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DEV/PMP
    Minutes from the Exit Workshop:  Note that in the Minutes, the Borrower should register any disagreement with PCR contents.


DEV/PMP
    Others Annexes:  Summary of Mid-Term or Final Evaluation, Quality -at- Entry Review, Future Operations Plan, and others as considered relevant.  Regional Departments may decide to include an annex listing Bank inputs (number of staff and consultant weeks, travel expenses, etc.) used during project preparation and execution.


Il. Basic Information @

BASIC DATA (AMOUNTS IN US$)

PROJECT NO: TT- 0022

Borrower: Government of Trinidad and Tobago
Executing Agency (EA): Ministry of Agriculture
Land and Marine Affairs

Loan(s): 882/0C-TT
Sector: Agriculture

Lending -‘ument: Investment/Reimbursable
Technical Cooperation

Poverty Targeted Investment (PTI): Yes/No
Social Equity (SEQ): Yes/No
Environmental Classification: A, B, or C

TITLE: Technical Cooperation to Support the Implementation of the

Agriculture Sector Reform Program

Date of Board Approval: September 27, 1995
Date of Loan Contract Effectiveness: June 11, 1996

Date of Eligibility for First Disbursement: September 27, 1999

Months in Execution
* from Approval: 123 months
* from Contract Effectiveness: 103 months

Disbursement Periods

Original Date of Final Disbursement: June 11, 1999
Current Date of Final Disbursement: December 31, 2005
Cumulative Extension (Months): 78 months

Loan Amount(s)

* Original Amount: 9,000,000

* Current Amount: 8,000,000

* Pari Passu (if applicable): Not Applicable
Were funds redirected away from[ ]Jorto [
[ X 1N/A (Please check one)

] this Project?

Disbursements
* Amount to date: 100 (%)

Total Project Cost (Original Estimate): 11,000,000

On Alert Status

Is project currently designated "on alert" by PAIS: No

If yes then why is the project on alert (DO, IP Ratings and/or relevant
PAIS indicators):

Comments on relevance of “on alert” status for this project
(if applicable): Not applicable

Summary Performance Ratings

DO [ 1 Highly Probable (HP) [ ] Probable (P) [ ] Low Probability (LP) [X] Improbable (I)
P [ ] Very Satisfactory (VS) | [ ] Satisfactory (S) [X] Unsatisfactory (US) [ 1 Very Unsatisfactory (VU)
su [ 1 Highly Probable (HP) [ ] Probable (P) [X] Low Probability (LP) [ 1Improbable (I)
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DEV/PMP
   Basic Information:  Note that the information in this section will be automatically extracted directly from the new PPMR system, once it becomes operational.  At this time please fill in all relevant fields manually and ensure consistency with the last PPMR completed and additional data sources as needed (for example, LMS, OPMAS, OPUS,  etc). 


DEV/PMP
 Lending Instrument:  Indicate type of lending instrument \(Investment – Specific, SWAp, CLIPP, PDL, Multiphase, Innovation;  PBL; Financial Emergency, etc.\).



II. The Project

A. Project Context:

Trinidad and Tobago has been heavily dependent on o0il and gas as the
mainstay of its economy for many years. During the oil-based boom of
the 1970s, when increases in o0il prices and domestic crude production
fueled rapid economic growth, international reserves mounted, leading
to a strong exchange rate and an increased propensity to import. This
period of relative abundance induced generous real wage levels,
substantial transfers and subsidy programs and a bias towards public
sector investment and employment. However, international
competitiveness of the non-oil productive sectors particularly the
agriculture sector deteriorated rapidly.

During the 1980s, this inward-looking pattern of development collapsed
with declining o0il production and the plunge in o0il prices, which
required Government to change. An effective turning point for deeper
economic reform came in 1987 with the adoption of a comprehensive
medium-term adjustment program. The government implemented structural
reforms through trade and exchange regime liberalization divestment of
state-owned enterprises and improvements in the legal and regulatory
framework. These reforms stabilized the economy but the major economic
challenge remained of diversifying the economy away from its dependence
on the, hydrocarbon sector, and making a sustainable reduction in
unemployment.

To this end, the Government having already set in motion a wide range
of policy reforms under an Investment Sector Loan (ISL), trained its
attention on the agriculture sector. Recognizing that favorable
climate, soils and location were all factors in Trinidad and Tobago
which provide a sound basis for the sector’s contribution to the
national economy. The challenge however, was that for years
agriculture’s contribution had diminished, largely as a result of the
0oil boom, but also because of cultural and ethnic factors which
attached a stigma to agriculture in the period following independence.
While the agriculture sector at the time comprised only a small portion
of GDP (less . than 3%), the sector’s contribution to employment (12%)
and savings of foreign exchange were important features, which had the
potential to be expanded. It was recognized that an improvement in
agricultural production would contribute to the diversification of the
economy, with positive direct and indirect employment benefits.

However the obstacles facing Trinidad and Tobago’s agricultural sector
were attributed to several factors, including policy distortions,
institutional weaknesses and inadequate investment in the sector. The
agricultural sector Technical Cooperation loan therefore was intended
to facilitate the analyses of issues in the policy area and thereby
provide a solid foundation for IDB sector lending for institutional
strengthening and for an improved investment climate in the sector.
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In particular 1t was identified that policy distortions affecting
agriculture were the exchange rate which acts as a major constraint to,
the sector. The then high value of the local currency, supported by oil
exports, created the typical symptoms of “Dutch Disease” and the lack
of competitiveness of non-oil activities. The disincentives to the
agricultural sector were exacerbated, by a highly distortionary trade
regime, in which some basic food items were imported with low or =zero
duties (wheat, beef, milk powder) while other items received extremely
high levels of protection (sugar, rice, poultry). The financing, of
agricultural activities through the Agricultural Development Bank (ADB)
was driven by production targets, and resettlement schemes, which
biased rural investment decisions and savings mobilization. The
extensive land holdings of the state and state-owned companies (over
50% on the island of Trinidad) limited scope for private ownership, and
restrictions on land rental by private owners resulted in the lack of a
well developed market for agricultural lands.

Institutionally despite the agriculture sector’s limited contribution
to GDP, it has required large central government subsidies estimated in
excess of US$100 million per year. In addition, a large share of public
expenditure went to personnel costs, as the public sector institutions
are typically overstaffed, with weak professional training, or are
engaged in activities that could be more efficiently performed by the
private sector. The public employees in the sector therefore needed
greater training, either to improve their current performance, or as
part of a program for retrenchment in the public sector.

With respect to infrastructure and investment 1in the productive
infrastructure of the agricultural sector, such as irrigation and
drainage, this still needs to be comprehensively understood in order to
achieve the desired increase 1n aggregate sector output and in
improving the performance of the export sector.

Against this backdrop, the Government of Trinidad and Tobago (GOTT) in
1996 signed the Agricultural Sector Loan (ASL) LO-881/0C-TT which was
designed to revitalize the Agricultural Sector and provide balance of
payments support to the GOTT during the period of transition to a
modern agricultural sector. The components of the loan included reform
actions in the areas of trade and price policy, land and water use,
divestiture of state owned enterprises (SOE’s), government expenditure
and public administration and included support for social impact
mitigation. The assumption was that the implementation of agriculture
policy reforms would establish a sound framework for future investment
in agriculture.

During the design of the ASL it was recognized that the capacities of
the agricultural management institutions in Trinidad and Tobago were
weak - a risk for the successful implementation of the ASL, so that
interventions of an organizational, managerial and technical nature
became a necessary imperative.

Accordingly, to mitigate this risk the ASL-Technical Assistance Loan
(LO-882/0C-TT) a reimbursable technical cooperation was formulated as an
adjunct but secondary source of funding to work in sync with ASL to
retain experts who could assist the Government with timely analytical
and theoretical reasoning to drive the envisioned reforms and also who
could help GOTT design and implement programs that ease any negative
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impacts of the reform. When the ASL was cancelled in June 2002, the ASL-
TC loan was adjusted to focus on activities to both strengthen
capacities in the Ministry of Agriculture and to add on a number of land
adjudication and land registry issues.

B. Project Description
The ASL-TAL was a reimbursable technical cooperation (LO-882/0C-TT) in

the amount of US$11 (US$OM IDB, USS$S2M GOTT) designed to work in tandem
with the ASL, to underpin the agriculture sector reform agenda in
Trinidad and Tobago. The ASL-TAL as designed provides in aggregate 262
person months of expertise, in areas of agricultural trade and price
policy, land management, state-owned enterprises, public administration
and social impact mitigation. The expertise retained were to be used to
assist GOTT by institutionally strengthening the Ministry of Agriculture
Land and Marine Resources (MALMR), Central Statistical Office (CSO), the
Private Sector Agribusiness Community, and the Town and Country Planning
Division pursuant to implementing the agriculture reform agenda as

envisioned in the ASL.

