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FOREWORD

In accordance with the understanding reached between

Brazilian and Japanese Governments at the annual consultation

meeting on bilateral technical cooperation held in Tokyo in April,

1981, the executing Agencies from the two sides, the State of

Sao Paulo and the Japan International Cooperation Agency, Jjointly

evaluated the achievements of the Agricultural Development Cooper-

ation of the Ribeira River Valley in Brazil.

Team conslisted of the following members:

Leader

Land Consolidation

Agronomy

Cooperation Planning

Coordination

Brazillan Team

PAULO ROBERTO GUEDES
FRANCISCO EUGENIO
NUNES GUSSO

JOSE ACCACIO FLORENCIO
RIBEIRO

LUIZ AUGUSTO

LEITAO DE ANDRADE
TAKAQ NAMEKATA

The Joint Ewvaluation

Japanese Team

MICHIO NAKAHARA
YOSHIYUKI TANAKA

SHIN-ICHIRO SEKIYA

KANYA OWADA

SHIGEYUKI SETO

The evaluation study was carried out from November 26 to

December 3, 1981, in Sao Paulc and at the Project site “in Registro,

The Team visited the Project facilities and held hearing and

discussion meetings with Japanese experts statlioned and their counter-

part members to evaluate the achievement of the Project together.



This report has been prepared based on their findings from
their site visits and exchange of views.

The Team will be very much delighted, if any suggestions or
hints would be drawn from this summary report for better formula-
tion of technical cooperation project in future,and proposals
and measures presented here would be taken up for consideration
and implementation by the authorities concerned for better

implementation of the Project.

PAULO ROBERTO GUEDES MICHIO NAKAHARA

Brazilian Team Leader Japanese Team Leader



METHOD OF EVALUATION

The evaluation study conducted by the Team consisted
broadly of three portions: 1) preparation of data and infor-
mation and review thereof in advance, 2) visit to project
facilities and hearing on project activities at project sites,
3) hearing and discussions on achlevements, problems encountered
and measures to be taken.

Through the preparatory study 1) above and site visits
2), the present status of the ProJect was made clear and tﬁe
problems were identified for further consideration and discussion.
Completion of various infrastructures was confirmed at the
sites. A series of hearing combined with discussions were
held thereafter, aiming at developing common understanding
and evaluatlion of the Project achievements and formulating
unified oplnions on measures to be taken.

The hearing and discussions were held comparing the
project achievements with the aims, on item~-by-item basis,
as listed as the Activities of the Agricultural Development
Center in Appendix I of the Record of Discussions. Actions
and measures taken by the both parties concerned in accordance
with the Record of Discussions were alsc looked into.

ANALYSIS OF PROJECT ACTIVITIES

Guidance and Advice on the Agrilcultural Development of the
Ribeira River Valley

No extensive actlivity has so far been made yet in this
fleld, except some sporadic direct advices to farmers as, for
instance, the creation of the "Cooperativa Agricola Mista do
Vale do Ribeira". This is because neither a valley-wide
development planning nor project formulation work in the valley
has been going on there with immediate implementation in sight.
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However, the cooperation in thls respect appears to be a
continued importance as the development of the Ribelra River
Valley is reportedly a high-priority subject to the State of
Sao Paulo. Advices on procedures from initial stage of project
formulation to implementation of development projects and
institutional set up are to be included in the activities of
this regard in future, as well as advices on technical and
engineering problems. The techniques and knowhow which have
been and are being developed, accumulated and transfered with
the Center activities of the Project will be valuable bases
for such guidance and advice activities.

3.2 Collection and Analysis of Data and Information Concerning
Farmers' Income, Farm operations and Prices of Agricultural
Products, and Utilization of Them.

Relevant data and information have been collected by the
experts concerned, though limited in extent. However, they
have not been fully utilized and the technigues of data col-
lection and analysis have not been transfered yet due to the
unassignment of counterpart. Those data and information so
far collected should be positively used in the development
planning of the Polder No. 1 and other priority areas. It
appears that the assignment of at least one counterpart is of
absolute need for the Project and one year or two of colaboration
period would be required to achleve the project objectlves.

