board also resolved that the Institute and
the Member States should obtain the cooperation of a
group of experts from outside I|ICA, of recognized
prestige, to evaluate the 1983-1987 Medium Term Plan
and the programs and projects beling carried out within
this framework, and make suggestions and recommenda-
tlons.

The evaluation was completed by the outside ex-
perts In March 1986 and turned In to the Director
General. The recommendations contained In the report
were then taken Into account for preparing the new
Medium Term Plan now being proposed for the 1987-199|
perlod.

The general ideas In the plan were presented by
the Director General to the ministers of agriculture
of the countries of the Caribbean In a meeting that
took place In Saint Luclia on April 14, 1986, A spe-
clal strategy was accorded with the ministers present
that, wlithin the guidelines of the new Medium Term
Plan, would respond to the needs of +the Carlbbean
countrles. The essentlal polnts of +this strategy
have been Iincluded In the document attached hereto,
entitled 1987-1991 Medium Term Plan. The Director
General of IICA also reported on the general features
of the plan In a meeting of the Reglonal Council for
Agricultural Cooperation (CORECA), held in Panama on
April 28 and 29, 1986, and attended by the ministers
of agriculture of Central America, Mexico, Panama and
the Dominican Republic.

This document was submitted to the consideration
of the Sixth Regular Meeting of the Executive Commlit-
tee, held In San Jose, Costa Rica from July I3 to 18,
1986, It was later approved by the Third Special Meet-
ing of the Inter-American Board of Agriculture, held
In Mexico City from October 27 to 29, 1986 (resolu-
tion IICA/JIA/Res.104(I11-E/86)).



viii

IICA/JIA/Res.104(111-E/86)
27 October 1986
Original: Spanish

RESOLUTION No. 104

1987-1991 MEDIUM TERM PLAN

The INTER-AMERICAN BOARD OF AGRICULTURE, in Its Third
Special Meeting,

HAVING SEEN:

Document 1ICA/JIA/Doc.117(86), "Proposed 1987-199i
Medium Term Plan," <

CONSIDERING:

That the Inter-American Board of Agriculture re-
quested the Director General to review and evaluate
the 1983-1987 Medium Term Plan and the programs and
projects carrlied out In the framework thereof, so that
the resulting recommendations could provide a basis
for preparing the 1987-1991 Medium Term Plan;

That the Proposed 1987-1991 Medium Term Plan pre-
pared by the Director General takes Into account the
recommendations of the evaluation and is based on the
guidelines contained 1In Resolution [|ICA/JIA/Res.~
72C111-0/85);

That the Sixth Regular Meeting of the Executlive
Committee adopted Resolutlion no. 56, recommending to
the Inter-American Board of Agriculture that it ap-
prove the plan and Include certain style changes; and

That Document No. |17 contains the changes pro-
posed by the Committee,

RESOLVES:

le To approve the 1987-1991 Medium Term Plan as
presented In Document |ICA/JIA/Doc.I17(86)
and to acknowledge it as a frame of reference
for future Institute action.

2. To authorize the Director General to make
style changes before officlially publishing
the Medium Term Plan.

3. To express Its gratitude to all +those who
took part In preparing the Plan, and to the
Member States, for their valuable contribu-
tions to the Institute.
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SUMMARY

Introduction

The Third Regular Meeting of the Inter-American
Board of Agriculture (1ABA), held In Montevideo,
Uruguay from October 21 to 25, 1985, approved resolu-
tion IICA/JIA/Res.72(111-0/89%), authorlzing the
General Directorate to update the Medium Term Plan
and adjust It to the changing needs of the member
countries and the present conditlions of IICA,

The Board also resolved that, as part of +thils
process, the Instlitute should call on the cooperation
of a group of external experts and, together with the
Member Statess evaluate the 1983-1987 Medium Term Plan
and the programs and projects belng carried out In
the framework of the plan. The group of experts then
used the evaluation as a basis for making major re-
commendations on |ICA's future organization. It re-
commended that activities be concentrated In a small
number of programs of high technical Impact, reflect-
Ing Important areas of agricultural development and
rural well-being, and for which sufficlent operating
capacity already exlsted for developing needed efforts
at the national and multinational levels. I+ also
recommended that, In order for thls concentration to
take place, a number of changes be made In the way In
which technical actlivitlies were carrlied out, super-
vised and given follow-up, and In personnel policles.

The 1987-1991 Medium Term Plan reflects these re-
commendations. It presents a framework +to gulde
IICA's actlons during the coming flve years and gulde-
lines for: 1) definltion of objectives and strat-
ggles' 11) high priority areas for Implementation of

chnic cooperation activitles; 111) guidelines for
the organization of the Institute; and Iv) an estimate
of resources needed for Implementing the plan.

The general ideas of the plan were presented and
discussed by the Director General with the ministers
of agriculture of +the countries of +the Caribbean
during a meeting held In Saint Lucla on April 14,
1986, It was agreed at that time to adopt a strategy
responsive to the needs of the countries of that area.
The essential features of this concern have been In-
cluded in different chapters of the plan. The Direc-
tor General also reported on the general outlines of
the plan In a meeting with +the ministers of
agriculture of Central America, Mexlco, Panama and



the Dominican Republic during a meeting of the Re-
alonal Councll for Agricultural Cooperation, held In
anama on April 28 and 29 of thils year.

The 1987-1991 Medium Term Plan should not be read
and studled In Isolation from other standards and re-
gulations whlich suprlemon? it and will channel the
guldelines of the plan Into speciflc operating decl-
slons. The most Important of these Instruments are
the program budget, the plans of operation and the
technical cooperation projects.

The objectlives, strateglies, programs and operaflng
gulidelines proposed for the 1987-1991 period reflec
an effort to combine the needs for technical coopera-
f’on stemming from economic, soclial and political en-
vironments In the countries during this decade, with
the unchanglng goals of the Instltute, set down In
It+s Conventlion: "to encourage, promote and support
the efforts of the Member States to achleve thelir
agricultural development and rural well-belng."

Background and framework

The countries of the region are firmly convinced
that the development model In use since the end of
World War Two Is no longer relevant. The flinanclal
crisis that was emerging In the mid 1970's has
gathered great force and has unvellied the weaknesses
of traditional agricultural export models and Import
substitulon plans. I+ has also revealed a real pos-
sibllity for development through redefining the role
of the agricultural sector and making this sector the
fargef of efforts and resources, especlally for In-
vestment, In the new situation facing the countries.
This demands serious meditation, not only on Inter-
sectoral relatlions, but also on the organization and
priorities of the agricultural sector Itself., Careful
and Imaglinative study Is needed of agricultural poli-
cles, the role of technology, social organizatlon and
existing mechanisms for mobilizing sectoral produc-
tion, so that new approaches can be devised that take
Into account the real conditlons on the continent
today that will allow for concrete actlions to be
taken.

A new pollitical desire for cooperation Is emerging
in the reglon. This Is encouraging for I|ICA, which
attaches high priority to the multinational dimension
of technlical cooperation. I+ Is a trend that opens
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up new possiblililities for reglonal exchange and for
4olnf projects among the Member States. At the same

Ime, the economic and flnanclial situation places
heavy constralnts on actlions to be taken. I+ Is
clearly unreallistic to think that coming years will
bring major Increases In resource allocations for
agricultural development and rural well-belng.
Thought must therefore turn to concentrating efforts
and ‘Increasing the efflciency and effective use of
avallable resources.

Objectives for the 1987-1991 period

In this general context, the objectives of the
plan for the 1987-1991 period can be viewed in terms
of "encouraging, promoting and supporting the efforts
of the Member States"™ to:

Prope!l the development of the agricultural sector
as fThe maJor source of economlc growth, both as a
SUPpTTer of foodsfuffs for domesflc consumptlon
and as the major source of foreign exchange.
This requires the design and Implementation of
policles that are consistent with overall eco-
nomic policles and with the particular character-
Istics and restrictions that exist In each coun-
try. Policles must set strategies for produc-
tion, marketing and processing that will Increase
the value of agricultural production, maximize
participation and ensure just distribution.

Intensify modernlization and Increase production
efficlency in the agricultural sector. This will
be done by Increasing the Incorporation of appro-
priate technology so as to maintain the tradi-
tional comparative advantages and competitiveness
of agricultural production in this reglon. This
process should be extended to all the countries
and to the different production strata In each
country, in a framework of equitable distribution
of benefits and conservation of natural resources.

Pursue reglonal lIntegration. This will be done
through jolnt actlons so that operations can take
place on a scale that wlll facllitate better use
of Iimited human and financlal resources. Another
approach will be to develop production and com-
merclial complementarity. .
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The strategy of the plan

The plan outlines the following strategy for

meeting Its goals:

for

Concentration of efforts and technical leadership
In a small number of subject areas of hlgh prior-
Ity to the member countries. IICA's programs are
the channel for carrylng out such a strategy In
this speclfic area and for Institute activities
as a whole.

Setting priorities on certain of IICA's functions
described In the Convention. Speclal Importance
will be given to those functions for which IICA
has clear operational advantages. These wlll be
called operating functions.

Redesign of the operating structure to allow for
concentration and technical rankln? of activities
In subject areas preselected for their high pri-
ority. For the same purpose, many technical opl-
nions will be considered 1In making Institute
policles, always favoring -decentrallzation for
the Implementation of activitlies, and Increasing
flexibility and responsiveness.

An liIncrease In the supply and effectiveness of
external resources for funding programs and
projects. For +thls purpose, the Institute wllil
Intensify Its relations with Iinternational and
bilateral funding agencles and will develop mech-
anisms for cooperating with the private sector
and with national and International nongovernmen-
tal organizations.

The following specific policies will be followed
carrying out this general strategy:

For human resources, emphasis will be placed on
renewal and upgrading of the Institute's profes-
sional team, in accordance with the high rrlorl+y
areas of concentration and proposed operating ap-
proaches.

For financlial management, present systems will be
altered In response to the opportunities offered
by technological developments and to needs arising
from the new technical and operational structure

proposed In this plan.
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c. For external relations, I|iICA's efforts will be
combined with those of other entitles working for
agricultural development and rural well-being, In
order to maximize the benefit of +the IiImited
resources avallable., Similarly, 1ICA will act to
project Its Image In an effort to guarantee that
the Institute Is systematically visible on +the
international scene.

IICA programs for the 1987-1991 period

The <concentration of efforts will take shape
t+hrough the organization of five programs. These
programs are the natural framework for developlng
technical leadership and conducting concerted actions
at the reglonal and national levels.

Program |I. Agricultural Pollcy Analysis and Plan-
ning. This program is oriented toward cooperating

w the countries In the analyslis and evaluation
of alternative models and strategles for a?rlcul-
tural development. It will help them mprove

analytlical and advisory sklills for defining and
Implementing agricultural policy, In a manner
consistent wlith each country's economic policles,
and strengthen the organization and management of
institutlional systems for agricultural planning
and pollcy.

Program 1l. Technology Generation and Transfer.
his program will promote and support actlons by
the member countries to Improve the design of
thelr technologlical policies, strengthen the or-
ganization and management of thelr fochnology
generation and transfer systems and faclilitate
international technology transfer, so as to make
better use of available resources and a better
and more effectlive contribution to solving the
technologlical problems of agricultural production.

Program 11|, Organization and Management for Ru-
ral Development. This program wlill strengthen
the TInstitutional capabilities of +the member
countries for |Identifylng problems +that affect
the low Income rural population. It will address
the design and Implementation of policles,
programs and projects to overcome rural poverty
and will carry out actions +to promote and
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strengthen self managed farmer organizations.
Finally, I+ will work to Improve the performance
of 1institutlional systems assoclated with rural
development and strengthen capabliliities for the
identification, preparation and management of ru-
ral development programs and projects.

Program IV, Marketing and Agrolndusfr‘. The pur-
pose of this program Is to suppor e countries
In strengthening efforts by the Institutional
system to Increase the efficlency of marketing
processes. It will help with the design and Im-
?lemen+aflon of a policy for marketing and agro-

ndustry processing, geared toward food securlity,
and will seek to achleve more effective particlpa-
tion in International trade.

Program V., Animal Health and Plant Protection.
ThTs program s deslgned fo help solve fThe pro-
blem of diseases and pests that have a negatlve
Impact on agricultural production, producglvlfy
and marketing, especlally In the International
market. It will cooperate with the countrlies to
strengthen national institutions, expanding thelir
capaclity and effectiveness for preventing the
entry of exotic dlseases and pests, confrolllng
those that are present, and reducing the rlsks o
spread.

Gulidelines on organization for technical cooperation

The Institute's working structure will be modifled
according to two Important considerations. In the
first place, Its design will reflect the recommenda-
tfon to rank the programs technlically, and It will
have them participate directly Iin the formulation of
Institute policles. For thls purpose, program direc-
torates wlll be established as technical cooperation
centers and will be iocated at Institute headquarters
In San Jose, Costa Rica. In the second place, certaln
executive decisions are being decentrallized In favor
of flexibllity and responsiveness to the specific co-
operation needs of the countries. For this purpose,
the duties of national offices are being redeflined,
and certaln changes have been Introduced In the area
directorates. This will make them more functional In
view of the particular characteristics of each area
and the needs that may emerge through the process of
follow-up and supervision of operations.
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The program directorates under thls structure as-
sume both technical and managerial responsibililities
for Institutional strengthening and multinational

technical cooperation.

The national offices will continue to stand as
the foundation of the Institutional and administrative
structure for Implementing IICA's activities In the
countries. They are channelis for maintalining perma-
nent relations with national authoritles. They con-
centrate on cooperation at the country level In the
flelds of preinvestment and provision of direct ad-
ministrative services for project formulation and Im-
plementation, In order to faclilitate the effective
use of available national and international resources.

The work of the program and area directorates and
of the national offices Is backed by that of the
technical support centers (CEPI, CIDIA, the Editorial
Service and the Computerized Information Service).

The planning and evaluation system Is responsible
for coordinating among areas of concentration and for
seeing that the activitles of the technical coopera-
tion centers are consistent with the objectives pro-
posed for the plan. This system will provide a feed-
back mechanism for keeping the plan up to date during
Its five year term.

Budgetary resources

The plan document concludes with a presentation
of budgetary requirements for Iimplementing the propo-
sed strategy. he proposal Is to Increase total re-
sources to US$56.63 mililon by 1991, Of +his total,
US$26.63 milllon (or 47 percent) will be regular re-
sources, and US$30 milllon (53 percent) will be ex-
ternal resources. As this Increase occurs, the ?ulde-
lines given by the IABA will be followed for modifying
the budgetary welght of regular International profes-
slonal personnel costs, which will be reduced to 27.9
percent of the total quota budget.

Costs will also be realligned by category of ac-
tivity during the five year period. General Direc-
torate costs wlil be reduced, while the costs of di-
rect technical cooperation services will grow to over
80 percent of the total quota budget by 1991. This
will be based on the increased Importance of multina-
tlonal projects, which In 1991 will make up over 25
percent of the budget.
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Structure of the document

The document contalns six chapters. Chapter |
provides a summary of essential Information on the
nature, goals and functions of the Instlitute as es-
tablished In the Convention. It briefly describes
the historical development of the Institute's actlv-
itles and organization, and contains an analysis of
the role of medium term plans In orienting actlions
for cooperation. |t closes with a summary of the re-
commendatlions made by the Group of SIx Experts.

Chapter 2 presents a synthesis of the trends and
future outlook in the agricultural sector and the ru-
ral environment as a means of Identifying major prob-
lems and high priority areas for IICA's action during
the coming years.

Chapter 3 defines |ICA's objectlives, s+rafcqy and
speciflic policies for the 1987-1991 term. Similarly,
It describes the Institute's general functions and
the Instruments established by the Conventlion, and

defines the operating mechanisms that will be used to
implement |ICA's action over the medium term. This
will be the framework for assigning a specific role

to each of the Institute's units for Implementing the
Medium Term Plan. Finally, the chapter glives

speciflc policles for human resources, Inanclial man-.
agement and external relations.

Chapter 4 describes |ICA's five new programs. I+
presents a syntheslis of problems found In the pro-
grams' areas of competence, describes the purpose of
each one, and makes speclal mention of Iits priorities
and areas of concentration. |t also glives guldelines
for technical action and the results IICA expects to
attaln In benefit of the countries through the imple-
mentation of the proposed strategy.

Chapter 5 describes responsibiliities for the iIm-
plementation of |IICA's action 1in +the units for
technical cooperation (program directorates, national
offices, and area offices), the technical support
units (CEPI, CIDIA, the Editorlial Service and the
Computer Service) and CATIE. It also ?lves central
pollicy lines for structuring and operating the pilan-
ning and evaluation system.

Finally, Chapter 6 glives general policles and
guidelines governing budgetary needs and the alloca-
tion of the Institute's human and financlial resources,
providing a concrete framework to guide the allocation
and use of resources over the medium term.
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The Medium Term Plan (MTP) Is based on resolutions
of the |1ABA, observed problems In the countries and
the proposals of the Director General and was designed
as a tool for defining the orlentation of I|ICA's ac-
tivities for a specific period. The plan gives the
Institute's objectives, strategies and basic working
instruments, |t establishes programs and sets general
policy guidelines for technical action, administrative
action, human resources and the financlial resources
needed to implement |ICA's activities.

Within this general framework, the present docu-
ment establishes guidelines for the 1987-1991 period.
It draws on the Institute's earlier experiences and
works to Insert |ICA into the political, economic and
social context of the Member States and their needs
for technical cooperation. The Medium Term Plan 1Is
based on an analysis of major problems affecting agri-
cultural development and rural well-being In the re-
gion and on |ICA's comparative advantage as an inter-

national organization. It has been designed as a
means for guiding IICA's action for the next four
years, It establishes a framework for technical and

administrative action, describes a strategy for action
and puts forth the instruments needed for Implementa-
tion. The Medium Term Plan should not be viewed In
Isolation, but in conjunction with other Instruments,
such as program budgets, plans of operation and pro{-
ects for technical cooperation, which supplement t
and will translate Its general guidelines into spe-

clfic operating decisions.

Chapter | provides a summary of essential infor-
mation on the nature, goals and functions of the Ins-
titute as established In the Convention. I+ briefly
describes the historical development of the Insti-
tute's activities and organization, and contains an
analysis of the role of medium term plans In orienting
actions for cooperation. It closes with a summary of
the recommendations made by the Group of Six Experts.

Chapter 2 presents a syntheslis of the trends and
future outlook in the agricultural sector and the ru-
ral environment as a means of ldenflf¥lng major prob-
lems and high priority areas for |ICA's action during

the coming years.

