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ACRONYMS AND ABBREVIATIONS
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ECA: Escuela de Campo para Agricultores — FFS: Farmer Field School
IFAD: International Fund for Agricultural Development

MAG: Ministry of Agriculture and Livestock

MaSL: Meters above Sea Level

NCBA: National Cooperative Business Association

PPP: Public-Private Partnerships

PDO: Protected Designation of Origin

USDA: United States Department of Agriculture




EXECUTIVE SUMMARY

NCBA CLUSA implemented the five-year United States Department of Agriculture (USDA) funded Coffee
Stabilization and Agricultural Diversification Project in El Salvador; the project supported an estimated 7,500
producers, 50 producer and cooperative organizations, government agencies, and the private sector in the coffee
producing regions of Apaneca-llamatepec, El Balsamo-Quezaltepeque, Tecapa-Chinameca, Cacahuatique,
Chinchontepec, and Alotepeque-Metapan.

The Project’s objectives were to (a) support small and medium farmers to increase productivity in the coffee value
chain through the improvement of agricultural techniques and technologies for coffee and products diversification,
(b) support governmental institutions activities and foster the capacities of producers and cooperatives
organizations, (c) increase access to agricultural credits and improve the quality of inputs for coffee production,
and (d) increase the trade of agricultural products through the increase in the value of post-harvest products, as
well as market access through quality improvement, greater efficiency, and better commercialization and market
links.

The project was approved October 2014 and implementation began October 2015. The Final Evaluation was
conducted six months after the technical activities of the project were completed. The final evaluation report
considers the relevance, efficiency, effectiveness, sustainability, and lessons learned from the project. The report
assessed the period of October 5, 2015 - June 30, 2019.

The evaluation found that NCBA CLUSA exceeded performance under all indicators of the nine groups of primary
activities. Figure | summarizes the average progress for each of the 78 indicators under the nine components of
the project. The graph’s data is comprised of primary information from the Project’s Data Management System; it
was compiled, debugged, and analyzed. Data was compiled from the evaluation survey conducted for this
evaluation. Reference data was also requested from government institutions that partnered with the project.

The project’s design and implementation were aligned with the priorities of the national government. With the
change of government and the new national authorities in agriculture, commerce, and economy, NCBA CLUSA’s
knowledge and learning tools will positively impact the formulation of the new national strategy for coffee
development and influence new coffee projects.

The evaluation’s main conclusion was that this project supported the rehabilitation of Salvadoran coffee in all the
links of the value chain. The project worked in a coordinated manner with government institutions, particularly
the Ministry of Agriculture and the National Center for Agricultural and Forestry Technology "Enrique Alvarez
Cérdova" - CENTA and its specialized division CENTA-CAFE. As part of the project’s “Support to Government
Institutions” component, NCBA CLUSA signed a Memorandum of Understanding with the Ministry of Agriculture
and Livestock (MAG). The purpose of the MOU was to:

| — Provide support to coffee growers in a coordinated manner with CENTA-CAFE (government institution under
MAG that provides extension services to coffee growers) . The program trained all CENTA-CAFE extension
agents on the “Low Cost Production System” and its three components a) Organic Inputs Manufacturing Sites, b)
Low Cost Coffee Nurseries, and c) Mechanization.

2 — Provide support to the Salvadoran Coffee Counsel MAG unit. This unit provides technical assistance to coffee
growers around commercialization, marketing, and international competitions such as the Cup of Excellence.

3 — Provide support to MAG General Directory for Rural Development to create Public and Private Partnerships
(PPP). 11 PPPs were created through this, generating around half a million USD in public investment and around
I.5 million USD in private investment for coffee producer organizations and cooperatives.




The project trained government entities effectively; these entities however are at risk if there is no continuity in
CENTA-CAFE staff or a concerted effort to align work with the new government policies. The project also trained
staff of cooperatives and producer associations; these trainings were critical in helping to build the capacities of

the cooperative sector.

Figure I: Final Project Execution: Summary of Primary Indicators.
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The project improved coffee plantations through - the promotion of improved varieties of coffee resistant to rust
and the use of organic agriculture. These activities are in alignment with government priorities as well as producer
needs. The introduction of a low-cost system for coffee production has been the biggest achievement for the
project. The system trains farmers on how to create coffee nurseries and use organic agriculture. The use of
mechanization and agricultural management systems complements these new technologies. Another important
contribution of the project has been the strengthening of sales processes and helping farmers access international

markets.

Through the employment of the farmer field school (ECA) methodology, the project identified and trained
community extension agents within cooperatives and producer organizations. Prior to the start of the project,
none of the 23| Cooperatives and Producer Organizations were supported with extension services. The project
trained 575 community extension agents in 93 events (139% of the originally planned goal) and subsequently, those
community extension agents worked with an estimated 4,000 agricultural producers within the cooperatives and
producer organizations. NCBA CLUSA developed the Community Extension Agent Program curricula which
included the following training: Basic extension techniques (I day); Low cost coffee plants nurseries (I day);
Organic inputs manufacturing sites (I day); Mechanization (I day); Farm management fertilization (| day); and Pest
control with emphasis on coffee leaf rust (| day). For a list of all project indicators, please refer to Annex I: Project

Targets and Achievements.

vii




Based on the data collected, the evaluation team recommends the following:

Vi.

