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During a tour of inspection which I carried out in Colonbia
during the whole month of February 1970, I saw something of, or had
discussions on, the following Special Fund projects for which the FAO
is Executing Agent:-

The Institute for Training and Research in Agricultural Marketing, Bogotd,
which bears the reference number COL 10; the Pre-Investment Study on
Forestry Developrient in the Magdalena and Sind River Valleys - COL 14;

the National Forestry Institute and Foresi Rangers' School, Medellin -

COL 16; the Faculty of Vetcrinary Medicine and Animal Husbandry at the
National University, Bogotd - COL 18; and the Marine Fisheries Developnent
Project - COL 22,

The Forestry Development project - COL 14 - has two rclated
but separate aspects, the first being a pre-investment study, the second
directed towards practical experiient in recforestation. The pre-investrent
study is nearly completed and this prrt of the project is now due to end
in May 1970, after having been extended for three nonths. By %;1 reports,
the project has gonc well, in spite of the misfortune of the enforced
abandoment of one of its chief zones of operation as thc result of a
breakdown of law and order. Thore has been excellent co-operation with
the Colombian authoritics and the counterpart agency - INDERENA ( the
Institute for the Developrient of Natural Resources ) - is rcported as
being very satisfied with the results of the study. The reforestation
side of the prograrmc is to be continued on a TA basis, which, at the

present stage of the operation, appears to ne to be right.

The Faculty-forning operation et the National University appears
to me to be moving excellently, on the right lines, in a field of great

importance for the futurc.of Colonbia and to this I have nothing to add.

My observations on the threce rermaining projects listed above,

COL 10, 16,and 22 are given in the following pages.



"Ingtitute for Training and Research in Agricultural Markcting, Bogotd"
( UNUP/SF project COL 10 )

( Instituto Latino- Americano de Mercadeo Agricolo - ILMA )

The ILMA project, declarcd operational in November 1962, cane
to an end in nid-1969, after two extensions. Its cardinal ain, as expressed
in the Plan of Opcrations, was to train staff for the continuation of the
Institute after the end of thc project. This goal was not attained, The
Institute has disappeared and those who were trained in it by UN instructors
have been scottered into various other bodies -~ the Agricultural Marketing
Unit of the National Trainins Centre operated by the Inter-American Institute
for Agricultural Science and its Centre for Agrarian Reform, the Farm Produce
Marketing Institute, the National Institute for Agrarian Reform, the
Adninistrative Statistical Depertncnt and the Agrarian Credit Bank. There
is also an enbryonic successor movement in the Jorge Tadeo Lozano University
at Bogotd. Sonec of the good which the project did lives after it, but not
in the forn intecnded. Govermnent intcrest in the project appears to have

been slicht,

2. The Spanish-language title of the Institute indicated the rcgional
intention behind thc project, but this also ended in frustration, possibly
demonstrating once again that it is a difficult enterprise to combine
several countrics ia the management of an institution ond that a nationally
controlled teaching institute drewing students from adjacent countries is
perhaps a better mcthod of serving a linguisticelly honogencous area while

econorizing on overhead costs.,



National Forestry Inslitute and Forest Rangers! School, Medellin
( UNDP/SF project COL 16 )

There sre many unsatisfactory aspects to this project; sore
might have been foreseen and avoided with better planning and greater
persistcnce, others rust be written off aos due to bad luck and debited

to experience.

2. In the first place, this is a "split-level projcct, with the
formetion of a university faculty producing forest engineers and of a
school producing forest technical staff rolled into one operation.

In my experience to date, such an arrangoement rarcly produces the

happiest results. Morcover, according to the plan of opcration,
sponsorship of thc project on the Colombian side is shared between lhe
Ministry of Agriculturc and the National University, while a subsequent
devolutiion of a major degree of authority has taken place from the
Ministry of Agriculture to the Ianstitute for the Devclopnent of Natural
Resources { Instituto dcl Desarrollo dc los Recursos Naturales Renovables -
INDERENA ). As will be seen later, the vicws of this organisation on the
projcct appear to differ from those of the original signstory of the

agrcement.

3. A Special Fund nission scnl to Colorbia in 1960 spottcd the
cardinal point that there worc three faculties of Forestry in Colombla -
at Bogotd, Medellin a.d Ibazué - and realised the inportance of
rationalization. This problen proved loo complicated to solve, however,
the UN project was cstablished at Mcdellin and the threoe centres, in
spite of continual exhortation to co-operate, are still essentially in
corpctition. The plan of onerations for Mcdellin was drawn within the
framcwork of an ¢xpected production of graduates of 20 to 30 a year.

