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PROYECTO IV.XLJ.l1l

"Estudio de Implementacitn de Agricultura en Zonas Montafiosas"
(Proyecto Piloto Allsides)
F.S.B.

I. INTRODUCCION

En Febrero de 1977 el IICA carenz$ en Jamaica el proyecto "Estudio de
Implementacién de Agricultura en Zonas Montafiosas" (proyecto Piloto-
Allsides), con recursos del Forndo Simén Bolfvar.

En Junio de 1980 se oonstituyS durante una semana en Jamaica un equipo
integrado por t&cnicos de la Oficina en Kingston y de la Sede Central,
a efectoe de elaborar un dictamen de conclusiones y recomendaciones so-
bre esta experiencia en proceso. ..

El presente es el informe final del personal enviado desde la Sede Central
para apoyar esta tarea.

Cabe destacer que, por visitas de personal de Sede en distintas funcio-
nes, este es uno de los proyectos del IICA con mayor densidad de infor-
mes y de opiniones por unidad de personal o de costos en terremo. La
misifn del equipo constitufdo en Jamaica en Junio de 1980 se facilits
asf por la disponibilidad de anélisis previos, aunque ellos no arrojaran
siempre interpretaciones coincidentes.

fbrloe:pnsto,estehfonnedeﬁraluaciﬁntratademsuﬂrmvisiﬁn
ponderada que sirva al equipo de la Oficina en Jamaica para ajustar sus
operaciones y al IICA para ordenar la discusifn scbre un proyecto que

arroja michas ensefianzas sobre posibilidades y l1imites de la accifn de
cooperacién témica.

los firmantes del presente resumen opinan que la evaluacitn de proyectos
del IICA no puede generar f4cilmente un indicador que sintetice el cali-
ficativo de "bueno” o "malo". MSs bien corresponde explicitar logros y
defectos, tan cbjetivamente cano las posibilidades lo permitan, a efec-
tos de extraer entre todos los interesados ensefianzas Gtiles para el fu-
turo. Cualquier intento de calificar con més precisifn tiende a ser
indtil y, muy especialmente, s6lo refleja apreciacianes altamente sub-
jetivas.
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El proyecto piloto Allside acusa caracteristicas que 1o hacen muy
Gtil para el sefialado propSsito de extraer ensefianzas. A saber:

-el documento proyecto nc indica claramente cufles son respon-
sabilidades de organiamws nacionales y cufles son responsabi-
lidades del IICA, no ocbstante lo cual las partes han operado con
un claro y mituo reconocimiento de sus respectivas tareas.

-la Oficina y el proyecto FSB pricticamente nacieron y eﬁolucio-
naron en conjunto, habiendo sido el proyecto el nficleo que penni-
ti6 ganar credibilidad para la accién del IICA en Jamaica.

~la estrategia de fartalecimiento institucional seguida, bastante
empleada en otros proyectos del FSB, pasa por una accifn en terre-
no ocorcreta del IICA, er: torno a la cual se convoca al esfuero
conjunto de organiamos racianales.

Como es usual en los Infames de Evaluacién, al presente documento se
le agregan varios anexos. Estos son:

Arexo 1: Revisifén del disefio del proyecto (preparado por la Di-
reccién de Evaluacifn, con datos complementarios pre-
sentados par la Oficina en Jamaica).

Anexo 2: Andlisis de la vigencia actual de los abjetivos del pro-
yecto (preparado por la Oficina en Jamaica).

Anexo 3: Andlisis del progreso del proyecto y factores caisales
(preparado por la Oficina en Jamaica).

A estos tres anexos requeridos por las normas de evaluacifn, se agregan
en esta ocasifn:

Arexo 4: Ayuda memoria preparada en Jamaica por el equipo conjunto
de la Oficina y de la Sede Central.

Anexo 5: Informme de viaje de Hugo E. Cohan.
Anexo 6: Informe de viaje de Rufo Bazdn.






II.

PROYECTO DEL PAIS

2.1 Antecedentes

El proyecto QOJ/IICA/FSB no distingue entre proyecto pafs y proyecto
IICA.

Pese a ello, estd claro que Produccién de Alimentos y Empleo Rural son
objetivos primordiales para Jamaica y por ende, en todo proyecto rural
del pafs. '

El tema de objetivos de proyectos del pafs esti cubierto en el Anexo 2
(particularmente en p&gs. 12 a 14). De los abjetivos nacionales, iden-
tificados par el QOJ y el PANP del IICA en Jamaica, queda claro que
hay aspiraciones de desarrollo rural a las que el IICA puede contribuir;
entre ellas: el mejar conocimiento de posibilidades productivas en zo-
nas de montana.

2.2 Disefio

La parte del proyecto que se entendif correspondfa al @J fue la de
extensién y preparacién de suelos.

Se debe reconocer, no cbstante, que no hubo disefio especifico para cun-
plir con estas secciones.

2.3 Objetivos y metas

Los cbjetivos y metas del proyecto en la parte que, no sefialada expli-
citamente, correspondfa al GOJ eran excesivamente ambicicAs.

Sin disefio especffico ni compramiso orgdnico para extensifn ni prepara-
cifn de suelos (y cbras complementarias) no era f&cil suponer que se
lograrfan las metas previstas, sobre todo ante un Gobierno que enfrenta-
ba dificultades organizativas y presupuestarias.

La motivacifn del GOJ y la buena cammicacién entre el ITCA y organismos
nacionales lograron en parte superar estos déficits, amgue a un nivel

de equilibrio inferior al previsto en cbjetivos y metas.






2.4 Estrategia
No habfa estrategia prevista para cumplir los compromisos nacionales.

la constitucién de un Comité Coordinador entre IICA y organismos na-
cionales, con reuniones mensuales programadas o convocables segtn se
requiera, ha probado ser un Gtil instrumento de la estrategia conjun-
ta QQJ/IICA.

La estrategia implfcita del Proyecto @J, ha sido reiteradamente cri-
ticada por personal de la Sece que visitS Jamaica, sobre la base de
que un predio experimental es insuficiente para lograr grandes efectos
en t&minos de hienestar de la poblacién rural. Sin embargo, la estra-
tegia de comenzar por demostrar la posibilidad de cbtener resultados
productivos puede concebirse camo un enfoque Gtil. En vez de apuntarse
al logro de todo lo deseable en un equilibrio ideal, se trata de provo-
car un desequilibrio que motive acciones camplementarias, al producir
expectativas, motive acciones camplementarias.

La existencia de Allsides y del nuevo lote experimental en Olive River,
con frecuentes visitas de funcionarios, t&micos y productores consti-
tuyen una clara estrategia de desequilibrio. En efecto, los visitantes
pueden apreciar logros concretos y cbservar resultados que, previo al
proyecto, no existian mis que en la suposicién de unos pooos. Esto pro-
voca la necesidad por entender el por qué de la escasa difusién y buscar
solucianes a esta mieva situacién. Que el problema de extensién-
adopcifn iba eventualmente a aparecer, pudo ser previsto por muchos.

Y se previ§ en el Convenio, al asignarse responsabilidades en la materia.
Sin embargo, hasta ahora -cuando las potencialidades son concretas- fue

reducida la presién por aterder ese aspecto del Conwenio. Por diseno
o por fuerza de los hechos, el proyecto nacional puede, entonces, llegar
a conformarse, formalizarse y ser ejecutad gracias a una estrategia
que provoc desequilibrio, al sobredesarrollar relativamente un tema.

Al respecto, cabe sugerir que la cooperacifén técnica internacional debe
reconocer las dificultades de exigir enfoques equilibrados, los que im-
plicarfan atenci6én balanceada a todos los factores concurrentes al

éxito de un proyecto. En extremo, esto requiere de los pafses programar






Yy ejecutar un desarrollo equilibrado. Esto no es f&il, prcbahlemente
no sea factible y no es obvio que sea indispensable como proceso. Para
algunos autores el desequilibrio, en el sentido de ir tamando decisiones
incrementales, creando nuevos problemas y remedi&ndolos es la tnica des-
cripcifn realista del proceso de decisién polftica y econfimica en todo
el mundo. Para otros, m&s que Gnica descripcién razonable, se trata de
la Gnica norma de conducta recomendable; sobre todo para pafses con es-
casos recursos administrativos. Sea que se tome la versifSn descriptiva
o la normativa, debe reconocerse que la no ejecucifn efectiva y orgénica
de todd lo complementario, constituye una realidad en muchos pafses.
El IICA puede y debe insistir en la existencia de proyectos nacianales
balanceados, en cuya formulacifn puede cooperar, para hacer m&s eficaz
su contribucién especifica. Pero ello no siempre se logrard o, de lo~-
grarse, no debe esperarse una ejecucién de alto nivel de eficacia en la
consecucién de todos los objetivos. Mds ain, si formular y ejecutar
estos proyectos nacionales fuera ficil, la necesidad de cooperacién téc-
nica serfa o muy especializada y reducida o, directamente, nula.

Por lo expuesto, la visién equilibrada del desarrollo que implican muestros
enfoques sobre Planificacién y Proyectos (nacionales y del IICA) se en-
cuentran con una realidad, no s6lo en Jamaica, en la que resalta camo
importante la opcién de provccar un desequililwrio. Este desequilibrio,
dehiera responder a los siguientes criterios:

-provocarse en un tema de interés nacional,

~generarse en un tema para el que se pueda, en su momento, reunir
la capacidad nacional para resolverlo, y

-existencia concreta de capacidad en el IICA tanto para contribuir
a generarlo camo para apoyar, a su twrno, el establecimiento de
otros equilibrios temporarios, a mayor nivel de perfommance social.

El proyecto IICA/FSB/Jamaica responde, por disefio o circunstancias, a
esta concepcién de desequilibrio. El tiempo, la accibén de la Oficina
y, sobre todo, la respuesta del GQOJ sefialarén si puede establecerse en
algGn mavento esa deseada situacién de mayor performance social.






2.5 Revisién del Proyecto
El proyecto pafs estd atin sin definicién formal y tienen necesidad de
apoyo del Instituto.

2.6 Resultados

Autoridades y técnicos nacionales reconocen que se cbtuvieron logros
parciales, en relacién a las metas previstas para cumplimiento del pafs
en el proyecto conjunto.

2.7 Accién futura y estrategia _

Varios proyectos nacionales, con diversos apoyos, estin en distintas
etapas de formulacién y ejecucifn para agricultura en zonas montanosas.

Una impresién preliminar es cue, en un marco de dificultades polfticas,
organizativas y presupuestarias, el @J se estd esforzando par ordenar
un proceso, en lo que el IICA debiera contribuir.

PROYECTO [EL IICA

3.1 Identificacién del Problema y Beneficiarios

El problema al que se dirigif el proyecto del IICA es del tipo de
"problema a resolverse para contribuir al logro de otros fines™.

Sobre la base de:

-un problema de ingresos en uncs 150.000 productores ubicados en
suelos montafosos.

-que estos suelos cubren un 80% de la superficie del pafs.
-que los suelos estdn sujetos a erosifn grave.
-que existfa recomendacifén sobre terraceo para reducir erosién.

-que no existfa conocimiento solre préicticas de produccién-
conservacién rentables.

el IICA se camprometié a una experiencia piloto para un &rea de 622
acres con unos 300 productores.

La parte prevista para el ITCA fue la de explarar y probar existencia
y rentabilidad de sistemas de produccién sobre terrazas. Durante la
evolucién del proyecto se decidié, ademds, probar otros sistemas de
conservacién.






3.2 Objetivo general
To cooperate with natianal organization on:

1)

2)

3)

The develorment of a body of knowledge on hillside farming
and cropping systems conductive to change the traditional
pattern of hilly land farming.

The spread of that body of knowledge throughout the pilot

area.

Extending pilot area results to the whole hillside region.

Deeubostread:jetivoegereralesdelproycctoamjmto,eil]ﬁ\taaﬁ
s6lo el primero como su responsabilidad.

3.3 GObjetivos especificos

a)

b)

c)

d)

e)

To develop a new system of production based on multiple
cropping and efficient utilization of land and water resour-
ces.

To increase the productivity and praduction of certain food
crops (yams, beans, potatoes, cassava, sweet potatoes).

To increase food praduction, income,nutrition amd improve
the standard of living of approximately 300 farm families
occawpying about 622 acres of hilly lard in the parish of
Trelawny.

To develop an institutional framework, capable of implent-
ing similar changes in other areas of the country.

To develop accurate production figures for crops grown by
the amall hill fammer.

f) To train local professional technicians.

Nuevamente, se destaca que hubo acuerdo entre el IICA y el GOJ sobre
la responsabilidad central del Gobierno en cumplimiento de los abje-
tivos especfficos c. y 4.

3.4 Estrategia
La estrategia seguida par el proyecto IICA/FSB, tiene las siguientes
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caracteristicas genfricas:
-ejecucién de acciones en terreno (conduccién de ensayos y .su
s1isis). £
-fuerte coordinacifn con arganiamos nacionales (un Camit® Coordi-
nador y frecuentes contactos personales)

—demostracifn y discusién de resultados con productores, técnicos
Yy jerarcas.

-integracitn con todos los otros proyectos de la Oficina del IICA
en Jamaica.

Como resumen de la estrategia de fortalecimiento institucional, el no-
delo sequido implica demostrac aptitud para hacer en terreno, divulgar
resultados y, a partir de la aptitud demostrada con resultados en te-
rreno, apoyar la constitucién de la capacidad nacional de programacién
y ejecucién.

3.5 2Acciones realizadas y logros del proyecto

3.5.a. Principales accianes

El proyecto realiz6 en Allsides investigaciones pragmiticas de sis-
temas de produccién sobre terrazas, conforme a lo convenido con el
@J.

Las investigacianes se califican como pragm&ticas porque, adn
cuando en un camienzo se limitaron a parcelas pequefias (15 a 30
m c/u) , se desecharon répidamente -sin profunda indagacifn sobre
causas o0 soluciones de problemas- los cultivos que no arrojaron
resultados satisfactorios.

Los sistemas retenidos después de 3 afios (mewve sistemas) se estdn
probando en parcelas mis realistas (405 mz) y se prevé implementar-
los en predios de productores.

En 1980 comenzaron en otro sitio (Olive River) experimentos sabre
otras préicticas de conservacién (montfculos individuales, al estilo
prevaleciente entre los productores de zonas de montana, montfculos
irdividuales en bancada y continuos en bancada, fajas de contencién
oon pastos). Los cultivos en prueba son "yam" y yam con papas.
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En base a los resultados obtenidos y en proceso, en ambos sitios,
se arganizf un intenso prrograma de visitas de técnicos y producto-
res, asf{ camo de cursos hreves.

Estos resultados se aobtuvieron con la erogacién presupuestaria
detallada en el Cuadro 1.

QUADRO 1

Erogacianes Presupuestarias del Proyecto IICA/FSB/Jamaica

(en miles de US$ redordeados al 100 m&s pré&ximo)

Ejercicio 1967/77 1977/78 1978/79 2°Semest. En/Ab. TOTAL
1979 1980
Personal - 20,8 26,0 29,1 18,7 94,6
Operaciones 9,8 32,2 34,6 20,7 5,7 103,0
Equipo 8,0 4,3 -— 4,0 -— 16,3
Sexv. Grales 1 5,0 11,5 5,4 3,1 26
18,8 62,3 72,1 59,2 27,5 239,9

3.5.b. Principales logros

Los principales logros del proyecto se resumen en:
-conocimiento, antes no disponible, solre sistemas rentables

de produccién en zanas de montafias en Jamaica, ocon atencién
a un uso eficiente del suelo y del agua.

~creacién de la inquietud por difundir los sistemas, a través
de dfas de canpo (con unas 1000 visitas de productores), cur-
sos de 6 semanas a estidiantes, peri&icas visitas y semina-
rios para técnicos de todo el pais.

-propuesta de la expansién del 4rea meta, como experiencia
piloto ampliada, mediante un proyecto que financiarfa el EID
(preparado con fuerte apoyo del IICA).

-aplicacién de los sistemas de Allsides en predios experimen-
tales del @J, en Smithfield y Sweetwater.
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—~difusién de las ideas bSsicas de sistemas de produccifn a
otros proyectos del GOJ, con diferentes fuentes de asisten-
cia técnica y financiera internacional.

-reconocimiento por la accién del IICA y buena woluntad para

con el Instituto por parte de oficiales de medio y alto nivel
del GOJ.

~crecimiento de la Oficina del IICA con proyectos complementa-
rios que integran un aporte conjunto Gtil al proceso de desa-
rrollo rural en Jamica.

CONCLUSIONES

Tal camo se indicS en la Introduccién, las conclusiones que se presen-
tan a ontimacién tratan de reacatar un aparte Gtil para la Oficina de
Jamaica, para el Fondo Simfn Bolfvar y para el Instituto en su conjunto.

4.1 Sobre la vigencia del proyecto y del problema pais

El pafs continfia y continuaréd durante tiempo, teniendo serios problemas
de desarrollo rural. La creacifn, adaptacién y difusifn de conocimientos
sobre conservacién y manejo de suelos en montafia siguen y sequirén sien-
d problema importante.

El proyecto del pafs, que no existe formalmente, debiera resultar en
una programacién argdnica de las numerosas acciones que (afin en el re-
ducido tema de manejo de suelos) estin emrerdifmdose en todo el terri-
torio.

4.2 Sabre la vigencia del prablema y objetivos del IICA

La creacién de conocimientos sobre sistemas rentables es una acci6n en
principio nunca acabable. Por lo tanto, hay vigencia para el problema
y los abjetivos del proyecto IICA/FSB.

No cbstante ello, la misma naturaleza no agotable del proceso emprendi-
do sugiere que se considererr prioridades.
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En particular, se senala que (ver Anexos 4, 5 y 6) pudiera ser de
interés:

-probar la estabilidad de sistemas, para productores con condi-
ciones no adecuadas para rotar;

-extender pruebas y andlisis de resultados a otros tipos de sue-
los;
-programar la transferencia de los experimentos al Gobierno con
propuesta de un plan de trabajo.
-arganizar investigaciones y pruebas piloto, en extensibn-adopcién,
equivalentes a lo hecho en el &rea de pruebas de sistemas produc-
tivos.
4.3 Impacto del Proyecto del TICA
Ya se ha cubierto en el punto 3.5.b. lo que se estima son los principa-
les logros del proyecto.
El impacto de estos logros, medido en términos de adopcifén de los sis-
temas, es diffcil de precisar y no da la impresifn de ser importante.
S6lo pueden identificarse unos 20 productores con algtn tipo de adop-
cién.
Para explicar este aparente déficit, debe reconocerse que:
-recién se estin abteniendo conocimientos difundibles, y
-la tarea de extensién, a cargo del G0J, no ha sido satisfactoria.
En particular: ha habido poco esfuerzo, alta rotacifn de personal

(4 técnicos en tres afos) y contimia reorganizacién de los respec-
tivos servicios.

4.4 Importancia de la solucién del prablema para el pafs y el IICA.

No puede sobreenfatizarse la importancia que terdrfa para Jamaica la
difusién de sistemas de manejo racionales y rentables entre sus produc-
tores de zona montafiosa.
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Claramente, no obstante esta impartancia, la difusién de una agricul-
tura con uso racional de los recursos naturales y humanos disponibles,
requiere mxho mis que la disponibilidad de tecnologfa. Estos requi-
sitos exceden incluso al montaje de un servicio de extensifn, en tanto
jugarén otros mdltiples factores (desde disponibilidad de insumos a
politica de precios). De esta limitacién son conscientes tanto el GOJ
camo el equipo del IICA/FSB.

Como queda irdicado en el punto 2.4 (Estrategia) de este informe, con
la cooperacifn del IICA el GOJ ha generado un desequilibrio, al produ-
cir pruebas de la viabilidad de sistemas superiores a los prevalecientes.
El proyecto no prevé mecanismos para establecer nuevos equilibrios a me-
jores niveles de ingreso para los productores.

Otras acciones del G0J, algunas de ellas con cooperacifn del IICA, estén
intentando el proceso que seria un verdadero desarrollo rural. El IICA
ha ganado credibilidad y aceptacibén para cooperar en esto. Sin embargo,
una accién relativamente integrada del QOJ requerirfa recursos técnicos
y financieros muy superiares a los asignables a la Ofi€ina y se cbserva
la creciente participacién de otros organismos de asistencia internacio-
nal, en ocasiones hilaterales.