In case any Brazilian counterpart 1s not made available, the
scope of work of this component may be so reduced that the
Japanese expert presently in field can cover during.his assign-
ment, though such modification would considerably downgrade

the effects of thils cooperation project,

3.3 Innovation of Agricultural Engineering Techniques by Polders
a) Preparation of an Execution Plan of Polders and
Development of Mechanized Implementation Techniques



Through the construction of the experiment farm at the
Center, 1t appears, in general, that the direction of develop-~
ment planning with polder dikes have been demonstrated and
the technicques required for such development have been
transplanted. The Evaluation Team considers that the goal
specified in the first halfl of a) above has been achieved,
though a considerable delay was experlienced due to varlous
reasons.

In connection with construction equipment, many problems
were encountered in such aspects as operatlon, maintenance,
repairs and fuel suprly. However, the Evaluation Team recog-
niiés the contribution made by such machines brought in with
the Project as marsh bulldozers, power shovels and trenchers
which were not easily available in Brazil. Operation and
maintenance techniques and knowhow have been transfered to
Brazilian operators and technicians. It appears from the
situation as above, the goal of this issue has substantially
been achieved. The Team feels that operation and maintenance
in future will be an important problem and it wlll be of vital
importance to secure necessary parts in sufficient quantity

and in time.

b) Construction of 50 ha Polder in the Pariquera-Acu
Agricultural Experiment Station and Preparation of
Irrigation, Dralnage and Land Consolidation Plan
Thereof.

The construction of the experiment farm of about 50 ha
delayed considerably in comparison with the initial plan, due
to vaious reasons such as insufficient budget allocation,
recruitment of staff and so on. However, the effort made by
the Sao Paulo State Government in past one year is highly
valued, with which the key structures of the farm such as the
pump statlon and the dike were completed and the farm has now
become ready for agronomic activities.
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The Evaluation Team re-examined the need of earlier
implementation of the farm infrastructures which were not
constructed yet. The dam for flood control and suplementary
irrigation and a part of land consolidation work may not be
of immediate need. However, provision of a farm pond will
be of a priority need for better water management in the Center
farm. The construction of those facilities left unimplemented
in the Center including the farm pond, will be possible within
two years, if adequate preparatory and budgetary arrangements
are made. There are no technical difficulties in sight at
this stage in construction of these facllities.

¢} Estabishment of Land Improvement System

An attempt to formulate a development plan for the Polder
No. 1 is being pushed forward, making full use of the experiences
accumulated through the construction of the Center farm to
demonstrate the need of project feasibility study and what to
be done for project formulation before 1ts implementation.
The study work is anticipated to be completed by the end of
March, 1982. The study report will be a useful reference mate-
rial for future studles to be conducted for project planning
with polder dikes.

No Brazilian counterpart has so far been assigned for
this activity despite of its importance, though transfer of
planning techniques appear to have substantially been done
to the Brazilians group, not to a specific counterpart. It
is advised to translate the report to Portuguese in full, with
some additional explanations as required, for effective use
of the study result in future.

The Evaluation Team is of the opinion that the goal of
technology transfer under this component has been achieved
a 1ittle, to a limited extent only. Follow up activities by
Brazilian and some supplementary guidance and advice by &



3.4

Japanese expert will be preferable, 1f project planning and
construction of other polders are contemplated.

Application Experiments for the Agricultural Development of
the Region.

a) Experiment, Trials and Demonstration on Selection
of Crops to be Introduced, Selection of Appropriate
Varieties, Method of Fertilizer Application,
Determination of Cropping Pattern, and Plant Protection.

In accordance with the plan initially formulated, a series
of experiments and trials were started in the cropping seasoh
of 1977/8 and 79/80 for paddy and vegetables respectively.
However, they failed to obtain final results due to flooding
in each year, although some knowhow which appear to be useful in
future trials were obtained. Some promising crops such as
paddy rice, bean, sweet corn, kidney bean, seed potato and
so on have been identified and potentlally suitable varieties
have been selected from the researches and experiments conducted
in this process. The findings and knowhow will be fully utilized
in activities in future regarding experiments, training, extehsion
and seed production.

