


WHAT IS lICA?

The Inter-American Institute for Cooperation on Agriculture (IICA) is the specialized
agency for agriculture of the inter-American system. The Institute was founded on October
7, 1942 when the Council of Directors of the Pan American Union approved the creation
of the Inter-American Institute of Agricultural Sciences.

lICA was founded as an institution for agricultural research and graduate training in
tropical agriculture. In response to changing needs in the hemisphere, the Institute
gradually evolved into an agency for technical cooperation and institutional strengthening
in the field of agriculture. These changes were officially recognized through the ratification
of a new Convention on December 8, 1980. The Institute’s purposes under the new
Convention are to encourage, facilitate and support cooperation among its 32 Member
States, so as to better promote agricultural development and rural well-being.

With its broader and more flexible mandate and a new structure to facilitate direct
participation by the Member States in activities of the Inter-American Board of Agriculture
(IABA) and the Executive Committee, the institute now has a geographic reach that allows
it to respond to needs for technical cooperation in all of its Member States.

The contributions provided by the Member States and the ties IICA maintains with its 14
Permanent Observers and numerous international organizations provide the Institute with
channels to direct its human and financial resources in support of agricultural development
throughout the Americas.

The 1987-1993 Medium Term Plan, the policy document that sets IICA's priorities,
stresses the reactivation of the agricultural sector as the key to economic growth. In
support of this policy, the Institute is placing special emphasis on the support and
promotion of actions to modernize agricultural technology and strengthen the processes
of regional and subregional integration. in order'to attain these goals, the institute is
concentrating its actions on the following five Programs: Agricultural Policy Analysis and
Planning; Technology Generation and Transfer; Organization and Management for Rural
Development; Trade and Agroindustry; and Agricultural Health.

The Member States of IICA are: Antigua and Barbuda, Argentina, Barbados, Bolivia,
Brazil, Canada, Chile, Colombia, Costa Rica, Dominica, the Dominican Republic, Ecuador,
El Salvador, Grenada, Guatemala, Guyana, Haiti, Honduras, Jamaica, Mexico, Nicaragua,
Panama, Paraguay, Peru, St. Lucia, St. Kitts and Nevis, St. Vincent and the Grenadines,
Suriname, Trinidad and Tobago, the United States of America, Uruguay and Venezuela.
The Permanent Observers of IICA are: Arab Republic of Egypt, Austria, Belgium,
European Communities, Federal Republic of Germany, France, Israel, ltaly, Japan,
Kingdom of the Netheriands, Portugal, Republic of Korea, Romania, and Spain.
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INTRODUCTION

The Inter-American Institute for Cooperation on Agriculture
(IICA), being a complex organization with broad geographic cover-
age, requires systems that will facilitate the administration and
management of its multiple functions. For this reason, priority has
been attached to establishing a Programming and Evaluation
System as support for programming and evaluation activities,
which, when applied, would upgrade the cooperation the Institute
provides to its member countries.

The Directorate of Programming and Evaluation (DIPROE) is
responsible for operating and coordinating this System and has
developed norms, procedures and instruments which have been
adopted by the Institute and used to standardize criteria for prepar-
ing legal and technical cooperation instruments, as well as for
identifying, preparing and evaluating cooperation instruments and
allocating efficiently the resources available to the Institute.

DIPROE is also responsible for defining the orientation of the
medium- and long-term strategies of the Institute. To do this,
DIPROE analyzes the evaluation and development of the different
types of technical cooperation, and makes adjustments in the
models, strategies and work plans designed for carrying out IICA’s
activities.

The most important achievement of the Programming and Evalu-
ation System is that it establishes a logical framework for analysis
and decision making which takes into account both the allocation of
resources and medium- and long-term strategjes.

The objective of this document is to provide a summarized view of
the nature, functions and organization of DIPROE, the role it plays
in providing support and advice to other units of the Institute, and
its achievernents as a management support unit.
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THE PROGRAMMING AND EVALUATION SYSTEM

The concept and structure of the present Programming and
Evaluation System was set forth initially in the 1987-1993 Medium
Term Plan. The task of operating and coordinating the System was
assigned to the Directorate of Programming and Evaluation (DIP-
ROE), established by the Director General in Executive Order 04/
86.

The System is defined as the set of mechanisms used to allocate
budgetary resources, to identify, formulate and approve coopera-
tion activities for the member countries in accordance with the
objectives and priorities of the 1987-1993 Medium Term Plan, and
to provide feedback to senior management through the results of the
evaluations of actions undertaken.