The average out-turn over recent years has been of the order of 8, after
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a wastage of just over two-thirds of the initial intake of studcnts over

the five-year coursc before final examination. ( This wastage figurc is
roughly that of the whole Faculty of Agricultural Sciences at Medellin,

of which the Forestry Studies are a branch ). Particularly in Forestry,
with its high overhead requircments for teaching outside the classroom and
laboratory, this gives a very high cost figure per graduate and leaves the
Institute wide opea to criticism on this score. On the other hand, trying
to inprove the output-cost ratio by producing moré graduates would, with
Bogotd and Ibagué competing in the same field, run the risk of over-production
of newly graduatcd forest engincers, Colorbia's overall annual requirements
of which I have seen placed et a maximum of 25. In other words, Colombia's
total needs in high-grade forcsters for the forsecable future could be
produced frorm one institulion in which\all students could profit indirectly
fron the experience of the international specialists now serving at Medellin,
Onc can thus say that the project's utility to Colombia is something of the

order of one third of what it might be, if better applied,

FAR Failure to plan the start of the project in a logical nanncr

led to the customary difficultics - not to speak of a delay of fourteen
nonths between the signature of the plan and the formal declaration of the
beginning of opcrations which cngenders sonc doubts about the enthusiasm
for the project of the Government of the day. There was some complaint
of inordinate delay in the recruitment of UN experts, but when these arrived
they found themselves without trained counterparts and thcerefore plunged
into lecturing to undergraduatcs and carrying out indecpendent research

( rather than "rcsearch to support training", to quote the words of the
plan ). At the time of my visit, T found among thc experts universal and
enthusiastic endorsement of the idex that their work would have been much
morc rewarding had they come to Medellin to find carefully selected
counterparts already returned fron foreign study and thus prepared to

benefit to the full from thc experts' advice on pedagogical methods, courses



of lecctures, lines of rcescarch, etc. As it 1is, according to my latest
information, there are 11 counterparts for 7 UN experts, but only two
have gone abroad for study so far. The rcemaining fellowships are held
up for linguistic reasons ( arc therc no forestry facultics in
Spanish-speaking countries to which thesc nen can be sent? ) and when
the fellows go on training there will, for budgetary recasons, be no
replacenents to sit at the feet of the individual UN specilelists whonm
they have left. Their abscnces may be fron 18 to 21 months. After
their return they will engage in the ordering of the particular type of
equipnient with which each counterpart has become accustoned to working.

The project now hes only 20 ronths to run.

5. In the face of this picture it scers to re that an initial
delay of two ycars incurred during the foreign training of carefully
seclected counterpnrts would be a small price to pay for a better chancc
of achieving an orderly, more procuctive project. Nor should it be
impossible, provided it is clear that Governnent support is fully
assured, to compress preliminary negotiations in order to make up for
gsolte of this initiel delay: 1in this case, the Spceisl Fund rission
visited the Institute at Medellin in August 1960 and operations were
not officially started until Novenboer 1967. Unfortunately, the above
picturc is not untypical for university-faculty-forming projccts and

I recormmend that scrious thought be given to the possibility of radical
reforrs in the general procedure for putting this type of plan into

operation.

6. I belicve that the UN experts and their Colombian counterparts
in the Institutc can still produce useful results in spite of all the
handicaps thcy carry. I e less sanguine about the prospects for the
proposed Forestry School., This was originally to have been set up at

a farm near Pereira, but this idea was superseded by that of bringing it



to Piedras Blancas, in the nountains above iredellin lcss than an hour's
drive from the Iastitute. T visited Piedras Blancas with the Resident
Represcntative's Senior Agricultursl adviser, the Project Manager and
the Adviser to the non-existent Director of the Forestry School, The
existing buildings at Piedras Blancas arc used by the Forestry Institute
for practical work in thc elghth and tenth scrmestoers of the five-year
course, They caniot, without cxtension,; be used also for the two-year
course for fifty aspirant forest rangers a year called for under the plan
of operations. The proposed new school bulldings and dormitories are
fully planned, but INDERENA has not yet nade available the necessary
funds for construction. The Ul Adviscr to the Director has now been at
Medellin for eighteen months without hoving a Director to work to, a
school to work in, or oudsils to work with. One Dircctor was selected
but dia not take up his post. Another, whon I net, is now up for
approval, The disadvantages of shared responsibility now core to the
surface. Entry into the Forestry School will be by cor petition anoag
boys compleling the fifth year of primary schooling in whon, noturally,
the University has no direct laterest. It is however prepared to grant
all possible facilities and help, at its ( rented ) prenises at Piedras
Blancas, provided INDERENa guarantee 21l costs and sign an oagrcerment
setting ocut the conditions of this co-opecratior, INLERENA's aplarent
unwillingness to mcet the financial inplications, however, casts doubts
on its enthusiasm for the wholc opcration, as does its wish to rove
clsewhere responsibility for nceting the living costs of forest rangers
under training and its reluctance to guarantec subsequent enploynent