The operation provided for the;
a. Building of institutional capacity for the collection,

processing and analysis of data on Agricultural sector
economic performance. (42 expert months).

b. Building of institutional capacity to provide Dbusiness
assistance to private sector agribusiness community. (42
expert months)

a. Building of institutional capacity for Land use management
(44 expert months)

b. Rationalization of Caroni 1975 Ltd (100 expert months) and

c. Reengineering the MALMR to align with new reformed

agriculture sector policies (36 expert months).

/. Development @ective(s)
The Development Objectives of the ASL-TAL are:

1. To provide experts to assist the Borrower in the timely and
effective implementation of key policy and institutional
reforms of the agriculture sector as ascribed in the
Agriculture Sector Reform Program Loan 881/0C-TT, including
the reorganization of the Executing Agency to function in
its reformed capacity.

; CEVELOFMENT EFFECTIVENESS

AND STRATESIC FLAMMINGS DEFART MEnT



DEV/PMP
    Development Objective(s):  List current development objective(s). Clarify if there is any difference between the project objective(s) in the Loan Proposal, Annex A of the Loan Contract and what is stated in the last PPMR.  Briefly describe project components. If the project was reformulated, indicate here, and describe in Chapter III below.


2. To assist agribusiness in the identification of
opportunities and increased responsiveness under an
emerging new policy environment.

. Components

The key policy reforms areas to be addressed in the ASL were (1)
trade and price policy (ii) land use policy and administration
(1iii) restructuring and divestment of state-owned enterprises and
(iv) public administration reform to improve agricultural support
services and sector policy programming and budget functions.
Accordingly, to achieve the above ©objectives the program
supported 262 person months of experts in the following areas:
1. Sector Policy Reforms: Building of institutional capacity
for the collection, processing and analysis of data on
Agricultural sector economic performance. (42 expert

months)

2. Agri-business Development: Capacity building to facilitate
improvement to agri-business production/investments (42

expert months)

3. Land Use Policy and Administration: Institutional
strengthening to improve Land use management (44 expert

months)

4. Rationalization of State-owned Enterprises: Rationalization

of Caroni 1975 Ltd (100 expert months)
5. Public Administration Reform Reorientation of MALMR in

alignment with reformed agriculture sector policies (30

expert months).

C. Quality -At- Entry Review ( Not A@icable)

Quality -At- Entry Review
[ 1 Highly Satisfactory (HS) [ ] Satisfactory (S) [ 1 Unsatisfactory (U) [ 1 Very Unsatisfactory (VU)
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DEV/PMP
    Quality -at- Entry Review(if applicable):  Indicate ratings of Quality at Entry Review.  Include as an annex corresponding Rating Summary.


M. @sults

A. Outcomes

Development Objective(s)

(Purpose) Key Outcome E’:ators
Plemied Outcomes Outcomes Achieved
. . Baseline
L. To provide experts to assist the | | 1 1% Tranch of ASRP US$22.5M | 1% Tranch US$22.5M was achieved -
Borrower in the timely and effective | gighyrsed (1996/june/11) 1996/June/11
implementation of key policy and
institutional reforms of the agriculture | 1ntermediate ASRP was cancelled prior to 2™ tranch eligibility.
sector as ascribed in the Agriculture | 41 2™ Tranch of ASRP US$20.0M | Notwithstanding a number of policy and
Sector Reform Program Loan 881/0C- | gichyreed (1998/June/11) legislative reforms were enacted with the
TT, including the reorganization of the support of the ASL-TAP pursuant to agreed 2™
Executing Agency to function in its | eng of project tranch reform initiatives, details of their status
reformed capacity. 1.1E 3% Tranch of ASRP US$22.5M | and impact are outlined in Annex 3 and Annex 4
Classification: I disbursed (2000/June/11) respectively.
Planned Outcomes Outcomes Achieved
2. Assist  Agribusiness in  the | gageline Recommendations for Organizations change and
identification of = opportunities and | 51 Strengthen and streamline the a strategic plan for the MALMR were developed
increased  responsiveness under an | winistry of Agriculture Land and Marine but these have not been implemented.
emerging new policy environment. ReSOUICes.
Intermediate Also regulatory and legislative needs were
Classification: LP 2.11 Improved regulatory and legislative identified to improve the regulatory and
framework. legislative framework of the sector but these
End of Project were not actively addressed by the borrower
2.1E Foster the rapid expansion of
agriculture by assisting agribusiness to explore | By Dec 2005 New agribusiness markets and
and take advantage of new opportunities investment opportunities were identified by the

Agri-business experts but there has been no
noticeable increase in the responsiveness by the
Agribusiness community.

See annex 3 & 4 for details

Reformulation. Following the cancellation of the ASRP in 2002 sovernment proposed and the Regional Manager approved and the
Government agreed that, the size and scope of this ASL-TAL should b uced to focus on fewer, less controversial activities but which were
still consistent with the developmental objective of the operation and wnich build on the institutional strengthening programs that were initiated
under the ASRP. As well as activities which further the implementation of the policy reforms taken in land use policy and land administration
under the ASRP and also for pre-investment work which could contribute to establishing the foundation for future work in this area. The
decision to go this route rather than reformulate the operation after the ASL was cancelled was based on the following (1) It was recognized
that the scaled downed activities being pursued were consistent with the original developmental objectives of the operation as approved by the
board - to go the board, was to effectively ask the board to approve the operation again. (2) The advantage of not having to go to the board
given the institutional delay involved allowed the Bank to be more responsive in term of timing to the Borrower, it allowed the Regional
Manager the flexibility to quickly agree with Government on the way forward and appear more customer focused and as a true development
partner. (3) Accordingly, activities which were pursued in the resized ASL-TAP were carefully screened for their consistency with the original
development objectives ensuring the need not to have to return to the board.

The disadvantage of the decision not to reformulate the project objectives have become apparent since reformulation would have properly
reflected the major changes that took place in the policy environment and would have led to a redefinition of the operation’s development
objectives to be more consistent with the new reality. This way the operation would have probably been gauged to have achieved a much
better rating evaluation at project termination since many of the objectives were actually achieved.

PPMR Retrofitting. Indicate if and when the PPMR was retrofitted and explain any changes resulting from this exercise.
[N/A]
' = ei10p e . » = e cl cl D DO =

[ 1 Highly Probable (HP) [ 1 Probable (P) [ Probability (LP) [x ] Improbable (I)

the raison d’atre of the ASRP-TAP was
e evidence during executing
alled for under th& ASRP.
is cannot be credited to the

The summary development objective classification is improbable since ASRP was cancelled
to assist with the implementation SRE%@/H with the exception of Land Reforms
and by the end of the operation that the=Borrower-was interested in.making tHe
Notwithstanding the rationalization-of Caroni-an-original outcome of this project has beel
this project since the decision was taken mutually exclusive of the project.



DEV/PMP
    Results: Note that the information in this section will be automatically extracted directly from the new PPMR system, once it becomes operational.  At this time please fill in all fields manually and ensure consistency with the last PPMR completed and additional data sources as needed (for example, Mid-Term and Final Evaluations, etc.).

DEV/PMP
    Outcome Indicators: Were economic and financial rates of return or cost effectiveness estimated at the time of project approval? If so, remember to re-estimate them for the PCR. For PDLs, this section should reflect final outcome indicators.


DEV/PMP
    Reformulation:  Indicate if and when (date of Board approval) the objective(s) was reformulated and briefly describe the consequences of these changes, including how indicators/targets were changed.   Include as an annex, the documentation approved by the Board and/or Representative, as applicable.


DEV/PMP
Page: 5       DO Classification: Note that a  more objective rating system is currently being developed. In the meantime, please consider the following: Highly Probable [HP]:  Project achieved or is  expected to achieve or exceed all its DO(s) and  has achieved or is highly probable to achieve substantial development results. Probable [P]:  Project has achieved or is expected to achieve most of its DO(s) or is expected to achieve satisfactory development results; Low Probability [LP]: Project failed to achieve or is not expected to achieve most of its DO(s) and has not yielded substantial development results; and Improbable [I]: Project failed to achieve and is not expected to achieve any of its DO(s).  Note that if the DO was reformulated because of poor project design or poor implementation, the assessment should be  based on original objective.  If, due to unforeseeable external factors outside Executing Agency’s control (ex: natural disaster, priorities of new government, commodity prices, etc.) then the assessment should be of the new (reformulated) objective.  Finally, consider the relative importance of each component’s contribution to achieving overall DO when determining summary rating.