Chapter 3 defines |ICA's objectives, strategy and
specific policies for the 1987-1991 term, Similarly,
it describes the Institute's general functions and
the Iinstruments established by the Convention, and
defines the operating mechanisms that will be used to
implement I1ICA's action over the medium term. This
will be the framework for assigning a specific role
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to each of the Institute's units for implementing the
Medium Term Plan. Finally, the chapter gives specific
policies for human resources, financial management and
external relations.

Chapter 4 describes |ICA's flive new programs. I+
presents a syntheslis of problems found Iin the pro-
grams' areas of competence, describes the purpose of
each one, and makes special mention of Iits priorities
and areas of concentration. |t also gives guidelines
for technlical action and the results |ICA expects to
attain In benefit of the countries through the imple-
mentation of the proposed strategy.

Chapter 5 describes responsibilities for the Im-
plementation of |ICA's action In the units for tech-
nical cooperation (program directorates, national of-
fices, and area offices), the technical support units
(CEPI, CIDIA, the Editorial Service and the Computer
Service) and CATIE. It also glives central policy
lines for structuring and operating the planning and
evaluation system,

Finally, Chapter 6 glives general policies and
$uldellnes governing budgetary needs and the alloca-
lon of +the Institute's human and financial re-
sources, providing a concrete framework to guide the
allocation and use of resources over the medium term.
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THE GENERAL POLICIES OF IICA AND THE REASON
FOR A MEDIUM TERM PLAN






7

l.l Nature and purposes of |ICA

The Inter-American Institute for Cooperation on
Agriculture (I1I1CA) Is +the speclallzed agency for
agriculture of the Inter-American system. With Its
present structure, It Is the Institutlional contlinua-
tlon of the Inter-American Institute for Agricultural
Sclences, which was created by the Council of Direc-
tors of the Pan American Union in October of 1942,

The Conventlon governing the Instlitute states
that 1ICA's purpose Is to "encourage, promote and
support the efforts of the Member States to achleve
thelr agricultural development and rural wel l-belng."
IICA |Is an internatlonal organization, with full legal
capaclty. It Is governed by its Member States, whlich
are responsible for providing guidance, following up
on actlvities and evaluating the Institute's actlons,
The Inter-Amertktcan Board of Agriculture (1ABA) Is the
Institute's highest governing body, and the General
Directorate, Its executive body.

The Inter-American Board of Agriculture (IABA) is
composed of representatives of all the Member States.
It meets every two years, and Its responsibilities
include approving policy guidellines and the two year
program budget. In order to perform these duties,
the Board has the Executive Commlttee as an executlve
body, acting on its behalf. The Executive Committee
Is composed of representatives of +twelve Member
States, elected on the principle of rotatlion and geo-
graphic distribution. |Its functions Include examining
proposals for the blennial program budget, submitted
to the Board by the Dlrector General, and making pre-
liminary comments and recommendatlions to the Board,
In Its role as a preparatory body.

The General Directorate Is comprised of technical
and administrative unlits responsible for coordlnating
and Implementing of the Institute's actions, In ac-
cordance with pollcles established by the Board.

.2 History of 1ICA's activitlies and priorities

IICA Is an organization dedicated to meeting the
needs of Its Member States, which derive from thelr
efforts for agricultural development and rural well-
belng. The Instltute's actions and priorlties have
gradually shifted over the course of the years, flt-
ting themselves to new problems and meeting new needs
In the countries. The process of change Is noticeable
both Iin the Issues targeted through Institute action
and in Its approach to technical cooperation.
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Initlally, the Institute concentrated on develop-
ing agricultural sciences. In accordance with the
mandate of Its 1944 Convention, |ICA's action was to
encourage and promote the development of agricultural
science In the countries through research, graduate
training and the dissemination of agricultural theory
and practice. To meet Its objectives, the Institute
focused on two Ilines of action: training and re-
search. It carried out activities in five major

-areas: agronomy, animal health and production, ento-
mology, plant science and solls, At that time, the
Institute was organized to meet the need for a train-
ing and research center; operationally and structur-
ally, It was divided Into units specializing in re-
search and graduate instruction.

During the 1950's |ICA expanded Its sphere of ac-
tivities, adding a third line of action for rural de-
. velopment. Reglonal offices were opened In Montevideo,
Uruguay in 1951; and in Lima, Peru and Habana, Cuba
fn 1952, This marked the beginning of the Insti-
tute's shift of focus toward the countries. At that
time, the regional offices were used as the base for
regional cooperation projects with the countries.
The key component of |ICA's new operating approach
was the performance of reglional actions by a group of
experts concentrating on areas in which the countries
lacked native technical ‘capacity. The countries'
technical teams were still being developed at the
time, and international experts were required to fill
national needs and to help develop capacities Iin the
gountrzgs through the graduate training program in
urrialba.

During the 1960's profound changes occurred Iin
Iinternational relations. Many countries assumed new
commitments and geared themselves for development In
the framework of the Alllance for Progress. Studies
forthcoming from ECLA influenced Iintellectual cur-
rents of +the time, which raised awareness of the
problems of underdevelopment and helped redefine the
role that should be played by government institutions.

The countries undertook agrarian reform and began
to develop public Institutions, which rapidly grew.
IICA had a new administration and had received a num-
ber of recommendations from the fifth and sixth meet-
Ings of the Technical Advisory Council (Lima, March
1960 and San Jose, March 1961). The Institute revised
Its programs with the assistance of external experts
and Its own staff members, and In consultation with
national authorities in the countries. New directions
and priorities were adopted for the 1960's, caillng
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on |ICA to project Iits action throughout the hemi-
sphere and establish general projects to benefit all

of the Member States.

IICA took on a new dimension, requiring substan-
tially Increased resources to extend Its programs,
and this was achieved with a contribution from the
Speclal Fund of the United Nations. IICA's three

ines of action from the previous period grew to six:
rural development; Institutional strengthening; uti-
lization of the troplics; agriculture in arid and humid
reglons; the reglional cooperative program for graduate
training and research In crop breeding and Ilivestock
production; and agricultural communication.

The "new dimensions" of IICA's action Induced ma-
#or structural change: the Institute was transformed
rom a research and training center Into an Inter-
American agency designed to provide technical assis-
tance to Its member countries. The regional offices
were consollidated, the Institute's General Directorate
moved from Turrialba to San Jose, and the Latin Amer-
ican Agricultural Credit Center was set up In Mexico,
where It would operate from 1961 until 1966, under OAS
project 20i. Finally, the process of expanding and
decentrallizing the Institute's geographic coverage
began with the establishment of offices in the Member
States. All of these actions produced a diversifica-
tion of 1ICA's technical teams and gave the Institute
a permanent presence In the countries.

The changes exﬁerlenced durln? the 1960's were
Incorporated into the Institute's irst General Plan,
approved In 1970, This plan established a new pro-
gram structure based on seven lines of action designed
to expedite the consolidation and Improvement of Ins-
titutional systems for agricultural and rural devel-
opment in the Member States. The Iines of action
were: Information and documentation for rural devel-
opment; agricultural research and technology trans-
fer; agricultural production, productivity and mar-
keting; reglional rural development; structural change
and campesino organization; and development and ad-
ministration of agricultural policy.

Each one of these lines of action In turn con-
tained one or more programs. Thus, the Institute had
a total of 28 technical programs by the end of the
1970's. During this period, I|ICA experlienced rapid
growth In 1its budget and in the number of Member
States. Once again, growth sparked a process of re-
newal and expansion of the Institute's technical team,
a trend which slowed toward the end of the decade.
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Significant changes which occurred during the
1970's Included the assignment of high priority to
cooperation in the countries and the consollidation of
a network of offices In all the Member States. These
changes shifted emphasis to reglonal directorates,
which were now made responsible for coordination and
supervision. IICA's actlons focused on strengthening
the capacity of other institutions playing an Iimpor=
tant role in the guidance of agricultural development
and supporting organizations for sectoral planning
and for policy Implementation. The Institute also
contributed by developing operational models for
agrarian reform and supporting the countries in ef-
forts to change patterns of land tenure and to orga-
nlze farmers.

Area directors were transferred back to San Jose
in 1980 as a means of overcoming difficulties Inherent
In their widespread geographic distribution, stream-
line o?era*lng procedures, and allow them to provide
more etfficient support for the offlices.

IICA's process of gradual change eventually trans-
formed the Institute Tnto an organizatlon for tech-
nical cooperation and Institutional strengthening Iin
the agricultural sector; +the process culminated wlith
the ratification of the new Convention by the Member
States in 1980,

The Convention Introduced essential changes. I+
clearly defined the relationship between the Institute
and the countries, specifically established 1ICA's

functions and organs, programs and operations and
consolidated the Institute's role as the specialized

agency for agriculture of the OAS system.

IICA's functions as established by the new Conven-
tion are to:

a. Promote the strengthening of national education,
research, and rural development Institutions, In
order to glive impetus to the advancement and the
dissemination of science and technology applied
to rural progress.

b. Formulate and execute plans, pro%rams, projects
and activities, In accordance with the needs of
the governments of the Member States, that will
help them meet thelr objectives for agricultural
development and rural welfare policies and pro-
grams.
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c. Establish and maintain relations of cooRera*lon
and coordination with the Organization of American
States and with other agencles or programs, and
with governmental and nongovernmental entities
that pursue similar objectives.

d. Act as an organ for consultation, technical
execution and administration of programs and
proJects In the agricultural sector, through
agreements with the Organlization of American
States, or wilth natlonal, inter-American or
International agencies and entitles.

The Inter-American Board of Agriculture, at Its
first regular meeting held in Buenos Aires, Argentina
in August of 1981, decided It was necessary to review
the Institute's policles and operations to make them
gonslsfenf with the new Conventlon. Consequently the

oard requested the Director General to form a group

of five external experts In agricultural and rural
development to conduct a general review of |ICA's
operations and policies.

The group of five experts studied the problems
affecting agricultural and rural sectors in the coun-
tries and recommended that the Institute adopt basic
programs, with the approval of the Member States, that
would anticipate problems Iin Latin America and the
Caribbean during the following decade. The group of
experts suggested that programs be designed to com-
plement policles for agricultural and rural well-being
defined by the countries themselves.

The Board adopted the 1983-1987 Medium Term Plan,
written after careful consideration of the study of
problems affecting countries in the region, and fol-
lowing consultation with the governments of the Member
States. This plan replaced the earlier seven Ilines
o action with ten programs to serve as a support
structure for |ICA's action. These programs were:
|. Formal agricultural educatlion; |Il. Support of na-
tional Institutions for the generation and transfer
of agricultural technology; I1l., Conservation and
management of renewable natural resources; [IV. Animal
healthy; V. Plant protection; VI. Stimulus for agri-
cultural and forest production; Vil, Agricultural
marketing and agroindustry; VIll., Integrated rural
development; IX. Planning and management for agricul-
tural development and rural well-being; X. Informa-
gl?n for agricultural development and rural well-

elng.
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Changes were made In |ICA's organization and op-
erational structure to provide more effective and
responslive technical cooperatlon to the countriles.
In 1983 the Institute adopted a matrix structure with
technical channels and operational channels and di-
vided the hemisphere Into four areas: central, Carib-
bean, Andean and southern. I+ set up 27 national of-
fices and established CEPI, CIDIA, and CATIE as spe-
ciallzed centers, the latter being an assocliated unit.
Area directorates were once again located in the coun-
tries to conduct functions of supervision and coordi-
nation.

Rapid development In the countries, especially In
technlical areas and In human resources, made it ne-
cessary to review the Institute's approach to tech-
nical cooperation and Its areas of action. It soon

became evident that a +technlcal cooperation model
based primarily on the work of speciallsts with |im=-
Ited operating resources and acting In relative Iso-
lation from one another was no longer responding to
the needs of the countries. The countries had devel-
oped their own capacities In many fields, and thls
obliged the Institute to find ways of maximlizing Its
impact Iin solving the problems,

Today the Institute needs to make better use of
scarce resources, of continuous and rapid change in
Its environment and of the growing move toward re-

?lonal and subreglional integration. Not only should
t+ concentrate resources and activities in a smaller

number of areas, but it also needs more effective
instruments and procedures for cooperation so as to
Increase Its technical expertise and exercise effec-
tive leadership in Latin America and the Caribbean.

1.3 Medium term plans

Medium term plans were Introduced in 1961 as tools
to gulde [|ICA's actlion. The first mention of them
can be traced back to the fourth meeting of |ICA's
Technical Advisory Council, held In San Jose, Costa
Rica, which requested the Director General to present
to the new Board of Directors a general program on
organization and future actions.

The general program, which was based on the long
term objectives contained in |ICA's Charter, the OAS
Charter, and the "objectives for the coming decade,"
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defined objectives, basic priorities and 28 technical
programs for a five year perlod. It stipulated that
upon completion of the term of this plan, a new gen-
eral program was to be prepared.

In 1970, on the basis of the report of an advisory
commission and ideas expressed by the new Director
General in his message to the Board of Directors 1/,
a General Plan 2/ was developed for the 1971-1980 pe-
riod. The doctfrinary basis of the plan was the idea
of a humanistic approach to development, and the basic
strategy was institutlional strengthening and education
as |ICA's principal tools of actlion,

In 1977 the Board of Directors adopted the Medium-
Term Indicative Plan for the perlod 1978-1982, This
?lan was designed to Implement the policles and gulde-

ines established In IICA's General Plan; 1+ defined
programs and methods for cooperation and gave gulde-
lines for resource allocation. The plan's basic tenet
was to make |ICA's policles and services more flexible
and adapt them to needs in the countries. It equipped
the Institute to mold i1ts capacities to diverse tech-
nical options for solving specific problems.

Using the directives established in the document
"General Policltes of |ICA," in 1982 the Institute de-
veloped a new medium term plan for the 1983-1987 pe-
riod. This plan, which was approved by the |Inter-
American Board of Agriculture in October of 1982 3/,
has since served to guide the Institute's actlions.

The fifth regular meeting of |ICA's Executive
Committee, held Iin San Jose, Costa Rica from July 29
to August 2, 1985, called for a review and evaluation
of the medium term plan then In effect, although only
60 percent of 1ts planned actions had so far been
carrjied out. The decision was prompted by events and
changes In the international economic scene, the re-
?lon's political situation and the need to study the
Impact of IICA's actions.,

Message by Dr. J.E. Araujo: "IICA in the Seven-
tles. A Humanistic Hemispheric Projection."

2/ Approved by |ICA's Board of Directors on November

26, 1970 (Res Iu fon IICA/JD=-730-13),

3/ Resolution A/JIA/Res . 14(11-E/82), dated October
1982
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In response to this declision, the Inter-American
Board of griculture, at its third regular meeting,
held In Montevideo, Urufuay In October 1985, Instruc-
ted the Director General to set up a group of six ex-
perts of recognized prestige, so that the Institute
and the Member States could proceed jointly to analyze
and evaluate the 1983-1987 Medium Term Plan. This
evaluation was to focus on the results obtained from
the Iimplementation of the plan, in accordance with
shifting economic, technological, social and political
currents and changln? problems in the Member States,
and the iInternational experience that had been accu-
mulated. The evaluation was to serve as a basis for
developing a new medium term plan to be presented for
approval by the Board at Its speclal meeT}ng scheduled
to be held in Mexico in October of 1986.—~

The group of experts (G-6) presented Iits findings
to the Director General in March 1986. Among Its ma-
Jor conclusions, the report recommended that the Ins-
titute maintain an updated analytical record of eco-
nomic changes In the countries, the reglions and the
hemisphere, and that it work to develop leadership by
concentrating its efforts in five programs, thus re-
moving the weakness inherent in the existing ten pro-
grams. The G-6 also gave guidelines for future de-
velopment and proposed that advisory committees of
external experts be set up for each program. Program
directors should have more participation In the prep-
aration of the budget and in technical supervision and
implementation of actlions, and a number of specific
measures were recommended to alter the role of units
at headquarters and in national offices and strengthen
their work. Mention was made of the need to increase
CEP| support of the countries iIn the Identification
and preparation of projects and to link its work more
closely to program action. Continued support was
recommended for the Inter-American Agricultural Docu-
mentation and Information Center (CIDIA).

Finally, the group of experts recommended that the
functions of the area directors be clearly defined,
and that these officers be given more authority for
decision making. The group recommended that area di-
rectors no longer serve simultaneously as national

JI7 The group of experts was made up of the following
ﬂeople: Mr. Emilio Madrid, Chile; Dr. Domingo
arte, Dominican Republic; Dr. Gerard Ouellette,
Canada; Dr. John Pino, United States of America;
Or. John Spence, Trinidad and Tobago; and Dr. Juan
Jose Salazar, Colombla.
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office directors, and that the southern, Andean and
central area directorates be located at headquarters
to facilitate the discharge of their supervisory res-
ponsibilities.






CHAPTER 2
THE REGIONAL CONTEXT
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IICA cannot define Its activities for the ugcomlng
term without taking Into consideration the context In

which It operates. Particularly Important are an
undersfandln% of the slituation prevailing at the time
this Medium Term Plan was written, as well as the ge-
neral outlook for agriculture In the Member States
during the next flve years.

This chapter examines the overall political and
economic situation and discusses +the Impact +that
recent changes have had on thls region and the future
outlook for the agricultural sector In the member
countries. It also examines the way In which this
general situation shapes the Institute's Medium Term
Plan,

2,1 The political and economic scene In Latin America
and the Caribbean

Major differences exist form one country to the
next. Nevertheless, the political and economic scene
Is dominated by three central factors which can be
summarized as: the economic and financial crisis, a
recognition of technology as the key to development,
and the new political currents In the region.

a. The economic and financial crisis was already
being felt at the time the previous medium term
plan was wrlitten. The situation has worsened
il?ce that time, especlally iIn developing coun-

ries.

Three essential facets of the crisis affect all
the countries of Latin America and the Caribbean,
although their Impact varles according to the
characteristics of each country. They are: a
falling level of economic activity, high external
indebtedness, and declining International market
prices for major export products.

The recesslion in the world economy had already
begun at the start of the decade. I+ has not
improved In recent years, despite signs of lIncip-
lent recovery In certain developed countries,
These countries had experienced 5 percent growth
in 1984, but their GDP rose by onl 2.5 percent
In 1985, Growth rates are expected to continue
thelr decline this year, further depressing world
demand and forcing a reduction of Imports from
third countrles.
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The economic growth rate In countries of Latin
America and the Caribbean has plunged, partly In
response td® the decline In Iindustriallized econo-
mies, During the five year period prior to the
foreign debt crisis, the annual growth rate was
5.5 percent, but by 1985, growth had slid to only
2.5 percent (or only 0.8 percent If Brazil and
Cuba are not Inciuded), nearly equal to popula-
tion growth. This means that there was no per
capita_ Income .?rowfh. and on the average, the
countries are af the same levels as a decade ago.

This economic stagnation In the countries of the
region has pushed up unemployment and Inhibited
investment. Inflation has Intensiflied In a grow-
ing number of cases, a factor which Is extremel
critical because of Its effects on the rest o

the economy.