for more than half of the school's eventual output of foresters, although
admitting thet Color bia's need for forest staff at the technical level

is very great.

7. The rlonning Deportrent in Bogotd is pressing INDERENA to take

a nore constructive attitude towards the school, but if this is not



forthcoring within the near future I should be very doubtful about the
nogsibility of naking 2 success out of this pert of the project, vital
though its ains appear to be for the future of Colomblan forestry. As

T have already pointed out, there 2re only 20 months of thce project still
to run - little enou h tire to crect buildings, rccruit students in an
unprorising atriosphere and adequately launch a two-year cyclce of training.
I stressed in conversations in Bo-otd that the proposed school is not a
UN projcct approved by Colombia, but =2 Colombian project to be assisted
by the Ull under a forrmal agreement. Ify, over lwo years from the start

of operations, there is in fact no project for the UN to assist, there
seens a0 good reason for the U cxpert to remain, He is a nan of energy
and enterprise and he has wot «ntirely wasled his time, Armong other
work, he has laid on and given two three-nonth courses for two dozen
existing forest ilnspcctors at a tinc, in addition to a course of trainiag
in firc precsutions. Stranzely cnourh, INDERENA has expressed very wvarn
aopreciation of the value of these courses, but this does not seem to havce
effectcd its sttitude towsrds the proposed school as such. And this, coring

frorn & countcroart ogency, is an indifferent augury.

8. Finally, I should like to refcr to a letter fron the Executing
Lgency to the UNDP in New York, of which I saw a copy at Bogotd, bearing
the reference COL 16 SF £/10 and the cete 12 February 1970, which, in my
view, tave an inadequatcly explicit nicture of the present state of the
projcct, but still sugzested a joint mission of FAO and UNDP to sce whatl
should be donc about it. I A gsatisfied that the cost of a nmission of
cnquiry would be an unjustifiablec expenditure of iaternotional roney at
the preseat stage. The facts arc well known to the Resident Representative
and to his Senior Agricultural Adviser, to the Projcet Mant or and to his
exderts, all of whom are in clos. touch ot thelr aporopriate levels with
the Colormbisn authorities concerncd and know their views. Furtherrorc,

the Director General of FAO visited Coloribia in May 1969 and lr. Willstedt,



Project Operations Officer in Ronic, visited Medellin aad Piedras Blancas
as recently as Novenber 1969 aad attended the five-hour-long evaluation
1 eeting held in the offices of the Dean of the Faculty on 7 November.,

The situation has not changed greatly sincc then.

Surmary of Recormendations

1. That the possibility be considered of sending Spanish-spesking fellows
with inadequate cormand of English to Spanish-spenking countries for study

(Para. 4).

2. That thought be given to the desirability of so planning similar
projects in future that the various inputs cssential to success be brought
forward in thc right order and at the right time - countcrnarts and

buildings, then experts and equipnent (Poras. 4 and 5).

3. That UN help to the Forcstry School be absndoned unless there is
an early and vracdical change of heart in the Counterpart Agency

(Paras. 6 and 7).

b That whatever further enquiry into this project nay be considered
necossary at the present stoge be pursued in the firsl place by

correspondence (Para.8).



Marine Fishcrics Developrnient Project

( UNDP/SF Project COL 22 )

I did not see any of thc offices or other installotions of
this project during rny stay in Colombia, but I talkcd of 1ts operztions
with the Resident Represcnt~tive and nerbers of his staff, with the
Project Manager, with the related Fishery Development TA officer stationed
at Bucnaventura snd with officinls of the Colombian Planning Department.
Fror these contacts I received a geaeral impression of a project much
appreciated and well supported by the Colonbian authorities, headed by
a corpetent and uscfully diplonstic manager, blessed with excellent
relations between experts and counterparts, overconing nost of the early
difficulties of organisation, finance and staffing, and now wecll launched
to do a useful job wcll, I therefore decided that 2 closer look into
details wes unnecessary, wore particulerly since bMr. Aubray, the Fishing
Division's Projects Officcr for Latin .uierica had been in Colonbia for
sone two weeks in nid-1969 and since Mr. Iycngar, also of the Division,

was expected in Bogotd in March 1970.