Due to concurrent assignment of the agronomist in the
Project, the work volume for the cultivation expert is found
to have been excessive and will be so even in future. This may
cause some difficulties to the Project operatlons and its success.
Separate assignment of cultivation experts for paddy and vegetable
is thought to be preferable in this connection. It seems to
be not practical and possible to repeat all the necessary tests
and trials, as some has been done already, but appears to be
more feasible to derive some practlcal technical guldelines
or criteria for farming 1ln a possible shortest method, reducing
test plots, treatments and numbers of measurements. A couple
of years of experiments and trials will be required before
achleving the goal, but it will be possible and more practical



after departure of Japanese expert to continue them and to
complete the entire development process by Brazilian experts
who will have accumulated experience with the Project.

The eqguipment so far furnished appears to be almost suf-
ficlent for the Project activities envisaged. However, the
Brazilian slide has appealed short of technicians to be recruited
locally to handle them and the Brazilian side dlso indicated
their keen interest in the study on seed potato croduction.

The Evaluatlion Team has reached to a common view that
any cultivation problems which may arise in future should

be solved in close cooperation with the State Agricultural
Research Institutes.

b) Experiments, Trials and Demonstration on Soil Con-

servation, Irrigation, Water Management and Farm Mechanization.

Only little has so far been done in the field of soll
conservation, because of delayed completion of the dike and
the pump station of the Center and subsequent less advance
of agronomical experiments at the Center. The team has reached
after careful reexamination and exchange of views, to an opinion
that no major experiments and trials will be required on this
issue except some precautions to be taken on case-by-case basis
during farm operations. This is because of the topography
and comparatively heavy vegetation cover in the Center and
weather conditions prevalling in the region.

Practically nothing has been done yet for others of the
above, except a system of mechanical transplanting of young
rice seedlings and a harvest system with a conbine-harvester.
It is considered to be practical to proceed experiments, trials
and demonstration on lrrigation, water management and farm
mechanization, in parallel with the agronomical studies to be
conduted in the Center farm in future. An irrigation engineer
who may work for the study of 3,3. ¢) above, had better be
concurrently assigned for this subject.

In connection with farm mechanization, the Bragzilian side
pointed out the necesslty of a preventive maintenance system
for better and stable farm and Project operations.



3.5 Theoretical and Practical Training of Extension Workers and

3.6

3.7

Farmers on Improved Farming Techniques.

Extension of Improved Farming Techniques to Farmers in Surround-
ing Areas by Means of Farm Visits from the Extension Farm.

Not many things have been done yet in these aspects,
beyond some technical advices to some farmers in nelghbouring
areas although those have reportedly been beneflelal to them.
The nécessary farms and facilities were not avallable for
tralning at the Center and the extension farm were not ready
for activities as mentioned. 1In addition, it has become clear
that the present Brazilian need is not necessarily the same
as those described in the Record of Discussions, but the for-
mulation of rural extension plan for the area. A Brazilian
staff being in field already, clarification of the scope of
work and assignment of a Japanese expert would have to be made
as soon as possible. It is considered necessary to formulate
a definite program for training and extension activities within
this Project, including dispatch of trainees in the field of
agricultural extension, based upon thorough reexamination of
necessary actions in this field in future. The Brazilian side
stress the need of an extensionist with experience in the
planning of those kind of activities in countries with conditions
comparable to Ribeira Valley, preferably on a long-term basis.
As an alternative it has been suggested to send a Brazilian
extenslonist with planning experience fo visit extension systems
in Japan or any other country with conditions comparable to
Ribeira Valley, recelving technical assistance from JICA.

Production and Distribution of Improved Seeds.

The production of rice stock seed is going to start in
the cropplng season of 81/82 by the Project as a part of IAC
Program. However, the same activities for vegetables which
will be done by the Project independently, have yet to be
formulated, while variety selection has been completed. It
appears that the activities under this component are partly
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ready for implementation and the plan for vegetables is yet
to be worked out. However, it seems to be possible for
Brazilian agronomist of the Project to conduct the envisaged
activities by accumulating technical experiences with the
Project, after Japanese experts will have left the site.

Extension Farms.

The construction of the extension farms has delayed
considerably compared with the schedule iniltially envisaged.
Howeyer, the Evaluation Team confirmed that the construction
work of the extenslon farm located in the Polder No. 1 was
started and on-going. It is antiecipated that the farm will
be completed within a couple of years, subject to the
availability of fund for implementation as scheduled. Possible
earliest completion of the farm is strongly recommended, for
gqulcker demonstration and dissemination of better farming
technology.