The most dramatic reln on the less developed
countries Is the accumulation of forelign debt and
the debt payment condltions. Indebtedness Is not
a new problem, but it has emerged with full force
In recent years. Financlial policies have changed
in commercial banks which, 1In contrast +to he
situation of past decades, are the majority cred-
itors. Loans were given freely In the 1970's,
but today's environment is extremely restrictive.

Placement of funds In developing countries has
been cut sharply, making It difficult to restruc-
ture overdue debfs.

External 1Iindebtedness and the external flow of
payments have reached unheard-of |evels, espe-
clally in Latin America and the Caribbean. At
gresenf, the overall debt 1Is approximately 400

illlon United States dollars, or more than 1000
dollars per Inhabitant, but annual average Income
Is no more than 1500 dollars per person. Interest
payments alone average one third of the region's
exports, some countries surpassing one half, but
a;'fhe same time, new credits are no longer avall-
able.

Some countries, faced with this situation and
under pressure from International financing agen-
cles, have adopted economic austerity policies,
with the result that the trade surplus has soared,
while the level of economic activity has con-
tracted. At the same time, the region has become
a net exporter of capital. This heavy transfer
of resources from countries of the region has
discouraged local savings and Investment and
dampened the supply of foreign exchange for
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imports, so that needed Inputs for growth can no
longer be acqulired. Thus, soclial problems In
many countries persist and grow worse.

The countries have been undergoing a lengthy,
difflcult process of negotiation with thelr
creditors and of adapting to the conditions set
by funding agencies for releasing sectoral and
structural adjustment loans., The political and
soclial implications of this process are profound.

The situation Is no longer tenable In many cases,
and poses a potential threat to creditors. The
Industriallzed countries and International funding
agencles have begun to comprehend Its Implica-
tlons, and are now studying and proposing new
financlial alternatives, hoplng to attract the
Barflclpaflon of private commerclal banking.
ecent meetings of the IDB and the IMF are en-
lightening. It Is now quite Ilkely that future
Injection of external funds will be tled to the
implementation of sectoral policies.

Two other negatlive forces should be mentioned.
International prices for agricultural products,
the major export item for the reglon, are In de-
cline. At the same tIme, protectionism [s on the
rise and International trade barriers are
increasing.

Prices for agricultural products and other baslc
goods fell by 12 percent in 1985, reaching thelir
lowest levels since 1957, This meant a loss of 6
billfon dollars for the reglion. The slituation
was compounded by +the prollferation of protec-
tionist agricultural policles. This was espe-
clally true In the Industrialized countries, which
began to substitute imports from third countries
and generate a surplus exported through the ap-
plication of subsidlies.

The economic and financial crisls is serious and
complex. It Is a crisls that colncides with the
countries' urgent need to end the underdevelopment
in which so much of their population Ilives. In
response, they have been propelled Into a renewed
search for development alternatives that will both
heal +thelr economies and bring growth. Yester-
day's problems were clear and unequivocal. By
contrast, the crisls facing the countries today
requires new strategies to meet multiple objec-
tives In a coordinated and harmonious fashion.
These objectives Include cutting Inflation and
fiscal defliclts and boosting economlc activity,
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employment and exports, Traditional approaches
to these problems have been only partially effec-
tive, and therefore some countries have already
adopted unorthodox strategies to attain multi-
faceted solutions.

The agricultural sector is not removed from this
situation. I+ has become visibly more Iinterde-
pendent with the rest of the economy In recent
ears, due to Its rising use of technologlical
nputs. Increasing volumes of goods have gone to
market, and agricultural and flinancial markets
are developing closer tles. There Is no longer
any doubt that sectoral policles and strategles
should be closely bound to overall economic prob-
lems,

The external crisls has caused most of the coun-
tries to reassess the role of the agricultural
sector, not simply as a suppllier of foodstuffs,
but also as a major source of forelign exchange.
The countries of the region now face the urgent
need to design and Implement agricultural poll-
cles and development pro{ecfs that are consistent
with overall economic policies and that will make
it possible Improve food security and Increase
and diversify exports, This will be even more
Important In the future If access to external
funding Is tied to the design and implementation
of appropriate sectoral policies, as Is expected.

Technology has become the pivot of economic and
soclal development for the nations. Not only 1Is
It the most cruclial tool of Increased productivity
for all economic activities, but I+ also affects
the overal!l organization of production and gives
rise to changes in soclal structure. This phe-
nomenon had already begun by the end of World War
Two and Is acquiring iIncreasing Importance.

Technology In the specific fleld of agricultural
production has iIntroduced fundamental qualltative
changes., Agricultural productivity and resulting
comparative advantages, which In the past depended
on the abundance and quallty of natural resources,
today are determined by technological know-how and
development., The countries of the reglon tradl-
tionally looked to thelir resource endowment +to
provide a competitive edge Iin international mar-
kets, Consequently, the only way to raise their
relative levels of effliciency was to pursue
technological development that would Improve the
quality of their production.
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Technological development in recent years, espe-
cially in the biological scliences, has taken on a
new quality. This brings to Ilight particular
issues that the countries of the reglon must weligh
carefully In order not to fall behind.

Baslic research, as In the fleld of biotechnology,
is extremely costly and hl%hly speclific. Because
of the fast-growing participation by the private
sector, emerging know-how Is not aliways available
in the public domain. The growing Importance of
this type of research under such conditions im-
poses an urgent need for the countries of the re-
glon to rethink their technological development
strategles. Unless they make every effort +to
keep abreast of new developments, they will fall
further behind.

The growing Interdependence among the countries
of the hemisphere Is one of the most Important
developments In recent years and will no doubt be
a cornerstone of the reglion's progress and the
growth of 1its Institutions in the future. This
Is a new trend, standing in marked contrast to
the situation at the time I1I1CA's 1983-1987 Medium
Term Plan and General Policlies were approved.

A feeling of solidarity and Integration has been
reborn In the region as political structures In
the countries converge and similar problems arise,
Including the external debt and the protectionist

policles In some developed counfrlﬁi. The fre¥d
can be seen clearly in Joint public statements

and in the establishment of forums for discussion
and negotiatlion of joint actlons In the political
and economic spheres.

Thus, regional integration has been reassessed as
a valid path to development In the countries.
This Is a promising trend and suggests new op-
portunities for reglional exchange and the devel-
opment of combined actions through multinational
agreements., The agricultural field in particular
lends itself to shared projects for fechnol?gx
generation and transfer, control of diseases wh
economically jeopardlize agricultural and |ivestock
production, and a move toward production and trade
complementarity., All these mechanisms can be used
to promote food securlty and exports.

This new context also requires a reactivation of
the Inter-Amerlican Institutional system to seek
new directions. Institutions must move beyond
the approaches used in the past and adapt to new
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clircumstances, thus making a meaningful, creative
contribution to the countries of the area.

2.2 Situation and prospects for the agricultural sec-
tor In Latin America and the Caribbean

Two overriding phenomena emerge from an evalua-
tion of agricultural progress In Latin America and
the Caribbean: production trends and the persistence
of poverty In rural areas.

Production trends are revealed In figures for an
array of around 100 agricultural products. Growth
has slowed in recent years, from 2.4 percent In the
1970's to only 2.1 percent per year In the first five
years of this decade.

This growth rate Is not enough to meet the demands
of a gopulaflon Increasing by 2.5 percent per year.
The shortfall is compounded by the parallel need to
Increase agricultural exports. This situation has
reduced the per capita Iingestion of calories and pro-
tein In the region.

Variations In the performance of the agricultural
sector from one country to another are extremely high,
and the gap Is widening. At the same time, the coun-
tries with lower growth rates also have more unstable
production patterns, making them more vulnerable and
lowering their food security.

Some countries have a relatively vigorous agri-
cultural sector, due to high levels of urbanization,
a relatively low percentage of total economic activity
in the agricultural sector, and abundant farm |and
avallable. On the other hand, some countries are
faced with land shortages, a high percentage of the
economy In the agricultural sector, and the prevalence
of perennlial crops, which cannot be adapted to changes
in market conditions.

The same dichotomy can also be found in Individual
countries. The "modern"™ sector Is clearly dlsf?n-
guished by Iits use of technological Innovations and
its access to all the production factors (credit,
marketing) needed for continued development. At the
same time, a "traditional" sector 1Is backward and
often poor. It cannot obtalin access to development
factors through spontaneous market mechanisms, but
must flirst be organized. This slituation can be found
In almost everr country, but the "modern"™ sector In
the more dynamic countries Is three times as powerful
as that of the slow growth countries.



25

The countries of the region need to design actions
that will bring about overall production growth, both
for domestic consumption and for export. More impor-
fanflx, they need differential strategles to modernize
all the socloeconomic strata of rural society.

Social and demographic changes are another Impor-
tant factor In this general fcture. Urbanization
continues at an alarming rafte. The effects are
twofold., In the first place, the rural population Is
grovlng smaller In percentage terms, and therefore
productivity Increases are now the only way to in-
crease food production for an urban populaf’én whose
relative size Is Increasing. In the second place,
consumer habits are changing with urbanization and
the influence of the mass media. This has its own
impact on the marketing and processing of agricul-
tural products.

The development process iIn countrles of the region
over the past four decades has left a balance of rural
poverty, The benefits of economic growth have not
touched the majority of the population in most coun-
trles of the reglon. Rural poverty is the result of
factors which, In most cases, are external and struc-
tural in nature, and Is assoclated with a critical
shortage of physical and human capital and |Iimited
access to essential services. This Is reflected In a
serles of material, social and political handicaps
which prevent vast population groups from meeting
their basic needs.,

The World Bank estimates that around 40 percent
of all families in Latin America can be classified as
poor. They comprise only 26 percent of the familles

L¥ *rban areas, but fulln 60 percent In rural zones.
east 20 percent of the rural population llves in

poverty in Argentina, Chile, Costa Rica, and Uruguay.
Poverty affects from one third to two thirds of the
rural ?opulaflon in Colombia, Mexico and Venezuela,
while in Brazil and Peru, over two thirds of rural
familles are poor. Poverty 1In countries such as
Honduras Is so widespread that It characterizes three
fourths of the rural population.

A geographic breakdown of the countries In the
region shows that the highest percentage of poor
people Is In Central America. The total rural popula-
tion on the Isthmus Is over 12 million, and 70 percent
of these fall below the poverty line., The zone with
the highest Incldence of poverty after Central America
Is the Caribbean, with 60 percent, similar to Mexico.
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The Andean zone occupies third place with 53.8 per-
cent, and in fourth place is the southern reglion,
where 30 percent of the rural population Ilives 1In
poverty. Major pockets of rural poverty can be found
in every country, with the most striking exam?les
found In the Brazillan northeast, the Bolivian high-
lands, and the Peruvian and Ecuadorian mountain zones.

One of the major causal factors of rural poverty
Is the structure of land tenure. Land resources are

highly concentrated on a small number of large and
medium sized farms, while small holdings are being
further subdivided.

Small scale farmers In the early 1970's made up
nearly 80 percent of all agricultural producers, but

they owned only 18 percent of total farm land and 7
percent of arable land., Estimates show that 30 per-
cent of all small scale producers own less than 2
hectares of land each.

Landless workers, tenant farmers and small scale
producers, as a grouE, display all the characteristics
of rural poverty in Latin America. This includes poor
nutrition, |ittle access to basic educational and
soclal services, few technological or capital re-
sources, and an inability to survive on agricultural
activities alone.

2.3 Problems and challenges for |ICA

Certaln Issues emerge from the context descrlbed
above. These issues shape the problem that the coun-
tries must confront In coming years to achieve agri-
cultural development and rural well-being, and merit
special attention from I|ICA.

a. There is a need to Increase agricultural produc-
tion of basic foods for domestic consumption and
for export, In an environment of restrictive
credit and fiscal facllities, without spurring
inflation and unemployment. This means that the
definition and Implementation of agricultural
policies is critical, and for thls purpose, the
member countries need to set up speclial units for
advisory services, planning and Implementation.
The units require highly qualified technical
capacity and must work In coordination with one
another.

b. Agricultural product prices are In a downturn,
and this worsens the already advanced process of
declining terms of trade, heightening the need to
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increase and diversify agricultural exports.
External marketing has now become a high priority
need for many countrlies of the reglon, which find
II necessary to review marketing strategles and
structures, access useful information concernin

external markets, overcome plant and animal healt

protection barrlers, Improve processes for pack-
agln and preparing merchandise, and correct other
problems so as to participate successfully 1in
growing or iIncreasingly competitive markets.

c. There is an urgent need to increase agricultural
productivity Iin the region. This Is f%e onfy
real means of Increasing overall production In
the face of a shrinking rural population affected
by urbanization, and of maintaining competlitive-
nees on Iinternational markets. The countries must
attach high priority to technological development,
vitallize the public and private systems for tech-
nology generation and transfer, and Improve sys-
tems for the prevention and eradication of animal
and plant diseases. They must also design and
implement mechanisms for coordination among coun-
tries, that will help them meet the challenges of
technological development in the twentieth centu-
ry. Otherwise, the region Is In serious danger
of falling even further behind.

d. The rural population Is made up of highly differ-
entiated groups, whose access to production fac-
tors for agricultural development and rural well-
?elng (land, inputs, credit, etc.) varles widely.

his™ means that the countries need to Implement
speclflc.ac*Ions by which the most disadvantaged
sectors will be able to organize themselves so as
to benefit from the results of modernization.
The design and implementation of specific strate-
gles for the poorest and most underdeveloped ru-
ral sectors is the only way to realize the growth
?gomlsed by modern technology and to ensure that

Is equitable and will not cause social distur-
bances.
Areas of action need to be ranked in order of
grlorlfy to ensure that development processes will be
ased on the real interests and problems of poor rural
population groups and that they will provide these

groups with access to self sustained development
(ownership of the means of production, research and
technical assistance, marketing, credit, etc.). These
groups should begin to reduce or eliminate the depri-
vation In thelr Ilives and assume responsibillty Ior
thelr own projects. Finally, technical and managerial
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training must be channeled so that participatory at-
titudes will be developed.,

Programs undertaken in the past have shown that
the struggle against rural poverty can no longer be
based on development strategies centered on increasing
production and productivity. Instead, the problem
must be approached with a fundamental view to justice
and equity In the distribution of economic power and
the capacity for grassroots and political participa-
tion, to Increase the negotiating power of the rural
poor In thelir dealings with outside groups, and to
enhance their participation In the decision making
processes that affect them.

Today's environment Is favorable for reglional in-
tegration. There |Is a tremendous potential for
solving many of these problems 1In the countries
through joint actions that will optimize the use of
the different technical capabilities of each coun-
try. Joint action will also provide the advantages
of economies of scale and Increase negotiating power
through combined Implementation of mutually accept-
able activities.

IICA Is an Inter-American technical organization
and Is faced with the awesome challenge of cooperating
with the countries of the reglon to solve Important
problems In the area of Iits technical competence.
IICA must also develop and promote action mechanlisms
with which to solve concrete problems and give force
to the newly emerging desire for regional Integration
that Is so evident today, at the time the 1987-199I
Medium Term Plan Is being written.

.



CHAPTER 3

OBJECTIVES, STRATEGIES AND SPECIFIC POLICIES
FOR 1987-199I
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3.1 Introduction

The Medium Term Plan containing objectives
strategies and specific policlies for the 1987 to 1991
term must combine two fundamental considerations. In
the first place, It recognizes the true conditions
and needs of agricultural sectors in the member coun-
trles. At the same time, it must take account of
I1CA's nature as a multinational organization for
technical cooperation and Its own institutional situa-
tion.

The key conclusion that can be drawn from the
back?round discussion given In Chapter 2 Is that imag-
Inatlve and innovative actions are needed. The eco-
nomic and financial crisls has revealed that the agri-
cultural development model which most of the coun-
tries have followed since the end of World War Two is
no longer relevant. Today the goal Is not to alter
Ihe agricultural sector so that It can join In with

he development of other sectors, and so that rural
dwel lers can participate equally in the benefits of
this development. Instead, the role of agriculture
has been redefined with respect to the rest of so-
ciety. The agricultural sector has become the key
player for activating the economies of the region and
renewing the potential for development. This new
sftuation must be taken Into account In defining the
objectives, strategies and focuses of concern that
IICA will pursue during this period.

Major institutional <changes have been made
including private sector development In many cruclal
areas and weakening of public Institutions due to the
economic crisis, As a result, major emphasis must
now be placed on Institutional systems as recipients
of technical cooperation. Only a flexlble, efficient
Iinstitutional framework for the public and private
sectors can make It possible to Implement the deci-
slions needed and mobllize the vast potentlal of the
region's resources. To make this happen, public ins-
titutions must be stronger and more efficlient, and
they must interact more effectively with private sec-
tor Iinstitutions.

The objectives, strategles and policles for the
period cannot be deflned without considering the newly
emerging political drive for cooperation. This has
opened new vistas for exchange and cooperation among
countries. Efforts are being made to find solutions
to shared problems and set priorities for multina-
tional technical cooperation.
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IICA has a specific ensemble of characferl?flcs
and Is in a particular institutional situation, hree
of these characteristics provide a basis for the
selection of objectives and the definition of strate-
gles for the period. The first Is the nature of |ICA
as an International organization, a status which glives
it clear comparative advantages for making effective
use of the will to cooperate In the Member States,
translating it Into concrete action. The second 1Is
the presently existing organizational structure, and
the need to adjust it to new Iissues of concern and
place greater emphasis on the multinational dimension
of |ICA's activities. The third is the situation of
the human and budgetary resources |ICA has available
for meeting the cooperation demands that will be made
during the period. Both types of resources must un-
dergo major changes. |In the area of human resources,
technical teams must be renewed if they are to respond
to new areas and working approaches. Two major points
need to be considered in the area of budgetary re-
sources. The first is the limited growth foreseen in
quota resources, and the resulting need to develop
mechanisms that will optimize resource use. The
second |Is the need for financing in the countries,
and the active role that |ICA can and should play In
seeking external resources and implementing the
resulting programs and projects.

3.2 Objectives

IICA's ongoing objectives are clearly defined In
its Convention: "to encourage, promote and support
the efforts of the Member States to achleve thelr
agrlculfural development and rural well-being."
Therefore, the medium term plans must state which
central factors are inhibiting agricultural develop-
ment and rural well-being at any particular moment in
time, and they must define high priority areas In
which the Institute will cooperate with the countries
during the term of each plan.