4.5 Conclusiones en relacifn al disefio del proyecto

Sin perjuicio de algunos camentarios té&cnicos (ver punto 4.2 y anexo 6)*
se estima que el proyecto fue bien deisefiado, en funcifn de los recursos

disponibles. Lo logrado en tres anos es prueba de ello. A sa wez, lo
Qe no se intent6 refleja prudente recanocimiento de las limitaciones
de una Oficina nueva, pooo conocida en el pais y con escasos recursos.

4.6 Ameciacifén sobre la eficiencia de la estrategia adoptada

Se considera muy eficiente haber dedicado los recursos disponibles a la
generacién de un producto concreto, que permite identificar el aporte
del IICA en Jamaica.

* Algo que la propia naturaleza pragmitica y urgente de las investigaciones
no permiti8 prever, puede considerarse para el futuro: apoyo de centros
tales camo el CATIE y el CIP en profundizacién de causas y soluciones a
algunos problemas detectados en cultivos.
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El desequililxrio creado es de magnitud razonable, en relacién a las
posibilidades del GOJ para difundir los sistemas, lo que no basta para

garantizar el logro de los meta-objetivos del proyecto.

Al presente, se estima que el IICA, par demostrar capacidad, ha ganado
mis que el Gobierno, al que le queda una dificil tarea.

4.7 Fortalecimiento de las Instituciones

La cantidad de proyectos con apoyo internacional diverso que se han

emprendido o previsto®* sobre temas del proyecto IICA/FSB, sugiere jue
los organismos naciomales de contraparte se han fortalecido.

No queda duda de que, en efecto, estos proyectos y el recanocimiento
de lo logrado con participacién directa del IICA, han mejarado la per-
cepcién que las autoridades tienen sobre los respectivos organiamos.

Sin embargo, la dificil situacién presupuestaria del sector pdblico,
la escasa certeza de cimo lograr una adopcifn masiva de los sistemas,
o0 de parte relevante de ellos, y la propia magnitud de proyectos de
apoyo (en relacién a la capacidad nacional de absorcifn) generan dudas
de cu4l serd en definitiva el nuevo equilibrio productivo de los orga-
nismos ptGblicos sectoriales.

El fortalecimiento de organismos, en atencién a algdn concepto de cudl
‘serfa el producto institucional deseable de ellos en la situacifn pre-
visgible para Jamaica en los préxinos ahos, no fue ni es tema del pro-
yecto IICA/FSB.

4.8 Situacién en cuanto a la asignacién de recursos humanos y ecanf-
micos del Proyecto.

El proyecto del IICA/FSB contimmréd hasta fines de 1981 y no se ha
detectado ningGn problema serio de asignacién de recursos.

* QOJ/USAID Rrral Integrated Development Project, GOJ/IDB/IICA Pilot Hill-
side Agricultural Project (PHILAGRIP), Q0J/FAO/Norway Hillside Project,
the proposed Venezuelan/G0J/IICA Peanut Project (VENAPEPOJ).
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4.9 Pactores intermos y extermos que afectan la marcha del proyecto
4.9.a Factores intermnos del proyecto

Aparte de sugerencias menares ya discutidas (y ampliadas en el
Anexp 6), sSlo cabe reccnocer el esfuerzo y la calidad del tra-
bajo del Director y de los t&cnicos de la Oficina en Jamaica.

El personal del IICA ha trabajado muy bien tanto en los aspectos
técnicos del FSB como en la integracién de otros proyectos de la
Oficina y en la vinaulacién con organismos nacionales.

Un aspecto que merece atencién en cuanto a factores internos, no
del proyecto en si sino de la relacién entre personal de Sede y
persanal en terreno, se refiere a la frencuente emisi6n de opiaio-
nes ocpuestas de personal con sede en San Jos& en cuanto a la Lwpor-
tancia y calidad del proyecto Allsides.

El inevitable camponente de subjetividad que tiene el evaluar un
proyecto en cualquiera de sus etapas puede resultar, y ha resul-
tado en este caso, en un continuo factor de irritacién. Al emi-
tirse opiniones sin metodologia uniforme, al verificarse profun-
das diferencias entre estas opiniones y, sobre todo, al no lle-

garse a ninguna conclusién hamogénea, el personal en terreno no

tiene mis certeza scbre su accién que la que surge de su propia

oconviccién. Y esta conviccidn estd sujeta a uma continua emisién
de comentarios externos con mucho de aleatcrio.

Conforme consta en los Documentos de Evaluacifn mreparados por la
Oficina de Jamaica (ver especialmente Anexo 2, p.21 y Anexo 3 ps.
13 y 24) este inconveniente no se limit6 en Allsides a opinianes
desconcertantes sino que produjo consultores con resultados no sa-
tisfactorios para el proyecto, e intent$ cambiar unilateralmente
los cbjetiwos del Comvenio.

La Oficina en Jamaica ofreci6 amplias oportunidades de discusifn,
incluyendo un Seminario efectuado en San Jos€, a principios de 1980,
lo que no bastf para que el personal de Sede Central definiera una
opinién y recomendaciones hamogéneas.
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4.9.b Factores externos del proyecto

Como factores externos que afectan, negativamente, la ewvolucitn
del proyecto s6lo cabe reiterar o ampliar aspectos ya sefialados
a lo largo de este informe. En particular

-dificultades reconocidas por el propio personal nacional,
para amplir los compramisos del @J.

-limitaciones a la adopcién, producto de sistemas inseguros
de tenencia, dificultades de comercializacifn y de acceso
al cré&dito®* edad modal de productores y, en general, los,
frenos a la adopcién tan comunes en todos los paises en
vias de desarrollo. Esto se complica ante un esquema que
implica fuertes alteraciones sobre practicas prevalecientes.

V. RECOMENDACIONES

5.1 Sobre la continuacién del Proyecto IICA

1a continuacién del proyecto hasta fines de 1981 ya estd acordada. Esto
parece suficiente para lograr los dbjetivos en curso.

5.2 Cambios que se recamiendan para la adecuacién del proyecto

5.2.a Objetivos y metas

Se sugiere enfatizar recomendaciones para los productores, iniciar
una evaluacién detallada de resultados, camenzar pruebas de estabi-
lidad de sistemas y programar la transferencia al Q0J.

5.2.b Estrategia

la estrategia deberia enfatizar las necesidades de transferencia,
tanto de los resultados generados (a los productares) camo del
proyecto en sf mismo (al Gabierno).

* Se estima que un 80% de los productores son morosos en algtin plan de cré-
dito, lo que los hace dificilmente elegibles en nuevos esquenms.
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Parte d= las tareas debieran dedicarse a analizar si se propondr§
un Mmievo proyecto para cubrir mayores alternativas ecolégicas, en
m&mmmmmmmwmmemm
hechos por R. Bazén (ver Anexo 6) o si se prefiere iniciar un pro-
yecto scbre el tema de transferencia-adopcién.

A s1 veg, camo otra altemativa a explorarss, puliera hacerss un

intento de armar un proyecto para cooperar en la integracién de la
programacién de acciones sohre agricultura de montafia en Jamaica,
en un plazo del orden de seis meses a un afio.

Estas recamendaciones se resentan al sSlo efecto de sugerir estra-
tegias que hacen tanto al proyecto, a afio y medio de su texminacifn,
camo al actuar de tada la Oficina. Es de esperar que la exitosa
integracifn de acciones Oficina-FSB, hasta ahora lograda, continde
durante el proceso de explorar si y, en su caso, para qué se pro-
pondrf€ un nuevo FSB.

5.2.c Impacto institucional

A lograr &sto deben dirigirse actividades que persigan el objetivo
de lograr la transferencia del proyecto al pafs, y eventualmente,
la cooperacifn en la rearqanizacién del enfoque nacional sobre
agricultura de montafia.

Programar y prawver la transferencia al pais del proyecto IICA
aparece como tarea importante del tiempo restante en el actual
FSB. La cooperacién en algo institucional més amplio, camo serfa
el apoyo al GOJ para organizar su programa nacional, requeriria re-
fuerzos a la Oficina. Para esto pudiera explorarse un FSB de bre-
ve duracidn.

5.2.d Ajustes de recursos

No se prevé ningquna necesidad impartante en la materia, en rela-
cién al proyecto.

Se recamienda que la Oficina cubra su vacante en Extensifn, al
uenosporunplazoﬁrevepemsuficiente para explorar un proyecto
en la materia. Para esto se sugiere no enfatizar un enfoque
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tradicional de venta de tecnologfa disponible, si no -mfs bien-
alguien capaz de comprender los sistemas (whole farm systems)
vigentes y su insercifén en los sistemas de mayor nivel que, en
conjunto, definirdn si habrf adopcién y c&mo lograrlo.

5.2.e Sobre eliminaci6n de factores internos que afectan negati-
vamente al proyecto.

No se detectaron factores internos negativos del proyecto en s
mismo.

En cuanto a los problemas de relacifn San Joeé-Oficina, identifi-
cados en este informs, parece relevante sugerir que:

a) el personal de la Sede Central hawgeinice criterios en
base a los cuales emitirf opiniones. Esto darfa un marco
mis manejable para procesar subjetividades,

b) las opiniones de personal de Sede, en base a todo el deba-

te y la franca discusién previa que se requieran, presam:e
wa visifn tnica al personal en terreno.

c) el proceso de visitas no resulte en meras opinfones incon-
secuentes, sino en recomendaciones especificas de accién
correctiva, en su caso, y

d) toda critica y propuesta de revisifn profunda se haga con
participacifn abierta del personal en terreno.

El proyecto Allsides ofrece una excelente opartunidad de discusién
Gtil para la accién futura del IICA.

En cuanto a factores negativos externos:al proyecto en s{ y a las
relaciones Sede-Oficina, ellos existen en cantidad., Se trata, en
este caso, de los mdltiples elementos que inciden sobre las difi-
cultades para mejorar el ingreso de los productores. Y son facto~-
res que no se eliminar&n ficilmente. Algunas ideas de proyectos
ya sugeridas en este Infarme pueden contribuir a que el GQJ iden-

tifique estas causas con precisifn y actCe para aliviar restriccio-
m.
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5.8.f Recomendacién sobre otros proyectos de la Oficina

La integracién cbservada en la Oficina de Jamaica, hace innece-
sario ir mds alld de los comentarios y sugerencias presentados
en este Infame. Cabe reiterar (ver Anexo 4 -punto 5.4.4) la
conveniencia de que la Oficina contine en proyectos y acciones
consistentes con Agricultura de Montafia. En este sentido, prec-
ampa que los intensos esfuerzos hechos por la Oficina y la obwvia
aceptacifn que ha ganado en Jamaica, puedan dilufrse por la exis-
tencia de fuertes proyectos de otros organismos en el tema.






ANEXO N° 1

1.1 National problem

1.1,1 What, sﬁecifically, are the key country problems indicators?

Jamaica has traditionally been an agricultural country. Out of the
two million eight hundred thousand acres (1,134,000 Ha) which form
the country it has been calculated that eighty percent (80%) is
mountainous. In this area-hillside agriculture is practised. At
present hillside agriculture utilizes inappropriate technologies
that cause and increase soil erosion.

The agricultural Census of 1968 states that of a total of 190,582
farms in the country 149,703 have areas of less than 5 acres (2,02
ha.). This represents 78,6 percent of all the farms in the country.
The majority of these farms are located in the mountainous area of
the country where hillside agriculture is practised.

Due to the fact that land under hillside farming has been losing
considerable quantities of soil annually (loss of 54 tons of soil
per year per acre recorded on the Smithfield Project), the
Government. of Jamaica, has launched a program of soil conservation.
IICA's help was requested to provide »4equate farming technology
for newly terraced lands.

1.1.2 What is the magnitude of these problems?

There is high rural unemployment (estimated to be over 30Z) in the
country, and rural annual incomes are quite low (in many instances
less than J$400 per person). This has increased the level of rural
urban migration. Rural farm labor is culturally undesirable and
considered of low status. It is hoped to develop improved farming
hillside, technique to enable use so as to increase farm incomes
and ultimately raise the standard of living for small farmers in
Jamaica. It is also important to note that the average age of the
minifundia hillside farmers is over fifty years.

1.1.3 How serious are these problems? Who would benefit (or be

harmed) if solved?

Direct beneficiaries are the small hillside farmers.

1.1.4 Are these problems in their own right, or are they only ’

constraints to attaining other ends?
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Jamaica es. una pequeiia isla con recursos naturales muy limitados y una
creciente poblacidn que presiona sobre todos (el drea es de 1.2 millo-
nes de hectéreas), la poblacién es de aproximadamente dos millones, 176
personas por Km2, y con un crecimiento de poblacién estimado en 2.5%-3%.
La Agricultura, que en 1974 contribuia con el 7.8% del total del produc-
to dom&stico bruto y empleaba un promedio del 35% del total de trabaja-
dores, representa un frea vital de la actividad econdmica.

El Gobierno, en afios recientes, ha enfatizado firmemente la importancia
de la agricultura en la alimentacidn de la poblacifén y en mejorar las
normas de nutricifn en t&rminos de cantidad y calidad. (El1l total de
alimentos agricolas importados ha subido mds rapidamente en los afios
recientes que el total de exportaciones agricolas). En busca de la po-
1ftica de mayor confianza en la produccidén de alimentos tambi&n han
gsido emitidas politicas para dar atencidn especial al desarrollo de re-
cursos fisicos y humanos y a la adopcién de medidas para desarrollar
tierras adicionales asf{ como para incrementar la eficiencia de sus usos.

"En un pafs, donde el crecimiento de la poblacidn (1976=2 millones;
1980=2,169 millones) estd causando una alarmante reduccidn en el &rea
percédpita de la tierra disponible para la agricultura y donde el 80% del
terreno es montafioso o escarpado, dichas politicas resaltan urgentes
necesidades.

1,1.5 What is being (or has been) done to resolve these problems?
Principal actions:

- After Independence in 1962 Government (GOJ) escalated the
programme of land acquisition for the settlement mainly of
small farmers. This programme was based on a freehold system.
Since 1972, however, the programme of acquisition has been
further intensified, but the emphasis has been placed on
leasehold tenure.

- In 1969 GOJ increased the number of Land Authorities (LA)
from two thirteen to cover all of Jamaica. These LAs, while
dealing with agriculture in general, had as a major function
the developmental potential of soil and water resources,
particularly in the interest of small farmers.

- Since 1972 GOJ reinforced the Soil Conservation Division-wigh
the assistance of studies made by FAO. This was the beginning
of a national programme of soil comservation.

- At present the GOJ is planing emphasis on improving the
technique for intensive food production on hillside land.
However, there is limited trained capacity in the country to
conduct research for determining appropriate systems of food
production for hillside farming, and for developing the
technolocy for extension to small farmers.
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~ In recognition of this ILICA's assistance was sought hy GOJ
to develop production systems for newly terraces lands in
the Allside area (the F.S.B. Project]).

Concurrent Planned Actions:

-~ GOJ, with the assistance of IICA, has already initiated
operations similar to those adopted at Allsides in other
demonstration centres in Jamaica.

- USAID/GOJ have initiated a $26.5 million 5-year project,
de31gned inter alia, to increase production and productivity
in the Pindars - Two Meetings area of the. country- This
project is titled Integrated Rural Development Project."

- IDB/GOJ/IICA are considering a pre-feasibility study for a
proposed "Pilot Allside Agricultural Project' (PHILAGRIP),
It is expected that this study will be followed by a $2.5
million (pilot-cumfeasibility) study to be funded by IDB,
and for which ITCA will provide technical inputs.

1.1.6 TIs there a carefully planned and explained set of national
institutional actions which could approximate a conventional definition
of a national project?

An ambitious national programme has alredady been launched by the Ministry
of Agriculture, Agro-Forestry and Soil Conservation.

The Allsides Agricultural Development Project (FSB) is conceived as a
sencond phase of the national programme which foresees the utilisation
of the rehabilitated areas through the development of an efficient com-
mercial farming based on the following:

1. 1Increased productivity and production of food crops in the area
of the project.

2. The development of appropriate farming systems on these treated
areas (LICA-FSB).

3. Transferring the technology to private farmers with accent on
the small hill farmer. (GOJ-MINAG).

1.2 Analysis of national institutions

1.2.1 which national institutions are responsible for actions oriented
toward resolving national problems?
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Bagically the Soil Conservation Divigion MINAG and other Divisions of
this Ministry.

1.2.2 What responsibility does each institution have and how does it
carry it out?

The Soil Conservation Unit. This Unit is the "counterpart' institution
to IICA in the project. A few years ago GOJ indicated its intention to
launch a national programme of soil conservation. This programme of

goil conservation, coupled with the normative target for food productiom,
caused MINAG, Jamaica, to request ITCA's assistance in developing systems
of production for newly terraced lands.

IICA has been proviiding training opportunities for technicians of the
Agricultural Research Division. MINAG is interested in repeating work
done at Allsides in other parts of the island under different physical
and climatic conditions. This will lead to a build-up of technology
vhich will have winder application.

MINAG's training units have been cooperating with IICA on a number of
projects. Accordingly, IICA has executed a number of projects.
Accordingly, IICA has executed a number of trainning courses in Hillside
systems of production for research Extension and production staff and
has programmed additional ones to accommodate the increasing number of
staff who should be exposed to this training.

The Production Unit of MINAG (new Production and Extension) was created
specifically to promote increased food production as part of the

Emergency Production Plan Initiated in 1977. GOJ had been undertaking

a programme of restructuring of the Ministry of Agriculture and with
effect from mid-1977 most services in Agriculture had become decentralized
and regionalized. It now appears that the Production Unit has become a
permanent feature and that in addition it has engulfed many important
divisions of the Ministry. MINAG's new structure is composed of three
groups: Production and Extension, Personnel (includes training) and
Research and Development (4 research stations including ontreach services).

Country-wise there is a strong interest in the technologies already
developed and others expected for improved hillside farming, especially
with a view to intensifying food production of hillside lands through

a judicious mix of appropriate technology and land utilization.

1.2.3 What are the pertinent characteristics of the national institutions
involved in the IICA project, in terms of:
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MINAG is working slong the linesa of the GOJ with priorities in food
production and rural development. There is a good body of technicians,
woking with reasonable leadership and well defined programs. Yet, the
financial problems of the GOJ a rather recent change in structure and
frequent turnover of personnel have limited its goal achievement.

1.,2.4 Where are the weaknesses or limitations in each institution?

En la etapa de planeamiento inicial se reconocif que el Ministerio de
Agricultura, la agencia de principal actividad en el sector agricola,
posefa una capacidad limitada para planear y llevar a cabo dicho pro-
grama. Este impedimento era de mayor significacidén, cuando en ese

tiempo se apreciaba que el gobierno estaba contemplando una mayor esca-
la de proyectos para la conservacidn de la tierra y estaba en busca acti-
va de ayuda t€cnica y financiera de agencias internacionales (FAO) y bi-
laterales (USAID, NORAD) para mejorar esta capacidad y llevar a cabo la

_planeada.

Es diffcil para el &xito a largo plazo del programa iniciado y desarro-
llado, la disponibilidad de tecnologia apropiada para el cultivo de la-
dera y para sus condiciones variantes y su extensidn entre los pequefios
agricultores. Esto es en t&rminos de continuo mejoramiento de tierra

y conservacién de agua y de produccidn econémica substancialmente mayor.

Las agencias que operaron fueron la Divisidn de Conservacidn de Tierras
(para la ejecucifn del trabajo para la conservacién de la tierra) y los
Servicios de Investigacidén y Extensidn Agricola (para el desarrollo y
transmisién de tecnologfa).

Con respecto al tratamiento dado a la conservacidén de suelo, la Divi-
8i6n de Conservacidn de Tierras que fue creada en consecuencia del
Proyecto UNDP/FAO/GOJ para la conservacifn de tierras y el manejo de
cuencias, desarrollado y llevado a cabo desde hace varios afios, era
pequeiia y con poco personal. (El personal consistia de tres profesio-
nales y menos de 10 técnicos que asistian). La organizacidn para la
produccidn y transmisidn de la tecnologia, el sistema de investigacién
y expansidn estaba incompleto, carecia de coordinacidn adecuada y era
relativamente ineficiente. Y eran estas las cosas que cualesquiera
agencia de asistencia t&cnica tendria que encarar en la ejecucidn del
trabajo de conservacién de tierra y en el desarrollo y transmisidn de
la tecnologia mejorada.