Country Strategy. Given the results described above, briefly discuss how the project contributed to the Bank’s strategy in the country.
The Bank’s strategy is built on three pillars (i) promoting private sector development to increase economic diversification (ii)
promoting public sector modernization to improve efficiency, effectiveness and upgrade capacity (iii) promoting social development by
improving social public services. This ASRP/TAP as designed touches on two pillars (i) contribution to private sector promotion and (ii)
on more effective public administration and more efficient resource allocation. Given the results of the operation while properly
aligned with the Bank’s strategy it was not successful in meaningfully contributing to the Bank’s strategy in the Country.

B. Externalities
Since the ASL was cancelled after the first tranche no substantive

reforms were implemented under the ASRP. The program continued however
with the ASL-TAP which in main effectively produced a series of
technical reports focused on agri-business, land administration and
pre-investment work also related to agri-business and land
administration. Accordingly, the identification of the operation TT-
0054 Land Adjudication and Registration Program is considered a
positive externality since it was identified as a natural follow on
project which could build on the platform for the management of land
established in the ASRP. For example the digital mapping for the whole
country was completed and survey guideline were prepared with ASL-TAP
which are prerequisites for the land adjudication operation. The
current rationalization of Caroni 1975 1limited is also a positive
externality of the project. While 1little was achieved during the
implementation of the project much attention was put on State

enterprises which give rise to the rationalization process.

In term of negative externalities beyond the control of the project
unit during the 9 year life of the programme there were four national
elections with two changes in Government. Including three elections in
the three years 2000, 2001 and 2002 during which time the political
parties were deadlock. This had the double effect of undermining the
political will to carry out the ASL since social fallout from the
reforms were considered politically difficult for any administration to
implement and in addition during the three consecutive election years
an executive vacuum in decision making was created as parliament was

dissolved.

The frequent high level staff turn-over in the Ministry of Agriculture
Land and Marine Resources also conspired to frustrate achievement of
project implementation. For example there have been eight Permanent
Secretaries and three Progamme Coordinators since the project became

effective in June 1996. In addition several new administrations

—
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reorganized Ministries with responsibility for land which complicated

the inter agency coordination for the

program.

C. @puts

Components (Outputs):

D A 0 PRO » »

Key Output Indicators:

successful implementation of the

1. Component 1: (Monitoring and
analysis of sector policy reforms)
Total cost of Component 1:US$1.76M

Counterpart:US$0.32M

IDB:US$1.44M

IDB Disbursement:100 %

Classification: U

Planned Outputs

1.1 Agriculture Policy Expert (36 months) and an
applied Agricultural Economist (6 months) hired.
1.2 Trained staff of the Planning Division of the

MALMR for the collection, processing and
analyses of agricultural data.

Outputs Achieved

1.1The experts Texas A&M
University System. were
contracted and conducted
Needs assessments of the
MALMR, Training Programmes for
the staff of the Ministry and
prepared Sector Performance
Manuals. There is no evidence
however that the Ministry has
improved the collection,
processing and analyses of
agricultural data.

Briefly explain differences between planned and actual outputs (if applicable).

[NA] The difference between planned and actual outputs can be accounted for by the Ministry Lack of ownership of the reports , findings and
recommendations of the Texas A&M University consultants.

Restructuring. Indicate if this component was restructured (date of approval by Manager). Briefly discuss the consequences of these

changes.
[ IN/A
2. Component 2 (Technical Planned Outputs Outputs Achieved
ass!:taqce to the prlva_lte ?ector 1.1 Market Information system implemented by 1.1 Market Information system was
agribusiness community): June 2005 completed by Dec 2005.
Total cost of Component 2: US$1.76M o . L
Counterpart:US$0.32 1.2 Producer/Exporter Destination Guidelines 1.2 Producer/Exporter Destination
IDB:US$1.44 developed by June 2005 Guidelines were completed by
IDB Disbursement:100 % 13 National Grades and Standards for Agricultural Dec 2005
Products developed by June 2004 1.3 National Agriculture grade and
Classification: S Standards was developed by
assification: o June 2004
1.4 Agribusiness Strategy developed by June 2005. 1.4 Agribusiness Strategy was
developed by Dec 2005.

Briefly explain differences between planned and actual outputs (if applicable).

Restructuring. Indicate if this component was restructured (date of approval by Manager). Briefly discuss the consequences of these

[ 1INA
changes.
[ INA

(In case of more components, create new row and complete.)

3. Component 3 (Reform of land use
policy administration, including the
conduct of land surveys and
conceptual development of a land
management authority.):

Total cost of Component 2: US$1.85M
Counterpart:US$0.34

1.1

1.2

1.3

Planned Outputs

Land Management Authority designed, specified land
surveyed and guidelines prepared for restructured

Town and Country Planning.

Regulations for Land Adjudication and Registration

passed by June 2005
Creation of Parcel Index Map by June 2005

Outputs Achieved

The consultants Land Tenure Centre,
University of Wisconsin-Madison
were retained and produced Needs
assessments for functional areas in
land management organizations. The
consultant also conducted training
programs in new physical planning

DEN
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DEV/PMP
    Outputs: Note that the information in this section will be automatically extracted directly from the new PPMR system, once it becomes operational. At this time please fill in all fields manually and ensure consistency with the last PPMR completed and additional data sources as needed. For PDLs, this section should reflect intermediate outcome indicators, if relevant. Also, for PBLs and PDLs, a modified table will appear in order to incorporate information related to tranche and performance based disbursements as well as space to explain any waivers or major changes that occurred during a programmatic PBL as compared to the original triggers.  A hyperlink to tranche release memoranda will be available. 



IDB:US$1.51
IDB Disbursement:100 %

Classification: S

1.4

1.5

Maps, Plans and other documents in the Vault of the
lands and Surveys Division restored by Dec 2004.

Land Adjudication and Registration Program
prepared by June 2005.

methods and produced manuals for
land planning authorities.

In addition a Land Management
Authority was designed, and survey
guidelines prepared.

Parcel Index Maps were created.
Land Adjudication and Registration

Program was prepared by June
2005.

Briefly explain differences between planned and actual outputs (if applicable).

[ ] The differences between planned and actual outputs is that the vault restoration project was not done due to the inability of the
executing agency to retain a consultant before the terminal disbursement date of the operation.

Restructuring. Indicate if this component was restructured (date of approval by Manager). Briefly discuss the consequences of these

changes.

[ INA

(In case of more components, create new row and complete.)

4. Component 4 (Technical
assistance to management of Caroni
Ltd to improve its production
facilities.):

Total cost of Component 4: US$4.16M
Counterpart:US$0.76

IDB:US$3.4

IDB Disbursement:0 %

Classification: VU

1.1

1.2
1.3
1.4

Planned Outputs

Caroni Ltd. Reduces sugar production costs and
processing losses, quality of cane improves and
integrated pest management program adopted.

Hire technical consultants by June 2004
Develop a training manual by Dec 2004

Caroni staff trained in sugar production, sugar
boiling and refinement by June 2005

Outputs Achieved

1.1 This component was not
implemented due to decisions to
phase in private-sector involvement
in the company. The original plan
was to make the company viable as
a state enterprise.

Briefly explain differences between planned and actual outputs (if applicable).

[ 1 No outputs were achieved under this component of the project due to GOTT decision to involve the private sector. The original plan was
to make the company viable as a state run enterprise.

Restructuring. Indicate if this component was restructured (date of approval by Manager). Briefly discuss the consequences of these

changes.

[ INA

(In case of more components, create new row and complete.)

5. Component 5 (Program to
strengthen public administration for
the agriculture sector.):

Total cost of Component 5: US$1.26M
Counterpart:US$0.23M

IDB:US$1.03M

IDB Disbursement:0 %

Classification S

1.1

1.2

1.3

Planned Outputs

Work plan and budget prepared and reflects new
priorities and policies. Training is conducted
according to execution schedules, planning function
improves and decisions taken related to
reorganization, commercial activities of the Ministry
phased out and new role of the Ministry is clarified.

Train staff in the use of program work planning,
budget preparation and management.

Hillsborough Dam feasibility studies to rehabilitate
facility in Tobago completed by February 2005.

Outputs Achieved

The experts Texas A&M University
System. were contracted and
conducted Needs
assessments of the MALMR, as
well as Training Programmes for
the staff of the Ministry and
prepared Sector Performance
Manuals. There is no evidence
however that the Ministry has
improved the collection,
processing and analyses of
agricultural data.

Hillsborough Dam feasibility studies
to rehabilitate the dam were
completed.

Briefly explain differences between planned and actual outputs (if applicable).

[ IN/A

-
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Restructuring. Indicate if this component was restructured (date of approval by Manager). Briefly discuss the consequences of these
changes.