When specific objectives were discussed for the
1987-1991 Medium=-Term Plan, the long term objectives

stipulated In I1ICA's Convention were taken into ac-
count, along with recommendations of the Board in the
document "General Policies of IICA," and the results

of the dilagnostic study of the region. All this
background information provides a basis for setting
objectives for 1ICA's action in the next five years.
The Instlitute will "encourage, promote and support
the efforts of the Member States" to:
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a. Propel the development of the agricultural sector
as the major source of economic growth, both as a
suppllier of foodstuffs for domestic consumption
and as the major source of foreign exchange.
This requlires he design and Implementation of
policies that are consistent with overall economic
pollicies and with the particular characteristics
and restrictions that exist 1{in each country.
Policles must set strategles for production, mar-
keting and processing that will increase the value
of agricultural production, maxImize participation
and ensure Just distribution.

b. Intensify modernization and Increase production
efficiency In the agricultural sector, This will
be done by increasing the Incorporation of appro-
priate technology so as to maintain the tradi-
tlonal comparative advantages and competitiveness
of agricultural production In this region. This

process should be extended to all the countrie
and to the dlfferent production strata in eac

country, in a framework of equitable distribution
of beneflts and conservation of natural resources.

c. Pursue reglonal Integration. This will be done
through joint actlons so that operations can take
place on a scale that will facilitate better use
of Iimited human and financial resources. Another
approach will be to develop production and com-

merclial complementarity.

3.3 General strateqy

IICA's action strategy for the next five years
has been designed on the basls of three considera-
tlons., First, the Institute has Iimited human and
financial resources to tackle the plethora of problems
and demands in the member countries. Second, |ICA's
technical specialization and Its status as an Inter-
national organization give it advantages over other
national and International organizations for develop-
ing certain speciflc activities. Third, |ICA's evalu-
ations have shown that, although it is widely renowned
for Its work, 1t has had only lImited Iimpact because
Its activities are too widely dispersed.

The Institute's new strategy Is based on these
factors, and desligned so as to reach the objectlves
described above. |ts central components will be:

a. Concentration of efforts and resources In a small
number of subject areas of high priority to the

member countries, 1In which IICA will develop
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technical leadership In order to provide an ef-
fective response to problems facing the countries.

b. Setting prliorities on certain functions and on
the use of particular Iinstruments found in the
Convention, for which |ICA has clear advantages
over other organizations and therefore occuplies a
special niche, and which are consistent with the
objectives of the Medium Term Plan.

c. The development of a flexible, dynamic oreraflng

structure that will facilitate and streamline the
task of reaching agreement with national author-
itiles, and will make It possible to Iimplement

actions effecflvelr and efficlently in the region
and In the particular countries.

d. The organization of structures and mechanisms to
provide more and better services to the countries
for obtaining and using external resources to
implement programs and projects In the agricul-
tural and rural sector.

Below is a more detalled discussion of these four
components of the general strategy.

3.3.1 Concentration of efforts and technlical
leadership: IICA programs

The strategy of concentrating efforts and devel-
oping technical leadership In areas that are Iimportant
for agricultural development and rural well-being In
the Member States will be carried out fundamentally
through |1CA's programs. They are an important means
of identifying and analyzing problem areas, setting
priorities among them, and establishing a framework
and working strateglies for solving these problems.

If they are to play this Important role effec-
tively, the programs must have sufficient human and

financial resources and enough authority to iInfluence
resource allocation and follow-up of activities taking
place iIn the program framework.

The areas of program concentration are being
selected according to the following criteria:

a. They must focus on issues singled out as important
In a majority of the member countries.

b, The countries must have well defined institutional
systems, targeting the Issues, that can act as
counterpart organizations for Institute actions.
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c. They must be areas in which IICA Is In an advan-
tageous position to take action, due to Its tech-

nical capability or to Its Institutional format.

d. They must |lend themselves to a multinational
approach.

If the programs are concelved In this way, they
become a natural framework for shaping the Insti-
tute's competence and reaching agreement on actions
at the regional and national levels. They wlll be
used In programming the use of budgefary resources to
avoid a dlspersion of effort, an they will ensure
that cooperation actions can make an effective con-
tribution toward solving the problems that have pre-

vented the countries from iImproving the productivity
and well-being of rural sectors.

The Executive Committee, the Inter-American Board
of Agriculture and the group of six experts have re-
commended that the number of programs be reduced so
that the Institute's activities can be concentrated
and can maintain high standards of technical excel-
lence. The following five programs have been selected
In accordance with these recommendations and on the
basis of the criteria |isted above and the objectives
of the Medium Term Plan:

| Agricultural Policy Analysis and Planning.
(] Technology Generation and Transfer.

111 Organization and Management for Rural Devel-
opment.

v Marketing and Agroindustry.
v Animal Health and Plant Protection.

Chapter 4 describes the content and priority of
each program,

3.3.2 High priority functions and instruments

The Conventlion defines |ICA's functions and as-
signs priority to those areas In which the Institute
has greater operational advantages. These areas will
be called operating functions, and they are:

a. To cooperate with the countrlies In analyzing na-
tional and regional problems In the high priority
subject areas, as a point of departure for Iden-
tifying action priorities and strategies In each
fleld.
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To help strengthen the organization and management
of national Institutional systems targeting each
of the high priority Issues.

To promote, support and carry out multinational
technical cooperation actions that will favor
technology transfer and Integration among coun-
tries and will optimize the use of avallable human
and financlal resources to solve mutual problems.

To promote, support and carry out country level
actions In high prilority subject areas, so as to
eliminate or reduce barriers and solve problems
that stand In the way of agricultural development

and rural well-being.

To provide direct administrative services for
formulating and carrying out national projects,
facilitating +the effective use of avallable
national and international resources.

To provide short-term unanticipated technical as-
sistance and carry out preinvestment activities.

In order to carry out these duties, designed to

assist the member countries, |ICA will make speclal
use of the following action tools:

Research and studies to identify problems, develop
new approaches and methods for problem identifi-
cation, and develop and propose solutions. These
studies will also synthesize |ICA's own experlience
and that of other organizations in areas of high
priority concern.

Training to transfer exlisting know-how in specific
areas and Iincrease the fecgnlcal and managerial
capabillties of national organizations working In
high priority areas.

Technical cooperation to make available to the
member countries +the know-how and experiences
existing in IICA and other Iinstitutions, and to
assist In having them applied to solving problems
in specific areas.

Administrative services to mobilize national and
international resources through national projects.

Technical and scientific brokerage to respond to
country requests by identifying specialists and
Iinstitutions of high capacity and experience to
help solve special problems.
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f. Dissemination of information to develop systematic
ongoing mechanisms that will make avalilable to
the member countries the results of Institute ac-
tivities and other Information related to the
problems of the region in the field of agricul-
tural development and rural well-being.

3.3.3 Modiflied operating structure

The Institute's operating structure should be
modi filed so as to: i) allow for concentration and
technical excellence of activities In subject areas
selected for thelr high priority; i) ensure that
technical opinions are heard in the formulation of
;nsflfu#lonal policles; ii1) favor decentrallization

or the Implementation of activities, and Increase
operating flexibility so as to respond to the coun-
tries' needs for cooperation and services. This sub-
Ject is further discussed in Chapter 5.

3.3.4 The role of external resources

Today's problems and the budgetary constraints In
most of the member countries are of such magnitude
that only aggressive policies for attracting external
resources will make it possible to carry out needed
programs and projects. Because of its institutional
characteristics, |ICA is a particularly appropriate
organization to serve the countries In this fleld.

Therefore, the Institute will work within its own
program priorities and those of the Member States to
increase the supply and effectiveness of external re-

sources for flinancling programs and speclific proj-

ects., |ICA will adapt Its structures and working me-
chanisms to intensify Its relations with multinational
and bllateral funding agencies, and will develop me-

chanisms for cooperating with private initiatives and
with nongovernmental organizations at national and
International levels. The purpose of these contacts
will be to attract resources for agricultural devel-

opment and rural well-being.

3.4 Specific policies

3.4.1 Human resource policles

Technical cooperation activities, by thelr very
nature, can be effective only with the participation
of high quality human resources. |ICA has always been
concerned with attracting and mailntaining a highly
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qualiflied professional staff to carry out Its activ-
itles. However, the Institute's technical capacity
for handling technical cooperation problems Is still
weak, specifically In the flelds of policy analysis
for agricultural development, Iinternational trade and
rural development.

This general policy assumes special Importance In
view of the objectives and general strategy for the
1987-1991 term and the recommendations of the G=-6.
Accordingly, the human resources policy of the Medlium
Term Plan emphasizes renewal and upgrading of the
Institute's professional team In accordance with high
priority areas of concentration and proposed operating
structures. The following fundamental guidelines will
be used for human resources action:

a. Reduce the proportion of quota resources allocated
for regular Iinternational professional personnel
by 10 percent during the term of the plan.

b. At the same time, Increase the proportion of tem-
porary speclalists hired for I|limited periods to
carry out specific project activities.

c. Improve recruitment and selection procedures that
will guarantee:

I. Wide publication of employment oportunities
in the Institute.

i« High levels of technical and professional
competence consistent with the specific re-
quirements of programs and projects underway.

d. Promote and establish mechanisms for ongoing staff
training. For this purpose, staff members will
be encouraged to develop their skills, Improve
thelr professional competence and Increase thelr
knowledge of |ICA's official languages, as part
of an overall process of human resources planning
that will take Into account the Institute's ob-
Jectives and priorlities.

e. Ensure that promotions and reassignments are based
on appralsal procedures that properly measure the
abl#;fy, performance and potential of Institute
staff.

f. Improve Institutional communication systems, +to
make better use of Indlvidual staff capabilities.
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g. Maintaln an equitable system of compensation and
beneflts, based on technical criteria appropriate
to the Institute's needs and possibilities and to
the characteristics of the countries In which |ICA
operates.

3.4,2 Financial management policles

IICA's operating structure Is very dlverse, and
its actions are complex. This Is why It needs versa-
tile management and flnancial systems, well adapted
to the particular needs of technical cooperation ac-
tivities. Therefore, a process will take place during
the 1987-1991 term to modify present systems, making

use of avallable technological advances and adfpflng
to the needs entalled n the new technlca an

operating structure of this plan. The following ge-

neral guldellnes will be used for developlng these

systems:

a. The Institute wlll contlinue to decentralize its
operations for the following purposes:

. Management responsibillty will be delegated
closer to levels where action 1Is takling
place.

Ii. Staff members in national offices will be

expected to have the same qualifications and
skllls as those who hold equivalent poslitions
at headquarters.

b. The Instltute should try to maximize the effective
use of its financlial and managerial system. For
this purpose, accounting information needs | fge
national offices and at headquarters wllq e
studied and matched to Internal requirements and
the demands of external resource management.

c. The Institute wlll develop a financial Informa-
tion system based on the following principles:

i Expendltures should be classified for ac-
counting purposes following the same struc-

ture used In the budget.

iit. Financlial Informatlion prepared for external
use (detalllng activities carried out during
earller perlods or stating the financial si-
tuation at a given moment In time) should be
clearly distinguished from Information for
Institutional planning and management.
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iil. Simllar forms and procedures should be used
for similar types of iInformation. A des-
cription of the types of Information avall-
able for analyslis will be distributed
throughout the administrative structure so
that this material can be given new and dif-
ferent uses. User needs will be reviewed
regularly.

d. External funds In |ICA are acquiring greater im-
portance, and fund management wlil| therefore be
modifled to prevent these monies from acting as
an encumbrance on quota resources. I1ICA needs to
optimize the use of all Its resources. I+t will
adopt policles for external project flinancing
based on the following principles:

1. All external resource projects will include
a revolving fund flitted to thelir operating
timetables.-

il. Advances from revolving funds will be tied
to ex?endlfures planned for the same period
and will vary in accordance with changes in
activities,

Iil. Advances from these revolvin funds should

cover any dlisbursements needed during the
approval period of financial reports.

3.4.3 External relations policies

IICA's action in the area of external relations
will be oriented toward: i) Combining action with
other organizations that work in agricultural devel-
opment and rural well-being, so as to maximlize the
return on |imited available resources and dovetall
actlions, preventing unnecessary repetition; 11) pro-
moting +the Institute's Image at different levels
(countries, the International community, observer
countries and donor organizations) so as to carry out
and consollidate its capacities for serving the Member
States iIn their efforts to achieve agricultural de-
velopment and rural well-being. The following actions
will be taken:

a. The Institute will develop closer ties with in-
ternational organizations and Increase its efforts
for coordination and joint programming of activ-
ities or specific projects, by means of national,
binational or multinational agreements in areas
of common concern that will benefit the Member
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States. Strategies will be developed for coordi-
nation and cooperation with those iInstitutions
which are In a position to cooperate with the de-
velopment of |ICA programs and operations.

The Institute will intensify its relations with
the observer countries to help them acquire a
better understanding of |IICA's activities, take
more interest in Its concrete projects, and par-
ticipate actively 1iIn Institute action through
technical and financlal support.

Procedures and mechanisms will be developed for
ensuring that +the Institute Is systematically,
consistently visible on Iinternational scene, so
as to broadcast the Institute's viewpoint and
publicize the problems of the agricultural sector
in Latin America and the Caribbean. These actions
will make It possible to expand the sphere In
which |ICA Is known and open new technical and
financlal horizons to enrich future Institute
action In benefit of the member countries.






CHAPTER 4

PROGRAM DESCRIPTIONS FOR 1987 TO 199!
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4.1 General principles of program operation

Programs are the most Important mechanism for
implementing 1ICA's policles of concentration of ef-
fort and exercise of technical l|eadership during the
1987-1991 term. They provide a natural framework
within which to carve out |ICA's area of competence
and reach aqreemenf on regional and country level ac-
tions. Agalinst this general backdrop, programs take
place according to the following general principles:

a. Concentration of effort. Each program will con-
centrate its activities in a small number of
working areas selected according to their Impor-
tance, the needs in the member countries In each
speciflic fileld, |ICA's comparative advantages
for working In each field, and the potential tor
having a major impact with available resources.

be. Technlical leadership. Each program will work In
Its specific area of concentration, to develop a
team of highly qualified technical personnel.

I+ will promote continuous upgradln? of staff
members by having them participate In research
activities and professional meetings. It will

also emphasize the development of an active plan
to encourage publications of use to the coun-
tries, based on the technical work of the pro-
gram.,

c. Innovative action. Ongoing study and analysis
of situations and viewpoints In the countries,
the region and the world in the fleld of each
program will provide a basis for Identlifying
problems and proposing solutions.

d. Integration of activities. Integrated use wlll
be made of |ICA's characteristic tools of action.
» These 1Include research and studies, tralining,
° technical assistance, administrative services,
technical and scientific brokerage, and dissem-
ination of information.

e. Mobllfzation of national +technical resources.
In all their work and activities, the programs
will assign high priority to making full use of
national technical personnel from target coun-
tries or other countries of the region. This
will generate networks of reciprocal cooperation
and exchange of experliences, with which to multi-
ply the impact of each activity and gradually
reduce the need for outside technical assistance.
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f. Complementarity with other International organi-
zations and centers. In all their activitles,
the programs will attempt to dovetall their ef-
forts with those of other organizations. This
will facilitate the activities of other organi-
zations In the region and will ensure that na-
tional systems and institutions benefit fully
from the opportunities provided by !.ternational
technical cooperation.

g. Multinational projection. High priority will be
placed on operating and Iimplementing projects
and other cooperation activities that Involve
various member countries and thus help solve

common problems.

4.2 Program_|. Agricultural Policy Analysls and
annlng

4,2.1 Purpose

Agricultural production, under present
world economic conditions, is one of the keys to re-
generating the potential for economic growth. Agri-
culture has been redlscovered as a means of putting
new |ife into the economy, and this has underscored
the Iimportance of agrarlan policies and the need to
analyze them and adapt them to the new role that the
sector can play.

The Agricultural Policy Analysis and Planning
Program takes these factors Into account, It 1Is
oriented toward cooperating with the countries to

?nalyze and evaluate alternative models and strategles
or ‘agricultural development, Improve analytical ca-

pabllities, and provide advisory services for the
design and Implementation of agrarlan policy and for
sfren?fhenlng the organization and management of Ins-
titutional systems for agricultural policy planning
and Implementation.

4,2.2 Problems

a. The generallzed need for an economic policy to
moBlir:e agrlculfural pofentlal

The economic and financial crisis of recent years

has called Into question the traditional view of

the agricultural sector as a suppllier of forel?n

o

exchange, cheap foodstuffs and low-paid labor
sustain Industrial sectors orliented toward
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Import substitution. This view Is no longer
reallistic or relevant to the reglon's economic
needs. Agriculture In the countries of Latin
America and the Caribbean possesses a vast
potential in the form of productive resources
that offer broad opportunities for growth. f
this wealth Is to be tapped, economic policies
must be designed to provide Incentives ftor pro-
ductive efficlency, promote the flow of Invest-
ment necessary for restructuring the sector's
approach to productlion, and sustain and increase
the abllity of agricultural products to compete
on the international market.

Relevant factors for the design of a new agri-

cultural policy

New options need to be found and translated Into
slsfems useful for attaining economic and soclal
objectlives. If this Is to happen, a number of
factors must be taken into account. In the first
place, the effects and constraints of the present
situation must be conslidered. These include:
the Iimited supply of resources that are realls-
tically useful for productive purposes; the fa-
millar and highly trumpeted shortage of forelign
exchange, and the general difficulties facing
the external sector; the already serious and
worsenling conditions of food Insecurity; struc-
tural changes In the supply and demand of agri-
cultural products traded on the International
market; and the resulting trend toward greater
protectionism, with prices and terms of exchange
continually declining. All these factors Ilimit
real possibilities and underscore the need for
an objective, realistic analyslis of exlsting
alternatives.

In the second place, these restrictions need to
be viewed not only in the context of specific
policles for agriculture, but in Iight of overall
policles. Agriculture and industry are closely
interrelated, and It Is therefore Impossible to
segregate sectoral policles and identify +them
clearly and distinctly, elther in concept or in
degree of implementation. This fact has impli-
cations for setting prilorities on tools of ac-
tion, and for the way in which policy definition
and Implementation are organized for the agri-
cultural sector.

The third constraint on types of policy and how
policlies are defined stems from the growing eco-

nomic Iinterdependence among the countrlies. This
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Interdependence Is the result of the possiblility
for foreign +trade of nontraditional products
that possess a high added value, and the need to
develop economlies of scale In such areas as sup-
ply o technological 1inputs (seeds, machinery
a?rochemlcals. etc.). In this context, the smali
slze of national economies limits access to more
advanced production technologies and requlires
the countries to define policies Jjointly. For
this purpose, an adequate reserve of information
must be avallable, and the Institutional envi-
ronment should encourage discussion and shared
decislion making.