En el tiempo en que el Proyecto del "FSB" se conocid, ya se planeaba

la reorganizacién de servicios a la agricultura nacional. Esto ha te-
nido como objetivo "interalia', el fortalecimiento del servicio de con-
servacidén de tierras, aumentando su niimero de fuerza y entrenando pro-
fesionales adicionales.
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Sin embargo, se sabfa que la reorganizacifn del sistema de investiga-
cidn agricola, el cual ha debido efectuarse al mismo tiempo, parecia
que iba a ser dilatada por un afio mis. Esto era para facilitar la
formulacidén final, la revisién y la realizacidn de los acuerdos sobre
las propuestas preparadas por la misiSn de la FAO/IDB-CP para la reor-
ganizacifén y fortalecimiento del sistema de desarrollo y extensidn
agricola en Jamaica.

También se debe reconocer que el Proyecto FAO/UNDP/GOJ de manejo de
tierra y cuencas en el oeste de Jamaica, al cual se le hizo referencia
anteriormente, inicid una serie de actividades en la conservacibén de
tierra y manejo de cuenca, para desarrollar y demostrar métodos de tra-
bajo y técnicos para la conservacidn de.tierra en.el cultivo de ladera
y examinar su posibilidad. Este nuevo proyecto, prevee cubrir 43.000
has, de tierra de ladera en nueve localizaciomes.

1.2.5 Which institutions are asigned priority and why?

- The Soil Conservation Division, MINAG

Other groups providing complementary inputs would be the overs. with
extension responsabilities:

= the Research and Development Division

- the Production an Extension Division

- the Personnel (training) Division

1.2.6 What actions would contribute to relaxing the key constraints
to institutional action for resolving national problems?

- Extension Services

- Marketing

- Credit

- Legal (tenancy) solutions

The objectives and goals of the IICA project

1.3.1 Do the project's objectives and goals reflect the nature and
magnitude of the institutional problems to be resolved?

General objective:

To assist the Soil Conservation Unit of the Ministry of Agriculture
to improve and to consolidate measures for developing appropriate
technology for extension to users of newly terraced lands and lands
which have been subjected to other types of soil conservation methods,
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The specific objectives were defined in the 1976 Agreement with the
Ministry of Agriculture as follows:

Specific Objectives
a) Programming

i) To develop a new system of production based on multiple
cropping and efficient utilization of land and weter
resources,

EN

ii) To increase the productivity and production of certain
food crops (yams, beans, potatoes, cassava, sweet potatoes).

iii) To increase food production and farm. income, improve nutri-
tion and the standard of living of approximately 300 farm
families occupying about 622 acres of hilly land in the
parish of Trelawny.

b) Management

i) To develop an institutional framework capable of implementing
similar changes in other areas of the country.

i) To develop accurate production figures for crops grown by
the small hill farmer,

c) Extension
i) To train local professional technicians,
It is to be noted that the agreement did not clearly specify
the responsabilities for different objectives and goalsm since

it has both the National and TICA's project.

The basic idea, though, was clearly understood by both parties:
IICA's-F.S.B. project was to test and develop production systems.

1.3.2 Do the project objectives and goals fit within the framework of
IICA's programs and Line of Action?

Yes, they do fit an Line III, although they only include the technology
creation portion of IICA's programs.

1.3.3 Do the project objectives and goals clearly identify the
institutions to be supported?







Yes, see 1.3.1.

1.3.4 Are the objectives and goals stated in terms so as to facilitate
an adequate quantification of the pertinent accomplisiments?

The final product of the joint éroject isgs
1. The develoﬁment of a body of knowledge on hillside farming
and cropping systems conducive to change the traditional
pattern of hilly land farming.

2. The development of an institutional infrastructure capable of
implementing similar changes in other areas of the country.

3. The imbrovement of the standard of living of the families living
in Allsides due to increases in food production and income
(Ja. $1,500,00 instead of Ja.$670.00 at the project).

4. The establishment of new crop#ing systems on 335.95 acres.

5. The complete rehabilitation and efficient management of 622
acres in the Allsides area occupied by 300 farm families through:

- Completion of:
a. 335.95 acres of soil conservation
b. 335.95 acres of waterways
c. 200,00 acres of gully control

Again, ti is to be noted that the IICA-FSB project is to be
responsible soleby for product number 1.

1.4 A project workplan as part of the strategy

1.4.1 1Is the project strategy compatible with IICA's general strategy
for its technical cooperation program?

Yes, it is.

Yet it is to be recognisedhat the institutional approach is understood
in this project.to require actual ITCA's work in the field, as a

proof of its capability and a demonstration to national institutions of
how to do things. The participation of these institution is assued
through permanent contacts, including formal periodic meetings. Trial
plots will be established over the 3-year period on 3-acre plots on
which ten (10) systems are being tested and replicated. A number
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of different crops are heing used in a nnltivcropéing system.

Target 2.

Similar trials will be done in other hilly areas of Jamaica.

Training will be provided to technicians from the Division of
Research and Extension of MINAG, firstly to replicate the experi-
ments and then to extend the technology which ensues.

Strong links will be developed between the offices of the Soil
Conservation Division, the Regional Director, the Parish
Manager, the Extension Division and the Agricultural Research
Division. A coordinating mechanism will be created and
strengthened at MINAG.

At the local level, a social organization will be promoted.to

perpetuate to the advange of farmers the technology developed,
and in conjunction an appropriate socio-economic survey of the
project area will be undertaken.

Technology which has a potential for success will be demonstrated
to farmers as it evolves.

Target 4.

The targets for transferring technology and procedures for land
reclamation are worked jointly with MINAG and are subject to
constraints. Extra effort will be made to ensure the joint
involvement of the Soil Conservation Division, the Extension
Division, Research Division, Production Unit and IICA.

Target 5.

1.4.2

Targets determined jointly by IICA and MINAG (see comments at
4 above).

Extension will be involved to a great extent if progress is to
be assured.

The strategy is to plan the dissemination of results from the
pilot area for use in all hillside farming areas of Jamaica.

Which was the most outstanding project action in the past?

The land provided by MINAG in 1977/78 for research of systems of







production for newly terraced lands was three (3) acres. In 1978/79
MINAG promised additional lands-for use as a testing site for conser-
vation methods other than terraeing. For various reasons (un-authorized
settlement of identified plots by squatters, unsuitability due to
inappropriate slope categories, distance from the Allsides project itself
and inaccessibility] sites suggested by MINAG could not be used. Further
efforts by IICA to obtain lands under the control of MINAG resulted in
inspection of other proposed sites.

Eventually, a new site (Dlive River) was obtained and systems of soil
conservation are already being expermented.

In 1977-~78 GOJ completed the construction of a building containing three
offices, two storage rooms, one water tank and complementary facilities

on the site of the project. Subsequently, one of the offices was converted
to a 6-bed dormitory to accommodate the Jamaica School of Agricultura

(JSA) final year students for whom special short courses (three weeks)

One periodically arranged under IICA's supervision. Additional storage
space was constructed by MINAG.

- During 1977-78 a total of 489 technicians was reached: through
vigits at Allsides.

- from July 1978 through January 1979, 300 persons particiﬁated
in on-the-site demonstrations. This figure does not include many
individuals and small groups who have visited the demonstration
site from time to time.
In 1977-78 ten systems of production were tested at Allsides.

Anciallary trials on soil fertility using the micro-plot technique
were also conducted.

In 1978-79 the four top performing mixes were repeated on a semi~
commercial scale. In addition, there were six other production systems
being tested. Further, research on cropping systems was initiated at
two other watersheds (
1977-78: Liming trials

fertility trials

staking trials (yams)

animal component data

in-gervice training
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1978-79: 1liming trials (cont.)
fertility trials (cont.)
animal comﬁonent data
peanut trials
bean germplasm trials

in-gervice training
1977-78: All trials were made at Allgides

1978-79: Trials were expanded to Smithfield and Sweetwater

/

1977-78: 628 farmers attended field days

1978-79: About 300 farmers have been reached up to January 3lst.(field
days).

Using traditional farming methods, farmers on average earn $670 per year.
Results of the first crop cycle of the production systems trials of

1977/78 indicated that with appropriate technology and under the conditions
which are found at Allsides, the Jamaican hillside farmer can obtain a

net income of Ja.$2,000 per acre per year. This result is being retested
during the 1978/79 crop to see at what levels these incomes would stabilize,
since there could be some reduction in moving from experimental to com=—
mercial operations.

Other potentially superior income earning crops such as peanuts and
ginger are being included in systems which are being tested in 1978/79.

1980: The production systems are being tested on alternative soil

conservation systems at Olive River.

1.4.3 What activities were programmed for the past year?
1979-80:

IV.XLJ-111 Fourth year establishment and maintenance of observation
and demostration plots on systems best adapted to hillside
agriculture.







IV.XLJ-112

IV.XLJ-113

IV.XLJ-114

IV.XLJ-115

IV.XLJ-116

Iy.XLJ-117
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Establishment of demostration ﬁlots for farming systems
tocated with soil conservation methods other than beanch
terracing.

Demostrating the viability of ﬁromising farming systems omn
selected farmers holdings within the project development
area; strensthening the role of extension.

Continued reinforcement of the operative units at Allsidas
in the areas of hillside farming technology programming,
coordination and management.

Reinforcement of expertise in the areas of soil conservatiem
an watershed management.

Evolving systems for obtaining data and information on Agro-
socio-economic indicators of hillside farmers.

Entomological study of the area of Allsides

1.4.4 vhen were these activities carried out?

Iv.XLJ-111
IV.XLJ»112
IV.XLJ-113
IV.XLJ-114
IV.XLJ-115
IV.XLJ-116
IV.XLJ-117

IV.XLJ~118

Jul 79 - Jun 80

Jul 79 - Jun 80
Jul 79 - Jun 80
Jul 79 - Jun 80
Jul 79 - Jun 80

Jul 79 - Jun 80
March 80 - Jun 80

Jan 80 - Jun 80

1.4.5 What resources were allocated for the different activities?

(budget, man/years or man/months, type of technical personnel, phy-
sical resources, etc.)
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Costos de Operacifbn 111 112 113 114 1s 116 117

Viajes Oficiales

Edic. de Public.

800 1.500 300 500 600 500 500

Distrib. de Public.

Becas
Consult.y Conf.

Literatura técnica 200 100 100
1.000 200 100 100 200 300

600 2.000 200 300
300 300 400 300 500

Mater. y Utiles

Otros Servicios

1.500 2,000 1.000 400 1.400 400 400

400 400 350 100 300 200 100

TOTALES:

4.800 4,200 3.750 1.500 3.100 1.600 1.900

1,4.6 What was the technical nature of these activities?
(i.e.: in training, in what area and at what level)

IV.XLJ.11

IV.XLJ.112

IV.XLJ.113

IV.XLJ.114

IV.XLJ.115

See specific objetives - Programming

It will consist of establishment and maintenance of co-
opping systems (demostration plots) on lands which have
received soil conservation tratment other than terracing

It will consist of establishment of viable farming systems
on portions of selected farmer's holdings within the
Allsides area.

This activity will hold field days for national technicians
of the region, the parish and Ministry office, as well as
to visit the Allsides station.

Under a tree partite arrangement between MINAG/IICA/Government
of south Korea a Korean expert in soil conservation and
watershed will be jointly sponsored.

hire TR Ty . 1 e
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IV.XLJ.116 It will consist of complementary and open-endid interveens
with farmers in order to obtain wider, charer and more
accurate knowledge of the value orientations and farmers'
receptivity.

IV.XLJ.117 This activity is aimed at identifying, listing, describing,

and cataloguin pests and diseases affecting cropping systems
and other crops.

1.4.7 What role was planned for the participation of ﬁersonnel from
national institutions in these activities?

This information is not available.

1.4.8 How would the intermediate and final products of activities
contribute to and support the work of national institutions?

This information is not available.

1.4.9 Why were these activities selected as a means of attaining
project objectives? (i.e.: the impact on institutions).

This information is not available.

1.4.10 Were changes made over the past three years in the workplan?
(if so, what and why).

This information is not available.

Project organization

1.5.1 Who has overall responsibility for the IICA project?

IICA's Office director in Jamaica.

1.5.2 What authority does he have with respect to:

a) Modifications in the nature of project activities
(this can only be done with MINAG's agreement)

b) The use of conultants for the project, as agreed with
MINAG and depending on approval at central head quarter.
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c) Ohtaining and deploying physical resources.
In all these cases, he can only make proposals to the Director of
the FSB subject to prior agreement with MINAG.

1.5.3. Who has responsibility for specific IICA ﬁroject activities?

Primarily A.M. Wahab

1.5.4. What is their authority with respect to:

a) The nature of project activities (as indicated in 1.5.2.)

b) Personnel from national institutions (no authority)

c) The use of FSB resources on project activities (free, on the

basis of Manual Operative Programs approbed by FSB's Director)

1.5.5. What internal comunications systems are used to monitor
progress and coordinate project activities?
Weekley meetings of IICA's staff. Monthly regular meeting with National

coordinating commitee, which can be called to special meetings, on
needed, by IICA's Director in Jamaica.

Working relationships with national institutions with whom IICA
project staff should related?

1.6.1. Who are the key individuals in national institutions with whom
IICA project staff should related?

Soil conservation, MINAG's division in Kingston or in the field.

1.6.2. How aften and how are these contacts made?

As often as needed.

1.6.3. 1Is there a clear understanding between IICA and national
institutions staff as to the purpose of these relationships?

The understanding is clear. All operational problems are freely
discussed and solutions cooperatively sought.







ANEXO N° 2

Review of Changés in National Problems

1.1. The performance of the Agricultural Sector in Jamaica over the
past five years has been characterized by continuing low level of
production, especially of food. A reversal of this position is crucial

i) Increased employment and incomes.

ii) Improvement in.the standard of living including the nutritional
levels of the people.

iii) Generation of financing for new investments; as well as

iv) TImport substitution and the seving/earning of foreign exchange.

1.2. Despite specific efforts to accelerate project preparation in
agriculture, the implementation and execution phases have been
continuosly hampered by frequent institutional changes and overlapping
responsibilities of the various entities. This problem was recognized
by the Government of Jamaica (GOJ) as can be observed in the following

1. "An Overview of Jamaican Agriculture"
Agricultural Planning Unit, February 4, 1972

2. '"Background Information on Land and Livestock Development"
Agricultural Planning Unit, February 20, 1973

3. '"Green Paper on Agricultura - Agricultural Development

Strategy"
K.A. Munn, Minister of Agriculture, November 21, 1973

4. "Emergency Production Plan"
Ministry of Agriculture of Jamaica, 1977

5. "Five Year Plan 1978 - 1983"
Ministry of Agriculture of Jamaica, 1978

IICA/Jamaica Publication N° IV-7

1.
since this would result in:
official policy papers 1/:
1l

"Agriculture - Government Policy Papers for Jamaica', February 1978
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1.3. There is a proliferation of International Agenciea engaged in
various foms of assistance to the Agricultural Sector. This assis-
tance is focussed principally on export-oriented crops viz., banana,
coffee, cocoa, sugar cane and spices. The above-mentioned assistance
does not address itself to the solution of food for domestic consumption
and the alleviation of high levels of unemployment and low standards

of living.

1.4 Failure to solve the chronic problems which have resulted in
inadequate food production has resulted in frequent food shortages ac-
companied by drastically increased cost of living over the past five
years.

1.5 The most recent Agricultural Census data were provided by the
Department of Statistics in 1968/69.1/ The land distribution stat-
tistics are as set out below:

Land Distribution (1968/69) Number of Farms Farmiand
z) ¢9)
0- 4.9 acres 78.8 14.9
5- 24.9 acres 19.0 22.1
25- 99,9 acres 1.6 8.2
100 - 249.9 acres 0.4 9.9
250+ acres 0.2 44.9

However, since then there have been several national exercises in the
redistribution of land which would have affected this distribution,
particularly with respect to increasing the number of small farmers.
The figures for the 1979 Census are not yet available.

1.6 The main land characteristics of the island country of Jamaica is
that 80Z of the land is on slopes having greater than 5Z, with 33% of
the land falling within slopes of 20 - 50Z and steeper.2/ The country
is divided into 33 principal watersheds.3/. These watersheds have

1/ Statistical Yearbook of Jamaica 1978, Department of Statistics, March 1979
p. 459

2/ The National Atala of Jamaica 1971, p.8
3| 1ICA/Jamaica Publication N° 111-1

Stennett, H.R. "Watershed of Jamaica and Considerations for an Ordinal
Scale of their Development", July 1979.






progresaively deteriorated over the years because of s0il erosion and
improper management.

1.7 The GOJ in cognizance of the:

i) Inadequacy of suﬁélies of domestically grown croés for home
consumption;

ii) mountainous characteristics of the island;

iii) high concentration (80Z of all farmers) of small farmers on
hte hillsides;

iv) state of erosion of the hillgside farmiands;

v) disparity in income distribution between the rural and urban
population; and

vi) high unemployment situation in the rural areas,

identified a target group for the solution of the above-mentioned prob-
lems. In 1969 Land Authorities were created across the entire island
thereby increasing the number from two to thirteen. This was domne in
order to concentrate more fully on small farming activities. An
important aspect was to identify action aimed at alleviating soil erosion
and adopting sound land use practices.

In this context, a FAO Technical Mission in 1975 made recommendations to
the GOJ on soil conservation measures. By 1976, in realization of the
fact that soil conservation measures ipso facto were not enough to solve
the probygms causing low food production by the small hillside farmers
of Jamaica, the GOJ solicited IICA's assistance for the development of
viable systems of production for newly terraced xgnd on an area typical
of that used by the Jamaican small farmers.l/

1.8 The problems faced today by the Agricultural Sector of Jamaica are
greater in magnitude than the same problems identified three years ago.
This is due to:

i) the political and socio-economic crisis which the country has
and continues to experience;

1/ Hillside Farming Study and Imblementation Project in Jamaica (Allsides
Pilot Development Project). December 1976
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ii) many changea in the political leadexship of the Sector. .
In order to re-~affirm the national importance which mugt he
attached to the Sector, the Honourabhle Prime Miniater haa
recently taken upon himself the portfolio of Agriculture.

iif) the high level of.unemployment across the country. Agriculture
is the largest employer and therefore the most affected by
unemployment and underemployment.

iv) the constant on-going process of reorganization of MINAG has
over the past three years created instability, insecurity and
a lack of policy continuity.

As a consequence of the above facts the national problems affecting the
Agricultural Sector have increased in degree as well as in scope.

1.9 Steps being pursued to redress the problems identified by LICA/
Jamaica 1/ since its conception here in 1976 are rendered more difficult
now because the s0il conservation programmes designed for the country

and for the area of Allsides have been subjected to budgetary constraints
and labour unrests.

1.10 During the execution of the IICA Allsides Pilot Development

Project in Jamaica, there were a number of changes in project direction.
Dr. Cesar Paniagua, the Project Director, resigned in May 1978. Further,
the ITCA/Jamaica Director, Dr. Raul Soikes was transferred in June 1977
and Nicot Julien, the Economist, was also transferred at the same time.
Despite these changes,. project continuity was maintained. However, new
strategies were developed vis a vis:

i) execution of the project;
ii) relations with the Government;
iii) policies on training;

iv) policies on preparation and bublication of necessary agricultural
data, which hitherto were unavailable;

v) external linkages with other organizations;

vi) public relations and closer co-ordination with §rof¢ssiona1
and high level echelon personnel of MINAG.

|/ Country Level Action Plan (PANP) TICA/Jamaica, February 1978
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1.11. Notwithatanding the ahove changes in project direction and staff,
the project ohjectiyea as originally defined in the project document
were retained and were complemented by activities which were deemed -
necegsary to attain the established targets of the project. This was
due principally to the fact that Dr. Abdul Wahab, the office quota
expert who initiated the National Project in February 1977 and who was
replaced in July 1977 by Dr. Cesar Paniagua, the FSB Production Specialist,
re-assumed responsibility for the direction of the project in May 1978
following the resignation of the latter.

Identification of Changes in National Programmes and Institutions

2.1 There have been significant changes in the Agricultural Sector
since 1977. These changes have been due to various causes among which
are the following:

i) the national economic crisis;

ii) the very low investment profile;
iii) the necessity for re-adjustment in the institutions dedicated
to export crops;

iv) the normative policy of the Government; and

v) the continued low production and productivity in the
Agricultural Sector.