It has been confirmed that construction of other extension
farms once planned appears to be now impractical and must be
dropped from the Project plan, as agreed upon by earlier
consultation.

ACTIONS AND MEASURES TAKEN BY EXECUTING AGENCIES

Actions and Measures Taken by the JICA.
a) Assignment of Experts

Out of eight types of long term experts considered
necessary for the Project and listed up in Appendix II of the
Record of Discussions, as well as the team leader, the coor-
dinator and the technical advisor, experts in the fields of
land development and irrigation engineering, paddy and vegetabie
cultivation, and agricultural management have been assigned



and dispatched to the Project, since the later half of 1975.
However, those of agricultural extension, plant protection,

soil and fertilizer, and farm machilnery are yet to be dispatched.
Out of four unassigned, the soil and fertilizer, and the farm
machinery experts have been dispatched already on a short-

term basis. Therefore, the Evaluation Team conslders that

the assignment of experts from Japanese side under the Project
has substantially advanced, leaving the extensionist and the
expert of plant protection unassigned.

It has become clearer after exchange of views that the
experts unassigned are stlill of need for the Project, preferably
on a long term basis. However, the total number of experts
in fleld may be adjusted, in accordance with the progress and
need of Project activitles, and types of experts and condition
of dispatch, either long term or short, as well.

b) Training and Inspection Tours in Japan

Twenty four Brazilian officials and experts vislited Japan
in past six years under the Project. Out of 24, about a half
were for inspectlon tours in Japan and the remaining were for
variocus types of technical training, such as irrigation and
drainage, paddy cultivation, water resources development,
agricultural statisties, tropical frults, vegetables, machinery
management and regional development. In terms of number of
trainees and visitors, the Project has reached to the standard
flgures generally achieved with a technical cooperation project
and has nearly accomplished the Project goal. However, as soon
as the Project comes to the phase of full-fledged research,
1t is recommended to select the tralnees and visitors acceording
to the specific Center's goals and necessities.

¢) Supply of Equipment

Batches of equipment amounting to more than 500 million
yen (approximately US$ 2.17 million) were brought in from Japan
for this Project. They were types of construction equipment,
paddy transplanting machine, instruments for experiments and
a pump set and other auxiliary equipment for irrigation angd
drainage at the project Center. ‘
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The amount of equipment so far supplied are normal or
a little above in amount, as compared with other projects.
The Team finds that the major portion of the equipment supply
for this Project has nearly finished and future supply is to
be more concentrated to those required for agronomlec activities
and spare parts for types of equipment provided in the past.

Actions and Measures taken by the Braziiian Side

da) Privileges, exemptions and benefits for the
Japanese Experts.

The privileges, exemptions and benefits for the Japanese
experts to be assigned to the Project have been granted
satisfactorily in general, as guaranteed by the Record of
Discussions, although there are minor issues left for further
improvement.

b) Reception, Utilization and Management of Equipment

There has been no difficulties experilenced in receiving
equlpment brought in for the Project, as specified in the
Record of Discussions. However, the Evaluation Team has found
that the utilization of the equipment provided is of low level
and maintenance and repairs are inadequate. A considerable
amount of equipment and materials has been left idle in a
storehouse and some left uncovered. This may have, partly,
been caused by supply of those based on not fully concelved
implementation plan. The repair shop stays inactive,though
some improvement 1s being made. The Team suggests that efforts
should be made to secure sufficient local budget in order to
provide adequate shed for those equipment and to malntain them
constantly in order., The Team also recommends that the Project
will build a stock of or a channel to secure supplementary
spare parts for the equipment, taking the conditions of the
post technical cooperation period into account.



c¢) Assignment of counterparts

It is found major portion of the counterpart posts has
been filled, though some delay in assignment and short in
number were reportedly experienced. In the case of land
development and irrigation engineering, only one counterpart
has been assigned to the Project, while two Japanese experts
have been assigned and, in case of farm management, no counter-
part has been assigned to the Project until now, though a
Japanese expert has been in field for years. From the technology
transfer point of view, the situation as being experienced
is not desirable. it is strongly felt necessary to attach
urgently at least one counterpart in order to achleve the
goal of technlcal transfer,