The need to develop analytical skllls and advl-
sory services for ag;lcul¥ural pollcy -
One result of this trend Is that strong pressures
are being made for structural change in the eco-
nomies of the reglon, and this will have a major
impact on the agricultural sector. Due to fiI-
nanclial resource constraints, the countries are
faced with the problem of ranking the various
options for investment in agricultural develop-
ment and food securlty. The setting of prior-
jties must place speclial emphasis on Income dis-
tribution In rural areas and on the production
?f food to feed populations and famllz ?roups

acing high risks of nutritional deficlency.
This Is why there Is a compelling need to develop
the capablliity for generating appropriate Infor-
mation In support of decision making by the min-
isters of agriculture and the economy and by
other political authorities.

Shortcomings In the definition and Implementa-
*lbn‘of‘ET}H?f'ﬁF3§E3ﬁE‘3?355?37337?""2""‘_‘

The process of planning and Implementing poli-
cles and the tasks of project management can be
carried out properly only if the different phases
of analysls, formulation, Implementation and
evaluation of policies and projects are carefully
coordinated. When design Is Isolated from Im-
plementation, policies fail to play an integral
role Iin development plans, which consequently

are not discharged properily.

4.2.3 Areas of concentration and action plans

development in
nical

These Rroblems serlously restrict agrgrlgn
e reglon. The countrles, thée tech-

cooperation organizations and the development
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financing agencles all recognize that the lack of ap-
progrlafe policlies may place serious obstacles in the
path of effective agricultural development. They also
reco$nlze the need to develop and strengthen the Ins-
tituTions responsible for agrarian pollicy formulation
and Implementation, ensuring that their action Is co-
ordinated with that of other public sector organiza-
tions. In this context, the program has singled out
the following three areas of concentration and has
Identifled specific actions In each one, designed to
bring concrete results.

a. Analysis and exchange of experlences with alter-
native strafegies for agrliculfural and rural de-
velopment at the reglional and subreglonal Tevels

This area of the program will work In coordina-
tion with the Member States and International
technical, economic and financial cooperation
agencles, It will promote discussion of alter-
native agricultural development strategies as a
contribution to helping the countrlies Improve
thelir own theoretical constructs and strengthen-
ing regional Integration mechanisms in the sec-
tor. he program will take the following actlion:

i. Support the strengthening of agroeconomic
and socloeconomic Information networks re-
levant to agricultural and rural develop-
ment, at the national, regional and extra-
regional levels. The networks will Include
key determining factors of socloeconomic
and political conditions.

Ii. Analyze and Interpret agricultural trends
In Latin America and the Caribbean and the
outlook for the sector In the context of
probable political and economic scenarios,
so as to anticipate the effects of pollicy
options at +the reglonal and subreglional

levels. This will require an examination
of the way In which agriculture fits Into
overall economic policles, and will +thus

provide the countries, groups of countries
and IICA with criteria for orienting thelr
different actlions.

Ii1. Disseminate information on alternative
agricultural development strategies and use
of more effective policy tools In the con-
text of the economic and pollitical crises
facing the region, and faclilitate the ex-
change of proposals and experlences among
countries and groups of countries. This
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will be done as a way of easln? fhe sfudy
and adaptation of such policlies 1In +th
framework of different approaches to devel-
opment and encouraging coordination and
harmonization of policles among groups of
countries in areas of shared concern.

iv. Analyze agriculture and how It Interacts
with other sectors under the restrictive
conditions Imposed by the crisis and the
possibllities suggested by +the political
desire for Integration in the reglon so
that the sector may become a nucleus of ac-
cumuiation and growth to drive development
in the countries.

Support for the countries in strengthening ana-

ytical and advisory skills for formulation and
7mpr3ﬁ3ﬁT3T11ﬁT_6T_3§TTtﬂWTﬂT31"§8ETBT'1r1HHF-EWU

policles

The program will participate with the countries
In the area of applied research to support the
design of strategles, policles and plans for
solving high priority problems that hamper the
performance of the agricultural sector and re-
strict Its contributions to economic and soclal
development. Special attention will be glven to
Iimproving the analytlical and advisory skills of
technical professionals and strengthening +the
institutions whose task Is to perform analysis
and glve assistance In the making of declislons
that will guide the agricultural development
process. For +this purpose, the program will
take the following action:

I. Support technical teams In the countries by
training them in the analysis and Interpre~
tatlon of specific problems hindering the
performance of the agricultural séctor.
Alternative policies will be evaluated to
facilitate decision making by governments.

1i. Support the organization and operation of
planning units for carrying out thelr duties
of pollicy analysis and guldance of declislion
making centers.

I11. Assist planning and pollicy formulation units
In specifying their data needs and learning
to organize data for purposes of analysls.
and help select items for inclusion on the
research agenda and devise a strategy to
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gulde decislion making. The purpose Is to
instill permanent capabilities for meeting
these goals.

fve Encourage the public sector to use research
findings from other organizatlons and Indi-
viduals for making policy declsions at the
natlonal, regional and local levels, and
provide assistance for this purpose.

Development of approprliate mechanisms for imple-

menting plans and policles

The program will be active In thls area to help
design and Implement appropriate mechanisms that
wlll guide coordinated Iimplementation of high
priorlty plans, policies and programs, strength-
ening Joint actlon by the public and private
sectors. For +this purpose, +the program will
carry out the following types of actlon:

f. ldentify and 1interpret general organiza-
tional constraints and mechanisms for par-
ticipation, as well as the potential and

needs 1In the countries for effectively
carrylng out the process of policy planning
and implementation.

fi. Strengthen the units responsible for policy
planning and implementation at the national
and reglional levels, to create the capacity
for designing strategies to be followed In
coordinating +the Implementation of  high
priority plans, policles, programs and
projects.

Iti. Support these units In the design, testing,
Implementation, operation and adaptation of
mechanisms that will faclilitate coordina-
tion of public and private actions to carry
out plans, policies, programs and proj-
ects. The program will also seek partici-
pation In making the decisfons that affect
them, and coordination with higher declision
making levels.

fve Support the countries In preparing projects
to train public and private sector managers
and technicians, so that thelr participa-
tion In planning and Implementing agrarian
policy will be more effectlive.
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4.3 Program |ll. Technology Generation and Transfer

4.3, 1 Purpose

The Technology Generation and Transfer
Program has been Introduced In response to two funda-
mental issues: 1) a recognition by the countrlies and
the international technical and financlal community
of the Importance of technology for productive devel-
opment of the agricultural sector; and I1) a gener-
allzed conviction that the potential of science and
technology can be fully tapped only In the presence
of Institutlional infrastructure capable of developing
appropriate technologlical replies to the specific
conditions of each country. It Is also essentlal to
have a framework that will encourage and faclllitate
the lIncorporation of new technology Iinto production
processes.

The Technology Generation and Transfer Program
will be designed to promote and support member coun-
try actions to Iimprove technological policy design,
strengthen the organization and management of national
technology generation and transfer systems, and fa-
cliitate International technology transfer. This
should lead to better use of available resources and
a more effective contribution to solving the techno-
logical problems of agricultural production. Work
will take place In a framework of equitable distribu-
tion of beneflts and conservation of natural re-
sources.

Special emphasis will be placed on supporting
technology generatlon and transfer to reduce agricul-
tural Imports and boost exports of vegetables, frulits
and legumes.

4,3.2 Problems

Sclence and technology In the post World
War Two context became a pivot of economic and soclal
change. More than any other factor, including natural
resources and economic policles, technologlical Iin-
novation determines the productive capacity of a
country's resources and controls 1Its ablility to
compete on International markets. Every sector has
abundant examples of the way In which sclentific and
technological development processes have contrlbuted
to economic, political and social development, I+ Is
enough to point to the Industrial miracle of post-war
Japan or the resounding agricultural success of coun-
tries such as India, which In the early 1960's was
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hovering on the brink of a food crisis, and which
today, thanks to the results of technological Iinnova-
tion, holds reserves surpassing 20 million tons of
basic gralins.

Latin America and the Caribbean have not remained
untouched by these trends., During the last quarter
century, major transformations have taken lace In
the generation, transfer and adoption of agricultural
technology, and heavy investments have been made for
the development of Institutional Infrastructure and
training of human resources. These efforts cannot be
viewed In isolation from the fact that agriculture In
the reglon has grown more dynamic during the period,
as revealed in the rising productivity and production
of Iimportant crops. It is also true that these suc-
cessful experiences Iin the region have taken place
side by side with situations In which agricultural
production has been unable to meet the demand for food
for ?omesflc consumption and still enjoy an exportable
surplus.

The reglion today Is facing an economic crisis of
major proportions. It wili bring profound transforma-
tions In society and In the role played by every sec-
tor. Evidence already shows that the agricultural
sector must play an active role In this process to
meet growing demands for food and contribute to export
growth. The need to move decisively Into a phase of
highly technological agriculture Is no longer a chal-
lenge of the agricultural sector alone, but has become
a concern of soclety as a whole.

New technologles are needed not only to Increase
yleld and expand the agricultural frontier, but also
to diversify production, competitively meet new de-
mands on international markets, and develop new con-
sumer habits that arise from population shifts In past
decades.

The progress of modern science, particularly in
the fleld of blotechnology, and experience with suc-
cess achieved Iin other parts of the world, and In par-
ticular situations in Latin America and the Caribbean,
clearly show that this technological transformation
can take place.

The Institutional iInfrastructure In most of the
countries Is sufficient to provide a basis for the
efforts that are needed. This basis consists primar-
lly of an ensemble of research Iinstitutes and, in some
cases, technology transfer centers. They are decen-
traljzed and autonomous, and most were created In the
1950's to streamliine the process of technology
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generation and transfer and faclilltate better linkages
between the sclentiflc process and productive sectors.

The reglon has also seen a number of new Insti-
tutional developments In the national and Interna-
tional public and private spheres, that have made a
ma*or contribution toward strengthening the region's
potential to generate an ade%uafe technologlical bas's
for sustalned agricultural evelopment, An example
Is the iIncreased participation by private sector or-
$anlzaflons In technology generation and transfer ac-

ivities. Another is the emergence of new mechanisms
for horizontal cooperation and technology +transfer
among countries, such as the PROCISUR program, the
PCCMCA, and PRECODEPA, as well as the International
CG;A2|;fn*°rs operating In the reglion (CIMMYT, CIAT
an .

These Institutions form a substantial foundation
for fechnolo?y generation and transfer, but they are
now confronting problems that seriously restrict their
productivity and the ability to make an effective
contribution to agricultural development and rural
wel|~being In the countries of the region. The fol-~
lowing Issues are of particular Importance:

a. Difficulties in coordinating technological policy

Difficulties have frequently arisen In coordl-
nafln? technological policy with other facets of
agrarian policy. Consequently, research centers
lack clear uidelines for setting prioritiles,
and thelr activities often appear out of phase
with development objectives. There Is a visible
tendency to concentrate on lower Impact problems
of sectoral production. In other cases, research
findings have been consistent with real techno-
loglical problems, but needed measures have not
been taken with respect to other dimensions of
agricultural policy, such as prices, credit,
Inputs, etc. This has hobbled efforts for swift
transfer and dissemination of new technologlies.

b. Unsultable organizational structures

The organizational structure of some of the Ins-
tjtutional systems was Initially useful for mo-
bilizing early efforts to generate and transfer
technology. However, It has lagged behind the
changing production structures of the agricul-
tural sector and new institutional developments,
such as Increasing private sector participation
and the action of international centers. These
organizational problems are compounded by poor
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institutional management practices, due primarily
to the growing complexity of technology genera-
tion and transfer processes. This, in turn, Is
a result of the sclentific Issues themselves,
Iincluding the need to diversify and adapt re-
search objectives and technology transfer method

so as to provide a better response to the spe-
ciflic problems of different cllients.

Inadequate budgets and lack of trained human re-

sources

"Technology generation and transfer systems saw

thelr budgetary and human resources grow raplidly
from the beginning of the 1960's to the mid
1970's. This trend has reversed in recent years.
Resource allocations to these activities have
sfa?nafed, and In some cases eoeven declined 1In
real terms. High staff turnover has become com-
mon In the field of human resources. This prob-
lem has had an enormous negative Impact, which
has been exacerbated by the ifack of opportunities
for graduate +training, making It difficult +to
replace lost staff members.

The division between research and training

Research and technology transfer In most coun-
triles are almost entirely separate from hligher
level or graduate education. This segregation
has tended to worsen the human resources prob-
lems discussed above and wastes the opportunity
to profit from the natural fit between research
and training, especlially at the graduate level.

Inadequate Integration between research and

technology transfer

Research and technology transfer are frequently
assigned to different organizations. In other
cases, there are no formal mechanisms at all for
transfer. This has made It difficult to Identify
correctly the problems facing farmers. I+ has
also led to a flow of new technology which Is
not relevant to the specific needs of producers.
One of the principal causes of this situation Is
the lack of planning mechanisms to faclllitate
meaningful farmer participation 1in declislions
concerning what to research and what type of
technology to transfer.

The problem of small countries

The major problem faced by small countries 1In

BN
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the fleld of research and fechnology transfer |Is
the potential conflict between technological de-
velopment needs and the amount of resources
?vallable for Investment 1In such activities.

he lIssues are related, although Indirectly. A
country's technological needs depend on Its size
and the variety of goods It produces, Differ-
e?ces among countries in thls sense are not sig-
nificant. On the other hand, the ability +to
obtain financing and to make such efforts pay Is
directly |linked to the economic size of produc-
tlon, which In many countries Is a serious con-
stralnt to achleving the levels of Investment
required for malintaining needed research and
technology transfer Infrastructure.

4,.3.3 Areas of concentration and action plans

The -situation described above can be sum-
marized as a poor fit between opportunities and prob-
lems, Opportunities abound because the countries of
Latin America and the Caribbean have the Infrastruc-
ture and the speciflc experlences needed to deve lop
new technologies required for agricultural transfor-
mation in the region. Problems are also many, due to
the severe shortcomings that hold down productivity
and reduce effectliveness. IICA's actlivities will not
lose sight of this contrast. They will be directed
toward cooperating with the member countrlies to solve
their problems and overcome restrictlons so as to

reap the full benefit of avallable o tynit d
resources. In this context, the progrgﬁozqu é%%cgn-

trate Its activities from 1987 to 1991 In flive areas:
technological policy design; Improved organization

and management of systems and institutions for tech-
nology generation and ransfer; eveloping or

strengthening human resources training programs; re-
cliprocal cooperation and Iinformation exchange among

national and international institutions at onk in
the region; and the provision of services for formu-

lating and implementing Investment projects in the
area of technology generation and transfer.

Below Is a Iisting of some of the Items that
will be stressed and the types of projects to be de-
veloped In each of these areas.

a. Technologlical policy design

The program will work In the area of technologi-
cal policy by focusing on problems of resource
allocation for research and technology transfer.

It will seek more and better integration between
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the public and private sectors iIn the field of
technology generation and +transfer, and will
attempt to keep scientiflic and technological
concerns compatible with other facets of agrarlan
policy, especially the production and distribu-
tion of technological Inputs. It will also help
design tools and mechanisms for Increasing the
Inclusion of agricultural sciences 1In overall
national science and technology systems.

For these purposes, the program will:

I. Perform studies and research +to enerate
useful Information for an Improved under-
standing of the different Issues and prob-
lems Involved.

il. Use this Information as a basis for guiding
the countries In the design and implementa-
tion of mechanisms, Iinstruments and polli-
cies relevant to the characteristics, re-
sources and technology generation and trans-
fer needs of each country.

Organization and management of national technol-
ogy generation an ransfer systems and Instlfu-

tions

Program activities for the organization and man-
agement of technology generation and transfer
activities will be oriented toward:

i. Study and evaluation of exlisting structures
and of new Institutional developments and
their implications. Provision of technical
support for the design and Implementation
of reorganization processes, whenever nec-
essary.

it. Support for strengthening the administra-
tion and management of national technology
research and transfer systems.

Efforts In this area will focus on the de-
velopment and Implementation of new ap-
proaches and working methods for key Issues
of the administrative and managerlal pro-
cess., This could Include planning and pro-
gramming mechanisms, human resources man-
agement programs, and follow-up and evalua-
tion systems. Training activities will be
organized for managers of national research
and technology transfer systems and will be
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desl?ned so as to encourage the 1Instltutional-
fzation of management training for research and
technology +transfer over the medium term, 1In
universities, graduate programs, and other orga-
nlzations for human resources training, whether
In the agricultural sclences or management scl-
ences.

Development or strengthening of human resource
tralning programs

Educatlional programs located outside the reglon
are presently meeting most of the needs for
highly trained personnel In natlonal research
and technology transfer systems. In view of the
funding problems common 1In most of the coun-
tries, and the climbing costs of extra-reglional
training, concrete efforts must be made to 1In-
crease the particlipation of graduate +trafining
centers of the region In preparing personnel for
natlional technology generation and transfer Ins-
titutions, both public and private. The program
wibhs

1. Cooperate with natlional research and tech-
nology transfer systems and institutions In
preparing human resources development plans,

f1. Cooperate with universities and other train-
Ing organizations In areas related to cur-
riculum development.

t11. Promote the development and Implementation
of mechanisms that will facllitate greater
fntegration between research and graduate
training.

Reclprocal cooperatlion and International coordi-
natflon of research and fechnology fransfer

The reglon already has experience w!th networks
for 1information exchange, technology transfer
and International coordination of research
activities In speciflic areas. These experlences
have proven an effective way to make better use
of avallable resources for such activities.
This 1s particulardly true for the smaller coun-
trtes, which cannot meet all thelir technological
needs 1f they act In isolation. The experlences
of such programs as the PCCMCA, PRECODEPA, REDINA

and PROCISUR provide clear evidence of the use-
fulnes and potential Impact of these mechanisms.
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However, 1f such programs are to operate effec-
tively, they must be adequately funded and re-
celve enough administrative support to operate
Internationally. In this context, the program
will cooperate with the member countries to:

I ldentify areas and opportunities for coop-
eration and Information exchange.

11l. Seek and obtalin needed financlial resources.

I11. Design and Implement Institutional and ad-
ministrative mechanisms for cooperation and
exchange.

During the 1987-1991 term, the PROCISUR program
wlill be continued. The Implementation phase
will begin on the PROCIANDINO project, and inl-
tlal activities will take place to define similar
mechanisms for the countrlies of Central America
and the Caribbean. Stress will be placed on ad-
ministrative support for research networks such
as REDINA, PCCMCA and RISPAL and for professional
assoclatlions In the fleld of agriculture, such
as IFARD, ALCA and ALPA,

Formulation and_ Implementation of Investment

ProJects

One of the most Important requirements for the
development and consolldation of a highly pro-
ductive research and technology transfer system
Is adequate financing. Investments In this fleld
have speclal characteristics and are highly
profitable. Therefore, bllateral and Interna-
tional funding agencles are very Interested In
assisting national efforts to strengthen tech-
nology generation and transfer systems. This
Interest can be translated Into concrete, pro-
ductive programs only If specific projects are
avallable and administrative capabilitles exist

for Implementing them. The program will facili-
tate the efforts of member countries to reap the
b??7flfs of these funding opportunities. It
w H

I. Assist national Institutions In seeking re-
sources.

1. Cooperate, together with CEPI, in the design
and formulation of projects.

iti. At the request of the countries, participate
in administering these projects.
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4.4 Program |11, Organization and Management for
ural Development

4.4,1 Purpose

Broad sectors of the rural population In
Latin America and the Caribbean operate under severely
restricted access to baslic production resources (land,
water, caplital) and services (technical assistance,
marketing, education, health). These resources and
services are essentlal if the rural family Is to es-
cape from poverty, organize with other famillies to
Incorporate Itself 1Into the soclial and pollitical
fabric of the countrlies, and begin to feel the bene-
fits of development.