[ INA

(In case of more components, create new row and complete.)

lementation Progress Classification: E
[ ] Highly Satisfactory (HS) [ ] Satisfactory (S) 7

X ] Unsatisfactory(U) [ ]Very Unsatisfactory (VU)

D. Project @ts

Total Project Cost - Planned Total Project Cost - Actual % Difference
(US$000) (US$000)
(Reproduce cost table) (Reproduce cost table)

Category IDB GOTT Total Category IDB GOTT Total Category % dif
1. Firms 7,500,000 0 7,500,000 1. Firms 6,616,196.37 0 6,616,196.37 Firms -11.78
2. Individual 400,000 400,000 2. Individual 400,000 400,000 Individual 0.00
3. 300,000 20,000 320,000 3. 107,767.59 20,000 127,767.59 Scholarships -60.07
Scholarships Scholarships Gen. support -44.53
6. Gen. 275,000 1,400,000 1,675,000 6. Gen. 12,145 916,913.30 929,058.30
support support Contin e -

s ~ - gencies 82.27
Contmg?naes 835,000 180,000 1,015,000 Contingencies 0 180,000 180,000 Tnspection 0.00%
Inspection 90,000 90,000 Inspection 90,000 90,000

Total 9,000,000 | 2,000,000 | 11,000,000 Total 6,826,109.85 | 1,516,913.30 | 8,343,023.15

Briefly explain any differences.

After the ASL was cancelled in it was decided to reduce the size and scope of the ASL-TAP to focus on fewer, less controversial
activities but which were still consistent with the developmental objectives of the sector reform and which built on the institutional
strengthening programs that were initiated under the ASRP. Accordingly when the program of studies were finalized with an indicative budget
it was agreed that inorder to minimize credit fees the unexpended balance of US$1M would be cancelled. In addition a further US$1.2 was

cancelled since the executing agency was unable to disburse these funds by the terminal disbursement date.

IV. Project Implementation

The Technical assistance loan to the ASL was closed on December 31,
2005 nine and a half year after it was signed and made effective (on
June 11, 1996). The project implementation of the operation can be
classified into three periods. 1996 - 2000, 2000 - 2003, and 2003 -
2005.

1996 - 2000

Just prior to the signing of the operation a new Government took office
(Dec 95) swinging the political pendulum from “port (export growth) to
plantation (indigenous agriculture)” and much time was needed by the
new administration to determine if the tenor of the agriculture reforms
were consistent with the development strategy of this new pro
agriculture administration.

Accordingly, the conditions precedent to first disbursement and the
contracting of some experts were only achieved during the 4th quarter
of 1999. With election due again in 2000 implementation progress was
limited as the Government was reluctant to implement many of the
reforms (including the closing of Caroni) which negatively affected the

DEN
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DEV/PMP
    IP Classification:   Highly Satisfactory [HS]:  Implementation of all project components was on schedule as envisaged in the original or revised Project Execution Plan (PEP) and the overall quality of the outputs is good;  Satisfactory [S]:  Implementation of the significant components (critical to achieving DO) was on schedule as envisaged in the original or revised PEP and the quality is adequate.  Some components may require remedial actions, but they will not seriously affect or delay overall project implementation; Unsatisfactory [U]: Most significant components were not in compliance with original or revised PEP and there is a problem with quality.  A serious delay in implementation of the project occurred; and Very Unsatisfactory [VU]: Most significant components were not in compliance with the original or revised PEP and/or there was a serious problem with quality.



DEV/PMP
    Project Costs:  The planned project cost table (amounts and funding source) should  appear exactly as it does in Annex A  of the Loan Contract. The actual cost table should be consistent with relevant data from the LMS.


DEV/PMP
   Project Cost Differences:  Explain reasons for significant cost changes and, if possible, quantify principal reasons (for example: changes in physical quantities or unit costs, exchange rates, implementation delays by EA or contractor/supplier, etc.).


core of the their political support and by 2001 the Government decided
to cancel the ASL and only use the resources of the TAL to conduct
agriculture studies which were less controversial but which were still
consistent with the objectives of the sector reform.

2000 - 2003

It took the Government and the Bank over two years 2001 - 2003 to
finalize the scope and size of the studies to be conducted with the
balance of resources.

The reason for the protracted decision was that during this gestation
period there were three elections in as many years and a further change
in Government. Elections were held in years 2000, 2001, & 2002 which
left an executive vacuum when no decisions were made and by the time
the dust settled in 2002 the Government changed once again moving the
political center of gravity back from “plantation to port”.

2003 - 2005

By 2003 the scope and allocation to the studies were agreed upon and
implementation of the operation continued uneventful to the terminal
disbursement date Dec 31, 2005.

Studies completed include;
LAND STUDIES

° Creation of Parcel Index Maps

o Improvement to the Geodetic Infrastructure of T&T

° Land Data Sharing System Development

o Preparation of Regulations for Land Title Legislative
Package

° Land Adjudication and Registration Loan Preparation

o Feasibility Study for the Rehabilitation of

Hillsborough Dam Tobago

AGRI BUSINESS STUDIES

o Transport of Perishables to Export Markets

. Agribusiness Strategy

o Market Information System

o Guidelines for Agricultural Chemicals

° Grades and Standards

o International Consultancy-Agribusiness Specialist

A. Analysis of Critical F{=prs

The critical factorskiich affected project outputs and outcomes were
(i) the Borrower’s commitment, (ii) community/political opposition to
some of the agriculture sector reforms and (iii) Executing agency
institutional capacity constraints.

Borrower commitment: Almost as soon as this operation became effective
a new Government took office with a political philosophy which
conflicted with a number of reform initiatives contained within the
ASRP. Accordingly, the Borrower had 1little impetus to implement the

reform component of the loan.

; CEVELOFMENT EFFECTIVENESS
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DEV/PMP
    Analysis of Critical Factors in Project Implementation: Provide an analysis of the critical factors \(both positive and negative\) that affected project outputs and outcomes, including those that were outside the Executing Agency’s control \(for example, Assumptions in the Logical Framework/PPMR\) and as such were associated with the main risks the project faced.  Indicate if these risks were identified during project preparation or execution and in both cases, explain how they were managed.



Community/Political Opposition: The ASL required that the Government
implement a number of agriculture reform decisions related alia to
trade, rationalization of state enterprises, and land. Agriculture in
Trinidad has deep socio-economic and cultural roots and many of the
conditionalities of the loan impacted negatively on the support base of
the new political regime. Hence during the year 2000, 2001, and 2002
when Government had a slim majority in the House of Representative the
Government allowed the ASRP to lapse to avoid difficult reform
decisions which were likely to have a negative social impact on the
Administration’s political base but used the ASL-TAP to move forward on
initiatives in agriculture that were less sensitive but necessary and

consistent with the developmental objectives of the ASRP.

Executing Agency Institutional Capacity: At the time of the design of
the operation it was always recognized that it would have been
necessary to provide the GOTT with support to provide the analytical
and theoretical rationale for the agricultural reforms being proposed
and to communicate these to the public. The ASRP-TAP was designed to
mitigate the risk associated with the lack of institutional capacity of

the executing agency to implement the reforms.

B.  Borrower/Executing Agency @’ormance

Borrower/Executing Agency
[ 1 Highly Satisfactory (HS) [x] Satisfactory (S) [ 1 Unsatisfactory (U) [ 1 Very Unsatisfactory (VU)

C. Bank @Formance

Bank Performance
[ 1Highly Satisfactory (HS) [ 1 Satisfactory (S) [ x ] Unsatisfactory (U) [ 1 Very Unsatisfactory (VU)

V. Sustainability

A.  Analysis of Critical Factors

The issue of sustainability is not applicable to ASL-TAP since it was
designed to provide experts advice to support implementation of ASL
which was cancelled. Notwithstanding a number of studies conducted
under the ASL-TAL such as the development of survey regulation, the

standardized land lease system introduced changes in legislation and

; CEVELOFMENT EFFECTIVENESS
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DEV/PMP
    Borrower/Executing Agency Performance:  Classify Borrower/Executing Agency performance \(Highly Satisfactory, Satisfactory, Unsatisfactory, or Very Unsatisfactory\), considering how well it: a\) managed risk, including fiduciary risk \(procurement, disbursements, etc…\), b\) monitored project performance and results and c\) took corrective action, when necessary.

DEV/PMP
    Bank Performance:  The Borrower will provide an independent classification and comments on the Bank’s performance. This section will be completed separately by the Borrower and will be incorporated unedited into the PCR.



programmes of Government that have contributed to a more sustainable

agriculture sector and land management systems.

B. Potential Risks

Rapid growth in the energy sector can reduce the incentives to
undertake reforms in other sectors and with oil above US$70 per barrel,

this is a disincentive to reform and pursue efficiency.