2.2, It is readily observed at the present time that there is no will-
ingness on the part of the Jamaican private sector to continue invest-
ments in the country due to several Government controls and economic
constraints. The food shortages have spurred within the Government

the desire to initiate a system of retail price controls. However,

in spite of this, producers have not taken advantage of the unprecedented
high prices for agricultural products earmarked for domestic consumption,
Also, severe constraints in the foreigh currency availability for
agricultural inputs have resulted in decreased investment in the sector.

The above considerations have caused serious distortions in the marketing
and distribution of agricultural products. Some of the unprecedented
high price levels reached create incentives and windfall gains to the
producer because the prices are in some cases 300% to 5007 higher than
world market prices. Further, this situation creates a disincentive to
farmers in the full utilization of their farmlands. Those products

whose prices are Below world market prices have disappeared from the
local markets,
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2.4 . Thoge Statutory Bodiesa which are dedicated to export-oriented

cropa haye heen aubhjected to inatitutional changes in different aspects
over the laat three.yeara. In adme cages such as the Banana Board )
there was a complete institutional overhaul in an effort to attain
greater efficiency. In other cases such as the Coffee Board the changes
were focussed mainly on the centralization of each of the Extension and
Research activities. This meant that specialized Extension Officers
became general practitioners in the overall extension services with the
consequential disadvantages often associated with such changes.

2.5 The Ministry of Agriculture has been undergoing a continued
reorganization. The main reorganization has resulted first in the
geographical division of the country into three administrative areas 1/
and recently into four. These areas are the Northern, Southern, Central
and Western Regions.

2.6 The Ministry of Agriculture is now divided into four main Sectors:

i) the administrative policy-making, consisting of the Minister,
iMinisters of State and/or Parliamentary Secretary,

ii) the Supporting Serv1ces such as the Land Administration Division
and Soil Conservation, Veterinary Division, Marketing Develop-
ment Division, Engineering Division, Fisheries Division and
Data Bank and Evaluation Division;

iii) the Research and Development Department whlgh.}g decentralized

into the four administrative agricultural regions of the
country; and

iv) the Production and Extension Department divided as in (iii)
above.

2.7 The former Extension Division has now been absorbed into other
Units or Divisions. The main extension activities, including some
development ones, have been transferred to the Production and Extension
Department, while its other development functions have been transferred
to the newly created Department of Research and Development., In short,
the reorganization has resulted in the redistribution of the extension
functions which originally resided in an Extension Division which had
an established lineage.

1/ TIICA/Jamaica Publication N° 11-6, p. 38

Henry, D.D. et al "Agricultural Extension Service in Jamaica", 1979
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2.8 At the time of the initiation of the project the Department of
Covoperatives operated under the aegia of the Mipigtry of Agriculture.
Theae co-operxatiyes covered all gectora of the economy inclusive of
Agriculture. Since then this Department Became firat the responsibility
of the Ministry of Parliamentary and Regional Affairs and now has been
transferred to the Ministry of Local Government.

2.9 Regardless of the institutional changes and modifications underway,
agricultural production and productivity still falls short of the
potential.

2.10 The above-mentioned structural and institutional changes have not
resulted in the achievement of the envisaged efficiency sought. No new
institutions, as such, have been created in the sector but there are
strong indications that some institutions will be radically changed,
among them those which are. concerned with marketing, particularly the
Agricultural Marketing Corporation.

2.11 There is a recognition that within the sector which consists of
almost 80X of very small farmers (less than five acres) there is an
urgent need for an appropriately structured institution to provide the
necessary farmer credit for increased production.

2,12 In February 1977, when the Fondo Simon Bolivar project was
initiated, the Director of the Soil Conservation Division of the Ministry
of Agriculture was designated as GOJ's counterpart Director. At that
time the Soil Conservation Division was a separate entity of the Ministry
of Agriculture. Since then it has become part of the Agro-Forestry and
Soil Conservation Division. This change has affected the independent
budgeting capacity of the formar Soil Conservation Division. At present
such budgeting is being done within the realm of the new Division. It

is fortunate that the functions and individuality of the former Division
have not been noticeably affected. However, it is apparent that the
workload for the formar Director of the Soil Conservation Division, now
Deputy Director of the newly created Agro-Forestry and Soil Conservation
Division, has been substantially increased in some instances.

2.13 There have been no changes in Government's policies in regard to
IICA or its national project. The Ministry of Agriculture, recognizing
the importance of the IICA project in the areas of Research, Soil
Conservation and Training, has requested an extension of the project,
which request has been granted by IICA's Headquarters for the period
June 1980 to June 1981.
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Identification of Changes in Resources& Available to National Institutions

3.1 The economic crisis of the country has affected the annual growth
rate of the econamy in the follow1ng menner:

1973/73 . . . . 1974{75.. - 1976 . . 1917 Y

3.9 “0.4 -6.7 "4-0

1/ Inter-American. Development Bank, Jamaica, Soc1o-Economic Report

N°® GN.1086-2, p. ii, July.1979 . . . . . ... . .

The economic dislocations and the quantitive decreases in annual growth
rates indicated above have pushed the Government to seek economic
asgistance in the form of increased external budgetary supports. In

these efforts the Government appealed to the International Monetary

Fund (IMF), an institution which has demanded as a pre-requisite a tigh-
ter budget and a greater emphasis on the productive sub-sectors.
Consequently the Government initiated budget restrictions which have
significantly affected the budgetary allocation for most sectors including
Agriculture.

3.2 During the fiscal period 1979/80, due to the rejection by the
Government of Jamaica of the stringent conditions set by the IMF for
assistance during the fiscal periods 1978/79 and 1979/80, and the
country's worsening economic conditions, the Government is operating a
holding budget. This has seriously affected the services expected of
the Ministry of Agriculture. Additionally, 1980 is an election year
and a new national election is expected as soon as certain pre-
conditions are met. This causes not only a greater necessity for a
holding budget, but also has implications for any critical after-
election changes which may be made.

3.3. The conditions described above have affected to a lesser extent
the IICA counterparts than those of other divisions of the Ministry of
Agriculture, but the resources currently available.to the national
counterpart institutions are less than originally planned.

3.4 It is impossible at the moment to assess the magnitude, type or
quelity of the budgetary constraints on the Ministry of Agriculture
until the holding budget has been upgraded to a final budget.






3.5 The national institutions haye adjusted to the present situation in
different ways. Inter alia it has hecome necessary to require their
agencies to: '

i) curtail official travel;
ii) reduce mileage travelled;
iii) temﬁorarily freeze the filling of vacancies;
iv) effect a stricter retirement of officers;
v) 1limit overseas training and travel for officials; and
vi) institute limits to levels of salary increases.
GOJ has laid down stricter guidelines for the accebtance of new projects

which contemplated varying degrees of Government counterpart expenditures.

3.6 Nonetheless the Government of Jamaica has honoured its commitment
to IICA on quota as well as on the Simon Bolivar Fund contributions.

4. Up-dating the Institutional Analysis

4.1 The originally identified institutions with which the IICA project
worked were:

- Soil Conservation;

- Extension Services;

- Training;

- Research;

- Home Economics; and

- Croﬁs and Soils.
4.2 As the Simon Bolivar Fund project developed, its scope Qas widened
to include the involvement of the following sub-institutional agencies
of the Ministry of Agriculture:

- Co-operatives;
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~ Marketing;
- Data Bank and Evaluation Division; and

- Planning and Policy Review Division

4.3 As the project developed and the first year's results on the systems
of production were being extended to the A-lsides farmers, one of the
constraints to production in the systems established on farmers' plots
was the unavailability of agricultural inputs. Also, ITCA recognizing
the benefits to be derived from MINAG's fertilizer subsidy programme,
and identifying the many difficulties which small farmers experienced

in obtaining farm inputs at prices more acceptable to them, initiated

the Allsides Farmers Pre-Cooperative.

4.4 As IICA/Jamaica initiated basic studies related to hillside agri-
culture in Jamaica with special emphasis on Allsides, various marketing
studies were completed for the area, and published as part of the col-
lection of the series "Agriculture in Jamaica"l/. The documents on
marketing and the information presented therein were gathered jointly
by IICA/Jamaica and the Planning and Policy Review Division of MINAG,
in collaboration with the Production Unit.

4.5 As the performance of IICA became increasingly recognized, the need
arose for surveys in and beyond the project areas. As a consequence, two
major agro-socio-economic surveys were conducted jointly by IICA and the
Data Bank and Evaluation Division.2/,

4,6 The impact of the Allsides project, its field-days, its training
courses, its in situ demonstration to technicians and to farmers, as well
as its publications, created in MINAG a greater awareness of the hillside
farming problems and potentials.

4.7 The influence of the IICA project served as a catalyst for work
done by international agencies in the area of hillside agriculture
projects, e.g., the Integrated Rural Development Project of GOJ/USAID,
the GOJ/Norway/FAO National Hillgide Training Programme, the GOJ/IDB/
IICA Pilot Hillside Agricultural Project (PHILAGRIP).

1/ 1ICA/Jamaica Publications 1-4, 1977; 1-3, 1978; 1-6, 1978; 11-5, 1979
TII-7, 1979, Iv-1, 1980. .
2/ 1ICA/Jamaica Publications ITI-4, 1979; and IV-4, 1980
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4.8 An important spin-off of the project will he a National Peanut
Project which will utilize the research.results ohtained from the
Allsides Project. ‘

4.9 The constraints hindering the development of the priority insti-
tutions associated with the Simon Bolivar Fund project although not very
critical are likely to remain unchanged until such time as the national
economy improves and decisions are made in terms of the courses which
these institutions will adopt in the future.

4.10 In 1977 during the preparation of the Country Level Action Plan
(PANP)1/ the following priority areas were indentified:
i) food production;
ii) rural employment;
iii) so0il and water conservation;
iv) training and education;
v) research;
vi) extension;
vii) marketing;
viii) assistance to rural youth; and
ix) social organization.
4.11 During the initial stages of the implementation of the Simon
Bolivar Fund Project the greatest effort was dedicated to 'the develop-
ment of a body of knowledge'" for hillside agriculture. This was consis-
tent with the first general objective of the project document titled

"Hillside Farming Study and implementation Project in Jamaica (Allsides
Pilot Development Project)".2/

0p. Cit., p. 71

Allsides Project Document, Minigtry of Agriculture/IICA/Jamaica,
December 1976.
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4.12 1In the process of generating this hody of knowledge the greatest
emphasis waa placed on agricultural research and soil conservation
with field demonstrations.

4.13 A multi-faceted approach was employed in the areas of:

i) testing.of new crops for their performance and adaptability to
the edaphic and climatic conditions of Allsides;

ii) the compatibility of these crops when grown as intercrops with
yams (the principal crop in the area);

iii) opragmatic field demonstration and research on soil fertility
and amelioration of soil acidity;

iv) alternative methods of soil conservation of steeply sloping
lands;

v) collection of economic data, and subsequent analysis of these
data with emphasis on potentially increasing farm income;

vi) surveys aimed at determining traditional systems of production
as an ex-ante project, to be compared with the ex-post situ-
ation, forming the basis therefore for assessing the rate of
adoption of the new technology;

vii) observation and analysis of the on-going social structures
to determine the most viable social organlzatlons ot be
utilized in the project;

viii) demonstration to farmers of the advantage of soil conservation,
avoidance of soil erosion, improvement of soil conditions,
and potential benefits of proper soil management.

4.14 As the project developed and due to the initial successes of
research and soil conservation it became clear that more emphasis should
be placed on the extension and credit components. The extension compo-
nent was not included in the project, but it has now become apparent
that such a component would greatly accelerate the adoption of the new
technology and the potential henefits which could accrue to the farmers.

4.15 The pressing problems facing Jamaica as identified by the GOJ and
the PANP are:
i) inadequacy of domestically produced foodstuffs;

ii) 1low income of the minifundia farmers;
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iii) low inyestment levels in the Agricultural Sector, especially hy
small farmers; ‘ o

iv) low performance qualitatively and quantitatively for export-
oriented crops;

v) scarcity of foreign exchange for importation of key~in§uts for
agricultural production and of food (including animal feeds);

vi) negative balance of éayments; and

vii) high levels of unemployment and underembloyment.

4.16 Considering that 80% of Jamaica is hilly to mountainous and that

78 Z of all farmers are small hillside farmers with less than five acres

of land (aggregate average is 1.5 acres) the greatest potential for improve-
ment lies in the development of hillside agriculture, with a view to benefit-
ting some 150,000 of a total of 190,000 farmer families.

4.17 The Allsides Project due to its relatively small size (622 acres and
consisting of 233 farm families)l/ can at best demonstrate the potential
productivity of hilly lands which if properly managed would lead to the
solution of most of the national problems listed in Section 4.15 above.

4.18 The impact of the GOJ/IICA Allasides Project has been appreciated
by MINAG and the Prime Minister himself. A measure of such appreciation
is evidenced by the request to extend the Allsides Project and by the
specific appeal from the Prime Minister during his meetings with IICA/
Jamaica to establish and '"Allsides in each of the thirteen parishes of
Jamaica".

Identification of Differences of Opinion between IICA Project Staff and

National Personnel

5.1 The highest ranking institutions co-operating in the execution of
the Allsides Project are:

i) the Soil Conservation Division;

I1ICA/Jamaica Puhlication N° 111-4
"Agro-Socio-Economic Sample Survey of Allsides - Trelawny, Jamaica'
September 1979






ii) the Research Division; and

iii) the Extension and Training Diyision

5.2 Although many earlier efforts were made to tackle the problems as-
sociated with accelerated soil erosion in Jamaica, the records indicate
that the subject of Soil Conservation had not been accorded the resources
commensurate with its importance. With the creation of the Yallahs

Volley Land Authority (YVLA) in 1951, steps were taken to place soil
conservation on a more structured basis. This was followed in 1955 by

the creation of the Christiana Area Land Authority (CALA). Subsequently

in 1969 eleven additional land authorities were established. More recently
the rapidly increasing density of population per square mile has. required
that hillside lands be used more intensively and that they be appropriately
conserved.

5.3 Extensive terracing of hilly lands was done in the Yallahs Watershed
during the period 1951 to 1960. These works were conceived and implemented
in isolation from agricultural research on the relevant aspects of soil
congervation, and respective land use patterns adopted. Without this,
extengion lacked an appropriate basis for guiding farmers. The main objec-
tive of the terracing was the conservation of the soil resource. However,
in addition to terracing there were other soil conservation methods

which were low cost but which were not continued by farmers once they had
been initiated with the assistance of Extension Officers.

5.4 The situation in the Christiana Area Land Authority (CALA) of which
Allsides forms a part was somewhat different in that the overall potential
for agriculture was better for CALA than was that for the YVLA.

5.5 The lack of economic incentives created the "typical gap' between
planning at Government level and execution at small farmers' level.
This "typical gap" in the Third Worl is the distance between the macro-
concept of the planners and the micro-concept of the farmers to whom
the projects are directed.

5.6 In the case of Allsides, the project proposals included provision
for close linkages between those responsible for soil comservation,
research and extension and the beneficiaries. The beneficiaries or the
target group- the small farmers, would thus be enabled to observe for
themselves demonstrated recommended changes in incomes arising from the
new systems of production for newly terraced lands produced for them.

5.7 One very important aspect of the Allsides research in relation to
the beneficiaries is that the systems of production have been designed
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using yams as the principal crop. Yam has traditionally heen produced
in the area for three hundred years, The farmers know the yields to he
expected in their traditional aystem of farming and weré reluctant to
adopt any changes which would not ensure Beyond any doubt that these

changes would not decrease their yam yields But would actually increase
their incomes.

5.8 The joint participation of technical personnel from the Divisions

of Soil Conservation, Research and Extension, in the project has increased
their enthusiasm, because it represented a breakthrough in the Government's
efforts to assist the small farmers. At the same.time the results have
demostrated viability of farming systems as one approach to solving a
number of the national problems which have contributed to the national
economic crisis, particularly those related to production, productivity,
incomes and employment.

5.9 From the above discussion it is believed that there is no difference
in opinion between the staff of the national institutions and ITCA and
that both agree on the strategy and approaches towards solving the nat-
ional problems.

5.10 The above-mentioned national institutions perceive their limitations
in the same context as does IICA. These limitations are obvious in bud-
getary deficits as well as in human resources. More importantly both the
National Agencies and the IICA staff recognize the following weaknesses;

i) inadequacy of the extension staff;

ii) 1lack of credit-worthiness of many farmers who therefore are
unable to obtain credit for farming; and

iii) absence of an appropriate mechanism for ensuring that farmers

comply with measures designed to conserve soil, maintain
terraces, etc.

5.11 To solve the problem of hillside agriculture in Jamaica it is
imperative that:
i) an ample budget be provided to the sector;

ii) steps be taken to obtain adequately trained personnel in suf-
ficient numbers; and

iii) there be as much continuity as practicable in the tenure of
office of staff assigned to the project.
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5.12. IICA is conyinced that the GOJ is aware of the pxrohlems of

hillside farming and is making considerahle efforts to &olye thisg
prohlem. The IJCA/Jamaica ataff expressed a view that the GOJ should

use the thirty-three watershed areas already identified across the island,
declaring each watershed areas already identified across the island,
declaring each watershied a management unit, in the.belief that this would
regult in a more hilistic approach to solving the problem on a national
basis. Also, the ITCA/Jamaica staff is of the opinion that a '"package of
projects" should be prepared for wach watersfied along the following lines:

A. Productive Projects

1. Land tenure;

2., Labour utilization;

3. Caﬁital needs;

4, Input needs and surveys;

5. Water resources available and water needs;
6. Croé management and national needs;
7. Soil conservation;

8. Marketing;

9. Agricultural extension;

10. Agricultural research;

11, Communications;

12, Pre-industrialization of production;

13. Credit.

B. Social Projects

1. Education;
2. Health;
3. Housing;

4., Community organization;
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5. Rural electrification;

6. Water for human consumption.

C. Institutional Projects

1. Watersfied management planning;
2. Social organization;
. Training of human resources;

. Project management training;

1/ .

3
4
5. Co-ordination;
3. Project evaluation'.

5.13 The above projects and sub-projects would tend to make each water-
shed an "integrated rural development project'". Different sub-projects
could have different sources of financing allowing Jamaica to capture
and take advantage of the limited international financing available for
development of its National Hillside Programme (NAHILLPRO).

5.14 The national institutions while agreeing with the above approach
indicate that this would require a total overhaul of policy and organi-
zation of the Agricultural Sector which at present is difficult due to
the politico-socio-economic crisis.

Analysis of the IICA Project Objectives

6.1 The general objectives of the project were:

. . 2
General ObJectlvesr—/
To co-operate with national organizations on:

a) the development of a body of knowledge on hillside farming and
cropping systems conducive to change the traditional pattern of

Aguirre, J.A. "America and IICA in the Decade of the 8Q's, First Prize
paper presented to the 50th Aniversary of the Kellogg Foundation,

San Jos€, Costa Rica, ITCA Headquarters, 1979.

"Allsides Pilot Development Project", op. cit. p. 2
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of hilly land farming.

h) the apread of that hody of knowledge throughout the éilot area;
and

c) extending pilot area results to the whole hillside region.

Specific Objectives:

a) To develop a new system of production based on multiple cropping
and efficient utilization of land and water resources.

b) To increase the productivity and production of certain food crops
(yams, beans, potatoes, cassava, sweet potatoes).

c) To increase food production, income, nutrition and improve the
standard of living of approximately three hundred farm families
occupying about 622 acres of hilly land in the parish of Trelawny.

d) To develop an institutional framework, capable of implementing
similar changes in other areas of the country.

e) To develop accurate production figures for crops grown by the
small hill farmer.

f) To train local professional technicians.

The objectives. stated above are as relevant today as they were in late
1976 when the project was prepared.

6.2 The changes which affected the national institutions have not
changed conditions to the extent of affecting the objectives of the
project.