The purpose of this program Is to support the
Member States Iin defining rural development policles

and programs and strengthening Institutions responsi-
ble for carrying out these policles and programs
through concrete action. Efforts will be oriented
toward: i) tdentlifying the problems of poor rural
populations and designing and implementin poll$les
to overcome rural poverty; 11) Improving the perfor-
mance of Institutional systems for rural development
and achleving Integrated delivery of services for the
population; i11) strengthening capablilities for the
preparation and management of rural development pro-
grams and projects; and Iv) performing action to pro-
mote and strengthen farmer organizations and Improve
business management sklills.

4.4.2  Problems

Landless workers, small farmers, tenant
farmers and their famlilies In rural zones display all
the common trailts of rural poverty. These Include:

- Iittle or no access to land and or capltal
resources;

- low levels of technology;

- low Income from agricultural activity;

- I1ttle or no access to production support

(credit, marketing, research and technical

assistance), education, health and other

f?rrlces essentlial for a better standard of
ving.
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Small scale farm producers In the countries of
the reglon occupy a high proportion (often the major-
ity) of rural production units. The rural sector In
Latin America and the Caribbean Is characterized by
an ownershlp structure of land concentrated on a small
number of medium slzed and large farms, while at the
same time, small holdings (less than 5 hectares) are
Increasingly segmented. Thils process affects a large
number of small scale, low Income producers, most of
whom l.Ive under conditions of extreme poverty.

Small scale farmers and thelr familles have
always played an Important role In agricultural pro-
duction, partly because small farmers produce most of
the foodstuffs for the domestic market and employ a
large proportion of the economically active rural po-
pulation. Policles that give preference to the de-
velopment of export agriculture have led to a blas
for providing thls sector with services, Incentlves
and other benefits, to the detriment of those who
produce baslc consumer foods. This Is why small farm
production has been unable to grow.

In fact, the countrlies have learned to lIdentlfy,
formulate, Implement and evaluate policles, rograms
and projects to target rural poverty, owever,
serious handicaps continue to keep the Iimpact below
expectations. These |Imltations Include:

a. There Is a need for Iidentification and Interpre-
tation of rural problems and for formulating and
Implementing approprlate solutions with the par-
ticlpation of the population. During the past
twenty years, +the countries have been carryling
out different policles and programs to solve
problems of rural poverty., These have Included
a?rarlan reform settlements, assoclative produc-
tlon enterprises, programs for Intensification
of agriculture, education campaligns, programs
for rural women and youth, attention to basic
needs, rural Industry, publlic works, Improved
trade relations, Integrated rural development,
etc.

However, these programs have had a minor Impact
for many reasons. For example, Information sys-
tems on rural poverty problems are Inadequate.
Analytical skills for the formulation of
effective policles in thils area are Iimited.
Mechanisms for real participation by the rural
population are flawed. Limitations have also
been encountered In defining and carrying out
coordinated actions to promote and strengthen
farmer organizations, and to ensure equlitable
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distribution of the beneflts of program and
project Implementation.

Institutional systems are unable to generate the
services required by the rural population and
have them delivered iIn an Integrated fashion.
The capablliity of institutions to deliver timely
and integrated services has been steadily de-
clining, due to budgetary constraints and to a

lack of effective mechanisms for coordination.
Different Institutions often experlence conflict
over spheres of action, prlorities cllentele,
modes of operation and responslblllfles. A pa-
ternalistic attitude Is frequently adopted, and
consequently, rural populations are Increasingly
dependent on instlitutions to promote thelr de-

.velopment,

Skills for the identiflcation, formulation and
management of rural development programs and
projects are Inadequate. Programs and projects
Implemented by countries have generally been
characterized by high costs per beneficlary, as
a result of working models that favor Individual
attention for a geographically disperse popula-
tion. Programs and projects have not provided a
satisfactory response to the real needs of the
population., This Is due In part to the limlted
particlipation of beneficlaries, excessively cen-
trallzed decision making, Inadequate managerlal
skills, and gaps In the design and application
of approprliate tools for project management.

Managerial skills are lacked Iin production and
service businesses. Little emphasis has been

laced on rese I
garmer organlz%f Zﬁf anJ”g% :;gggrgilyg eJ?S?SrISS

management, and useful experliences have not been
written up or published. It Is also Important
to note that farmer organizations have had little
participation in the process of defining and Im-
plementing actions and channelling resources to
consolldate self management skills, There Is a

severe shorfa%e of personnel trained to provjde
technical assistance to production and service

businesses, and technical and financlal coopera-
tion activities have had I|imlted ccverage and
little Impact In promoting and strengthening as-
soclative production groups.

Areas of concentration and actlion plans

The program will respond to these problems
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by concentrating Its actlons In four high priority
areas:

a. Analysis of rural development problems

The program will provide technical cooperation
to the countrlies for generating and developling
capablilities to:

I. Analyze and Iinterpret the causes and the
scope of rural poverty as a basis for
Identifylng policles, programs and projects
that will help overcome it.

I1. Evaluate rural development strategles,
measuring the progress made for Incorpo-
rating rural famililes Into the soclal and
political Iife of the countries and Into
the benefits of development through the
implementation of policles, programs and

projects. Emphasis will be placed on
analyslis and dissemination of past experli-
ences.

ili. Improve Information systems on rural poverty
and on actlions taken by the countries to
overcome [t, as a way to strengthen thelr
capabllilty for action at different levels
of political decislon making.

Iv. Analyze and evaluate pollicies, programs and
projects to overcome rural poverty, encour-
aging the adoption of sectoral or compre-
hensive policles that wlll make these pro-
grams viable, and stressing a reglonal ap-
proach to bring about adequate participa-

tlon of local institutions and benefi-
clarles.
b. Strengthening Institutional systems responsible

for rural development

Emphasis In this area will be placed on support-
ing the countries' Institutions In the analysis of
exlsting models for Institutional organization and in
preparing alternative proposals to:

i Improve the performance of institutions and
f?e quality of services to rural popula-
tions.
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Il. Faclillitate coordination among entities re-
sponsible for the formulation, Implementa-
tlon and evaluation of rural development
policles, programs and projects.

I1i. Decentralize actions at the reglional level
by promoting the effective particlipation of
2?neflclartes through thelr own organiza-

ons,

Ive. Increase managerial skills to Improve the
administration of the Institutions and thus
strengthen thelr performance and ralse the
quality and effectiveness of thelir services.

c. Formulation and management of rural development
programs and projects

Cooperation activities wlll be designed to Im-
prove the capabliities of Institutions and farmer or-

.ganlzaflons for formulating and managing programs and
projects. Speclal efforts will be made to:

I. Analyze the present sltuation of formula-
tion and management of programs and proj-
ects by rural development Institutions and
producer organizatlions.

Il. Develop and promote models, methods and
instruments for formulating and managling
programs and projects.

iit. Strengthen the managerlial skills of people
responsible for Iimplementing rural develop-~
ment programs and projectfs, by +training
techniclans and farmers In the use of meth-
ods and Instruments for Identifying objec~
tives, and preparing, Implementing, follow-
ing up on and evaluating activities.

Iv. Provide technical support for program and
pro{ecf management, and document and dis-
seminate the results.

d. Technical support and training for business
organlzaftion and management

Efforts will be made to Improve the abllity of
the countries to promote and support farmer organiza-
tions and Iimprove business management skills. Ac~-
tions will be targeted primarily to:
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Analyze the present sltuation of farmer or-
ganization, management models for assocla-
tive forms of production, and dissemination
of past experliences with the application of
these models. This will be a means of gen-~
erating new methodological approaches +to
rural development,

Traln national technical staff In appro-
priate methods and procedures for promoting
the real participation of beneficlarles
through their representative organlzaf'ons
during the different phases of national
strategles to combat rural poverty.

Support speciflc projects to strengthen

armer organizations and improve thelr
abllity to participate In the Identifica-~
tion, formulation, Implementation and evalu-
atlon of rural development policles, pro-
grams and projects.

Cooperate with the countries In developling
thelr Institutional ablilities to Identify,
design and Iimplement training programs for
farmer organizations as a way to strengthen
thelir capablility for achleving access to
goods and services and using them efficlent~

ly.

Analyze and select models for farmer or?a-
nization, appropriate to +the particular
characteristics of each country, that will
help Improve the efficlency and effective-
ness of rural development program and prog-
ect Implementation. For this purpose, the
program wlll encourage documentation and
exchange of experiences In each country and
among countries.

The program wlll work to strengthen actions In
these high priority areas of concentration by pro-

moting:

Cooperation among the member countries In
the analysis and dissemination of experi-
ences with farmer organization, as a strat-
egy to make rural development projects more
dynamic.

Support for the countries to help them at-
tract external resources for rural develop-
ment programs and projects, with a strategy
based on strengthening farmer organizations.
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- Projects that not only emphasize the orga-
nization of small scale farmers and the ad-
vancement of rural familles, but also 1n-
clude lIssues directly related to other | ns~-
titute program areas (pollicy analysis, re-
search and technology transfer, animal
health and plant protection, marketing).
Consequently, program coordination mecha-
nisms will be established to facllitate es-
sentlal iInteractlion and prevent duplication
.of efforts so as to provide a uniflied, ef-
ficlent response to the technlical coopera-
tlon needs of the countrles and to tackle
rural poverty,

- Training, which 1s a factor found itn all

the high priority areas and will recelve
speclal attention.

4,5 Program |V. Marketing and Agrolndustry

4,5.) Purpose

The Marketing and Agrolindustry Program 1is
based on two fundamental characteristics of the pres-
ent situation In the countrles of Latin America and
the Caribbean, The first Is the growing complexity
of marketing systems and the greater needs for pro-
cessed foods, both of which derive from urbantzation
trends and the resulting functional, spattal and tem-
poral lags between productlion and consumptlion. The
second feature 1s the newly emerging Importance of
International agricultural trade in general, and par-
ticularbly of nontraditional products, In response to
needs for growth In the economies of the reglon. In
recent years, extenslve opportunities have begun to
open In the Internatlional and Intrareglonal markets.
However, these opportunities can be +tapped onbly 1If
phys!ca‘ and Institutional Infrastructure 1s avall-
ab:e. This 1Is not presently the case In al} coun-
tries.

The purpose of the Marketing and Agrolndustry
Program In thls framework Is to support the countries
fn thelr efforts to Increase the effliclency of thelr
marketing processes., The program wibl}l ablso work to
improve the effective participation of agricultural
products In International, biblateral and multilateral
trade In the reglon and the world. This wil} be done
by Improving the design of informatlon channels and
systems, Increasing Investments In rural agrolindustry
and promoting nontraditional agricubtural export,
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4.5.2 Problems

Growing urbanization and the resulting need
to move greater volumes of products between the fleld
and the clity and within the clities require effective
strateglies, and organization and Iinvestments so that
agricultural products will reach consumers qulickly
and In good condition. This has always been, and con-
tinues to be, the most deeply felt problem. It holds
back domestic marketing development and depresses
farmer Income. Many national efforts and Interna-
tlonal technical cooperation projects have been
focused on comprehensive solutions to this problem.
Recently, however, the growing Importance of Iintra-
reglional and international trade has added a new di-
menslon to the many problems that need to be solved
If the agricultural sector Is to make a full contri-
bution to economic and soclal development In the re-
glon, Related Issues are the technology avalilable
f?r ?{ocesslng and handlling products, forms of orga-
nization for "obtaining market entry, access to ap-
propriate Information, and management of external
marketing processes,

The following concerns are of particular Impor-
tance in the context of these general problems:

a. Inadequate Information

Strategles adopted by the countries to solve
marketing problems have almost always assigned a
dominant role to the government, rangling from
setting standards and regulations to actually
particlpating in product and Input handling for
domestic and International markets. The govern-
ment, In order to play this role, has Invested
in Infrastructure which was then managed by dif-
ferent public sector organizations. However,
thils physical infrastructure has not been offset
with the development of national Information
systems | Inked to International systems.
Consequently appropriate data are not avallable
to support decision making on production (such
as planning crops for domestlic and external mar-~
kets); sales +through accessible markets; op~-
portunities to enter external markets; qualit
standards and packaging regulations; suppor¥
prices; International trade, trade legislatlion;
etc. Market effectiveness Is I|Imited by organi-
zational constraints, the lack of clear prilor-
ities for collecting and sorting data, Inadequate
analysis of data for generating useful reports,
and an overall lack of strategles for timely
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dissemination of iInformation, although the media
for this purpose are generally avallable.

Insufficient development of Infrastructure for

rurajl agrolindustry

The government cannot work alone. Private sector
projects need to be developed Iin rural zones,
using a particlpatory organizational structure
to combine producers and other agents and an ef-
fective operating strategy for Iinvestment In ru-
ral Infrastructure for post harvest management
of products and for processing farm goods. I+
seems paradoxical that most agroindustry Is lo-
cated In urban zones. This makes It Iimpossible
to glve added value to agricultural production

T fhe point of origin and Increases problems of
rural poverty and rural to urban migration. The
slituation Is helghtened by agricultural flnance
policies Increasingly oriented +toward working
capital loans, and by Industrial financing poli-
cles that concentrate on urban centers.

Insufficlent private sector participation Iin de-
veloplng Infernaftlonal marRe#s —<-palloh ‘R o

Intraregional trade has been welcomed as an Im-
portant channel for Latin American Integration.
It Is not yet strong, but varlious Institutlions
provide lasting support to the countries' efforts
In this direction. In the context of Interna-
tlonal +trade, \International organlzations are
constantly working to Improve the relations among
countries through agreements and policles for
International trade and for renewing the flow of
financlal resources toward productlion and trade
projects. More Is needed, however, If the coun-
tries of the reglon are to participate actively
In iInternational trade to generate foreign ex-
change and reactivate thelr economles. The
public sector needs to play a more active role
In promoting private sector Initlatives through
legislation and projects that encourage Iinvest-
ments In jolnt ventures.

Latin American cooperation also provides a
framework for sharing Information on health
standards, quallty control regulations and legal
restrictions that need to be respected by coun-
tries participating In trade. Such legisliation
should be subject to continuous analysls and
review in all countrlies to prevent It from acting
as a barrier to trade.
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Areas of concentration and action plans

Many serious problems are affecting agri-

cultural development from the standpoint of marketing
and agrolndustry.. The program has selected the fol-

lowing areas of concentration:

a.

Identification of marketing problems and devel-

opment of soluflons

i. Analyze with +the countries the Iinherent
problems of the marketing process; Iidentlify
and analyze policles and projects that will
help solve problems.

I1. Train the technical staff of national Ins-
titutions in organization of marketing, use
and dissemination of Iinformation, and pre-
paration of marketing projects.

iti. Support national institutions In decidin
what types of economic, regulatory and lega
information should be compiled and published
rapidly so they will serve as useful tools
for decision making on production plans and
domestic and International marketing.

Ive Support the countries In creating systems
for the generation and dissemination of In-

formation and for education In the use of
information to support decisions on market-
ing and on entering international trade.

Promotion of rural agroindustry

The program will work In the countries to promote
strategies and policles for bringing Industry
into rural areas and Increasing the rural added
value of production., This wlill recast the rela-
tlons between Industry and agriculture, and em-
phasis will be placed on processing agricultural
go:ds. The following actlions will be carrlied
out:

. Support the countries In setting up organi-
zatlions to promote small and medium slzed
enterprises that will develop agroindustry,
domestic marketing of agricultural products
and Inputs, and export.

it. Promote and support the countries' efforts

to develop institutional capabilities for
training In the preparation of agroindustry

projects.
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Promotion of technical cooperation for intra-
reglional trade and food security

i. Cooperate in strengthening intraregional
market systems for agricultural products,
using the economic cooperation model put
forth by other regional instltutions.

1. Encourage the establishment of cooperation
mechanisms among countries and organiza-
tions. This 1Is necessary for encouraging

the exchange of information as a basis for
decisions to coordinate production and enter

Intraregional markets., A strategy will be
adopted for reciprocal support In the area
of food security and joint coordinated par-
ticlipation in extraregional markets.,

I1i. Support the countries in promoting, Imple-
menting and evaluating producer organiza-
tions for agricultural export.

Promoting nontraditional agricultural exports

The program will work In the countries to promote
relations between the public and private sectors
for the production and export of agricultural
products with high added value. The following
activities will be carried out:

ie Encoura?e and support the organization of
nationa and multinational programs for
training farmers and other groups lInterested
In participating 1in agricultural export
businesses.

Il. Encourage the organization of meetings and
events to bring liIndividuals from countries
of the region together with potential Im-
porting countries, to exchange experiences
and develop technical and trade relations
between the two groups. This will lead to
Jolnt venture projects.

i1i. Support the countries to develop capabll-
ities for the generation and use of Infor-
mation on external market opportunites and
conditions, for export planning.
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4,6 Program V., Animal Health and Plant Protection

4,6. 1| Purpose

The Animal Health and Plant Protection Pro-
gram will far%ef problems of pests and diseases that
reduce agricultural production and productivity and

|imit marketling.

Appropriate physical and Institutional infra-
structure, technically capable and highly responsive,
Is needed for solving these problems. Ef fective,
lasting actions must be taken to control major pests
and diseases and prevent them from spreading.

The Animal Health and Plant Protection Program
will cooperate with the countries In strengthening
specific natlional 1institutlions 1in this fleld. I+
will seek to Increase their capability and effective-
ness In reducing economic losses caused by pests and
diseases during agricultural production and marketing,
preventing the introductlion of exotic pests and dis-
eases, and controlling the spread of diseases already
in the countries.

4,6.2 Problems

Pest and disease problems in the countries
of Latin America and the Caribbean affect the produc-
tion, processing and marketing of agricultural goods.
This reduces the food supply and the avallabl?lfy of
fibers, furs and other products.

Most of the countries of the reglon are Iin dif-
ficult economic stralts. Thlis has underscored the
need to Increase agricultural production and thus
achleve greater food self sufficiency, minimize food
imports and Increase foreign exchange earnings through
agricultural exports,

The possibility that insects and diseases will
spread has increased with the development of new
ITvestock production projects, Increased crop lands,
and diversification to introduce nontraditional crops
that provide greater competitive advantages 1in the
international market. All these trends require an
exchange of genetic materials and International move-
ment of products.