C. Institutional Capacity

The ASL-TAL essentially provided diagnostic work and sector
intelligence in the Agriculture sector. The sustainability of this 1is
assured through the Bank’s programming missions and through dialogue
including the development of the Land Adjudication and Registration

program TT-0054.

Sustainability Classification SU: E
|/

[ ] Highly Probable (HP) —¥.obable (P) [ ]Low Probability (LP) [ X ] Improbable (I)

VI. Monitoring and Evaluation

A. Information on Results

The ASL-TAP retained a number of experts to provide sector intelligence
to support and inform reforms within the agriculture sector. The
experts were monitored through monthly steering committee meeting and
through their respective reporting systems viz inception reports, mid-
term reports, draft final reports and final reports.

B. Future @ﬂtoring and Ex-Post Evaluation

An ex-post valuation of this operation 1s not required. Future
monitoring of the project should take a more sectoral perspective.
Accordingly, the Bank should monitor the challenges for the entire
sector through continued dialogue with GOTT, through Programming
review, as well as Portfolio Review and through understanding the
development challenges and priorities of the client.

VII. Lessons | : ||rned

Re-establish Government commitment with each change in Administration:

The ASRP contract was designed during the last months of the PNM
Administration in 1995. It was signed on 11 June 1996 several months
after the UNC party came to power. Different political parties respond

to different constituencies and have different views on the importance

; CEVELOFMENT EFFECTIVENESS
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DEV/PMP
SU Classification:  Highly Probable [HP]: All significant achievements related to its DO are expected to be sustained throughout the economic life of the project. Specific and robust features were included in project design or during execution that will most likely ensure its financial and institutional sustainability; Probable [P]:  Most of the significant project achievements are expected to be sustained during the economic life of the project. Satisfactory features were included aimed at ensuring its financial and institutional sustainability; Low Probability [LP]: Some of the significant project achievements are not expected to be sustained throughout the economic life of the project; Few features were included either during the design or execution to ensure its financial and/or institutional sustainability; and Improbable [I]: Few, if any of the project’s achievements are likely to be sustained. No features were included to ensure its financial and/or institutional sustainability. 


DEV/PMP
    Future Monitoring: Briefly describe if and how project outcomes and potential future impacts will be monitored.  Which performance indicators will be monitored? Is the Bank expected to provide any follow-up support, including future monitoring?


DEV/PMP
    Lessons Learned:  Identify specific lessons learned that can be used in the design and execution of future operations.  Classify lessons according to principal issue, for example, institutional capacity,  environment, sustainability, risk management, etc. and indicate if the lesson applies to other projects in that sector and/or country.



of policy reforms. The agricultural community is a strong base of
support for the then Administration, which was reluctant to take
actions that may not be supported by this community. When there are
significant policy differences between succeeding Administrations, it
is important to have an early discussion of those differences likely to
have an adversely impact on achieving program objectives. There were
early indicators that the new administration was not fully supportive
of the ASRP, for example the decision not to proceed with a pre-
existing Cabinet decision to divest most of the Ministry’s extensive
field stations. It 1s important that each succeeding government
demonstrate real commitment, to reform to avoid long, protracted, half

hearted implementation efforts that do not meet program objectives.

The IDB needs to be realistic about the likelihood of achieving policy
objectives not supported by the borrowing government. It 1is worth
noting that it is sometimes difficult to distinguish between lack of
commitment, lack of leadership within a specific sector and lack of
implementation capacity on the part of ministry staff. It is possible
to have the Prime Minister’s commitment but poor leadership skills on
the part of the responsible Minister. It may also be possible to have
good leadership from the Minister but the inability to effect change
due to an entrenched civil service that is threatened by change. This
was a particular problem at the start of this project since the
incoming Administration perceived the civil service to be aligned with

the previous regime.

To help ameliorate the problems encountered with a change in
Administrations, it may be useful to engage the political opposition
during the design of new operations, taking into account sensitivities

to incentives and the policy priorities.

Project Implementation Units (Integration and Buy-in by Ministry
Personnel)

Identify the Head of PEU during the design of a project this should
have the effect of developing good relations. More time should be
devoted early in the project during design to build better relations
between the PEU and the ministry staff, giving the staff more
responsibility for developing and implementing components of the

; CEVELOFMENT EFFECTIVENESS
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project.

Devote more project resources to building public support for difficult policy changes

The failure to build public support is partially responsible for the
demise of this operation. Project resources needed to be directed to
education the public in order to build the public support needed to

effect the required changes.

Reformulate operations whenever significant events change the overall project context.

For purposes of clear accountability it would have been more
appropriate to have reformulated the ASL-TAP Loan at the time the ASL
was cancelled. Such a reformulation would have properly reflected the
major changes that took place in the policy environment and would have
led to a redefinition of the operation’s development objective, to be
more consistent with the new reality. This way the operation would
probably have achieved a much better rating evaluation at project
termination recognizing that many of the refocused objectives were

actually achieved.

Conduct robust stakeholder analysis and a project communication plan during the design

phase of operations build political support for project implementation.

Rigorous stakeholder analysis should be conducted during the design
phase of operations including the prospective analysis of the country’s
political environment to anticipate eventual changes and to identify
win win initiatives that mitigate against project execution risk and
which properly support the implementation of sector and/or
institutional reforms. In addition a comprehensive communication plan
should be developed during design of programs to disseminate and
channel the rationale envisaged for project reforms amongst the main
stakeholders with the intension of building political support for it

project implementation.

Properly dimension the projects scope

The sized of the ASL-TAP US$9 million to support 264 person months of
consulting time in hind sight appeared to be too large a sum. This

translates into approximately US$35,000 per person month. The lesson

—
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here is that the project could have been better dimension with the size

and magnitude of the operation being more precisely calibrated to avoid

wastage of funds or an inappropriate expansion of objectives.

Annexes:

1. Aide Memoire from Final Administrative mission (Exit

Meeting)@

2. PCR of the ASRP with Borrowers Evaluation
3. Final status of Second Tranche Conditions@
4. Impact matrix of ASL-TAP on ASL reforms@

5. CRG Minutes for the PCR of the ASL-TAP

; CEVELOFMENT EFFECTIVENESS
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DEV/PMP
    Minutes from the Exit Workshop:  Note that in the Minutes, the Borrower should register any disagreement with PCR contents.


DEV/PMP
    Others Annexes:  Summary of Mid-Term or Final Evaluation, Quality -at- Entry Review, Future Operations Plan, and others as considered relevant.  Regional Departments may decide to include an annex listing Bank inputs (number of staff and consultant weeks, travel expenses, etc.) used during project preparation and execution.

DEV/PMP
    Others Annexes:  Summary of Mid-Term or Final Evaluation, Quality -at- Entry Review, Future Operations Plan, and others as considered relevant.  Regional Departments may decide to include an annex listing Bank inputs (number of staff and consultant weeks, travel expenses, etc.) used during project preparation and execution.
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ANNEX 3

AGRICULTURE SECTOR REFORM TECHNICAL ASSISTANCE PROGRAM
OUTPUTS ACHIEVED

IN SUPPORT OF SECOND TRANCHE CONDITIONS
OF THE ASL AS AT CANCELLATION

ASL SECOND TRANCHE CONDITIONS

AGRICULTURE SECTOR REFORM TECHNICAL ASSISTANCE PROGRAM
OUTPUTS ACHIEVED

IN SUPPORT OF SECOND TRANCHE CONDITIONS
OF THE ASL AS AT CANCELLATION

(@)

Develop and implement a macro economic framework that is
consistent with and supportive of the diversification of the economy.

Condition Met

(b) The following measures have been taken in respect of the Agricultural

Development Bank (ADB) as stated in the ISL

That the ADB’s Capital Adequacy Ratio continues to be at a level which
assures a degree of solvency consistent with generally accepted parameters
for development banks.

That the fees and lending interest rates charged by the ADB continue
to be at levels which reflect Full Cost Pricing

That the final phase of the institutional strengthening action plan has
been implemented

Government and the Bank had agreed to develop options for dealing with ADB’s
long term financial viability. Consultants were hired to develop restructuring
options for the ADB. The consultants met with ADB staff, MALMR officials, staff
of the Ministry of Finance and others during the period 24-31 January 2000 Their
report was delivered to the Divestment Secretariat on 14 February 2000, This
report was the subject of discussed by the Divestment Secretariat Committee on
the ADB whose recommendations on the future of the ADB were to be sent to
cabinet when the ASRP was cancelled..

Implement the second phase of the Action Plan for the Land Tenure
Rationalization. The elements of which are

Cabinet approval of Land Sub-Division Code.