In the fixation of technology point of view, it seems to
be advisable that the counterparts trained in Japan stay with
the Project as long as practical. Some special consideration
and treatment in personnel administration might be beneficial
for this purpose and to secure required personnel.

d) Provision of Land, Buildings and Facilitiles

It is confirmed that the main bulldings of Agricultural
Development Center have substantially completed by the efforts
of the Brazilian concerned with the Project, in the area of
Pariquera-Agu Experimental Station. As of December, 1981,
such buildings as an administration office, a guest house,

a storehouse for agricultural machineries, garages, a pump
station are in use. Other than 1n Pariquera-Agu Experimental
Station, houslngs for Japanese experts and Brazillan counterparts
have been built 1In Registro City. Additional builldings and
facilities such as a garage and an office in the extension

farm are yet to be built in parallel with the construction

of the extension farm in Polder No. 1.

The Project has falled to secure the land for the extension
farms Intended in the initial plan, except the one located
in the Polder No. 1. However, it appears to be not practical
to proceed with the "Three Extension Farm Plan", because of
excessive difficulties in obtaining land for the farms. The



Team, therefore, agrees to the opinion to abandon the idea
to bulld two other extension farms.

e) Local Budget

The Project has been seriously suffered from acute
budgetary constraint since its inception. The rapid inflation
prevailed in Brazll made the situation worse and the budgetary
allocation to the Project declined year after year in real
term. However, the budget allocation made in 1981 by the
State of Sao Paulo which reversed the past trend to the positive
sidey is highly wvalued. The Evaluation Team is of the opinion
that the success of the Project heavily depends on the availabi-
lity of sufficient fund and an adeqguate allocation is to be
made for quicker accomplishment cof the Project objectives.

It must be considered that recently the State Government of
Sao Paulo worried the area economic and social development,
stated the Pro-Ribeira-Programa de Desenvolvimento do Vale

do Ribelra, that includes the allccation of financial resources
in the next four years.

The budget for operation of agronomic activities in the
Center PFarm, operation and maintenance cost of equipment
including those for fuel and spare parts, the budget for
maintenance and operation of the farm Infrastructures such
as the dike and the pump station and an adequate budget for
administrative expenses, as well as construction costs of
facilities for the extension farm in the Polder No, 1, are
to be secured with priority. The budgetary request for the
Project seemsto be made through proper channel at an appropriate
timing, at least one year in advance.



CONCLUSION AND RECOMMENDATIONS

The status of the Project as of December, 1981, is a
mixture of a comparatively advanced portion and the one less
advanced.

The engineering portion appears to have been substantially
completed and nearly achieved the goal, except "guldance and
advice on issues required for the agricultural development
of Ribeira River Valley" and "establishment of a land improve-
ment system". The efforts made in past one year in consolldation
of project infrastructure are highly appreciated. The farm
of the Center i1s now ready for experiment and production activities
with the completion of the major portion of the farm facilities.

The agronomic aspect stayed, in comparison, less advanced
walting for completion of the infrastructure. Therefore, the
emphaslis of future Project operations is to be directed to the
side of agronomic activitlies. Among others, the need of formu-
lating effective measures to disseminate farming technology
to farmers and establishing an appropriate system therefor,
is specially emphasized.

In order to achieve the Project goal, consolidating all
the research, experiments and trials conducted by the Project,
the Evaluation Team finds it appropriate that the technical
cooperation be continued for about three cropping seasons
more under the Project, starting in 81/82 cropping season.

The following are the major recommendations for better
implementation of the foregoing technical findings,‘for
early success of the Project.

1) Japanese experts not assigned yet are to be dispached
as soon as possible, not only to pursue the Record of Discussions
dispositions, but in order to follow the Project's actual
necessities.

2) At least one Brazilian counterpart must be assigned
to each Japanese expert stationed, in order to transfer basic
techniques for Project operations.



3) The construction work of the extension farm located
in Polder No. 1 is to be expedited.

4) The details of equipment supply including spare parts
under the Project should be closely examined in order to secure
smooth operations of the Project.

5) Adequate local budget is to be secured not only for
the construction of the extension farm in Polder No. 1 but
also for the better Center's performance.

6) Close coordination and cooperation with State of Sao
Paulo agricultural research institutlons and other agencies
are to be maintained in carrying out agronomic activities.

-
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