The Systemn makes the following possible:

Diagnoses which enable the Institute to analyze the current
status of and outlook for agriculture in the hemi-
sphere, by Area and by individual country.

Strategic which includes preparing strategic medium-term

planning plans and documents to define the general poli-
cies of the Institute, guidelines for Institute policy
on the Programs, and the strategies for action at
the Area and country levels.

Short-term  whose instruments (biennial Program Budget,
planning annual plan of operation, additional plans of op-
eration) make programming flexible.

Evaluation of which includes the various types of analysis IICA

technical carries out, with the participation of external

cooperation  evaluators, the results of which enable IICA to
make decisions regarding the focus and implem-
entation of its actions, with the aim of increasing
the effectiveness of the services it provides to the
member countries.



CONTRIBUTIONS OF THE PROGRAMMING AND

Improving the
management of

Programs, projects
and units.

Generating the
basic information
needed for operat-
ing lICA's Finandial
and Follow-up and
Supervision Sys-
tems.

EVALUATION SYSTEM

Organizing, arient-
ing and systema-
tizing activities that
reflect the decisions

Efficiently allocat-
ing resources in
accordance with
established priori-

Providing an effec-
tive response to
requests for tech-
nical cooperation
from member
countries.

Establishing the
activities, identify-

complying with the
objectives of the
Programs and proj-
ects and with the
stipulations of the
legal instruments
that support them.



PROSPECTIVE
PLANNING

SHORT-TERM
PLANNING

IICA's PROGRAMMING AND
EVALUATION PROCESS



TiZZE DIRCECTCRATE OF FRCCGR 'vﬂ'm\’G
AXD EVALUATICN (OITIICT)

DIPROE was created in 1986 in Executive Order 04/86, as a
management support unit under the Director General.
It was created in response to the need for a unit to operate and

coordinate the Programming and Evaluation System, as a mecha-
nism through which:

o the Director General is advised on institutional policy analy-
sis and policy making;

o strategies of action are defined;

o new projects and initiatives for technical cooperation are
identified, prepared and approved;

o resources are allocated in accordance with the objectives
and priorities of the Medium Term Plan; and

o management obtains feedback for making decisions, through

evaluation of the technical cooperation provided by IICA
through its Programs, Offices and projects.

DIPROE is organized as follows:



Directorate

Division of
Technical
Cooperation
Strategies
and Projects

Division

THE TASKS OF DIPROE

Adpvises the Director General in connection
with strategies for Institute action and the
programming and evaluation of technical co-

operation.

Manages and coordinates the Programming
and Evaluation System, serving as its Techni-
cal Secretariat.

Serves as the Technical Secretariat of the
Strategy Development Committee, the Pro-
gramming Committee and the evaluation mis-
sions.

Develops norms, methods, instruments and
procedures, as well as the information man-
agement systems required for strategic plan-

ning.

Supports and coordinates the preparation of
IICA strategies at the regional and country
levels.

Provides support to the process to identify and
prepare technical cooperation projects.

Provides support to the Technical Secretariat
of the Strategy Development Committee.

Coordinates and fosters consistency between

regional and country strategies and new tech-
nical cooperation projects.

Develops norms, methods, instruments and

procedures for short-term planning,
7



Division for
the Evaluation
of Technical
Cooperation

Prepares the biennial Program Budget.
Prepares the Annual Plan of Operation.
Designs additional plans of operation.

Serves as Technical Secretariat of the Project
Analysis Groups (GAPs).

Provides support to the Technical Secretariat
of the Programming Committee.

Manages the Institute’s portfolio of projects.

Develops conceptual approaches, methods,
norms and procedures
for evaluating technical cooperation.

Provides support to the Technical Secretariat
of evaluation missions.

Coordinates formulation of a plan for comply-
ing with the recommendations of the evalu-
ation missions.

Documents successful experiences and sys-
tematizes the results of the evaluations, with a
view to adjusting the process for programming
and analyzing institutional policy.

—_—
—— %



INSTITUTIONAL MANAGEMENT COMMITTEES

These were established by the Director General in order to
improve the decision-making process at the Institute, and to ensure
that IICA’s organizational structure, as well as its operating and
management mechanisms, respond to the cooperation strategy.