6.3 During the preparation of the Operative Programme for the fiscal
year 1977-1978, the planning and operations mission introduced and/or
modified certain elements of the project document and consequently
spelled out the following new set of specific objectives:

Specific Objectives:

(As spelled out by the Central Office planners in the preparation of the
Budget Programme 1977/78) in order to achieve the general objectives
indicated above, IICA will help the Government of Jamaica to:

a) Improve its institutional system, rendering it capable of
formulating and implementing appropriate hillside farming systems
on a national scale;
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b) deyelop and teat appropriate farming systema for hillside food V
productiong ' |

c] extend proven hillside farming systems to selected areas;

d) design and implement.a marketing system for hillside produce
which will minimize.post-harvest losses and increase the farmer's
share in the final price; and

e) design and implement functional models. of.farmers' organizations
for hillside production and marketing purposes.

6.4 The objectives of the project could not be changed unilaterally and
8o, after consultation with MINAG the new.objectives were disregarded.
Nonetheless on widening the scope of the project as tha project got
underway the project adapted some of the requested objectives.

6.5 ITCA/Jamaica, recognizing the urgent need for MINAG to appoint a
Project Co—ordinating Committee for the project successfully requested
such a committee from MINAG. This Committee is comprised of the following
members. The: ,

- Deputy Director, Western Division (Co-ordinator)

- Director, Soil Comservation Division

- Parish Manager, Trelawny

— Divisional Extension Officer

- Parish Home Economics Officer

- _ Allsides Project Counterpart Agronomist

- Allsides Project Extension Officer
Additionally, high echelon personnel from MINAG,.Kingston, and other
Governmental agricultural bodies lying in close proximity to the

project would occasionally participate at these meetings. IICA is
represented by the ITICA/Jamaica professional staff.

6.6 The obhjective (d) designed by IICA's planners, in reference to
marketing cannot be implemented because the GOJ already has a National
Marketing Programme which covers the Allsides farmers and is designated
the Agricultural Marketing Corporation.






6.7 With regard to specific ohjectiye. (e) as proposed hy the planners,
the IICA/Jamaica unit initiated and obtained the aasistance of the
Covoperatiyve Department in forming a pre-cooperatiye along the guidelines
of the G0J.1/

6.8 The national problems on which the project focussed (Hillside
Agriculture) are not solved and will not be resolved for a long time,
As stated bBefore ITCA is working with MINAG to demonstrate to tech-
niciang and farmers and economically and technically viable alternative
which will result in:

i) increased food production; A
ii) 1increased levels of productivity;
iii) ingreased rural employment; and

iv) the general achievement of the GOJ's targets for the
Agricultural Sector.

6.9 The national institutional staff share with LICA/Jamaica the belief

that no change should be envisaged in the project objectives. The

present need now resides in the area of technology transfer and paraphrasing

the words of the Prime Minister on the occasion of Hhis last visit to

Allsides "there is need...of an Allside...and IICA in every parish in ;

Jamaica'".

1/ TICA/Jamaica Puhlication N° Iy-&
Wedderburn, M.R. "Allsides Farmers Pre-Cooperative - Socio-Economic
Assessment"
March 1980






ANEXO N° 3

1. Introduction

1.1 Approximately 80% of the total land area of Jamaica is hilly to

wountainous. About 80% of the country's farmers area small producers

having less than five acres of lands and who area largely confined to
the hillsides (see Section 1.5 of Document N° 2 for distribution of
farmers by size groups). Notwithstanding the disadvantages of farm
size the small farmers have traditionally produced nearly 90% of the
foodstuffs produced for domestic consumption.

1.2 These crops are mainly centered around root crops such as yams,
Irish potatoes, cocoa, dasheen, and other soil disturbing grops e.g.
ginger, which have contributed to considerable soil loss over the years.

1.3 1In cognizance of the above facts which were compounded by the rapid
increase in population density on agricultural lands, the GOJ obtained
technical assistance from FAO to analyze the situation with a view deter-
mining what ameliorative action could be pursued.

:
E
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1.4 1In this context, the GOJ/FAO studies showed that under traditional
practices associated with the farming patterns indicated above, soil
losses as much as 54 tons per acre per year occurred.

These studies also showed that bench terracing resulted in considerable
decrease in the level of soil loss (8 tons per acre per year) and recom—
mendations were subsequently made that the GOJ vigorously pursue this
corrective measure inter alia for mitigating the problems of soil erosion. ‘

1.5 However, militating against bench terracing is the fact that it was i
an expensive measure which could only be viable if associated with: "

i) high value crops;
ii) intensive cropping; and
iii) appropriate management.

It was also recognized that if bench terracing were to be accepted by
farmers, the Government would have to heavily subsidize the construction

cogts of these terraces.

The GOJ's experience in the area of bench terracing up to this stage
indicated that in the absence of improved agricultural practices and
farming systems to sustain higher than traditional levels of operations
con these soil conserved farms, the programme would be doomed to failure.
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In consequence, the GOJ in 1976 sought the assistance of IICA to:

i) develop a body of knowledge on hillside farming and cropping
systems conducive to change the traditional pattern of hilly
land farming;

ii) spread this body of knowledge throughout the pilot areas
(Allsides, Trelawny); and

iii) extend the pilot area results to the whole hillside region.

Following up on this request, MINAG, in collaboration with IICA, prepared
a project document titled "Hillside Farming Study and Implementation
Project in Jamaica - Allsides Pilot Development Project'. This proposal
was accepted by IICA for financing through the Simon Bolivar Fund. In
consequence, an agreement was duly signed on December 6, 1976 between the
Honourable Prime Minister, GOJ and IICA for the implementation of the
above project.

Design of Project Activities

2.1 To objectively assess the degree of accomplishment of the project it
is first necessary to catalogue the actions and/or activities which were
planned, approved and executed from the inception of the project.

2.2 Preliminary Period (January 1977 to June 30, 1977)

2.2.1 Activity IV.LJ.2.2,1 - Collaboration in the elaboration and
execution of projects on soil conservation and management. The
purpose of this was to provide apportunities for the development
and execution of project and to assist MINAG in the preparation of
a technical manual in soil conservation for its field staff.

2.2.1.1. Warren Forsythe paid two vivits during which he prepar-
ed maps and reports dealing with '"Points of Equal Erosion'.

Also, Augustin Merea visited Jamaica for a one-week period during
which he established the bases for collaboration by MINAG in the
efficient management and utilization of water. This was followed
by the participation of the Head of the Agricultural Engineering
Division, MINAG, at a seminar on drip irrigation held in Mexico.
.This training was used on the irrigation programme for the dry
plains of Jamaica. '

2.2.2 Activity IV.LJ.2.1.2 - Training of national technicians in
80il conservation. As a corollary to this activity, short term
courses (two weeks) were given by Warren Forsythe at the Smithfield
Soil Conservation and Training Centre.
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2.2.3 Activity IV.LJ.3.1.1 - Analysis of the institutions of
agricultural promotion. This activity resulted in the analyses

of the various divisions of MINAG with emphasis on those departments
which promoted food production. Further, a clarification of their
role within the '"newly created" structure of MINAG was made.

2.2.4 Activity IV.LJ.3.1.2 - Training of functionaries of the
Agricultural Sector. This activity served to impart in-service
training to national technicians in the areas of:

i) so0il fertility assessment; and

ii) agrarian reforms.

2.2.4.1 The soil fertility training was done by Abdul Wahab
with the technical support of Rufo Bazan; and Messrs. J. Bosco
Pinto and F. Oliart presented seminars on Agrarian Reform.

2.2.4.2 Arising from the soil fertility exercise was a fertilizer
programme to be adopted for newly terraced soils of Allsides.

As will be observed later, this in-service training exercise was
widened in scope as a consequence of MINAG's request.

2.2.5 Activity IV.LJ.3.1.3 - Collaboration in the analyses and
design of systems of production. This activity was accomplished whit
‘the participation of:

Messrs. Henry Stennett
Leslie Grant
Len Hutchinson
Errol McDonald - ail of MINAG

and from IICA, Messrs.:

Rufo Bazan
Warren Forsythe
Nicot Julien
Antonio Pinchinat
Raul Soikes

Abdul Wahab

2.2,5.1 As a result, plans were prepared for the demonstration
and testing of ten cropping systems on terraces.

2.2.6 Activity IV.LJ.4.1.1 - Case study of the domestic marketing
systems., This activity was aimed at describing the "Higgler"
Marketing System which is ingrained in the marketing of domestic

e e gy .
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products and is typical of the hillside areas. The activity cul-
minated in the preparation of a document titled "The Marketing of
Agricultural Produce in Jamaica".

Year One of Proje (July 1977 through June 1978)

2.3.1 This period represented the first full year of implmentation
of the National Project, during which a total of 17 activities were
planned and executed.

2.3.2 1In the preparation of the second version of the operative
programme for the period 1977/78, some of the specific objectives
for the National Project were modified and speit out differently
from the project doment which was approved and signed in December
1976.

2.3.3 Set out below are the general and specific objectives as
they apperar in the Allsides Project Document.

General Objectives:

To co-operate with national organizations on:

a) the development of a doby of knowledge on hillside
farming and cropping systems conducive to change the
traditional pattern of hilly land farming;

b) the spread of that body of knowledge throughout the
pilot area: and

c) extending pilot area results to the whole hillside
region.

Specific Objectives:

To:

a) develop a new system of production based on multiple
cropping and efficient utilization of land and water
resources;

b) increase the productivity and production of certain
food crops (yams, beans, potatoes, cassava, sweet
potaotes);

¢) increase food production, income, nutrition and im
prove the standard of living of approximately 300 farm
families occupying about 622 acres of hilly land in the
parish of Trelawny;
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e)
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develop an institutional framework, capable of imple-
menting similar changes in other arcas of the country;

develop accurate production figures for crops grown by
the small hillside farmer; and

train local professional technicianms.

2.3.4 As spelled out by the Central Office planners in the prepa-
ration of the Budget Programme 1977/78, the specific project ob-
jectives were as follows:

To:

a)

b)

c)

d)

e)

improve its institutional system, rendering it capable
of formulating and implementing appropriate hillside
farming systems on a national scale;

develop and test appropriate farming systems for hillside

food production;

extend proven hillside farming systems to selected areas;

design and implement a marketing system for hillside
produce which will minimize post-harvest losses and
increase the farmers' share in the final price; and

design and implement functional models of farmers'
organizations for hillside profuction and marketing
purposes.

2.3.5 The targets over the three year life span of the project as
specified in the original Agreement of December 7, 1976 are as

follows.

First Year: (ending June 30, 1978)

The:

a)

b)

establishment of a 3-acre plot in order to:

-demonstrate improved food production techniques;

-study new techniques and production systems, including
economic aspects;

-

extension of improved food production techniques, ap-

. plication and dissemination of research results of the

demonstration plot;

O e p—






c)

d)

e)

£)

The:

a)

b)

c)

d)

e)

£)

The:

a)

b~

training of personnel to support the research,
demostration and extension activities of the project
through seminars, production of extension materials,
workshops and field trips;

study of the institutional framework necessary to
deliver production to consumers and help to improve the
organizational performance;

80il conservation measures: (responsibility of MINAG)

-establishment of 100 acres of soil conservation works;
-establishment of 100 acres of waterways;

-establishment of 75 acres of gully control; and

establishment of 100 acres of crop development.

Second Year: (ending June 30, 1979)

maintenance of demonstration plot and continuation of
research, demonstration and extension activities;

extension of the improved food production techniques

and application and dissemination of the research results
of the demostration plot;

continuation of training;

improvement of institutional framework;

soil conservation measures: (responsibility of MINAG)

-establishment of 150 acres of soil conservation works;
-establishment of 150 acres of waterways;

-establishment of 100 acres of gully control works; and

establishment of 150 acres of crop development.

Third Year: (ending June 30, 1980)

maintenance of demonstration plot and continuation of
research demonstration and extension activities;
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b) extension of the improved food production techniques,
application and dissemination of the research results
of the demostration plot;

c) continuation of training;
d) improvement of institutional framework;
e) 80il conservation measures: (responsibility of MINAG)

-establishment of 85.95 acres of soil conservation works;
-establishment of 85.95 acres of waterways;

-establishment of 25.00 acres of gully control;
f) establishment of 85.95 acres of crop development; and

g) planning of dissemination of pilot area results to the
whole hillside region of Jamaica.

2.3.6 Targets as specifies in the Budget Programme for 1977/78 were
as follows:

a) a first draft of a National Programme for the development
of hillside agriculture will have been completed by the
GOJ with the assistance of IICA;

b) the first cycle of the farming systems trials will have
been completed by April 1978; results and recommendations
will be available to the GOJ for implementation in the
Allsides area and other areas selected by the Government;

c) capabilities will be developed within the Operative Unit
at Allsides, for the performance of the following
functions:

-planning and programming;

-services co-ordination;

-administration and management;

-research and transfer of technology; and
-farmers' organization;

d) the marketing system for hillside products, particularly
in the Allside area, will have been studied and recom-

mendations for its improvement will be formulated and
tested in the same area;
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e) with IICA's assistance, the GOJ will have selected a
number of hillside areas (additional to Allsides) for the
implementation of proven hillside farming systems.
Concomitantly, some services such as research and exten-
sion, will have been streamlined for this task, and new
operative units will be organized in the areas that have
been selected.

2.3.7 The activities programmed and accomplished for the year
1977/78 were as follows:

2.3.7.1 Activity IV.XLJ.1l.1.1 - Organization of a work group
for the formulation of a National Hillside Farming Development
Project. This activity was accomplished through the joint
participation of MINAG and IICA/Jamaica. A six-member work
group was organized, with four from MINAG, and the remaining
two from IICA. A draft profile of a National Hillside Farming
Development Project (NHFDP) was prepared and submitted to
MINAG. MINAG approved this document and communicated its
approval to Messrs. Fernando Suarez de Castro and Antonio
Pinchinat in November 1977.

2.3.7.2 Activity IV.XLJ.1.1.2 - Development of methodologies
for the formulation of the NHFDP. This activity led to the
preparation of a 58 page paper titled "Brief Overall Diagnosis
of Hillside Farming in Jamaica'". It was prepared through the
joint efforts of MINAG and IICA staff and while being a de-
scriptive paper contained up-to-date quantitative information
on hillside farming.

2.3.8. Activity IV.XLJ.1l.1.3 - Formulation and approval of NHFDP.
A 60 page paper was prepared titled "A National Programme for the
Development of Hillside Farming in Jamaica' which set out the ob-
jectives, goals, strategy and recommendations for implementation.
Preparation was undertaken by the Planning Division of MINAG,
assisted by IICA staff.

2.3.9 Activity IV.XLJ.1l.1.4 - Formulation of a plan for the im-
plementation of the NHFDP.

2.3.9.1 Several meetings were held between MINAG and IICA
staff arising from which formal presentations were made to
the Permanent Secretary and Chief Technical Officer of MINAG
with a suggestion that a formal plan be prepared for imple-
mentation.
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2.3.9.2 Meetings were held between GOJ officials and those
of IDB to seek project preparation funds. This led to an
agreement of an IDB grant of (US)$45,000 - for a total

project of (US)$1.5 million. It is now gratifying to note
that an agreement was signed in January 1980 between the GOJ
and IICA for the preparation of a project document titled
"Pilot Hillside Agricultural Project" (PHILAGRIP), with
supporting funds from IDB. MINAG decided to postpone official
policy action due to the many and diverse types of assistance
being offered to GOJ in this field from USA, IICA, FAO-Norway,
Korea, Yogoslavia, Hungary, Israel and Venezuela.

2.3.10 Activity IV.XLJ.1.1.5 and IV.XLJ.1.1.6 - Diagnosis of farm-
ing systems for Allsides and neighbouring areas and socioeconomic
study of farmers in the project area. These two activities were
aimed at obtaining benchmark information from the Allsides and
neighbouring areas in regard to:

i) farming systems being practised;
ii) income;

iii) employment;

iv) wvalues; and

v) marketing

2.3.10.1 A questionnaire was prepared in conjunction with

the Data Bank and Evaluation Division (MINAG). This question-
naire was tested and all the standard procedures adopted in
conducting the survey.

2.3.10.2 The results of this survey are presented in IICA/
Jamaica Publication N° 111-4 in 1979.

2.3.11 Activity IV.SLJ.1l.1.7 - Establishment and maintenance of
observation and demonstration plots on systems best adapted to
hillside agriculture. This activity was aimed at developing a body
of knowledge on farming systems best adapted to terraced hillside
lands.

2.3.11.,1 It was executed through:

i) detailed soil analyses and an examination of
the cropping systems which obtained in the
area;







ii)

iii)

iv)

v)

vi)
vii)

viii)

ix)

compilation and analyses of rainfall data;

planning of the cropping systems to be
evaluated;

designing the field trials on cropping systems,
soil amelioration and crop adaptation;

establishing the field trials on cropping
systems, soil amelioration and crop adaptation;

introduction of a livestock component;
setting-up of an appropriate record system ;

creating additional interest to farmers and
national technicians by hosting several field
days;

in-gervice training of national project staff
and technicians associated with current
practices and benefits which could accrue from
the use of and benefits which could accrue
from the use of proven soil conservation
practices.

2.3.11.2 Summarized observations on the early stages of the

project were:

i)

ii)

great resistance to change by farmers;

difficulties in obtaining and retaining staff
national and international - militated against
the success of the project at the outset.

2.3.12 Activity IV.XLJ.1.1.8 - Reinforcement of the operative unit

at Allsides in the fields of programming, co-ordination and management.
This activity was designed to reinforce the institutional co-ordinat-

ion in planning, management and execution of the project.

2.3.12.1 Due to the continuing reorganization and lack of
clear leadership within MINAG it was difficult to set
definite structures for co-ordination. Nonetheless field
days and monthly meetings were held with the various
entities involved in the project.

2.3.13 Activity IV.XLJ.1.1.9 - Training national personnel in

hillside farming technology. This activity was aimed at training
national technicians in the areas of hillside farming technology,
with special emphasis on research and transfer of technology for

improved hillside farming systems.
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2.3.13.1 1In the execution of this activity the following
training was provided:

i) an intensive two week short course involving
32 lecturers and 54 trainees (extension
officers);

ii) ten national technicians (research and extension)
received in-service training on the project
site of which six were specially trained for
the USAID/GOJ Integrated Rural Development
Project which is also predicated on soil conser-
vation;

iii) two national technicians received specialized
graduate training at CATIE, Costa Rica for a
five week period;

2.3.13.2 Arising from the training of national technicians
two publications were prepared titled "Hillside Farming
Technology Intensive Short Course' (Volumes I and II).

2.3.14 Activity IV.XLJ.1.1.10 - Design and testing of alternative
models of Farmers' organizations.

2.3.14.1 At the suggestion of Central Office (Planning
Division) and Regional Office, Joao Bosco Pinto visited
Jamaica and worked with functionaries of the Ministry of
Youth.

2.3.14.2 Regrettably his report, while reiterating the
neec for social organization, lacked a single mention of
alternative models or strategy for achieving same.

2.3.15 Activity IV.XLJ.1.1.11 - Training and transfer of technology.
This activity was aimed at providing appropriate methods for tech-
nology transfer.

2.3.15.1 Two seminars were held at Smithfield and Allsides.
One seminar on soil conservation was held for senior level
soil conservation officers of MINAG. One graduate student
from the University of Missouri was sponsared and supervised.
His Masters thesis (M.S.) was titled "An Economic Analysis

of Intercropping Systems: Case Study, Allsides Development
Pilot Project, Jamaica'. In consequence of in-service
training in soil fertility assessment of newly terraced soils,
a paper was prepared and later present at a workshop of Soil
Fertility Management in the Humid Tropics held in Kingston,






April 2 - 7, 1978. This workshop was sponsered jointly by
USAID, the Universities of Cornell, Puerto Rico and the
West Indies, the GOJ and IICA/Jamaica.

2.3.16 Activity IV.XLJ.1.1.12 - Studies of marketing for the
principal foodstuffs produced in hillside farming, particularly
Allsides. This activity was focussed on the marketing conditions
for hillside products, especially principal foodstuffs.

2.3.16.1 1In collaboration with MINAG, basic studies were
promoted on the marketing of common hillside staples. These
studies involved the preparation of appropriate question-
naires and subsequent field surveys at Allsides.

2.3.16.2 As a result of this activity, two papers were
prepared on the marketing of yams and dsheen.

2.3.17 Activity IV.XLJ.1l.1.13 - Upgrading the marketing systems

in the purchase and distribution of hillside agricultural products,
specifically in the Allsides area. This activity was aimed at
training national personnel in specific problems relating to marketing.