These new problems have awakened Iinterest In
producing regular economic estimates of pest and dis-
ease |osses. With +this 1Information, the outbreaks
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can be classified and described to raise awarenes of
their Iimportance, and resources can be channeled to
control them, with special preference for high prior-
Ity problems.

The countries are making major efforts to control
certaln ests and diseases. However, the Iimited
budgets n most countries necessitate efficient and
highly capable 1institutional mechanisms, capable of

carrying out joint activities with International Ins-
titutions and with other countries of the region.

The following problems are of particular impor-
tance:

a. Institutional structures

Major technological developments have been made
in recent years for pest and disease prevention
and control, These advances cannot be used un-
less physical faclilities are avalilable, Including
laboratories, quarantine stations, and others.
They also require the consolidation of Institu-
tional and organizational structures to provide
a systematic, ongoing response to the many needs
In the field of animal health and plant protec-
tion. Operating resources are |imited, and
qualified staff members are Increasingly aban-
doning this field. These are two speclific types
of drawbacks belng encountered.

b. Economic losses due to diseases and pests

Institutions must develop the capability for
acquiring in-depth, accurate information on
losses caused by major pests and diseases, so
they can set priorities for control programs.
This is true both for diseases that have an in-
ternational Impact, and for those that deter lo-
cal agricultural production and productivity,

c. International trade

Little Information Is available on the prevalence
and incidence of pests and diseases In the coun-
tries. As a result, new health problems are
being Introduced through the Importation of ani-
mals, plants and various agricultural products.
In other cases, excessively restrictive measures
hobble international agricultural trade, and un-
famillarity with these measures often spells the
doom of export diversification projects. No
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presently existing system provides full interna-
tional coverage to support the countries by pro-
viding Information for proper decislon making In
this fleld.

d. Particlpation of the private sector

With few exceptions, private sector agricultural
producers 1In Latin merica and the Caribbean

have very Iittle participation In promoting and
supporting animal health and plant protection
programs.

®. Mass medla

IICA performed a study of mass medlia structures
that support animal health programs 1In Latin

America and the Caribbean, and found a great
need for development, A similar situation can
be obsetrved for plant protection.

4,6.,3 Areas of concentration and actlon plans

The overall purpose of the program Is +to
increase the effectiveness of Institutional systems
for animal health and plant protection In the region.
I+ will concentrate its activities in the fol?owlng
areas of action:

a. Strengthening institutional structures for animal
Te3ITh and plant protecrlion

Dynamic changes are taking place in many Insti-
tutions of the countrles, Iincluding the minis-
tries of agriculture and their animal health and

plant protection services. The Institute will

cooperate in analyzing and evaluating these
changes 1In terms of present and future chal-
lenges. I+ Is Important to examine the struc-

tural models used in those natlonal Institutions

that have proven most effective, and to help

other countrles introduce <changes in their

present structures. The program will seek ways

to make more effective use of Institutional re-

sources, both human and budgefar¥i in the field
o

of animal health and plant protec n. It wille

I. Cooperate In developing organizational and
administrative models and operational meth-
ods +to strengthen national institutions

responsible for animal health and plant
protection, and provide necessary promotion
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and support to see that they are adapted
and used in the countries.

Work through the Inter-American Animal
Health Commission (COINSA) and the Technical

Advisory Committee (TAC) to foster more ac-
tive participation by private sector orga-
nizations in plant and animal health pro-
grams In the countries, as a means of
providing continuity to health programs and
improving the effectiveness of specific

campaligns.

Identify needs to train human resources In
carrying out animal health and plant pro-
tection actions, and to cooperate with the
countries in developing local capabilities.

Support the countries in reviewing, ana-
lyzing and updating animal health and plant

protection legislation, especially with
reference to quarantine, pesticides and
veterinary products. Support efforts +to
harmonize legislation at the subregional
and regional levels, when pertinent, urging

the countries to adopt control measures of
proven effectiveness.

Support the ongoing evaluation of laboratory
services for animal health and plant pro-
tection diagnosis, and for cooperation with
the countries to strengthen these services.

Support research and technology transfer
targeting high priority problems that impede
the progress of animal health and plant
protection activitles.

Promote mechanisms to ensure that national
animal health and plant protection systems
have due access to the latest developments
in biotechnology, including both molecular
biology and genetic engineering, and Iin
other flelds related to the prevention and
control of pests and diseases.

Formulate, implement, and evaluate

animal heaith and plant protection
projects at the national and multina-
tional levels, to solve shared prob-

lems of concern to several countries,
by combining capabilities to make the
best possible use of available re-
sources.
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Economic evaluation of pest and disease losses

Efforts are made being to help the countries
prevent, control and eradicate pests and di-
seases that cause major losses to agricultural
production and threaten to cross national bor-
ders. The program will:

. Evaluate different operating approaches and
identify the most appropriate for each par-
ticular case.

i1. Use the National Animal Disease Sampllng
System (NADS) and the United States Pes
and Disease Information System as models to
?e adaptated to the special conditions of
nterested countries, because these systems
are equipped to compile reliable informa-
tlon on the processes that cause major eco-
nomic losses to animal and plant production.
Speclial seminars and meetings should be
organized for this purpose, for attendance
by animal health and plant protection di-
rectors, to discuss the details of the sys-
tem, reach an understanding on how It will
be used, and design strategies for adapting
it and developing it In the countries.

i1i. Promote pilot projects for developing the
system in Interested countrlies, and attempt
to obtain external funding for these ef-
forts. Personnel +training can be provided
by those who manage more advanced programs.

ive Support the development of new systems to
provide Information on animal heaith and
plant protection losses, Iincluding a study
of the capabilities and performance of sys-
tems alread in use In the countriles,
through which Information Is regularly sup~
plied on the incidence of pests and di-

seases.

V. Support natlional institutions In lIdentlify-
In?. preparing, procuring funding, and car-
rying out multinational or national proj-
ects based on studies of economic losses.
The program will encourage actions to de-
velop methods for compliling valid Informa-
tion on economic losses due to pests and
diseases, for use In setting prioritles and
In identifying necessary support mechanisms.
Already avai?able to groups of countries
are research facilities and dlagnostic
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laboratory services, for use In a complementary
fashion.

In many cases, animal health and plant protec-
tion problems are of such magnlitude that they
lend themselves to a multinational approach.

IICA is equipped to manage this type of project,
and obtain support from other institutions that

can contribute to it.

Advisory assistance for the countries to overcome
healtTh barrlers to International trade

Most of the countries are attempting to Increase
their exports and thus correct their balance of
payments, Importing countries, however, are
setting up barriers In the form of permanent
health restrictions. The most controversial topic
In this sense Is pesticide *esidue and veterlinary
products.

In this area, the Animal Health and Plant Pro-
tection Program will work 1In combination with
the Marketing and Agrolindustry Program to:

I. Develop a system for keeping the countrles
informed of International agricultural mar-
ket practices and trends and their Implica-
tions for plant and animal health problems
and restrictions, and guide them 1In pro-
tecting +their own agricultural resources
::thouf imposing unnecessary +trade restric-

ons,

it. Cooperate with the countries in identifyling
effective means of removing those circum=-
stances which provoke trade restrictions on
products from the member countries.

Sfrengfhenlna health protection and emergency
sysfems .

The growth of International agricultural +trade
has lIncreased the risk of spread of pests and
diseases. The Institute has an Iimportant role
to play In helping the countries to evaluate
health protection systems and develop actions to
strengthen them, especially when Iimmediate action
Is needed iIn response to outbreaks of pests and
diseases that threaten to spread. The Institute
should attempt to develop Internal capabilities
to support requesting countries In case of an
emergency., Program actions in this fileld will

work to:
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Design and promote mechanisms with which to
enhance the countries' abillity to take Im-
mediate action In case of an outbreak of
high risk pests and diseases.,

Support the countries In ongoing evaluation
of plant and animal health Iinspection sys-
tems 1In international alirports, seaports
and borders, and cooperate with them to
strengthen these systems.

Cooperate with national institutions to de-
velop and strengthen all forms of mass media
In support of animal health and plant pro-
tection services.

Promote greater use of the Inter-American
Plant Protection Commission as a permanent
forum for consultation and guidance for the
identification and recommendation of high
priority animal health and plant protection

actlions.

Improve coordination with other Interna-
tional, reglonal and subregional organiza-
tions (OIRSA, JUNAC, COSAVE, FAO, APHIS,
PPQ) to facilitate mutual support of animal
health and plant protection actions.

Coordinate and support other |ICA programs
and units, as well as CATIE and other Ins-
titutions such as unliversities and scien-
tiflc assoclations, in developing national
and muitinational actlions for animal health
and plant protection (CIP, CIMMYT, CIAT,
CARICOM) .,






CHAPTER 5
GUIDEL INES FOR INSTITUTIONAL ORGANIZATION
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5.0 I ntroductlion

The units of I1ICA's operational structure are the
management structure, technical cooperation units and
CATIE, The management structure contalns the offlce
of the Dlrector General, managerial support units,
supervislion of operatlons and the system for planning
and evaluation., The technical cooperatlion units are
the program directorates, natlonal offlices and tech-
nical support units.

The nature and actlion of these units are as fol-
lows:

5.2 Management structure

5.2, ) Offlce of the Director General

The office of the Director General 1Is the
Institute's hlighest tler of technical and adminlstra-
t1ve management, It Includes the offlices of the DI~
rector General, the Deputy Dlrector General, the ad-
visors to the Director General and the Internal audit.

5.2.,2 Management support unlts

Management support units Include the Secre-
tartat of the Inter-American Board of Agriculture and
the Executive Committee and the unlts responsibtlte for
external relations, human resources, flnances and ad-
ministration of services,

5.2.3 Unlts for supervislion of operatlions

Directorates for area operations (central,
Caribbean, Andean and southern) are the principal
means for supervising operations., Thelr task Is +to
coordinate actlions taking place In thelr assigned re-
glons, supervise natlonal offlices, and serve as a
Malson between natlonal offlces and +the central
office of the General Directorate. This wlll Increase
the effliclency and responsiveness of |ICA's operations
and management,

In consonance with the objectives of the 1987-199¢
Medlium Term Plan and within the present framework of
Increased reglonal Integration, the directors of area
operations wibbl work to:
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a. ?gpervlse the efficlent operation of national of-
ces.

b. Foster the process of horlzontal cooperation among
the countries In the area as a means of facllli-
tating complementary actions and promoting better
use of the counfrres' human and financlial re-

sources.

¢c. Take advantage of |ICA's technical and sclentiflic
brokerage capacity to encourage actions shared
among the countries (especially In areas of tech-
nology, disease control and greater complementar-
Ity in production and marketing), and attract the
participation of reglonal organizations speclal-
1zed In these flelds.

d. Promote the development of multinational projects
for technical cooperation, especlially for financ-
ing by other institutions, through the identifi-
cation of problems with a regional Impact; and
support the design and Implementation of +these
projects by cooperating with the directors of
pertinent programs and other offices.

The locatlion and organization of directorates of
area operations should obey the need to ensure ade-
quate technical and administrative ties with head-
quarters, and the magnitude of multinational projects
presently taking place In the area or projected for

the future.

5.2.4 The planning and evaluation system

The planning and evaluation system 1Is the
channel through which new projects and Initiatives
are evaluated and allocated budgetary resources iIn
consonance with the objectives and priorities of the
Medium Term Plan. I+ also provides an opportunity
for central management to give feedback through eval=
uation of actions by the technical cooperation units.

The Directorate for Planning and Evaluation coor-
dinates the system and Is responsible for the fol-
lowing functions:

a. Prospective programming or strategic planning.
This Involves analysis of the background and de-
velopment of technical cooperation models, so as
to propose alterations +to tested approaches,



83

strategles and operating mechanisms used by _the
Institute to carry ou its activitles. This
analysis culminates In the preparation of medium
term plans, drafting of documents +to define
I ICA's general policles and proposals for creating
or suspending programs.

b. Operational planning. This unilt provides a
detalled annual program of activitlies; it iden-
tifles specific goals and sets up a timetable for
project action and resource allocation through
the plans of operation for each project.

Thils unit is also responsible for preparing the
two-year program budget, for approval by the Di-
rector General and submission to the Board.

c. Follow-up. The directorate regulates and guldes
the supervision and follow-up tasks performed by
program directors, area directors, office direc-
tors and project heads.

d. Evaluation. The directorate Is responsible for

organlzlng ad-hoc groups of external experts to
evaluate the Impact of programs, natlional offices

and projects.

5.3 Technical cooperation units

5.3.1 Introduction

IICA renders Its technical cooperation ser-
vices to the member countries through the program di-
re?Iorafes, national offlices and technical support
units,

The role of these technical units for the 1987-
1991 period iIs based on the following two factors:

a. The need to ensure |ICA's technical excellence
and to concentrate Its resources on specific sub-
Ject areas for which the Institute has compara-
tive advantages; these must be areas of high
priority to the countries, and must be reflected
In the existence of Institutional structures with
which IICA can cooperate.

b. The need for a decentrallzed organlzational and
management structure flexible and dynamic enough
to operate in the fleld In response to the chang-
ing needs and requirements of the countries.
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Certaln conditions are essential If project Im-

plementation Is to be flexible and dynamic, In the
first place, high priority areas need to be designated
for technical cooperation. Furthermore, decision

making on resource allocation for project Implementa-
tlon needs to be decentralized.

5.3.2 Program directorates

Program directorates are the principal tech-
nical units of the Institute. They are responsible
for developing concepts and work methodologies In the
area of program concentration. They seek and obtain
external resources to support specific projects.
They establish mechanisms for capitalizing on ex-
periences with the Implementation of actions taking
place in the program framework. Finally, they are
responsible for the training of technical specialists
assigned to each program.

Each program directorate Is responsible for iIs-
suing annual guidelines on areas of concentration for
the program and on the selection and preparation of
projects within the program area. These guldelines
must be translated lngo ghe Institute's official lan-
guages and widely distributed so they will serve ef-
fectively as standard setters.

Program dlrectorates concentrate Iinitlatives and
assume technical and executive responsibilities for
the use of resources allocated for the following
operational purposes:

a. Cooperating with the countries in the identifica-
tion and analysis of problems through dlagnostic
studles and assistance In setting priorities and
Implementing solutions.

b. Helping strengthen public and rivate Institu-
tional systems supporting the agricultural sector.

c. ldentifying, designing and Implementing multina-
tional technical cooperation 1In +the pertinent
subject area.

Addlitionally, In coordination with national gov-
ernments and offlces, program directorates are res-
ponsible for providing advisory assistance and support
for the organization and technical supervision o? na-
tional projects In specific subject areas.
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Program directorates wiil be located at Institute
headquarters and will be staffed by a director, a
support group of two or three speclalists also located
at headquarters, and reglional techniclans, the number
and location of whom may vary with the volume and
needs of projects In each area.

The program will have reglonal speclialists in
charge of directing multinational projects and co-
operating with program directors in the Identifica-
tion, formulation, follow-up and evaluation of tech-
nical aspects of the projects that the program |is
carryling out In the regilon.

Each program will have an external advisory coun-
cll to provide a continuous flow of Ideas and outside
suggestions. The councils will be comprised of ex-
ternal speclalists who will provide nput to each

program directorate.

5.3.3 Natlional offices

National offlces are the units through which
the Institute malntains permanent relations with gov-
ernment authorities; they provide the Instltutional
and administrative foundation for implementating
I ICA's work In the countries.

These offlces Identify and Interpret +the coun-
tries' needs in IICA's sphere of competence and pro-
pose actions to meet those needs. The offlices con-
tinuously perform and update studies of the problems
affecting agricultural development and rural well~
being, iIn conjunction with the programs and In close
contact with natlional authorities. These studles
will pinpoint problem areas of high priority to the
countries, In which IICA Is qualiflied go assist,

Within this framework, national offlces take ini-
tlatives In the following areas:

a. Cooperate with the programs by providing adminls-
trative and loglstical support for the Implemen-
tatlon of projects and other activities for co-
operation In program areas, as accorded with na-
tlonal authorities by the program director and
IICA's representative, who will guide cooperation
activities.

b. Identify, prepare and Implement national projects
to provide services In high priority areas. ’
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c. Participate In preparing multinational projects
and In implementing the natlional component.

d. Provide technical assistance to the countries iIn
response to unanticipated problems.

National offlices must stress the development of
capabliities for project identification, administra-
tion and Implementation. They see that I|ICA's tech-
nical resources and services are Incorporated Into
projects and moblillze resources provided by the base
country or other countries In the region through tech-
nical and sclentific brokerage. At the request of
the countries, the offlces  provide administrative

support for project implementation.

The representatives In national offices have tech-
nical and administrative authority over assigned per-
sonnel. They have administrative authority over pro-

gram speclallists engaged In projects taking place In
the base country, and provide them with needed admin-

Istrative support services.

5.3.4 Technical support units

The functions of technical support units In-
clude developing speclal capacitlies and providing
specific services that will reinforce and supglemenf
the work of program and area directorates and the na-
tional offices to which they are assigned.

The technical sﬁgrorf units are: the Investment
Projects Center (CEPI), the Inter-American Agricul-

tural Documentation and Information Center (CIDIA),
the Edltorial Service and the Computerlized Informa-
tion Service.

a. _Investment Projects Center (CEPI)

The purpose of the Investment Projects Center is
to cooperate with the Member States and [ICA's
units by providing support and direct services In
the formulation of projects and tralning of Ins-
titute and country personnel. Strategic gulde-
lines governing CEPI call for action to:

I. Increase Its coverage through coordination
and horlzontal cooperatlion with program per-
sonnel and project speclialists in the coun-
tries. In this way, it will support |ICA's
own actions and make a special contribution
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to the Institute's Internal staff +training
In the area of CEPIl's competence.

ii. Extend and Improve project writing actions
through more efficlent use of quota re-
sources and better use of other staff members
speciallzed In projects located In [ICA's
operations centers.

111 Improve methodologies for evaluating social,
economic, monetary, financlial and foreign
exchange condlitions, stressing the use of
microcomputers and the development and adap-
tation of programs for Investment project
analysis at the farm and sector levels.

ive Select and strengthen national and reglonal

training units in the Center's area of c?m-
petence, and consollidate the in-service

training system.

b. _Inter-American Agricultural Documentatlion and In-
T3Fﬁ311?ﬁr1ﬁiFTEFﬂTC1Tﬂ7rT"

The Inter-American Agricultural Documentation and
Information Center (CIDIA) 1is +the Institute's
technlical support unit speclializing In documental
Information., CIDIA works with scientific and so--
cloeconomic documentation related to agriculture,

stressin subject areas selected for action by
the Instltute's programs.