CABINET
HUMAN
RESOURCES STRATEGY PROGRAMMING COORDINATING
ADVISORY DEVELOPMENT COMMITTEE COMMITTEE FOR
COMMITTEE COMMITTEE OPERATIONS
PENARY || AD-HOC PLENARY PLENARY || AD-HOC PLENARY | |ADMINISTRATION
MEETING MEETING MEETING MEETING MEETING MEETING SUBCOMMITTEE
GROUPS GAP
SUBCOMMITTEES
FOR
AREA
COORDINATION

DIPROE serves as the Technical Secretariat of the Strategy De-
velopment and Programming Committees.



ACTIVITIES AND ACHIEVEMENTS

Between March 1986 and March 1992, DIPROE carried out
numerous support activities, including advisory services; opera-
tion, coordination and supervision of activities; and duties con-
nected with its responsibilities as Technical Secretariat of the
Strategy Development and Programming Committees, all of which
translates into specific products and/or achievermnents.

ANALYSIS AND APPROVAL OF
COOPERATION INSTRUMENTS

In 1986, DIPROE established the Project Processing and Ap-
proval System (SITAP). This system has contributed substantially
to providing the Directorate with the operating capacity required to
serve as the Technical Secretariat of the Programming Committee.
SITAP is a valuable source of statistical information.

DIPROE is launching a Project Control System (PROYEC) at IICA,
which expands SITAP and provides for computerized control of all
technical cooperation instruments under way, programmed or
expired, and of the legal instruments that govern them. It also
serves to monitor follow-up on the various stages of the approval
process, and on the financial resources of each instrument, whether
internal or external. This data base will begin operations in July
1992 and will replace SITAP.

Between August 1986 and December 1991, the Programming
Committee held a total of 130 regular and 163 ad hoc meetings.
Between January 1990 and December 1991, the Project Analysis
Group (GAP) met 54 times (Figure 1).

Between August 1986 and December 1991, a total of 1,194
proposals for cooperation were submitted. Of these, 248 were
projects, 348 were short-term actions, 391 were legal instruments
(agreements, contracts, letters of understanding, attachments,
etc.), and 207 were classified as “others.” These include administra-
tive support actions, project profiles, technical offers and docu-
ments on institutional norms (Figure 2).
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Number of Meetings

1986-87 1988 1989 1990 1991

YEARS

Regular Bl Adhoc [N\ GAP!

1 Project Analysis Group.

Fig.1. Meetings of the Programming Committee
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Number of Instruments

1986-87 1988 1989 1990 1991
YEARS

'8 ' Short-t &\ Legal
[ Projects Act(:onserm \\\\ Insgt.rumentsl @ Other:i

1 Agreements, contracts, letters of understanding, attachments, etc.

2 Administrative support actions, project profiles, technical offers, proposals and
documents on institutional norms.

Fig. 2. Cooperation Instruments Studied by the Programming
Committee

PROSPECTIVE PROGRAMMING

During this period, the conceptual basis of the Programming and
Evaluation System has been developed to reflect the policy frame-
work of the 1987-1993 Medium Term Plan.

Preparation of the Plan of Joint Action for Agricultural Reactiva-
tion in Latin America and the Caribbean (PLANLAC) made it
possible to learn more about issues affecting the sector and to
propose a new and better-suited development model for meeting the
challenges of the current crisis.

12



The series of activities needed for defining medium-term policies
and engaging in strategic thinking has been designed and coordi-
nated. Specific products of this process are:

O The 1987-1991 Medium Term Plan (prepared
by a group of external experts, with support
from Institute officials) and the amendments
needed to extend its effective life to 1993

IICA action strategies for each of the member
countries

Guidelines for the Programs’ technical coop-
eration

Technical cooperation projects
Documents that set forth the views of the

Director General and of senior Institute offi-
cials on topics of strategic importance.

O Strategy guidelines

SHORT-TERM PLANNING

With regard to short-term planning, a structured set of activities
has been established which enables IICA to translate long- and
medium-terms plans into operative decisions.

The short-term planning process produced the following be-
tween 1986 and 1991:

O Proposed Program Budgets, for the 1986-1987, 1988-
1989, 1990-1991 and 1992-1993 biennia.

O Annual Plans of Operation for 1986, 1987, 1988,
1989, 1990, 1991 and 1992.

o Atotal of 1,682 additional plans of operation, pro-
cessed between January 1987 and December 1991.

13



This represents an average of 336 additional plans of
operation per year.