2,3.17.1 A seminar on marketing of agricultural products for
the Jestern Region of Jamaica was held at which 28 partici-
pants attended. Two Jamaican technicians were sponsored to
the egional Seminar on Post Harvest Losses held in Santo
Domiigo. Technical assistance was provided in the preparation
of a document titled "The Marketing of Agricultural Produce
and 2ost Harvest Losses in Jamaica" by C.V. Smikle.

2.3.18 Activity IV.XLJ.1.1.14 - Definition and application of
criteria for the selection of areas in the first stages of imple-

mentation of the NHFDP.

2.3.18.1 It was envisaged that this activity would result

in tie definition of criteria for selecting priority water-
shed areas for agricultural development within the context

of tie NHFDP. '

2.3.18.2 Assistance was provided to MINAG for a joint testing
of tie "Allsides Cropping Systems" at MINAG's experiment
stations located at Top Mountain, Mt. Erie, and Smithfield.
Fiell inspection tours were made to various watersheds

across the island. Assistance was rendered in the preparation
of a document setting out an ordinal scale for the develop-

ment of the watersheds.
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2.3.18.3 This activity assisted in establishing the bases
for the establishment of the NHFDP which is already receiv-
ing consideration by the GOJ.

2.3.19 Activity IV.XLJ.1.1.15 - Increasing national capability in
eristing research and transference institutions to develop and
implement hillside farming systems in Jamaica. This activity was
aimed at assessing and increasing research and extension capacities
of MINAG.

2.3.19.1 An agricultural research position paper was prepar-
ed waich:

i) reviewed the past and present status;

ii) identified areas of constraint;

iii) recommended alternative institutional structures;
and

iv) suggested several strategies for increased ef-

ficiency of resources devoted to national
research.

2.3.19.2 As a follow-up, two high echelon MINAG functionar-
ies vere sponsored to the regional research workshop in
Haiti, where the above-mentioned paper was presented and
discissed. The recommendations contained therein are at
pres:nted and discussed. The recommendations contained
ther2in are at present being examined by MINAG in its

cont inuing reorganization of national research.

2.3.20 Actirsity IV.XLJ.1.1.16 - Organization of new operative
units in areis selected for expansion of the NHFDP. The aim of
this activit’ was to create new operative units in areas selected
for the NHFD?,

2.3.!0.1 Field trials were established at two hilly
loca:ions viz., Sweet Water in St. James, and Smithfield in ]
Hano'rer. .

2.3..:0.2 Due to problems generated by sustained labour
unre:;;t, MINAG was forced to discontinue the planned
oper:ation.
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2.3.21 Activity IV.XLJ.1.1.17 - Promotion of external financing
for the National Hillside Farming Project. The purpose of this
activity was to host a field day at Allsides for participants of

the Commonwealth Agricultural Society (CAS) with the specific ob-
jective of generating interest in assisting Jamaica for the develop-
ment of agricultural projects in the hilly areas.

2.3.21.1 A hand-out was prepared describing the multiple
crorping systems and their potentials for enhancing farm
inccme. A field day at Allsides was organized for the
participants of the CAS. However, for reasons beyong the
control of the IICA/Jamaica office, the field tour to
Allsides was aborted.

2.4 Year Two of Prcject (1978/79

2.4.1 A total of 10 activities were programmed for this budget
period. These activities were designed to provide consolidation
and continuity to the national project. Having initiated the
activities listed for the previous year, a base was now established
for firmer collaboration and co-ordination with MINAG and other
national agencies for achieving the objectives of the project.

2.4.2 The activities, their respective objetives and results are
catalogued as follows:

2.4.2,1 Activity IV.XLJ.1.1.]1 - Second year establishment
and maintenance of observation and demonstration plots in
Allsides on systems best zdapted to hillside agriculture.
The main purpose of the activity was to establish demos-
tration plots for further evaluation of cropping systems
and to refine and validate those systems which had been
demonstrably successful agronomically and economically in
year one.

2.4.2,1,1 In summary, the follwing was done:

-~ the second year crop cycle of farming systems
was established;

- ten cropping systems were tested;
- refinement was done on one system which in the
previous crop cycle (1977/78) outperformed all

other systems;

- semi-commercial plantings of three promising
cropping systems were established;
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- production dats from all farming systems
established were obtained;

- commercial plantings of eight most promising

- with a view to simulating livestock practices
pursued by farmers, two heads of cattle were
acquired to utilize the large quantity of
napier grass produced on the resiers of the
bench terraces;

- a total of 12 senior year students from the
Jamaica School of Agriculture (J.S.A.) received
intensive residential training on the theoret-
ical and practical aspects of the farming
systems over a period of six weeks.

- MINAG technicians inclusive of those working
on rural development programmes were trained
in crop and field management techniques for
hillside farming;

- two field days were hosted by IICA/MINAG for
the purpose of demonstrating the technology
being developed in relation to:

-80il conservation;
-multiple cropping systems; and
—optimum utilization of water resources;

- at the first field day there were 68 project
area farmers and wives together with 26 senior
students from the Wait-A-Bit All Age School.

At the second field day 70 farmers, 50 wives,
15 research technicians from MINAG and 5
technicians from the USAID (Kentucky University
team working on baseline data for research,
extension and education project in Jamaica) at-
tended; and

- the extension officers assigned to the Allsides
Project have received and continue to receive
training in the area of farming systems, and
crop and soil management.

2.4.2.1.2 Resulting from the in-service training, a tech-
nical paper was prepared and presented at the XVI Annual
Meeting of the Caribbean Food Crops' Society, held in the
Dominican Republic in 1979.
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2,4.2.2 ActivitY 1V.XLJ.1.1.2 - Establishment of observation
plots on farming systems at hilly watersheds other than
Allsides, jointly chosen with MINAG. This activity was aimed
at the establishment and maintenance of demonstration plots

on cropping systems at selected hilly watersheds in compliance
with the Prime Minister's request; and to continue training

of national technicians.

2.4.2.2,1 Six nationals received intensive in-service train-
ing in Multiple Cropping and Soil Management techniques for
newly terraced lands. Following their training the tech-
nicians participated in the planning and establishment of
demonstration plots in cropping systems at two watersheds
viz., Smithfield in Hanover and Sweet Water in St. James.
Additionally, in-service training was imparted to two

recent graduates in Agriculture, who were to undertake soil
fertility studies for newly terraced lands.

2.4,2.2.2 Considerable efforts were made to secure an
appropriate plot of land for undertaking research and demos-
tration work on soil conservation measures other than bench
terracing. In conducting this exercise, a number of sites
were identified on Government owned land. These sites
proved to be inappropriate for many reasons. An appropriate
plot was eventually identified on privately owned land
situated at Olive River in the Lowe River area of Trelawmy.
Soil surveying and sampling work on the plot was completed.
MINAG pursued arrangements for formalizing tenancy and use
of the plot for a period of five years in the first
instance.

2,4,2.2.3 Arrangements were finalized for a joint trip by
MINAG and IICA technicians to visit CATIE, Turrialba, to
review current work on cropping systems there.

2,4,2.,3 Activity IV.XLJ.1.1.3 - Development of appropriate
soil management practices for terraced hillside farms, and
strengthening of the Extension Division of MINAG. This
activity was aimed at ascertaining fertility levels of newly
terraced lands and determining remedial measures to be
employed for full expansion of the cropping system trials.

2.4.2,3.1 8ix graduate technicians from MINAG (other those
trained in LV.XLJ.1.1.2) received in-service training in the
following areas:
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a) field plot design and establishment;

b) use of rainfall data for determining inter alia
erosivity indices and predicting optimal planting
time;

c) data collection;

d) data analyses;

e) data interpretation; and

f) preparation of technical reports.

This training is related to soil fertility, hillside
farming of terraced lands, crop management, and evaluation
of legume cultivars for hillsides.

2.4.2.3.2 A three day training seminar in hillside farming
joir.tly sponsored by MINAG and IICA was held for profes-
sior.al staff of :
i) MINAG;
ii) Banana Board;
iii) Coffee Board;
iv) Cocoa Board
v) CARDI;
vi) UWI, and
vii) Meterological Division.
Twenty lectures were given in the areas of:
- soil conservation;
-  food production for hillsides;
- legume production emphaiszing increased ;ields; and
- socio-economic aspects of hillside agriculture.
A workshop followed on constraints of hillside farming which
.resulted in recommendation for future action aimed at the

removal of these constraints. As a result of this activity,
three papers were prepared as follows:






18-

- Hillside Farming in Jamaica
- Legume Trials on Terraced Soils

- TFertilizer Studies on Peanuts

2.,4.2.4 Activity IV.XLJ.l.l.4 - Continued reinforcement
of the operative units at Allsides in the areas of farming
technology, programming, co-ordination and management. It
is envisaged that this activity should foster the develop-
ment of an institutional framework capable of implementing
similar changes in other areas of the country.

2.4.2.4.1 Two field days were held at Allsides for nat-
ional technicians to enable on the spot discussions and
demcnstration of improved technology in the areas of soil
conservation, water management and farming systems. A
totzl of 86 technicians participated.

2.4,2,4.2 Field days were hosted for extension staff from
offices of the Western Division of MINAG.

2.4.2,4.3 One omnibus field day was held which covered all
aspects of the project, namely;

- operationalization of the project;
- extension methods;

- home economics - using locally (Allsides) produced
commodities; and

- social organization of inputs and discussions on
advantages of these organizations.

2.4.2.4.4 After visits to the demonstration plots, twenty
farmers offered their plots for commercial intercropping
trials so that further demonstrations on increased production
and productivity could be carried out during year three of
the project.

2.4.2.4.5 The research plots demonstrated the paramouncy for
a dynamic extension system which constituted the main discus-
sion topic arising from the field day. This discussion
contemplated the need for a social organization to institut-
ionalize the technological gains made at Allsides. The
considerations of the need for social farm organizations
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culminated in 30 farmers indicating a wish to become
involved in a "pre-cooperative".

2.4.2.4.6 Monthly meetings of the MINAG/IICA Allsides Co-
ordinating Committee were held. These meetings provided
the basis for coordinating the Allsides project activities
with those of the Parish and of the Western Agricultural
Region.

2.4.2.4.7 Other meetings were held at the Allsides Project
site with personnel from MINAG and other internmational
organizations such as IDB, USAID, CIDA, CARDI and various
U.S. Univesities. Technicians from other projects, notably
the USAID First Rural Development Project visited on various
occasions to gain first hand knowledge of the techniques
used and the technologies developed on the project. 1In

this respect a team of five experts from Kentucky University
(working through USAID on a base line study project in the
areas of Research, Extension and Education) visited Allsides.

2.4.2.5 Activity IV.XLJ.1.1.5 - Training of national person-
nel in hillside farming technology. This activity served to
extend results of operations in the pilot area to other
hillside regions in Jamaica and to train local professional
technicians in hillside farming techniques specifically in
areas related to soil conservation and improved cropping
systems.

2.4.2.5.1 Arrangements were made with the Training Division
of MINAG for the hosting of a residential course titled

"An Approach to Agricultural Settlement of Hilly Lands".

The course content and programme were worked out with MINAG.
Lecturers were identified and arrangements were made for
their inputs in the course. Discussions were held with

the various Parish Administrators with a view to obtaining
the nomination of the trainees (Extension Officers), two

per parish. Trainess/participants were identified after
which they were briefed on the arrangements for the course
and were advised on the course content. Domestic arrangements
were made with the Management of the Catering Division of the
Training Centre. The course, lasting for two weeks, was held
at Eltham, St. Ann, at which trainees numbered 26, lecturers
numbered 19 and senior agricultural personnel of MINAG
numbered 11. There were also participants from the Nether=
lands Government who are presently executing a Physical
Planning Project in the Western region of the country.
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2.4,2.7 Activity IV.XLJ.1l.1.7 - Up-grading of technicians
on the marketing system for the purchase, handling and
distribution of hillside agricultural products in Jamaica.
This activity was intended to:

- develop and institutional framework capable of
implementing similar changes in other areas of the
country; and

- train local professional technicians.

2.4,2,7.1 Activity IV.XLJ.1.1.7 was implemented to provide
background information which would be used in a marketing
seminar. Arrangements were made with MINAG and Gerry La Gra
for the latter to present a seminar to personnel involved in
the marketing of hillside food crops. In the preparation
for the seminar, Mr. La Gra reviewed existing documents and
held discussion with various agencies in MINAG and
elsewhere. A paper titled "The Higgler" was used.

2.4.2,7,2 At the request of MINAG the planned seminar was
changed in scope to that of a round table discussion to
include only high echelon personnel of MINAG and other
institutions which are involved in projects which have
elements of marketing. Prior to the round table discussioms
IICA arranged for and was involved in meetings between IDB,
USAID and MINAG and set the stage for subsequent follow-up
action. A basis paper titled "Elements of an Agricultural
Marketing Strategy for Jamaica' was submitted to the
participants of the round table talks.

2.4.2,8 Activity IV.XLJ.1.1.8 - Strengthening of the Soil
Conservation Division of MINAG. This activity was aimed
inter alia at providing opportunities to the Director of
the Soil Conservation Division of MINAG to observe soil .
conservation programmes and procedures in Central America
as a means of broadening his horizons in the area.

2.4.2.8.1 Arrangements were made with IICA/Venezuela and
1ICA/Costa Rica to facilitate the visit of the Director of
Soil Conservation, Jamaica. The Director visited CIDIA,
the University of Los Andes, as well as Soil Conservation
works in Venezuela. By invitation of Manuel Paulet




S



2.4.2.5.2 Four field days were arranged for the trainees/
participants on the following subject matters:

Z) Soil Types of Jamaica;

ii) Integrated Rural Development (Pindars River/Two
Meeting Watershed)

a. Soil Conservation Works;
b. Implementation of Farm Plans;
iii) Rural Planning; and

iv) Cropping Systems Research on Terraced Lands at
Allsides Trelawny (GOJ/IICA Hillside Development
Project).

In addition to the formal classroon lectures and field days,
trainees participated in two workshops, namely:

a) Rural Planning; and

b) Planning Cropping Systems

2.4.2.5.3 Resulting from the residential short course
men:ioned above a paper - the Proceeding of the course -
has been published.

2.4.2,6 Activity IV.XLJ.1.1.6 - Studies on marketing of

principal hillside products. This activity was intended to
develop accurate production and marketing figures for crops
grown by the small hillside farmer at Allsides.

2.4.2.6.1 Four professionals of MINAG were selected to

ass:st in the execution of the activity, and specifically

in the preparation of documents on the production and marketing
of onions, red peas, peanuts, and irish potaotes. Outlines

of rhe studies were prepared. Relevant data and information
were collected from the following sources:

a) existing publications - official and non-official;
b) marketing outlet and production points;
c) farm surveys and discussion with farmers.

As a result two documents dealing with the production and
marketing of peanuts and red peas were prepared.






i) visited the Soil Conservation Experiment Station
at Smithfield;

ii) participated in a round table discussion with the
staff of the Soil Conservation Division and IICA/
Jamaica;

iii) wvisited Olive River to recommend potential alternative
methods of soil conservation other than terracing.

Regrettably, these recommendations were not made

2.4.2.9 Activity IV.XLJ.1.1.,9 - Promotion of domestic use
of hillside products and aimed at increasing food production
and farm income, improved nutrition and the standard of
living of approximately 300 farm families occupying about
622 acres of hilly land in the Parish of Trelawny.

2.4.2.9.1 Discussions were held with Home Economists from
MINAG and arrangements were made for the activity to be
carried out at Allsides and its environs. MINAG assigned
two Home Economists based in Trelawny to assist with the
activity. The Home Economists obtained equipment for use
in preparing various foods. A number of seminars and
demonstrations were held between the Home Economists and
trainees. Approximately 170 adult females and 11 female
students were involved in the application of alternative
methods in the preparation and use of hillside products.
Due to the positive response from farm wives of the area
these seminars are now featured on a monthly basis.

2.4.2,10 Activity IV.XLJ.1.1.10 - Seminar on tree crops
in hillside farming in Jamaica. The aims of this activity
are:

- To increase food production and farm income, improve
nutritions and the stadard of living of approximately
300 farm families occupying about 622 acres of hilly
land in the Parish of Trelawny; and

- to train local professional technicians.

2,4.2,10.1 Discussions were held with the Training Division
of MINAG to develop the broad outlines of the proposed
seminar for subsequent discussion with CATIE. Requests were
made to CATIE to obtain the technical assistance of Messrs.
Budowsky and Sylvain. For reasons still unclear to us,
CATIE's participation could not be secured. Thus the course
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outline was finalized involving all national lecturers.
Speakers were identified, contacted and requested to present
their respective course material. Arrangements were made
with administrative heads of the four regions for selection
and nomination of course participants. Domestic arrangements
were made with the management of the Catering Division of
the Training Centre. The course, lasting for three days,
was held at Twickenham Park Training Centre, Spanish Towm.

A total of 85 participants received training from 16
specialists in the following areas: avocado, banana, citrus,
coffee, coconut, cocoa, mango, ackee, naseberry, sweet-sop,
sour-sop, breadfruit, soil fertility and land capability
classification.

2.4.2.10.2 Additionally, a workshop was held to ascertain
the problems of tree crop culture in Jamaica, and to recom-
mend solutions.

The proceedings of the seminar have been compiled and
published.

Year Three (July 1979-June 1980)

- 2.5.1 Due to the change in the budgeting system of IICA, as well

as to the fact that the first pahse of the National Project was
scheduled to end in June 1980, the activities for the period
totalled eight. The execution of six of these activities began
during the first sub-period (July-December, 1979) and were continued
during the second sub-period with the addition of two others.

2.5.2 The activities, their respective objectives and results to
date are catalogued as follows:

2.5.2.1 Activity IV.XLJ.1l.1l.1 - Third year establishment
and maintenance of observation and demonstration plots on
systems best adapted to hillside agriculture, aimed at
further developing and refining production systems for
newly terraced lands.

2,5.2,2 The promising cropping systems which resulted from
the first two years of work have been and continue to be
validated on a semi-commercial scale at the demonstration
centre and on farmers' holdings.
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2.5.2.2.1 Results have shown that the overall project
goals of increasing

i) productivity,
ii) farmer income,
iii) nutritional levels and
iv) rural employment are now attainable at Allsides.

These results have constituted the bases for determining the
economic viability of the PHILAGRIP Project, which will
extend Allsides by an additional 450 hectares.

2.5.2.2.2 1In censequence of the data obtained at Allsides,
MINAG's high level policy makers have expressed their satis-
faction with the achievements of the project so far. This
is underscored by the official request of MINAG for an
extension of the project. The target group -the Allsides
farmers has become increasingly convinced of the benefits
to be gained in adopting the newly developed technology.

2.5.2.2.3 MINAG, recognizing the weakness and constraints
of its agricultural extension in transferring the newly
generated technology, requested both the Director General
and Guillermo Guerra to provide a full-time Extension Spec-
ialist for the IICA/Jamaica office to reinforce and streng-
then the necessary transfer of technology. This technical
assistance was approved by the Director General during a me-
eting with the Minister of Agriculture in November 1979.
I1ICA/Jamaica has subsequently prepared the terms of reference
for this specialist. IICA Headquarters presented a list of
C.V.s to IICA/Jamaica for the selection of a specialist.
This has been done. The appointment of this expert is
awaited. In anticipation of the necessity to upgrade the
extension element of the project, a baseline document has
been prepared on the subject of Extension.

2.5.3 Activity IV.XLJ.1.1.2 - Establishment of demonstration plots
for farming systems treated with soil conservation methods other
than terracing. This activity was aimed at establishing soil
conservation treatments other than bench terracing for the develop-
ment of intensive cropping systems on hillside lands.







2,5.3.1 1In executing this activity,

i) considerable time and effort were devoted to the
identification and procurement of a suitable test
site. This culminated in a site being identified
at Olive River in the Parish of Trelawny;

ii) additional time was spent in preparing a lease
agreement between the lessor, MINAG and IICA;

iii) a final agreement was eventually signed on March 14,
1980;

iv) in the interim on the basis of the verbal agreement
between the lessor (Derrick Smith) and the lessee
(MINAG) permission had been given to proceed with
the infrastructural development of the project site;

v) the land was made available for cropping at the time
of reaping by the lessor of his established crops;

vi) the so0il conservation measures other than bench
terracing have been implemented, and the remainder of
the area has been planted out to the crops which will
be used for further demonstration. During the months
of May and June two farmers field days have been
held for the purpose of:

a. creating awareness of the purpose of the
project; and

b. demonstrating what has already been done.