Cabinet approval of Forest Resources Bill

Cabinet approval of Land Registration Bill, Land Adjudication Bill, Land
Tribunal Bill, National Parks Bill.

Table in Parliament the Planning and Development of Land Bill (PADL)

Condition met
The Bill was under review by the Forestry Division/National Parks Task Force to
ensure that the provisions of the Bill were in keeping with proposed activities
under the Watershed component Of the proposed World Bank funded National
Parks and Watershed Management Project when the ASL was cancelled.

Condition met

Condition met




ANNEX 3

AGRICULTURE SECTOR REFORM TECHNICAL ASSISTANCE PROGRAM
OUTPUTS ACHIEVED

IN SUPPORT OF SECOND TRANCHE CONDITIONS
OF THE ASL AS AT CANCELLATION

Institutional Strengthening of Lands and Surveys (MAPPING)

Modernization of Registrar General Department(RGD)-Land Registry.

Condition met

Condition met

(d) The following measures have been taken in respect of the
importation and exportation of goods:

Substantial progress has been achieved in the implementation of the
customs data automation system agreed upon under Loans 758 and
759/0C-TT.

The Legislative modifications required for the implementation of a
comprehensive customs reform programme have been presented to
the Borrower’s (T&T’s) Parliament for its approval.

The second phase of the operating plan for the administration and
enforcement of the Antidumping and Countervailing Duty Regulations
has been implemented

Condition met

Condition met

Condition met

(e)

Measures concerning rice, pork, pork products, and poultry have been
implemented in accordance with the Action Plan for Agricultural Trade
and Price Policy Reform.

Condition met

()

Satisfactory Progress in the Implementation of the Trade and Price
Policy Action Plan, which shall specifically include the following:

o All agricultural commodities have been removed from the negative list

and that the CET and Surcharges on these agricultural commodities are
those agreed upon with the Bank on the Tariff Surcharge Schedule for
Agricultural commodities.

¢ Monitored direct support payments and subsidies to agriculture on a

Condition Met

Compliance with this conditionality was contingent on reducing the Government’s




ANNEX 3

AGRICULTURE SECTOR REFORM TECHNICAL ASSISTANCE PROGRAM
OUTPUTS ACHIEVED

IN SUPPORT OF SECOND TRANCHE CONDITIONS
OF THE ASL AS AT CANCELLATION

commodity and program basis and that the amount of these support
payments and subsidies do not exceed 10% of the Agricultural Sector
GDP for the fiscal year.

Subvention to Caroni (1975) Ltd. Government. Government has since shut down
Caroni (1975) Ltd

(g) Satisfactory progress in the implementation of the Land Use Action
Plan, which shall specifically include the following: Implementation of
the Lands Disposition Program including transfer of:

at least 2,000 acres of Caroni (1975) Ltd. Land to private farmers

o Atleast 7,000 acres of other state owned land either to private farmers
or to regularize squatter settlements

o that all new state land leases conform to the Revised Standard Lease
based on guidelines agreed upon with the Bank

e Enactment of a revised Urban and Regional Planning Act which
conforms with the Urban and Regional Planning guidelines agreed
upon by the Bank and the Government.

¢ that the Government has reorganized the Town and Country Planning
Division as mandated by the Urban and Regional Planning Act.

By the time the ASL was cancelled Caroni (1975) Ltd. had divested lands to
private individuals, including squatter regularization and companies. Land was
also transferred to the State for housing and other developments.

In addition an Accelerated Land Distribution Programme (ALDP) Report had
been prepared which served as the basis for the distribution of land when Caroni
was shut down.

Condition fulfilled.
The Planning and Development of Land Bill (PADL )was drafted and agreed
upon with the Bank by the time the ASL was cancelled. however the legislation

had lapsed in Parliament and was not debated to become an Act.

Consultants were hired and a plan was developed detailing a blueprint towards
the reorganization of the Town and Country Planning Divison.

(h) The Government has made satisfactory progress in the implementation
of the State-owned Enterprises Action Plan, which shall
specifically include the following:

At the time the ASL was cancelled Restructuring of Caroni (1975) Ltd. was
taking place through the Phased Private Sector Participation "programme, co-

ordinate by the Divestment Secretariat of the Ministry of Finance. Under this




ANNEX 3

AGRICULTURE SECTOR REFORM TECHNICAL ASSISTANCE PROGRAM
OUTPUTS ACHIEVED

IN SUPPORT OF SECOND TRANCHE CONDITIONS
OF THE ASL AS AT CANCELLATION

o That Caroni Ltd. has attained in accordance with the terms and
conditions agreed upon with the Bank, satisfactory progress in the
fulfillment of the Caroni Performance Agreement.

programme consultants had reorganized Caroni (1975) Ltd. into Strategic

Business Units (SBU’s). Advertisements calling for private-sector partners in
three of these SBU’s (rice project, citrus project and distillery) were placed in the
press. Applications from prospective investors have been received by Citicorp,

who had conducted a preliminary evaluation.

(i) Satisfactory progress in the implementation of the Public Administration
Reform Action Plan which shall specifically include the following:

o that the Executing Agency has completed all agreed studies and other
preparatory work and has reached agreement with the Bank with regard
to the time bound goals in each of the six areas of this Action Plan;

1) policy and budget
management and supporting
MIS improvements

2) regulatory modernization
including proposals for

required legislative changes

3) phasing out of selected
commercial activities

4) strengthening R&E and other
sector services

5) improving design and
management of infrastructure
investment programs, and

6) strengthening and streamlining the Ministry

Thirteen (13) Needs Assessment Reports were received and circulated by the
PCU to the relevant MALMR officials including the Permanent Secretary for
comments. The PCU organized fourteen meeting over a two week in January
2000 between relevant officials and the Consultants in order to review these
reports. The comments received were used to finalize the Action Plan for the six

areas.




ANNEX 3

AGRICULTURE SECTOR REFORM TECHNICAL ASSISTANCE PROGRAM
OUTPUTS ACHIEVED

IN SUPPORT OF SECOND TRANCHE CONDITIONS
OF THE ASL AS AT CANCELLATION

o that the Executing Agency’s 1996 program of work and budget reflect
the new sector policy priorities and the agreements stated in the new
Public Administration Action Plan(PAAP).

e Agreed Technical Cooperation Programme under execution

Condition fulfilled

Condition fulfilled

(j) Present satisfactory evidence to the Bank that the government has
taken actions with respect to the implementation of an institutional
mechanism and expenditure of US$5 million in financial resources
during 1995 to address the social impact of trade liberalization in the
rural areas and the retrenchment of public sector employees.(Social
Impact Mitigation)

The Government did not utilize the $US 5 million for a specific Social Mitigation
Program under the ASRP. However, a large number of projects totaling an
estimated $TT 72 million aimed at poverty alleviation/social impact mitigation
were undertaken in the period 1996-1999. The MALMR prepared and submitted
a Report on poverty alleviation projects undertaken by the MALMR during this
period. The MALMR was also allocated TT$ 3.0 million for a Social Mitigation
Programme under the 1999-2000 PSIP. The money was used to fund re-training
programmes for employees leaving Caroni under the proposed VSEP.

(k) Satisfactory Progress in the implementation of the Environmental
Action Plan. Approval of Terms of Reference and initiation of work to:

e Review and revise MALMR’s agricultural chemical use and
regulations.

o Establish producer/export destination guidelines for agricultural
chemical use.

¢ Design and implement an integrated pest management program
(including the biological control of thrips and froghopper in sugarcane.

e Design and implement an environmentally sound and safe method of
effluent control for Rum distillery

e Design a program to retrain redundant public workers to become park
rangers

The Environmental Management Authority (EMA) has reviewed draft regulations
on agricultural chemical use. This review was submitted to the IDB as evidence
of compliance.

Consulting firm was hired to conduct this activity which continued and was
completed after the ASL was cancelled.

Condition Fulfilled

Condition Fulfilled

Park rangers were trained under the proposed World Bank funded National
Parks and Watershed Management Project However, the National Parks Bill
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AGRICULTURE SECTOR REFORM TECHNICAL ASSISTANCE PROGRAM
OUTPUTS ACHIEVED

IN SUPPORT OF SECOND TRANCHE CONDITIONS
OF THE ASL AS AT CANCELLATION

Review and revise MALMR'’s research and extension program in light
of environmental issues.

Preparation of a study of environmental and land use aspects of Urban
and Regional Planning Act.

needs to be enacted in order to create the National Parks and Wildlife Authority
to implement its programme which includes the training of park rangers.

Texas A&M University System was contracted to conduct the review and revise
the MALMR’s research and extension program.

There was agreement that this conditionality was no longer applicable.