EVALUATION OF TECHNICAL COOPERATION

DIPROE, as the unit responsible for managing this process, and
on the basis of both the experience gained by the Institute and the
models used by other technical and financial cooperation agencies,
designed a utilization-focused evaluation model which has achieved
the following since it was implemented:

Conceptual Development of the Evaluation of Technical

The evaluation methods and instruments developed make it
possible to appraise the technical cooperation program offered, in
terms of its consistency with the needs and priorities of the
countries and with the Medium Term Plan; to determine the degree
to which products generated by the projects have been institutional-
ized and used; to rate the performance and management of
cooperation in terms of efficiency, institutional relations, and IICA’s
presence and image; and to identify factors and conditions that
determined the performance and results obtained.




Evaluation of the Offices

From June 1988 to March 1992, IICA Offices in the following ten
countries were evaluated: Argentina, Colombia, Dominican Repub-
lic, Ecuador, El Salvador, Guatemala, Jamaica, Paraguay, Vene-
zuela, and the countries of the OECS.

As a result of these evaluations, improvements were made in the
approach and programming strategy for actions at the country level,
the Institute received specific recommendations on how to improve
management of its technical cooperation, and substantial improve-
ments were proposed for administering the Offices evaluated.

Evaluation of the Programs

Programs IV (Trade and Agroindustry) and V (Agricultural
Health) were evaluated. In both cases, specific plans were prepared
to implement the recommendations of the evaluation missions, and
improved and updated guidelines for technical cooperation and for
the preparation of specific hemispheric and multinational projects

were prepared.
Evaluation of Projects

The National Agricultural Training Program (PNCA) in Colombia
was evaluated. As a result, Phase II of the Project was implemented.

Advisory Services to Senior Management

DIPROE has participated in preparing proposals for institu-
tional policies on:

- Decentralization of decision making for the allocation and
management of financial resources.

- Executive Orders:

o Norms to determine the charge for Indirect Adminis-
trative and Technical Costs (CATIs), their use and
distribution (06/87rev.)

15



O Internal mechanisms for processing buﬂgetary trans-
fers (09/86rev.)

O Criteria and procedures for applying standards re-
garding management of resources assigned to Local
Professional Personnel and General Services Person-
nel (Major Object of Expenditure 2) (07/87)

O Internal processing for approval of legal, technical co-
operation and administrative support instruments
(03/90)

O Guidelines for the preparation and execution of Ad-
ministrative Support Actions (04/90)

O Institutional Management Committees (02/92)

- The Follow-up and Supervision System

- Multinational projects
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ESTRUCTURA FUNCIONAL DEL INSTITUTO INTERAMERICANO DE COOPERACION PARA LA AGRICULTURA (1992)

DIRECTOR GENERAL
SUBDIRECTOR GENERAL
ety ASESORES
SUBDIRECCION GENERAL
JUNTA DE OPERACIONES
DIRECCION PROGRAMA I
ANALISIS Y PLANIFICACION DE LA
e L .
DIRECCION PROGRAMA II DA DIRECCION
GENERACION Y RELACIONES EXTERNAS
TRANSFERENCIA DE TECNOLOGIA OFQNA
DIRECCION PROGRAMA T EE.UU. RECCION
ORGANIZACION Y ADMINISTRACION INANZAS
PARA EL DESARROLLO RURAL
DIRECCION PROGRAMA IV RECCION
ECURSOS HUMANOS
—
DIRECCION
COORDINACION DE
ASUNTOS INSTITUCIONALES
CENTRO
INTERAMERICANO DE DOCUMENTACION E
INFORMACION AGRICOLA
— 1
DIRECCION Cw OPERACIONES DIRECAAON cm OPERACIONES DIRECAON DE OPERACIONES ggﬂoz DE OPERACIONES
DEL AREA CENTRAL DEL AREA CARIBE DEL AREA ANDINA DEL AREA SUR
OFICINAS EN: OFIINASEN: OFICINA EN OFICINAS EN: OFCINAS EN:
BARBADOS  SURINAME HAITI BOLIVIA
GUYANA TINIDAD Y TOBAGO PERU ARGENTINA PARAGUAY
COSTARICA  MEXICO
ELSALVADOR NICARAGUA JAMAICA COLOMBIA  VENEZUELA BRASIL, URUGUAY
GUATEMALA PANAMA SANTA LUCIA® (ANTIGUA Y BAR- ECUADOR CHILE
HONDURAS ~ REP. DOMINICANA BUDA, DOMINICA, GRENA! o? SAN
VICENTE Y LAS GRANADINAS, ST.
KITTS Y NEVIS)

* La cooperacién a los paises de la OECS es coordinada por la Oficina en Santa Lucia, y se lleva a cabo en cada caso con el apoyo de personal profesional y

administrativo local.
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