A total of 156 persons including farmers and their
wives attended.

2,5.3.2 This activity benefitted from technical assistance

provided by a Korean expert who came to Jamaica as a result

of 2 joint agreement between MINAG/Govermment of Korea/IICA/
Jamaica.

Already results have demonstrated the benefits of soil
conservation and farmers are taking a keen interest in the
project.

2.5.4 Activity IV.XLJ.1.1.3 - Demonstrating the viability of
promising farming systems on selected farmers' holdings within the
project development area, and strengthening the role of extension.
The objectives of this activity are:
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- to reinforce the role of agricultural extension in
the project area; and

- to increase the productivity and production of certain
food crops (yams, beans, potatoes) on farmers' plots;

2.5.4.1 1In carrying out this activity:

- meetings were held between technicians and farmers to
determine their feld needs, and to determine a strategy
of assisting them;

- farmers indicated that through a co-operative mechanism
it would be easiest to transfer technology on to their
holdings;

- a pre-cooperative organization was established with the
co-operation of the Department of Co-operatives;

- a committee was selected by the farmers and accommodation
was procured;

- a manager for the co-op was selected and trained; and

- through the pre-cooperative a mechanism to ensure the
availability of badly needed inputs has been created.

2.5.4.2 So far technical assistance has been provided to
15 of the 20 selected farmers for specific demonstrations.
As a result of this activity a document was prepared on the
Allsides farmers pre-cooperative. Notwithstanding the
achievements detailed above, the rate of adoption of the
improved farming practices is being seriously hampered due
to the fact that the extension specialist has not been '
appointed.

2.5.5 Activity IV.XLJ.l.1l.4 - Reinforcement of the operative units
at Allsides in the areas of hillside farming technology, program-
ming, co-ordination and management. This activity is aimed at
providing continued support towards the development of an institu-
tional framework capable of implementing changes similar to those
at Allsides in other areas of the country.







2.5.5.1 The following was effected:

i) field days were hald for national technicians who
received intensive training on various aspects of
soil conservation and cropping systems;

ii) monthly meetings were and continue to be held with
standing members of the Co-ordinating Committee set
up to ensure smooth execution of the project.

This committee consists of the:

= Deputy Director, Western Division;

- Parish Manager, Trelawny;

- Project Extension Officers;

- Project Agronomist;

- Project Home Economist; and

- TIICA/Jamaica professional staff;

iii) technicians of ther hillside soil conservation

projects e.g. from USAID, FAO-Norway/GOJ, Netherlands/
GOJ visited frequently for observation and advice.

2.5.5.2 As a result of this activity

i) personnel of the operative unit obtained reinforce-
ment in their skills;

ii) improvement in the co-ordination of the project was
obtained; and

iii) there was an increase in the willingness of various
technicians to become involved in similar projects
elsewhere.

2.5.6 Activity 1V.XLJ.1l.1.5 - Reinforcement of expertise in soil
conservation and watershed management. This activity is aimed at:

i) assisting the Soil Conservation Division to improve and
consolidate measures for developing appropriate tech-
nology for newly terraced lands and hillsides which
have been subjected to alternative soil conservation
measures, e.g. hillside ditch, orchard terrace, individual
basins, grass barriers, etc.; and
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assisting the promotion and generation of other
soil conservation project profiles.

2.5.6.1 1In carrying out this activity the following was

done:

i)

ii)

iii)

iv)

following intensive negotiations a soil conservation
expert was secured jointly by GOJ, the Republic of
Korea and IICA;

the Korean technician became involved in the execution
of this activity;

training has been provided in soil conservation to
two GOJ technicians and 25 farmers of the area;

for additional information refer to achievement
under activity IV.XLJ.1.1.2

2.5.7 Activity IV.XLJ.1l.1.6 - Evolving systems for obtaining data

and information on agro-socio-economic indicators of hillside
farmers. The objectives of this activity are to:

- develop accurate production figures for crops grown by
the small hillside farmer;

- obtain wider, clearer and more accurate knowledge of
the value orientations and farmers' receptivity to:

1)
(2)
(3)
(4)

soil conservation measures;
new farming technology;
modern marketing approaches; and

encourage farmers to use simple records.

2.5.7.1 Work on this activity has so far resulted in:

i)

ii)

iii)

the selection of an area adjacent to Allsides in the
Martha Brae Watershed in Southern Trelawny.

This same area has been chosen by MINAG for the Pilot
Hillside Agricultural Project (PHILAGRIP) being
financed by IDB;

the designing of an appropriate questionnaire which
was used for obtaining 'universe' information for
this ares;

the acquisition of estimates of the number of farmers;






iv) the assessment of slopes and soil types;

v) the designing of a questionnaire for the undertaking
of an Agro-Socio-Economic Survey of the area, which
was also field tested and finalized;

vi) the conduction of the Survey with assistance from
MINAG;

vii) the collation and tabulation of the data; and

viii) the preparation and publication of a comprehensive
report.

2.5.7.2 The results of this Survey constitute one of the
bases for the preparation of the PHILAGRIP Project Document.

2.5.8 Activity IV.XLJ.1.1.7 - Preparation of a comprehensive report
on the research and development data obtained during the first phase
of the Allsides Pilot Development Project. The purpose of this
activity was to prepare a technical report at the end of the first
phase of the project.

2.5.8.1 Preparation of this report has begun, and selected
results have been incorporated in the PHILAGRIP Project
Document. A seminar titled "Pensando de la generacidn del
futuro" was presented at IICA Headquarters in March 1980.

2.5.9 Activity IV.XLJ.1.1.8 - Strengthening of marketing
institutions. The purpose of this activity is to monitor weekly
prices paid for hillside agricultural products in the Christiana
market which is a major outlet for products grown in the Allsides
area. The execution of this activity will have a threefold effect:

i) to provide price scales which will assist in determining
seasonal market trends;

ii) to furnish price information to farmers of the Allsides
project. This will guide them in the setting of farm-
gate prices for higgiers; and

iii) to provide basic data for the development of a marketing
information service for all products grown in the
project area.
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2.6 Appropriateness of Resource Use in Attaining Project Objectives

2.6.1 The activities detailed for years one, two and three of the
National Project made excellent use of the resources available to the
project. As evidenced in the previous sections of this report, a
total of 41 activities were programmed and successfully executed
during the first phase of the Project (1977-80). Further, the IICA/
Jamaica professional staff in collaboration with MINAG professionals
published 22 technical documents totalling 2206 pages during the
execution of the first phase of the Project . These publications
pertain to hillside agriculture in Jamaica and have been widely
distributed within and beyond Jamaica.

Several papers have gained prominence as essential reference material
for national planning and policy decision making, while others are
used for training of technical personnel involved in other similar
hillside development projects. It is worthwhile recalling the two
main constraints which affect the execution of this and any other
project in Jamaica today. These constraints are:

i) budgetary; and

ii) the on-going reorganization of MINAG.

2.6.2 In spite of the above constraints, the nature and composition
of the activities were not altered. However, it was necessary to

effect certain modifications in scope due to inability to obtain all
the programmed local counterpart resources (manpower and financing).

2.6.3 Arising from 2.6.2 this required IICA/Jamaica to be innovative
in its endeabours to achieve the project goals.

2.6.4 It must be recalled that during the initial stage of project
implementation there were significant changes and reduction in the
IICA project staff, in terms of both direction and the technical
personnel. Notwithstanding this, the project performance was not
-gignificantly affected.

2.6.5 The activities showed continuity and consistency at all times
in terms of the target vis a vis the project objectives.
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Impact of IICA's Project Activities and Goals on National Institutions

3.1 MINAG has used to advantage the results obtained from the project.
The premises used in the development of the project and the design of
project achievements, created during the first year of the project the
basis for the preparation and implementation of the USAID Pindars-Two
Meetings Project (Integrated Rural Development Project). The technical
component of this project was to be contracted to IICA by recommendation
of the first USAID agricultural experts who visited Jamaica to discuss
that project (Charles Brightenbach and Peter Brittner).

3.2 This project has a total value of US$26 million. Additional

mileage was gained by MINAG from the SBF Allsides project during the
preparation of the GOJ/Norway Project. This project was later implement-
ed as the GOJ/Norway/FAO Project because Norway does not provide
bilateral assistance and it works through institutions of which the
country is a member, e.g. FAO. This project has a total value of

$2 million, in the first instance, and is at present dedicated to the
training of agricultural technicians in soil conservation and systems

of crop production.

3.3 The long and extensive discussions with the IDB culminated in
January 1980 with the signing of another project which is predicated
on the "Allsides technology". This is the GOJ/IDB/IICA Pilot Hillside
Agricultural Project, PHILAGRIP, which in its first stage will cost
approximately US$8.4 million.

3.4 At present IICA/Jamaica has initiated discussions with GOJ, the
Honourable Prime Minister (and Minister of Agriculture) and now with
the Embassy of Venezuela for the preparation and financing of a
National Peanut Project for Jamaica. This was based on the successful
results of peanut trials on terraced lands and under improved mixed
cropping systems at Allsides. It is envisaged that this project will
lend to an increase in farm income, a reduction in imported oils and
animal feed ingredients, and a saving in foreign exchange.

3.5 Prior to the implementation of the Allsides Project, there had
been a dirth of knowledge on appropriate farming techniques which

could be adopted by hillside farmers in a manner which would -accommodate
intensive cropping systems on soil-conserved lands. The principal
objective of the national project, was to develop a body of knowledge
designed to change the traditional pattern of farming in Jamaica on
terraced lands. Consistent with this, the research and development
efforts during the fitst phase of the project have amply demonstrated
that it is noy possible to obtain the targets of:
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- 1increased farm income;
- 1increased on-farm emplyment;
- increased production and productivity;
- improved nutritional profile; and
- saving of foreign exchange.
3.6 This improved technology has been adopted by GOJ as an important

element in formulating projects which will improve Jamaica's agricultural
image and attract project financing from international agencies.

3.7 All the important and sensitive institutional variables have been
positively affected by these activities. MINAG, as the source of
‘normative policy making for the Agricultural Sector has accepted the
criteria and technology of hillside farming which is influencing all
the institutional variables. MINAG is allocating resources for the
development of more and larger hillside farming projects, which will
form the main body of a National Hillside Farming Development Project.

3.8 National and higher echelons of MINAG are aware of the need and
urgency of hillside farming projects. However, the rate of execution
is inhibited by inadequacies in the following areas:

i) identification of conditions specific to each potential project
area for the whole country;

ii) studies of parameters and other elements for a sound food
production-soil management hillside project;

iii) financing and human resources necessary for project preparation;

iv) identification of international sources for project financing;
and

v) identification, budgeting and allocation of scarce national
resources for counterpart services.
- 3.9 Among the indicators to be used for assessing levels of success in
project areas are, inter alia:
i) ecological factors;

ii) physical features;

iii) production potential;
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iv) variety of crops which may be produced;
v) income generation potential;
vi) employment potential; and
vii) nutritional profile, all of which have been positively af-

fected following three years of implementation of the nat-
ional project.

Review of External Factors Affecting Progress on Project Activities

4.1 There have been significant changes with respect to the availability
of support services of GOJ in the implementation of the project. These
changes have to a large extent been necessitated by budgetary constraints
and by MINAG's continuing reorganization. These changes have reflected
mainly in inadequacies of counterpart funds and manpower, particularly
‘in relation to:

- construction of soil conservation measures; and

~ provision of extemsion input.

4.2 During the first 18 months of the project, difficulties were
experienced in obtaining a permanent core of experienced counterpart
staff at the project site on a continuing basis. This situation impeded
the initial rate of development of the project. However there has been
considerable improvement since then.

4.3 As the work of the project unfolded and its potential benefits
became apparent, GOJ's acceptance of and resource deployment to this
project increased.

4.4 1t has been stated in various sections of this document that the
greatest constraint is the budgetary allocation. Our chief counterpart
agency - the Soil Conservation Division, not unlike other Division of
MINAG, has also been affected by this constraint.

4.5 At different levels, the farmers are the direct beneficiaries and
the GOJ the indirect beneficiary, both of whom have been positively
affected. Indicators of this acceptance are:

i) at farmer's levels - the rate of adoption; and

ii) at GOJ's level - the use of the experience gained at Allsides in
formulating similar or parallel projects.
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4.6 The socio-political realities of Jamaica today indicate that
more agricultural developmental projects which are predicated on
Allsides be mounted to alleviate the problems of:

a) high open unemployment which at the time of this preparation
exceeds 40% of the sectoral labour force;

b) low small farm income; and

¢) low nutritional levels of rural families.

May 15, 1980
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APPENDIX 4

ATDE MEMOIRE

EVALUATION OF FSB IICA/JAMAICA PROJECT

The Evaluation Team comprised of:

- Drs. Hugo Cohan and Rufo Bazan, who arrived on Sunday
June 1, 1980.

The Evaluation Team met the IICA/Jamaica staff on Monday June 2nd
as was originally programmed.

2.1 At the beginning of the discussions IICA/Jamaica presented the
Evaluation Team with Documents Nos. 2 and 3, and received Document
No. 1. The tentative schedule of work for the week was discussed
and agreed upon.

2.2 The IICA/Jamaica Team comprised:

Dr. Percy Aitken-Soux;

Dr. Abdul Wahab;

- Dr. Irving E. Johnson; and
- Dr. B. Woo

Following a review of the documents by both teams it was the con-
sensus that Document No. 1 had to be completed, on the provision of
appropriate information by the Jamaica office. This information was
provided during the course of the week.

3.1 Documents Nos. 2 and 3 were found to be in compliance with
the guidelines of the Official Methodology provided by the
Evaluation Office.

In accordance with schedule, the documents were reviewed, in-
terviews were held, field days were attended, and working sessiones held.

4.1 A detailed review bf the original Project Document was
effected as well as reviews of hudgets covering the life of the
project, its activities, reports and other relevant information.

4.2 Inter alia a review of the creation and working of the
Co-ordinating Committee was made and the minutes of these meetings
were made available. Additionally, Dr. Wahab presented a seminar
on some of the achievements of the FSB Project.






4.3

During the final joint sessions, several considerations and
recommendations were agreed upon. These are listed as follows:

4.3.1 The Evaluation Team congratulated the Jamaica Office for
the desing and execution of the Project. Special mention was
made to Dr. Raul Soikes for his role in the identification and
conceptualization of the Project. Further, the achievement of
a clearly identifiable product constitutes a tangible proof of
IICA's efforts in Jamaica. Through this product IICA has gained
credibility for its capacity as an Agency for technical co-
operation.

4.3.2 . Furthermore, the Office has been able to generate new
projects in other Lines of Action which emanated from the FSB
Project. Through the IICA's achievements at Allsides, national
institutions have also been able to generate new projects on
hillside farming with external financing form several sources
(GOJ/USAID Rural Integrated Development Project, GOJ/IDB/IICA
Pilot Hillside Agricultural Project (PHILAGRIP), GOJ/FAO/
Norway Hillside Project, the proposed Venezuelan/GOJ/IICA
Peanut Project CVENAPEPOJ).

5. Recommendations:

5.1

5.2

5.3

The continuation for 18 months of the FSB Project has already
been approved by IICA at the request of MINAG. During the first
six months of the extension period (July-December, 1980), a total
of seven activities has been programmed as presented in addendum to
Memorandum ZL/J-064 of February &, 1980, from P.Aitken to G. Guerra.
As can be seen, the most important new activity concerns the
establishment of commercial production plots on selected farmers
holdings. This will serve to validate successful farming systems
from the Allsides demonstration project, under direct farmer's
management.

It is noted that the original bojectives and goals as spelled
out in the Agreement with the GOJ.

a) did not clearly identify the IICA and MINAG's responsabili-
ties;

b) were too optimistic in terms of transfer of technology;
and

c) gave IV when in fact it only deals with production systems
research as a pre-requisite for increasing food production

on the hillsides and enhancing small farmers' income.

It is suggested that new activities be abded to the 1981
programme to deal with:

a) the preparation of a comprehensive final report on the






5.4

are:

Allsides and Olive River experiences; and

b) the preparation of blueprints for the transfer of the
demostration farms to MINAG including a proposal of
priorities for future adaptive research fot he two
locations.

5.3.1 It is also recommended that another project similar
to Allsides should be prepared in 1981 for funding and
implementation in another ecological zone within the
context of hillside farming. For this new project the
transfer component should be carefully planned.

The PANP clearly shows that the highest ranking priorities

a) food production; and

b) rural employment.

5.4.1 The solution to these poblems inyolyes a series of
Goverment activities such as:

a) land tenancy;

b) credit and credit insurance;

c) marketing and distribution;

d) price policies;

e) agroforestry;

f) rural industrial processing; and
g) farmers' organizations

5.4.2 The FSB Project is not intended to assist the GOJ to
develop all these activities.

5.4.3 For this reason it is recommended that the Jamaica
Office explore the possibility of developing projects aimed
at assiting national institutions in effecting solutions
to priorities as stated in 5.4,

5.4.4 It is also recommended that new projects be consistent
with hillside agriculture. Activities such as the ones
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already started in Marketing and Farmers' Organizations
appear to fit very well with this recommendation.

Along these seme lines it is very strongly recommended
that the commitment of the Direccion General to recruit an
Extension Specialist for Jamaica be complied with in the
very near future due to the dire need to reinforce activi-
ties in transference of technology. As soon as this vacan-
cy is filled the Jamaica Office will need to programme
the activities that this expert will be expected to perform.
In order to make this input from IICA meaningfull it is
imperative that MINAG should not cease its endeavours to
provide adequate Extension Agents for this project.






ANEXO0 5

SC/AP-066
9 de junio de 1980

A : Enrique Blair, Sub-Director General Adjunto de Planificacién
DE : Hugo E. Cohan, Jefe Divisifn de Politicas y Planificacidn Prospectiva

ASUNTO: Informe de viaje a Jamaica

1. Conforme a sus instrucciones, estuve con Rufo Baz&n en Jamaica del
1 de junio al 7 de junio. Este viaje no programado fue para reemplazar al
Dr. Lombardo en el equipo de evaluacidn del Proyecto FSB-''Allsides" ( o ahora,
"AllSides-Olive River").

2. El proyecto me parecid excelente porque:

a. Generd un producto IICA bien identificable,

b. da informacidn vital para atender problemas prioritarios de
Jamaica, '

c. permitid al Gobierno generar varios proyectos similares,

e. ha generado reconocimiento y respeto técnico al IICA del
Gobierno y de otros organismos internacionales.

3. Por ser un proyecto de generar informacidn tecnoldgica, tiene las
consabidas limitaciones: cdmo llegar al productor, cbémo resolver todos los
problemas que frenan el desarrollo rural del pais. La misma extensidn, que
fue responsabilidad del Gobierno ha funcionado lentamente. Pero el proyecto
FSB hizo con honores lo que, pese a algunos puntos oscuros del Convenio, se
propuso hacer.

4, Con Bazidn, pensamos incorporar sugerencias y comentarios mas deta-
llados al elaborar el Documento N°4 de Evaluacidn. Entre otras cosas, explo-
raremos los datos que tiene Juan Antonio Aguirre. Por ahora creo bastan:
copia de la ayuda memoria que terminamos rapidamente el viernes pasado en
Jamaica y algunas ideas que incorpord a continuacidn.

5. El Dr. Wahab debiera pasar un tiempo, tal vez en San Jos&, ordenan-
do su material y preparando un audiovisual que permita al IICA y al FSB obte-
ner el crédito que merecen.

6. La Oficina en Jamaica debe incorporar un experto en extensidn, cono-
cedor del hasta linguisticamente dificil productor local. "Extensidn" debiera
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el paper de Guadalupe que usted conoce. Tal vez un consultor de medio aifio
permitiria a la Oficina definir su proyecto, con especial atencidn a qué
puede y quiere hacer efectivamente el Gobierno. Hoy existen varias hipdte-
sis sobre qué limita la adopcidn, las que deben aclararse antes de compro-
meter un proyecto en el tema.