CiDIA's objective Is to create and maintaln docu-
mental Information services for all groups In-
volved with |ICA's actlons and to tap new tech-
nological developments so as to keep Its services
efficient and timely.

CIDIA makes use of new know-how and technlical re-
sources to support the development of documental
Information systems and structures at IICA and In
gg Member States. It takes actlions that serve

I. ldentify, prepare and Implement documental
Iinformation projects.

1. Promote and apply adequate and efficlient
methods and +technliques for analysis, re-
trieval and use of documental information,
and publiclize them among |ICA's programs and
throughout the countries.



88

Iil. Support the development and efficlent use of
documental data bases on subject areas of
major Interest to |ICA's programs and to na-
tional Institutions.

ilve Develop guidelines and promote the use of
uniform standards for the organization,
handling and dissemination of documental In-

formation.

Ve Work iIndividually and In coordination with
other entities In activities requiring
CIDIA's speciallzed support In +training,
technical assistance and provision of docu-
mental Information.

vi. Provide iInformation services to meet the de-
mands of Institute staff specialists and of
users In the Member States through Informa-

tion referral services, use of bibliographic
and documental collec*lons, and data bases

compiled, managed and used by |ICA and other
organizations.

vil. Promote the Iimplementation of Ao%nf acf|¥-
ities among bibliographic Information unifts
as a means of solving common problems and
making more efficient use of human and tech-
nological resources avallable in the region.

Editorial Service

The purpose of the Editorial Service Is to publish
technical works for use by the Institute and the
Member States, provide graphic services to I|ICA's
operations centers, and channel the dissemination,
distribution and marketing of publications.

The Institute's editorlal plan calls for produc-
tion and dissemination of technical publications
(books and journals) geared to the development of
agricultural sector institutions In the continent.
The Editorial Service provides educational mate-
rials and disseminates technical and sclentific
information In the subject areas to which IICA
attaches high priority through the programs con-
talned In the Medium Term Plan. The service
publishes two serles:

I. The Educational Books and Materials Serles
Is oriented towards production of textbooks
for the development of agricultural educa-
tion in the Americas.
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ii. The Research and Development Series was
desTgned fo publlclze fthe resulfs of re-
search and studies In |ICA's fields of high
priority Interest.

Computerlized Information Service

This service Is designed to furnish +technical
support to develop Informatlion systems and sub-
systems through the Incorporation and efficlent
use of computers. It Is avallable for the admin-
Istration and operation of headquarters offices
and national offices. Its task will be to:

I. Use computer systems to process aufom$fed
information, providing services for systems
analysis, computer programming, data process-
ing, data base management, operation and
grrchaslng of equipment and telecommunica-

ons.

il. Gather, process and store data on electronic
media for I|ICA units and services and coor-
dinate the transfer of important information.

1it. Incorporate computer technology and see that
it Is used officiently for developing systems
to Improve |ICA's project Information pro-
cesses, This Involves:

- Analyzing avallable agricultural, tech-
nical, sclentific and statistical in-
formation systems and exploring thelir
potential to facllitate decislion making
processes; and developing alternative
solutions and feaslibility studies for

the purchase of equipment and systems.

- Adapting, applyling and documenting pro-
cedures and useful software packages.

- Promoting the exchange and Integration
of data and the Improvement of agricul-
fu?al statistical systems In the coun-
tries.

Ive Provide training at all levels for personnel
who participate In the use of Information
:¥srems, as a way of maximizing their poten-

a L]
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5.3.5 Troglcal Aquculfure Research and Tralining
enter E)

CATIE Is a research and tfrailning center of
the inter-American system, assoclated wit 11CA. It
has speclal organizational characteristics that guar-
antee It the operating Independence required In Its
mandate. CATIE and IICA maintain Institutional and
technical relations to facllitate mutual cooperation
and support, so that they In turn provide the Member
States with better service, each within Its own area
of responsibility.

CATIE's general objectives are to conduct re-
search 1Into problems assoclated with troplcal agri-
culture; +to perform sclientific researchy to provide
specialized and graduate education; and to offer
tralning and advisory services. In these areas, CATIE
supports |ICA's programs as a valuable means of en-
hancing the Institute's capacity.

CATIE's sclentiflc research services focus on the
countries of Central America and the Dominican Repu-
blic. The graduate school Is open to all of IICR's
Member States.

CATIE and IICA strive to work together In all
countries in which both are active, by sharing facil-
Itles, exchanging Information and developing cooper-
ative projects.



" CHAPTER 6

BUDGET REQUIREMENTS AND FINANCIAL STRATEGY
FOR 1987-199I






93

6.1 _Introduction

This chapter contains estimates of budgetary re-
sources that will be needed In the 1987-199| perlod,
for Implementation of the Medium Term Plan. It 1Is

important to keep In mind that budget estimates are
subject to changing conditions In the economies of
the Member States, caused by problems of external
debt, fiscal deficit and Inflation, Resource needs
depend on economic, political and social conditlions
in the countries, and this Is reflected in the blen-
nial program budget and the annual plans of operation.
Both of these programming tools will eventually take
account of factors which were unforeseeable at the
time this plan was wrltten.

Estimates presented herein Ive only a general
idea of budgetary scope and expecged trends resulting
from implementation of the plan. The year 1986 was
used as the base year for estimating budget require-
ments, and changes were Introduced on the basis of
the new program structure, Estimates are given for
the first and last years of the plan (1987 and 1991),
to indicate general trends. Fligures for the Interme-
dla:e years will appear In short term planning docu-
ments.

6.2 Criteria for determining budget requirements for
the Medium Term Plan

The level and structure of budgetary requirements
must fit the goals of the Medium Term Plan for the
coming period. Certain criteria have been used for
determining the Institute's financlal needs, based on
the expected costs of implementing the comprehensive
g?ldellnes for the objectives, sfrafegg and institu-

onal structure described 1in the above chapters.

These criteria are:

6.2.1 The mandates of the Institute's governing
bodles.

Most Important is the decision of the Member
States to reduce the proportion of regular resources
allocated for financing 1I1CA's regular personnel
during the implementation of the plan (IICA/CE/Res.~
50(V=-0/85) and IICA/ JIA/Res.72(111-0/85))

This policy means that the percentage of
resources avallable for regular personnel costs will
be reduced. There will be no corresponding Increase
in the proportion of resources allocated for general
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services personnel costs, except to cover Inflationary
or other natural growth, Instead, the amount of re-
sources for hiring technical speclalists to conduct
speclific activities (consultants) wilh rise.

6.2,2 Background Informatlion on_ quota resource
qrowth,

: This information can be found 1n the 1983~
1987 Medtium Term Plan, which established that there
would be no increase 1n resources, except to offset
inflation or introduce new projects. In addition, 1t
called for Increases equai to those authorized by the
| ABA for previous blennta, of five percent for 1984-
1985 and zero percent for 1986-1987.

A five percent yearly increase In these re-
sources has been called for In the first year of each
blennium as a means of offsetting Inflation during
the 1985-1986 perlod, and so as not to reduce real
service capabilities. A three percent annual growth
rate has been estimated for the remaining years to
of fset expected Inflation, If, during the course of
the plan, Inflation were to Increase beyond these
figures, the corresponding adjustments should be made.

6.2,3, Speclfic guldetines

a. Concentrate technical capacity In flve program
areas of high priority to the countries, and 1in
which IICA has comparatlve advantages.

This reduction In the number of programs and
concentration of effort mean that the plan wil}
begin with an unequal amount of regular resources
avatlable for the different programs. This 1Is
because the programs are used as a framework to
allocate exlisting project resources. As the
ptan unfolds, efforts will be made to establish
a better balance, 1n accordance with high prlor-
Ity problems iIn the countries. Thus, the pro-
grams for Organlzation and Management for Ru-
ral Development and Marketing and Agrolndustry
wil) see thelr resources grow proportionally,

b. Provide the General Directorate with a decen-
traltzed organization and administrative struc-
iu;e characterized by greater operational flexl-
bibtity,

C. Increase resources from |ndirect Admlinistrative
and Technical Costs (CATI's) by carrylng out the



95

recommendation of the Board that |ICA recover
all costs Incurred for the Implementation of

projects funded with external resources. Efforts
will be made to increase CAT| Income to a minimum
of 8 percent, as established by the Board.

Increase other sources of Income., An effective
policy will be adopted for obtaining resources
from the sale of services and from other miscel-
laneous sources of 1income. This policy Is ex-
pected to produce a significant sum.

Increase resources for technical cooperation.

IICA would Ilike to Iincrease technical coopera-
tion to the countries and will allocate larger
amounts of quota resources for this purpose.
However, this will be possible only if other re-

sources are obtalined In the form of CATI's, mis-
cellaneous Income etc., to supplement quota
funds. This should in no way Interfere with the
development of a responsive, workable structure
for support units, which must continue to recelve
basic resources to carry out the roles assigned
in the Medium Term Plan efficliently and effec-
tively . These units must be able to provide
effective support to the direct technical co-
operation services.

Increase external resources. The five year plan
foresees Iincreases In external resources. Im=
proved overall efficiency, especially In the na-
tional offices, will enable the countries to
make better use of |ICA's service capacity. By
the end of the 1987-1991 period, the Institute
expects to receive nearly 30 million dollars.
Increased external resources signify Increased
overhead costs for the Institute. Projects will
cover thils increase with thelr own resources, so
that the Institute will be reimbursed for all
the expenditures Incurred while implementing ex-
ternally funded projects. At least 8 percent
will be charged to each project for this purpose,
and the resulting income will be used to cover
expenses In the host country and by the General
Directorate.

Emphasize multinational projects. The growth of
multinational activities, both hemispheric and
regional, Increases the percentage of resources
for technical cooperation. These projects can
take place at either the reglional or the hemis~-
pheric levels, and they help prevent dispersion
of efforts.
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Promote horizontal cooperation. Due to0 human
resource constraints, the Institute will expand
actlons for horizontal technical cooperation
and/or technical and sclentiflc exchange, which
means +that & higher percentage of resources
should be allocated for this purpose. The bulk
of the increase should be from external sources.

Real locate resources‘ by reglon and counfr¥.
Changes will occur in the distribution of quota

resources by geographic area during the imple-
mentation of the plan. More resources will be
channeled toward countries and areas which are
relatively less.. developed. in order to make
better use of the Institute's budgetary and
technical resources, thils Increase will be di-
rected at multinational actions.

Provide resources for programs. Program direc-
torates will have access to resources allocated
for multinational actlions, as well as monles
earmarked to support certain projects or activ-
ities In speclific areas or countries. This will
help them discharge thelr responsibilities more
fuily.

)

Overall budgetary requirements

During the 1987-1991 period, resources avallable
to the Institute for financing projects and ac-
tivities will derive from the following sources:

i) regular resources, which conslist of quotas
from he Member States and reimbursements for
Indirect Administrative and Technical Costs
(CATI's) which |ICA recleves for managln? ox-
ternally financed projects, and other ncome
(miscellaneous items, sale of specific services,
etc.); 11) external resources, comprised of In-
come proceedlng from agreements and contracts
signed with national and international Institu-
tlons for conducting technical cooperation proj-
ects and activities In the framework of one of
the programs, or through services provided by
technical support units.

The Institute expects to have a total budget of
agproxlma?el 56 million dollars by the end of
the term. ost of thils increase Is expected to
take the form of external resources, so that the
Member States can make better use eof |ICA's In-
frastructure and services. This means that ex-
ternal resources, which will constitute the
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Institute's principal source of funds, will total
approximately 30 mllllon dollars (see Table 1).
6.3.1 Quota budget requlirements by object of ex-
gen&l?ﬁ??s

The Institute's governing bodles have asked
that personnel costs not Increase. This will be res-
pected, except for adjustments needed to offset na-
tural iInflationary growth. No Increase Is foreseen
In the number of positions for either international
professional personnel or general services personnel.
Consequently, the resources for operational and ge-
neral services costs (objects of expenditure 3 to 9)
will 1Increase in both absolute terms and in thelr
relative levels, reaching almost 30 percent durling
the term of the plan (see Table 2).

A significant change will be Introduced In
the costs of regular international professional per-
sonnel, which will fall from 32.9 percent of the total
to 27.9 percent, a |15 percent decrease over the course
of the five years. This reduction will be effected
through a policy of avoiding the addition of regular
International professlional personnel. Instead, spe-
clalists will be hired for specific projects and ac-
tivities (see Table 2),

Because more resources will be avalilable
for operations and general services, the projects and
the IICA offices In the countrles will be able to In-
crease their services to the countries.

Table |. Estimated overall budget requirements and origin of funds
(Thousands of US$)

FUNDING SOURCE 1986 1987 1991
uss ) uss 4 uss )

A. Regular resources 22 155.0 56.4 22 127.0 57.8 26 631.0 47.0

I Quota
resources 20 289.1 51.6 20 289.1 53.0 23 731.0 49,1
2. CATI
resources | 365.9 3.5 | 337.9 3.5 2 400.0 4.2
3. Other
resources 500,0 1.3 500.0 1.3 500.0 0.9
B. External
resources 17 127.6 43.6 16 156.0 42,2 30 000,0 53,0

TOTAL 39 282.6 100,0 38 283,0 100.0 56 631.0 100.0
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Table 2. Quota budget requirements by object of
expendlture (percent)

OBJECT OF EXPEND! TURE 1986 1987 1991

l. lnfernaﬂonabprofesslonal

personne| - 50.0 51.3 48.4
a. Regular 32.9 32.4 27.9
b. Temporary 17.1 18,9 20.5

2. Local professional and general
services personnel 14,7 14,1 14,0
3-9, Operations/general services 27,7 26.0 29,4
Other 2/ 7.6 8.6 8.2
TOTAL 100.0 100.0 100.0

1/ Increases In 1987 are due to natural inflatlionary growth;
changes affect the budget as of that year.
2/ CATIE and general costs and provisions
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6.3.2 Quota budget requirements by activity

Expected Increases In quota resources willi
be allocated with a preference for increasing direct
technical cooperation services 1in +the countriles.
This can take the form of technical cooperation proj-
ects, services provided by the programs, support units
and speclialized centers, or technical services by |ICA
offices In the countries. Approximateiy 80 percent
of quota resources are expected to be used for these
services by 199 (see Table 3).

Table 3. Requirements for quota funds by category of activity
(percent of total quota budget)

CATEGORY OF ACTIVITY 1986 1987 199l

A. Direct technical

cooperation services 78.9 79.6 80.7
|. Programs 55.5 52.3 53.1
a. Multinational projects 17.5 19.0 25.3
b. Country projects 38.0 33.3 27.8
2, Offlces 1.0 14,6 14,6
3. Centers 4.3 4,2 4,1
4, Technical support services 2.1 2,3 2,2
5. Short-term technical
cooperation 1.0 1.2 le7
6. CATIE 4.9 5.0 5.0
B. General Directorate costs 18.5 16.7 16.1
C. General costs and provisions 2,6 3.7 3.2

TOTAL 100.0 100.0 100.0
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Programs receive the largest percent of resources
for direct technlical cooperation services. The pro-
gram allocations wlil gradually be redistributed so
as to produce a relative and absolute Increase in re-
sources for those programs which presently have Ilow
levels of resources (see Table 4).

Table 4. Relative welght of quota resource allocations
by program (percent)

PROGRAM 1986 1987 1991

l. Agricultural Policy
Planning and Analysis 18.3 20,2 20,0

2. Technology Generation -
and Transfer 44,0 38.8 34,0

3. Organization and
Management for Rural

Deve | opment 14,2 14,3 16.0
4, Marketing and

Agrol ndustry 7.9 9.8 12.0
5. Animal Health and ’

Plant Protection 15.6 16,9 18.0

TOTAL 100,00 100,0 100.0
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An Important change wiil be an Increase in
resources for multinational projects at the area or
hemispheric levels. This strategy will enable the
Institute to concentrate Its actions on problems com-
mon to groups of countries, seeking multinational so-
lutions more effectlvely and efficliently than could
be done through Iindividual actions. This will maxli-
mize the benefits of available resources, bringing
IICA's experience to bear on more countries. Funds
for this kind of activity are expected to Increase
from 17.5 percent to 25.3 percent, reflecting an Im-
portant change Iin the use of 1ICA's human and finan-
clial resources (see Table 3).

This strategy will be followed In all the geogra-

phlc areas; however, speclal prlorl+¥ will be glven
to the relatively less developed countries and groups
of countrles, which will receive an absolute and re-

lative Increase In quota resources. The policy will

place more funds at the service of the Caribbean area
and some countries In the central and Andean areas.

Similarly, the General Directorate will Implement
Institute-wide organizational changes as a way of in-
creasing the efficlency of the administrative struc-
ture. This step will serve to strengthen technical
cooperation services and reduce the percentage of re-
sources allocated to General Directorate costs. The
effect will be most evident during the plan's Initial
years.,

6.4 Financing strategy for the Medium Term Plan

Quota resources contributed by the Member States
will continue to be the financial basis of the Medium
Term Plan during the next flive years. This will be
true despite the expected growth of external funding.

lICA's regular resources will consist of quota
funds and other sources of Income that reinforce and
expand the quota budget. The General Directorate
will seek to Increase these additional sources of re-
gular funds so as to free quota resources for pro-
viding more services to the countriles. Special em-
phasis will be placed on reimbursements from Indirect
Technical and Administrative Costs (CATI's) which are
used to cover overhead costs Incurred for servicing
externally funded projects. All projects with exter-
nal funding must allocate a minimum of 8 percent In
CATI's to offset these overhead costs, wiftfh the ex-
ception of those projects designed to strengthen the
Institute itself, This will be done In compliance
with a mandate of the Board. ‘
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The Institute will receive over flfty percent of
Its funds from external sources during the 1987-199I
term, as was noted above. Program directorates will
play an essentlal role In procuring resources to carry
out studies In high priority subject areas and to fli-
nance multinational projects.

This point takes on added signiflicance under
present condltlions of external flinancing for the
countries, with financlal agencles adopting different
directlons and using new criteria for granting credit.
IICA will develop strategles for acting on a case by
case basis to approach new resource markets and Im=~
plement projects for technical assistance within the
baslic framework of the Medium Term Plan. To ensure
success, new relationships must be established with
major financlal agencles that support Investments and
technical cooperation in the reglon. These new ag-
proaches wlll have a strong budgetary Impact on the
Institute, glven that a more efficlent structure In
the natlonal offlces willl allow the Institute to de-
velop and implement projects to serve the countries
with external resources.

Emphasis wlll be placed on diversifyling sources
of funds as a way of Increasing external resources.
Special Importance will be attached to the European
Economic Community and to private foundations In the
Americas and Europe. Thls should produce a net In-
crease In resources available for |ICA's technical
cooperation actions.
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