On June 11 1996 a cash strapped new administration motivated by US$22.5 Million first tranche

eligibility upon signing of the ASL, signed and made effective the Agriculture Sector Reform Program

(ASRP) comprising (1) the fast disbursing ASL

(LO881/0C-TT) and (ii) the ASL-TAL (LO-882/0C-TT). The

ASL-TAL was designed to work in sync with the ASL, in order to retain experts needed to formulate and

implement the policy changes to be adopted under the ASL in the areas of (i) Public Sector Reform (ii)

Land Use Policy and Administration (iii) Trade and Price Policy (iv) State-owned Enterprises (Caroni

(1975) Ltd) and (v) Environment.

The new administration however was unfamiliar with the tenor of the ASRP, and took some time to

determine if the program’s tenets were congruent with its political direction. Accordingly, while the

ASRP disbursed the first tranche on signing,

experts hired over three years later on Sept 24,

the ASL-TAP only became eligible for disbursement and

1999. The program was now substantially delayed, and a

2 yr extension to June 11, 2001 was granted to the terminal disbursement date of the ASL-TAL for the

consultants to do their work. After an additional year of implementation, mainly in the areas of

Public Sector Reform and Land use Policy and Administration, the Government decided not to carry out a

number of sector reforms and to discontinue the ASL but said that it would continue with the ASL-TAL

reducing the scope and size to focus on fewer, less contentious activities but which were still

consistent with the developmental objectives of the sector reform program. Accordingly, the ASL was
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terminated on June 11, 2002.

GOTT and Bank discussions then focused on how the balance of resources on the ASL-TAL were to be used
and an agreement was reached by June 2003, so the project was extended an additional 2 vyears to
December 2005 to allow the resources to be used to hire experts to assist with the following:

1 To make final payments to consulting firms hired under the ASRP

2 To undertake studies on Agri-business development projects

3. To undertake a Land Administration strengthening Project

4 To provide technical assistance to the Government’s Divestment Secretariat for the

privatization of Caroni 1975 1td.
5. To train Government staff on land administration and agri -business development.

6. To prepare design studies for the rehabilitation of Hillsborough Dam, Tobago

All elements with the exception of 4. providing technical assistance to the Divestment Secretariat of
Caroni were fully implemented. Support to the Divestment Secretariat became unnecessary as Government
decided to proceed on their own.



ANNEX 4

ASL-TAP -: OUTCOMES/IMPACT ACHIEVED

IN SUPPORT OF SECOND TRANCHE CONDITIONS
OF THE ASL AS AT CANCELLATION

Agri-Sector Policy and Public Administration Reform

ASL objective Effect of Technical Assistance Programme Comments
Improve policy | Six training. programmes in. policy analysis and budget | The consultants recommended that the Ministry
and budget | management have been provided for Planning Division and | introduce a system of activity-based budgeting, and
management and | other staff.. Manuals detailing advance policy analysis have also | training in this budget system, and a supporting MIS,
supporting  MIS | been provided. To date these have had a limited impact, partially | was provided for Ministry staff in February 2001.
improvements as they are reliant upon restructuring of the Ministry’s head office
and partially as the policy analysis techniques advocated are | However, the Ministry has not been able to implement
reliant upon adequate data (which does not exist). | this budget system, as its implementation is reliant upon
The IT needs of the Ministry were assessed and |reform to the overall budgetary process. Some
recommendations for future action were made. The IT consultant | discussion were held with the Ministry of Finance on this
provided specific training for Ministry staff in database | issue during the. year 2000 but no clear decisions or
management and worked ‘hands-on’ with Ministry IT staff to fix | action have been initiated.
some of the problems in. the existing databases. The format for
an agricultural database was provided to the Ministry and a | Further improvements to the Ministry’s MIS are reliant
manual outlining how the database should be maintained and | upon creating and staffing an IT Unit with competent
improved was provided to the Agricultural Data Unit. people together with appropriate political priorities on
agriculture as identified in the GOTT strategic
Development Plan (vision 2020)
Improve The consultants have identified areas in which regulatory and The regulatory and legislative needs identified by the
regulatory legislative improvements need to be made. consultants have to be discussed by the Ministry and

framework and
make proposals
for legislative

the Ministry of the Attorney General. To date no. such
discussion has taken place and the consultants
recommendations are not being actively addressed.

changes

Phase out No Ministry commercial activities have been phased-out to date. | Consultants have recommended which commercial
selected activities should be phased-out, but the Ministry
commercial requires further information on the implications of
activities phasing out the identified activities. The Ministry was in

the process of collating this further information and the
consultants recommendations were under active
consideration when the ASL was cancelled.
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Agri-Sector Policy and Public Administration Reform- continued

Qutcome/Impact of Technical Assistance Programme

Comments

Consultants have submitted Needs Assessments on
Research Extension, and Regional Offices North and
South (the major service providing division). Some of the
simpler recommendations of the consultants have been
implemented at the Divisional level and implementation of
others is in progress at the Ministry level, but little overall
impact in terms of improved, service provision will be felt
until restructuring is fully . implemented. All extension
staff have received one-week intensive training course in
extension methodology

Recommendations of consultants were under review
by the Ministry Policy and Programme Review Board
but no firm decisions were taken on implementation of
consultants or alternative recommendations up to the
time the ASL was cancelled.

Consultants have conducted training programmes in
budget management and made recommendations for
improving investment programmes but these are likely to
have little impact until re-structuring of Ministry head office
is completed.

When the ASL was cancelled the program was awaiting
wider decisions on restructuring of the head office of the
Ministry

ASRP objective
Strengthen research and
extension and other
sector services
Improve design and
management of
infrastructure investment
programmes.
Strengthen and

streamline MALMR

Consultants have submitted Needs Assessments on all
Divisions and a Final Report suggesting the structure of
the Head Office has been presented to the Minister and
PS. A draft final report on the overall structure. has been
completed and was\ presented to the Ministry and the
Public Sector Management Consulting Division.

Recommendations of consultants were reviewed by the
then Ministry’s Policy and Programme Review Board. in
the context of ensuring the implementation of the new
Sector Policy for Food Production and Marine
Resources.
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Agribusiness Development

ASRP objective

Outcome/Impact of Technical Assistance Programme

Comments

Foster the rapid
expansion of
agriculture by .
assisting
agribusiness to
explore and take
advantage of new
opportunities

No impact up to the time of ASL Cancellation

After the ASL was cancelled the following studies were
conducted

1.1 Market Information system was completed by Dec 2005.

1.2 Producer/Exporter Destination Guidelines were completed by Dec 2005

1.3 National Agriculture grade and Standards was developed by June 2004
Agribusiness Strategy was developed by Dec 2005.

However nothing todate has taken place to foster the
expansion of agriculture and the consultants
recommendations are not being actively addressed

Land Use Policy and Administration

ASRP Objective Outcome/Impact of Technical Assistance Programme . Comments.
Enact new Individual consultant hired under the ASRP- TAP drafted [Ministry of the Attorney General was re-drafting
Agricultural the legislation, but Government was unable to secure the Bill prior to its resubmission to Cabinet

Smallholding Tenure
Bill

passage of Bill in Parliament.

and Parliament when the ASL was being cancelled.

Enact new Land
Surveying Regulations

Consultants drafted new Land Surveying Regulations in
consultation with the surveying profession and Lands and
Surveys Division. New regulations have been accepted by
LUPAP Steering Committee and are being reviewed by the
Land Surveying Institute for onward transmission to the
Land Surveying Board.

Land Surveying Board need to formally adopt
the Regulations before they can enter into effect.
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Creation of a Land
Management
Authority

Consultants have been contracted to assist Government in
the creation of a Land Management Authority. Their initial
report on the structure and functions of the Authority and,
outline of an implementation plan have been accepted and
a Note was before Cabinet seeking approval of this
approach.

Short-term activities to improve management of State

land have also been recommended by the consultants,
based on simple new procedures in the Commissioner of
State Lands office. These changes need to take place
whatever the future institutional structure.

A Note outlining the.consultant’s recommendations and
seeking approval to implement the Land Management
Authority (LMA) has been before Cabinet since March
2001. While the consultants have gone ahead with
drafting a Business Plan for the LMA (one of their
contracted deliverables) implementing this Business Plan
was reliant upon a Cabinet directive at the time the ASL
was cancelled.
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Land Use Policy and Administration - continued

ANNEX 4

ASRP Objective

Impact of Technical Assistance Programme

Comments

Creation of a
National Physical
Planning
Commission and
devolution. of
planning functions to
Local Government.

National Physical Planning Commission (NPPC) has
been established by Cabinet on ‘an interim basis. Full
implementation was awaiting passage of PADL
Consultants have been hired to assist in the ‘institutional
strengthening of NPPC and Local Government in order to
implement PADL when it's enacted.