7. Simétricamente, creo que el Dr. Wahab debiera ir concretando
recomendaciones, en contacto con este extensionista.
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ANEXO 6

INFORME DE VIAJE

Informacidn General

a. Nombre del Técmico Rufo Bazén

b. Unidad de Dependencia Comité de Trdpicos
c. Unidad Asistida -—

d. Lugar donde viajd Jamaica

e; Ano Fiscal 1980 De junio 1 a junio 8

Objetivo del viaje

Participar en la Evaluacidn del Proyecto Allsides

Sintesis de la labor realizada

La misidon se realizd en conjunto con el Dr. Hugo Cohan.

La labor se ajustd a un calendario preparado por la Oficina IICA/Jamaica
y puesto a consideracidén de los "evaluadores".

El calendario constaba de las siguientes partes:

- estudio y discusidn de documentos

- visitas de campo

- entrevistas a funcionarios de oficinas nacionales internacionales

- discusidn final de conclusiones y recomendaciones
Como ‘primera medidad se hizo un estudio de los Documentos 1, 2 y 3, que
son requisitos para la Evaluacidn; el primero fue preparado por la Oficina
de Evaluacidn, Sede Central y no reune las condiciones como para ser

incluidas en el Documento Final de Evaluacidn; adolece de fallas que de-
den ser corregidas, ademds de una revisidn cuidadosa.






Los otros documentos fueron preparados por la Oficina IICA/Jamaica,

y por cierto que en muy buena forma, con el detalle necesario, demos-
trando asi que hubo una revisidn meticulosa de informacidn existente
para su preparacion.

Otros documentos conocidos fueron las publicaciones que la Oficina
IICA/Jamaica ha estado preparando relacionadas con el Proyecto Allsides
(24 en total), los cuales en conjunto hacen una coleccidn valiosd por
la informacidn contenida.

La visita de campo al Proyecto Allsides se la combind con un "field day"
con un gran nimero de invitados de personeros de agencias internacio-
nales, representantes nacionales, algunos agricultores y estudiantes
universitarios.

La visita permitid ver de cerca el estado de la investigacidn, pero
méds ain, evidenciar el alto grado de interé@s que se tiene a nivel na-
cional por el Proyecto ; donde los comentarios son siempre muy favora-
bles, reconociéndose asi la capacidad adquirida por IICA en hill-side
farming. Igualmente permitid ver el experimento recientemente ins-
talado en Olive River, proximo a Allsides, donde se estudian otras al-
ternativas en materia de conservacidn de suelos, como se detalla mis
adelante.

Otra accidn realizada en el campo fue entrevistas a algunos agricultores
del area y los Agentes extensionistas ligados al proyecto (1 en conser-
vacidén de Suelos y 1 en Agricultura). Entre los funcionarios nacionales
entrevistados estin aquellos personeros que de una u otra manera estan

o han estado ligados al Proyecto Allsides, o por lo menos tienen cono-
cimiento y se mantienen informados sobre el particular; por ejemplo:

el Dr., Stone; Secretario Permanente; Sr. R. Russell, Director Data Bank
and Policy Review Division; Sr. D. Henry, Extensidn Division Chief, MAG;
Sr. R. Baker, Director Crops and Soils, MAG; Sra. G. Barker, Crops and
Soils Division, MAG; Sr. J. Suah, Director CARDI/Jamaica.

De representantes de Agencias Internacionales se visitd solamente al
del BID en relacidn con el Proyecto PHILAGRIP.

Finalmente y considerando aspectos relevantes de la evaluacidn, se ela-
bord, con Aitken, Wahab y Johnson, una Ayuda Memoria, que se adjunta
como Anexo 4 al presente informe.
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Comentarios

Aspectos generales

El proyecto en sf desde el punto de vista de conceptualizacidn, disefio
e implementacidn a nivel de campo, ha sido muy exitoso y es fdcil evi-
denciar el impacto que ha tenido en los niveles oficiales, donde se re-
conoce con amplitud la capacidad de TICA en hill-gside farming, a la

vez que le dan una gran credencial para intentar otros proyectos. El
impacto a nivel de agricultor resulta mds dificil de apreciar, ya que
seria necesario efectuar un buen niimero de entrevistas para definirlo;
lo propio seria a nivel de té&cnicos nacionales.

En su fase operacional y especialmente a nivel de campo, la accidn de la
oficina IICA/Jamaica se sale del comiin denominador de la polftica IICA,
en el sentido en que, por las circunstancias reinantes, la accidn IICA
fue no solamente de decir qué es lo que debe hacerse, sino que fue mis
alld, o sea al cdmo hacer; y sin duda que esta accidn fue la decisidn

en el éxito alcanzado por el Proyecto, y también en crear entre los
nacionales el respeto y reconocimiento de capacidad que se tiene hacia
IICA.

Un hecho importante que se detecta en la Oficina IICA/Jamaica es que el
Proyecto Allsides constituye el pilar de sus acciones en el pais, y
puede decirse que sus actividades generales giran alrededor del Proyecto
Allsides; en tal condicidn es dificil encontrar una linea de separacidn
entre el proyecto IICA y el proyecto pais; no creo que este hecho sea
criticable, ya que la accidén de IICA en este caso se ajusta plenamente
a las condiciones y necesidades del pais, aunque es posible que en este
caso, nos alejemos del comin denominador de la politica IICA.

Los objetivos del Proyecto fueron bastante optimistas y légicamente no
han sido del todo cumplidos, por ejemplo en lo que se refiere al nimero
de familias a ser impactadas por el Proyecto, o en los aspectos de forta-
lecimiento institucional, donde juegan un papel importante otros factores
fuera del control del Proyecto, o sea aquellos relacionados con politicas
de organizacidn del pais, etc.

El objetivo principal que era de desarrollar tecnologia para hill-side
farming, fue ampliamente cumplido, alin considerando el breve tiempo
disponible, 3 afio, y con todas las limitaciones de personal técnico

etc.; de manera que en este momento se dispone como resultado un sitio
experimental donde se ven cosas, se las puede evaluar, la gente puede es-
tudiarla, verla, comentarla, etc.

Sin embargo llegado este punto, la preocupacién debe ser de como hacer
que los resultados obtenidos tengan el impacto que merece a nivel de
pais, sobre este particular mids adelante se discute en mas detalle.
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Mds aGn, la preocupacidn debe tocar otro punto importante y es el rela-
cionado con el paso del Proyecto al MAG para su manejo y continuidad

de acciones cuando el Proyecto salga de las manos de IICA, al término
del financiamiento F.S.B.

Otro aspecto importante observado y que tiene relacién con el impacto
del Proyecto, es que ha servido para generar varios otros proyectos si-
milares a Allsides en sus lineas generales, pero manejados por otras
Agencias; como AID, FAO, Gob. de Noruega y otras. Es de esperar que
estos otros proyectos de mayor financiacidn que Allsides, sean de éxito,
aunque hasta el presente los hechos no son nada halagadores.

Otros detalles especificos del Proyecto se presentan en el Documento 4,
que comprende en realidad las observaciones y comentarios resultantes de
la evaluacidn y que estd en preparacidn a cargo de H. Cohan; de manera
que seria innecesario repetirlos en el presente informe.

Aspectos técnicos

Técnicamente el Proyecto Allsides ha tenido un desenvolvimiento adecua-
do, en el sentido de que habiéndose iniciado a nivel de campo probando
alrededor de 14 diferentes sistemas alternativos, en el curso de 3 anos,
éstos fueron sometidos a un proceso de seleccidén, desechando aquellos
"no funcionales' como los sistemas que incluian maiz y hortalizas y
mantener los mds primosorios, que en nimero de nueve (9) se encuentran
ahora en pruebas adicionales de campo.

Aparte de la seleccidn de sistemas, considero otro acierto el pasar de
pruebas en parcelas pequefias (3 x 5 o 4 x 8 m) a pruebas en parcelas
mayores (405 m2).

Precisamente es con base en resultados obtenidos en este tamano de par-
cela que J.A. Aguirre efectud sus estimaciones econdmicas, que a su vez
estan siendo utilizadas para la preparacidn del Proyecto ampliatorio a

ser presentado al BID.

Con base en los dos puntos anotados, seleccidn de sistemas y ampliacidn
de tamano de parcelas experimentales, puede aceptarse que el proyecto
cumplid uno de sus objetivos y quizas el principal, que es el de desa-
rrollar nuevos sistemas de produccidn basados en cultivos midltiples y
hacer un uso eficiente de los recursos tierra y agua.

Es decir, se tiene un buen conocimiento de la agricultura en laderas y
de sistemas de produccidn aplicables a esas condiciones conducentes a
mejorar y/o cambiar los patrones tradicionales de agricultura en laderas.

Sin embargo, conviene hacer algunas aclaraciones con el propdsito de de-
jar claro que dadas las condiciones limitadas de tiempo y de personal
técnico, el proyecto concentrd sus acciones de campo a una fase de la
experimentacidn en sistemas, que es la de definir sistemas promisorios;
dejando de lado otras fases, principalmente la referente a pruebas de
estabilidad de sistemas, de manera que las recomendaciones generadas para
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uso del agricultor comprendan no solamente los elementos agrondmicos
usuales como semillas, poblacidn, insumos, etc., sino también el aspec-
to de tiempo de uso del sistema o en otras palabras el niimero de ciclos
de cultivo en los cuales un mismo sistema puede mantener una produccidn
estable.

Este aspecto es importante si consideramos que los agricultores en terre-
nos de laderas poseen unidades de produccidn inferiores a 2 ha. en tamafio,
y por tanto dificilmente estan en condiciones de cambiar sus sitios de
cultivos en la frecuencia que lo hace un investigador y por el contrario
cultivan un mismo sitio en forma continuada, quien sabe por cuantos afios.
Bajo estas condiciones, un componente de la recomendacidén al agricultor
es sin duda el tiempo durante el cual podra hacer uso de un sistema.

Consecuentemente otro aspecto ligado al anterior es la definicidn de se-
cuencias o rotacidn de sistemas; con participacidn de leguminosas forraje-
ras y otras especies con caracteristicas de mejoradoras del suelo y apor-
tadoras de materia orgdnica; repito que esta fase experimental no ha sido
alin intentada, principalmente por las limitaciones antes mencionadas.

Otro objetivo cumplido con amplitud ha sido el de capacitacidn de perso-
nal nacional en aspectos de campo relacionados con el proyecto; diver-
sos informes de progreso mencionan el nimero de dias de campo llevados

a cabo y el niimero de participantes en cada caso, sean estudiantes, téc-
nicos o agricultores; ademds de dias de campo se han generado seminarios
y eventos técnicos como otros mecanismos de capacitacidn. Lamentable-
mente, estd fuera de control del proyecto el determinar el real impacto
de esa capacitacidn; un hecho es evidente, y es el siguiente: el pro-
yecto de su inicio al presente ha tenido, en forma sucesiva, 4 contra-
partes del MAG como responsables del proyecto a nivel de campo; tres

de ellos, una vez que adquirieron conocimientos y précticas, fueron
absorvidos por la Empresa Privada, el cuarto es el actual '"field project
manager'.

Otros objetivos del proyecto relacionados con el fortalecimiento institu-
cional y con transferencia de tecnologia, en primera instancia a las 300
familias dentro de las 622 acres de tierras de ladera en el condado de
Trelawory (sede del Proyecto), no han podido ser cumplidos en toda su
magnitud, nuevamente debido a causas fuera de todo control del Proyecto.
En el primer caso, la administracidn pidblica y especialmente en el Sector
Agricola, ha ido sufriendo cambios en su estructura que impide dedicar

al Proyecto el apoyo necesario y suficiente, ademds de crear los incen-
tivos como para asegurar la creacidn de la capacidad necesaria que a su
vez permita en su debido tiempo absorver en forma Integra la conduccidn
del Proyecto. Consecuentemente, la conduccidén del Proyecto todo es ma-
yormente por personal IICA, que dadas las circunstancias del caso, era

la inica alternativa para llevar adelante el plan de trabajo, y que a su
vez permitid obtener el éxito obtenido.






En el aspecto de transferencia de tecnologia, dificilmente el Proyecto
por si mismo hubiera podido cumplir lo previsto; por un lado, la misidn
principal era desarrollar los sistemas, pero para que &stos luego sean
transferidos por lo menos a las familias en el area del Proyecto se re-
quiere un mecanismo adicional basado en Extensidn Agricola, con una con-
cepcidn clara del Proyecto y sus resultados; este mecanismo ha sido y

es deficiente a nivel de pais todo; basta indicar que la relacidn Exten-
sionista/Agricultor es del orden de 1:600, sin mencionar otros aspectos
como prioridades del Servicio de Extensidn, etc. que definitivamente no
estan ligadas con las prioridades del Proyecto. El1 Proyecto cuenta con
2 Extensionistas, uno puesto por el Servicio de Conservacidn de Suelos

y otro por el Ministerio de Agricultura, los cuales son insuficientes para
la labor a desarrollar.

Se indicd que hay un niimero apreciable de agricultores del drea que en
diverso grado han adoptado alguna practica aprendida en el Proyecto; pero
atn es insuficiente dada la extensidn en &rea y niimero de agricultores
que podrian beneficiarse de las tecnologias generadas.

Es claro que en el momento actual se abren nuevas perspectivas para ini-
ciar con mis fuerza el proceso de transferencia de tecnologia, con el
proyecto PHILAGRIP sometido por IICA a consideracidn del BID, que englo-
ba un drea de aproximadamente 854 acres adyacentes a Allsides en la
Cuenca Martha Brae. Considero que este aspecto de transferencia es el
16gico complemento al Proyecto Allsides, ya que no es suficiente generar
tecnologia, como lo ha conseguido el Proyecto, pero debe recordarse

que esta generacidn es en un irea pequefia comparada con la extensidn
total del pais; por tanto su impacto a nivel de mejoramiento de produc-
cidén de alimentos sera pequefio si aiin, el Proyecto Allsides ocupa 622
acres en total (el drea experimental ocupa 3 acres) dentro de lo que en
Jamaica se denomina el "bread basket area'", llamada asi por ser un area
cuyos suelos son los mds productivos y por tanto ahi se concentra la
regidn mas productora de alimentos en el pais. Estos suelos son de
origen Sedimentario, de rocas pizarras, conglomerados y tobas, aunque
con cierta influencia de formaciones de Galizas Amarillas.

Los suelos que se desarrollaron de estas rocas son profundos como ca-
racteristica fisica principal, y que desde el punto de vista quimico

son de muy baja fertibilidad dado su avanzado grado de desarrollo y alta
capacidad y alta capacidad de lixiviacidn, favorecida justamente por su
excelente condicidén fisica. La profundidad de estos suelos aparece como
la caracteristica mds favorable que permite el terraceamiento como medi-
da de conservacidn y control de la erosidnm.

Un examen cuidadoso de mapas geoldgicos del pais, nos muestra que la for-
macidn que origina los suelos del bread basket area es muy limitada, po-
siblemente apenas un 10 a 20Z del irea total del pais. Esto significa
que, aiin cuando la topografia predominante en el pais sea "hilly" o es-
carpado, ésta no es la condicién fundamental para pensar que las condi-
ciones de Allsides sean las mismas en todo lugar. En un mapa geoldgico
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se puede apreciar claramente que la formacidn predominante es la Caliza
Blanca (Sedimentaria), excepto, talvez, la procidn Este del pais donde
predominan rocas igneas y metamdrficas como Andesitas, Porfiritas,
Granodioritas, Serprentinas y rocas metomdrficas no diferenciadas,
siempre con afloraciones de caliza blanca.

Logicamente los suelos que se desarrollen en las diversas regiones del
pais reflejaran las caracteristicas del material parental del cual pro-
vienen. Es posible que pueda aducirse que el grado de desarrollo en ge-
neral de los suelos es muy avanzado y les da cierto grado de similitud
quimica, topogrdfica, etc., lo cual habria que tomarlo con cuidado. Por
ejemplo, los suelos desarrollados de calizas blancas y alin prdximos a
Allsides muestran afloramientos rocosos, indicativo de suelos muy super-
ficiales, en los cuales, posiblemente no se podrian reproducir los re-
sultados de Allsides.

Estas consideraciones de orden geoldgico y edafoldgico hacen pensar en
.que la transferencia de resultados de Allsides serid un proceso que re-
querird una delimitacidn muy cuidadosa de Areas similares, tanto en el
aspecto ecoldgico (precipitacidn y temperatura) como en el aspecto to-
pogrifico y edafoldgico. Indistintamente de estas condiciones té&cnicas,
es verdad que los agricultores pequefios estidn regados por todo el pais,
siempre en condiciones de suelos en laderas; pero corresponderid a los
técnicos delimitar las caracteristicas de cada regidn antes de tratar

de trasladar los resultados de Allsides sin hacer las adaptaciones del
caso. El nuevo Proyecto PHILAGRIP se mantiene en suelos de condiciones
similares a Allsides y por tanto la transferencia de resultados no serd
dificultosa. Sin embargo, y es en este punto en que se nota una debi-
lidad del Proyecto, y es que hasta el presente, aiin cuando se dispone de
gran cantidad de datos y resultados de campo e informacidn generada por
computadoras, etc., no se han preparado recomendaciones concretas para
su entrega al organismo responsable por la transferencia, que es el

MAG, ni mucho menos, para su entrega a los agricultores. Es preciso

que el investigador prepare un set de recomendaciones (paquetes tecnold-
gicos?) en forma resumida pero clara, de manera que los que deben tra-
bajar en la transferencia de dichos resultados puedan hacerlo sin compli-
caciones.

Tres afios de investigacidn, creo que permiten dar buenas recomendaciones,
que de ninguna manera deben ser consideradas como definitivas, ya que
debe tomarse en cuenta que toda recomendacidn es temporal y Esta sujeta
a revisiones periddicas.

Técnicamente creo que la ampliacidn de investigacidn Allsides a Olive
River es una medida certera, ya que era necesario investigar otras
practicas de conservacidn de suelos ademds de las terrazas; de manera
que los estudios iniciados en Olive River podran dar evidencias con-
cretas. Los tratamientos en estudio son:
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1. Monticulos individuales con plantacidn de yarns.
Es el tratamiento testigo y corresponde a la practica del
agricultor.

2. Monticulos individuales en bancadas (hillside ditches) con
plantacién de yarn en asocio con otros cultivos.

3. Monticulo continuo en bancadas (hillside ditches) con yarn en
asociacién.

4., 1Idem que anterior con fajas de contencidn con zacate Napier.
La instalacidn para medicién de la erosidn en cada uno de estos trata-

mientos es reciente y datos correspondientes al mes de mayo dan los si-
guientes resultados en términos de toneladas de suelp perdido/hectarea:

Trat. 1 = 82.8 T/ha.
Trat. 2 = 43.5 T/ha.
Trat. 3 = 18.7 T/ha.
Trat. 4 = 15.0 T/ha.

Estos resultados se explican por si mismos y muestran en forma drastica
la diferencia de los que ''puede' perder el agricultor con su préactica
corriente en comparacidn a cuando se usan practicas de manejo adecuadas.

Infelizmente, la practica de terrazas (que es el tratamiento aplicado

a los suelos del Proyecto Allsides) no es parte del experimento en Olive
River; y no fue considerado por falta de terreno; hubiera sido interesan-
te incluirlo en el experimento de algin modo.

Finalmente, considero que técnicamente el proyecto de ninguna manera re-
solverd el problema de produccién de alimentos del pais, pero sin duda
que sienta bases muy sélidas para tal propdsito, asi como para el re-
fuerzo institucional nacional. También es evidente que el Proyecto ha
dado credibilidad a la capacidad de IICA en el pais y le da una creden-
cial muy favorable para establecer otros proyectos. Ademds ha permitido
ya la generacidn de otros proyectos similares aunque bajo el control de
otras agencias, i.e. AID, FAO, etc., las cuales infelizmente carecen de
la experiencia y capacidad desarrollada de IICA.

Un comentario final sobre el mecanismo de evaluacidén, considero que la
preparacidon de 3 Documentos pre-evaluacién no se justifica, zor lo
menos en el caso del Proyecto Allsides notamos una repeticidn de con-
ceptos, preguntas y respuestas, que al final recargan el trabajo de las
oficinas; facilmente un solo documento pre-evaluacidn seria suficiente.






Para terminar, el agradecimiento a los Drs. Aitken, Wahab, Johnson y
Woo por su cooperacidn durante la misidn de evaluacidn, asi como el
personal administrativo de la Oficina IICA.

Firma del técnico responsable

Rufo Bazan

24 de junio de 1980
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