2. The pcculiarity of havin, thc headquarters of a fishing project
thousands of feet high and huncreds of niles from the seo is, of course,
the sanme situation as I had nct before in Moxico, which, like Colorbia,
has the same justification of an inlaand, rountain csoitol and shore-lines
on two occans. I would hope, however, that, as soo: as the situation
justifies a change of cmphesis, it would be¢ male finanecially possible for
at least the more tcchnical cxperts workin~ prirarily at the Atlontic

field station to establish their familics perranently -t Cartagena.

3. In rost of the fishing projects I have seen to date, I heove
heard o lanent over lhc tirc wasted by exports nending the crrival of

their rescarch vessel. In the Colonbilan instonce, the Project Manazer



told ne that he had specifically sclected a standard tyre and refrained
fror orderin. any ss.cial adentations in order to cut the inevitable
delay down to o ninimui. If, ag I st presume, the prime purpose of
the vessel is to be a tool of instructioa rather than a gift to the
recinient couatry, ils value is rcduced by the cmount of project time
which elapses bcfore dolivery. Of course; there is useful preparatory
work which must be >erformed by the project manager designate and often
gone »reliminary arrangernents which ccrtain reribers of his staff can
~ake, but the arnount of tirmc often unprofitably speat by the UN projcct
staff as a whole appeoars to ne to be guite uajustifliable, The Colombian
Jroject was declared opcrational fiftcen months before the research vessel
was delivered ( an” eichtcen moaths buefore the first instalirent of the
Cartagena "ficld station’ bullding was ready ). Might there not be
advantare, in future fishing projccts, in toking the probable délivery
date ol the research vessel as a cardinal plannines polnt around which to
fit the times of arrival of various cxpcerts, the ordering oi gear and the
departure of fellows on trainiug, according to the prospective real neceds

of ecch case?

4. Finally, I cannot refrecia fronm mentionins the subject of the
fighing net needed by the projcct for rescarch into the seasonable
avoilability of certain sjecies of fisgh, held up by the Custons, for
leck of an import permit, for eight ronths by the time of ny visit to
Colonmbia. The net will presunably be released in due course, but the
tine lost oul of = project of five ycars duration 1s considerable and
cannol be adequately replaced, It is greotly to be hoped that all
concerned will brins 911 their diploracy to bour to cnsure ihe early
conclusion of » wore acccptable arrangenent for the import of project

equipnent.



5. Various kinds ol bad luck will nrevent the TA experi working
under the Colombiza Apprenticeshin Service ( Scrvicio Nacional de
Aprendizaje - SENA ) in the training of niddle-level technicians for

the fishing industry fror sccing the pronised new project building at
Buenaventura beforc his departure from the country at the expiry of his
conlract at the ead of 1970, He assured me, nhowever, that he had corpleted
all the necess ry Droparations and texts for the courses proposed and that
instruction could start, on the lines he had laid down, as soon as the

building was ready for occulation.

6. This expert's work for SEJA in the field of training is quite
separate from thet of project COL 22, the couatcrpart 2gency for which

is the Colonbian Institut. for the Developnent of Natural Resources

( Instituto del Desarrollo de Recursos Naturales Renovables - INDERENLA ).
There is, howcver, close liaison bLetween the two opcrations and all concerned

are careful to casure that they arc comolenentery and anol conpetitive.

7. Out of nine fellows who attended coursecs on fishiag, processing
and coasecrvation, under the acgis of this TA project, at the Mirine
Fishing Ceatrc at Vigo, two have been lost to the private sector, where
wages offered are sorc fifty percent higher than those paid in official
service. The efficacy ol UiT co-opcration would be greatly increased if

this situation could be boldly faced and a solutioa contrived.

Surmnacy of rccormendations

1. That thc oxpected daete of dclivery of the rescarch vessel be taken
as the bosic planning poiant for the calculation of the appropriate timing

of other inputs in futurc fishing projects (Fara.3).

2. That every cffort be nacde to establish rore officicat working

rclations with the Colombian Custons Authorities (Para.l).