S

At the time of ASL cancellation Consultants
made recommendations for a .framework to
implement PADL. This framework needs to be
put in place pending passage of the Act.
Consultants will conducted training programmes
in order to

for Local
institutional
planning.

Government

capacity to

improve

conduct physical

Regularise/distribute
7,000 acres of State
Agricultural Land by
December 2001.

=)

This objective is being met through a GORTT funded
project under the PSIP (the Accelerated Land Distribution
Programme). The creation of the LMA was seen as a
mechanism to allow for the successful implementation of
this objective. The lack of progress to create the LMA has
severely hampered the ability to meet this objective, as
the regularisation process still involves activities across six
agencies in five different Ministries.

60% of the activities needed to lease out the
land in the programme have been completed.
However, only 230 ha of land have actually
been leased out, as the programme has
experienced delays in some vital parts of the
process, in particular valuation of parcels,
approval of survey plans and registration of
leases (where recent amendments to the
State Lands Act have created problems).
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Rationalisation of State Owned Enterprises [Caroni (1975) Ltd.]

ASRP objective Impact of Technical .Assistance~ Programme Comments .

Partial divestment|The Phased-Private Sector Participation Plan was|At the time of ASL cancellation Government
(49%) of rum developed by Ernst & Young, Caroni and GORTT utilizingland Caroni had experienced delays in
distillery, rice and ASRP-Technical Assistance Programme funds. Little|{divestment of rum distillery, mainly over issue
citrus SBUs, and progress has been made towards actual implementation ofjof valuation of rum stock, and have been
significant progress the phased-private sector participation plan. unable to find suitable joint venture partners
towards private sector for rice and citrus SBUs. The formation of]
participation in other SBUs has not taken place, as the plan
the cane farming was to firstly introduce the private sector into
SBU [NB this relates rum, citrus and rice and try to create a positive
to ASRP objective as environment for the introduction of the private
it stood in prior to its sector into other more significant areas of
cancellation. Caroni’s operations.

In summary therefore the results of meeting the development objective of assisting the Borrower in the timely and effective
implementation of the agriculture Sector Reform Program was limited. Since only the 1st Tranche of the ASL was disbursed in
- 1996/June/11. Notwithstanding this operation had the impact of opening Government to the possibilities of a rationalized
Agriculture sector which lead to the 2003 closure of Caroni 1975 Ltd. In addition it contributed to the better management of
land and developed a road map for the strengthening of the Ministry of agriculture and the development of a new export

strategy which has not been implemented but which is expected to bear fruit in the near future.
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TRINIDAD & TOBAGO
AGRICULTURAL SECTOR REFORM -
TECHNICAL ASSISTANCE PROGRAM (ASRP-TAP)
(LoaN 882/0C-TT)

PROJECT COMPLETION REPORT (PCR)

MINUTES OF THE MANAGEMENT REVIEW COMMITTEE (MRC)
JUNE 7, 2006

I. INVITEES

Alicia Ritchie (REG/MGR); Christian Gémez Fabling (RE3/DEP); Antonio Vives,
SDS/MGR a.i.; Camille Gaskin-Reyes, DEV/IMGR a.i.; Elizabeth Rice (DEV/SPO)
Eduardo Lora (RES); Guillermo Calvo (RES); Jacques Rogozinski, (IIC/GEN);
Keisuke Nakamura (FSS/DEP); Sixto Aquino (OVE); Asuncién Aguila (EN1/CHF);
Robert Kaplan (EN2/CHF); Janine Ferretti (ENV/CHF); Anne Deruyttere,
(IND/CHF); Cesar Falconi, (RUR/CHF); Carlos Veléz-Echeverria, (POV/CHF);
Hiroshi Toyoda, (PRI); Dora Currea (OD6/CHF); Alvaro Llosa (EN3/CHF); Laura
Profeta (OPR/LEG); Rafael Hernandez (RE3/RE3); Elio Londero (RE3/RE3); Fidel
Jaramillo (RE3/RE3); William Robinson, (CTT/REP); Denise Salabie, (CTT/DEPY),
Clark Sand (RE3/0D6); Carlos Elfas, (RE3/0D6); Flavio Bazan, (COF/CGU);
Gabriel Montes, (RE1/EN1); Geoffrey Cannock, (RE3/EN3); 1. Ho-A-Shu,
(COF/CTT); Paul Trapido, (RE2/EN2); John Horton, (RE2/EN2); R. Vargas del
Valle, (RE3/EN3); Brian Mc Nish, (COF/CTT); Adelina Pérez del Castillo
(RE3/EN3).

II. PARTICIPANTS

Mr. Alvaro Llosa (EN3/CHF), Chairman; Rafael Hernandez (RE3/RE3); Laura
Profeta (OPR/LEG); Gabriel Montes (RE1/EN1); William Robinson (CTT/REP);
Clark Sand (RE3/0D6); Adriana Maraviglia (DEV/PMP); Paul Trapido (RE2/EN2);
D. Salabie (CTT/DEP); Brian McNish (COF/CTT); Ricardo Vargas del Valle
(RE3/EN3), who acted as Secretary with the assistance of Adelina Pérez del Castillo
(RE3/EN3). The complete list of invitees and participants is attached.

. COMMENTS RECEIVED AND TOPICS DISCUSSED

Written comments were received only from John Horton (RE2/EN2), that were
considered during MRC discussion. Participants in the MRC discussed other topics
that are summarized in the following paragraphs.

The Representative of COF/CTT explained that the development objectives (DO) of
this operation were closely linked to those of the Agricultural Sector Reform
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Program (ASRP). Thus, as the DO of the ASRP were not fully achieved because the
loan for the ASRP (881/OC-TT) was cancelled after its first tranche disbursement,
the DO of this operation (ASRP-TAP) were not fully achieved either. However,
CTT also pointed out that the Government of T&T complied with conditions prior to
first disbursement and, by doing so, adopted some of the main policy reforms
targeted by the ASRP. Therefore, as the rationale of the TAP was to support the
Ministry of Agriculture and other Government institutions in the actual
implementation of the policy reforms introduced, it was agreed at the time between
the Bank and the Government to continue the execution of this TC operation,
without reformulating its original DO objectives.

The MRC concluded that notwithstanding the decision taken at the time, looking in
retrospect, it would have been more appropriate to have reformulated the TAP Loan
at the time the Sector Loan was cancelled. Such a reformulation would have
properly reflected the major changes that took place in the policy environment and
would have led to a redefinition of the operation’s development objectives, to be
more consistent with the new reality. This way, the operation would probably have
achieved a much better rating evaluation at project termination, recognizing that
many of the objectives were actually achieved. A key lesson learned therefore is the
importance of formally reformulating operations whenever significant events change
the overall context. This lesson should be reflected in the PCR.

The MRC members then focused their discussions on the actual achievements and
merits of this Technical Assistance Program Loan, regardless of the performance of
the cancelled ASRP policy loan to which it was linked. It was concluded that in
order to properly evaluate this operation, the results (outputs) and impacts
(outcomes) of its components should be better quantified in the PCR, if possible,
and qualified by their own merits. Also, the sources and verification means of the
indicators included should be clearly stated.

Iv. AGREEMENTS AND RECOMMENDATIONS

Based on the above discussions, the MRC recommends the inclusion of a better
explanation of the history of this operation, expanding specific information in the
PCR document to properly reflect the actual achievements of the Technical
Assistance Program Loan, regardless of the cancellation of the Loan for the ASRP.
The PCR should also include a documented and detailed discussion on the reasons
that led the Administration to decide not to proceed with a reformulation or
cancellation of this Loan, once the Government of T&T had decided to cancel the
ASRP Loan to which this operation was closely linked, as well as the lesson learned
that can be derived from such a decision.

The MRC asked CTT to expand and/or include information on these other lessons
learned from the execution of this operation:
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a. Size and magnitude of insiitutional strengthening operation or components
linked to major sector reform programs, and the actual effectiveness of the
achievements within the Ministry of Agriculture.

b. Accountability for the decisions taken about the eventual reformulation of the
operation.

c. The importance of including prospective analysis of the country’s political
environment to anticipate eventual changes and take measures to properly
support the implementation of sector and/or institutional reforms. Linked to
this, highlight the importance to properly disseminate the rationale for the
reforms envisaged among main stakeholders and thus build political support
for its implementation.

4.3 Once CTT completes a new version of the PCR, the MCR will meet again to discuss
and comment on this PCR,

Rica.éo Vargasdetr Valle, RE3/EN3
MCR Secretary

Representative in Tnmdad and Tobago
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Project Team members
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G. Montes, REI/EN1

X

G. Cannock, RE3/EN3
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