NCBA CLUSA take the necessary steps to obtain a second stage of the project to continue technical
support to the Salvadoran coffee industry.

NCBA CLUSA should ensure that the technical legacy of the project continues through coffee projects
beginning next year and beyond, particularly, the MAG-CABEI and USDA-MOCCA projects.

The Salvadoran government alongside IICA and the Salvadoran Coffee Council, is creating a new strategy
that will promote and support Salvadoran coffee. NCBA CLUSA should use its technical knowledge and
the tools it developed to influence the strategy.

NCBA CLUSA should take advantage of the positive relationship it has with MAG and encourage them to
incorporate coffee nurseries as a part of the base of suppliers certified by MAG. This will allow new coffee
growers to be supported with the technologies generated by the project and would generate new growth
and sales opportunities for nurseries as well.

There should be continued support for the PDOs associated with the 6 coffee mountains ranges developed
by the project.

There should be continued support for MAG to help the continuity of the CENTA-CAFE technical team.
In particular, the capacity building tools that support the technical personnel should continue.




1. INTRODUCTION

This Final Evaluation report is structured as follows. The first section describes the general context of the project
evaluation (Chapters |-4). The second section includes the relevance analysis, the project’s results, and the
sustainability of its interventions while also considering the social and economic context (Chapters 5-7). The third
section analyzes the project’s achievements and results based on the 125 project indicators (Chapter 8). Lastly,
the final section collates all information described in the previous chapters and provides general conclusions,
recommendations, guidelines on how to implement similar projects, and feedback to national initiatives on how
to strengthen the coffee sector in El Salvador.

2. EVALUATION METHODOLOGY

USDA’s Coffee Stabilization and Agricultural Diversification Project focused on the following objectives: Increase
the productivity of the coffee value chain through improved agricultural techniques and technologies for coffee
and diversified products, build the capacity of government institutions and producer organizations/cooperatives,
and increase access to financing and improved inputs; expand trade of agricultural products by increasing the value
of post-harvest products and access to markets through improved quality, increased efficiency, and improved
marketing and market linkages. The targeted areas were - Apaneca-llamatepec, El Balsamo Quezaltepeque, Tecapa
Chinameca, Cacahuatique, Chinchontepec, and Alotepeque-Metapan. The criteria used to identify target regions
included the number of smallholder farmers in the region as well as the degree to which productivity, livelihoods,
and food security was affected by coffee leaf rust fungus. The project targeted:

e Smallholder farmers with plots between | -17.5 ha (7,000 farmers);

e Producers whose productivity affected food security of others, particularly farmers with larger plots (17.5
ha and up) and who provide labor opportunities and an income stream in their communities (500 farmers);

e Lived in the target community;

e Demonstrated knowledge, ability, and willingness to participate in project activities; and

e Were interested in and capable of learning new practices and technologies and willing to train other
farmers in those technologies.

The final evaluation used a qualitative-quantitative approach to data collection which integrated the use of primary
and secondary sources. For specific details on the methodological approach, please refer to Annex Il: Technical
Proposal which includes preliminary descriptions on data collection and processing, estimated sample frame and
size, and the planned stages of research.

a. Selection of Participants and Information Management Techniques

Below are the techniques employed:

Documentary Review: This included an exhaustive review of project documents as well as relevant reports of
national and international institutions.

Semi-Structured Interviews: Data was collected using a format that included standardized, open and closed
questions that were previously defined and coded. This qualitative technique allows trends to be established based
on perceptions expressed by the interviewee. The quality of the data heavily depended on the technique we used
to select the interviewees. In total, 12 interviews were conducted and included producers, cooperative presidents,
MAG officials, CENTA CAFE, among others.




Focus Group Discussions (FGDs): This method included both collective and semi-structured interviews
around a specific topic. The FGDs were directed by a facilitator; they consisted of a small number of people with
homogeneous characteristics and interests that were selected based on certain criteria. The technique begins with
the assumption that the interviewees are representative of a universe. In total, 7 FGDs were conducted with
representatives from the following cooperative producers: San José Sacare, ACOPASEP, Los Joven (from San
Vicente), Pinares Cooperative Association of Berlin, and Piedras Azules Producers Group and Cooperative
Association of Coffee Growers of Cuzcachapa.

Survey: The surveys were comprised of standardized questions directed at a statistical sample of the population
of interest. In total, 182 surveys were conducted with producers from 28 cooperatives. Refer to the list of
cooperatives in Table 2-1. The number of surveys represents 2.4% of the total beneficiaries within the project’s
database. The global data presented in this study, considering simple random sampling, show a 90% level of
confidence and 7.2% margin of error. This implies that the data presented at the regional level can be considered
as perceptions with an estimation error of 10% on average (given the randomness of the process).

Table 2-1 List of cooperatives visited and their distribution

List of cooperatives visited:

I. C. de Produccién Agricola Los Pinos de
R.L. (ACOPALP, de R.L)
2. C. de Produccion Agropecuaria Las Lajas
] Alotepeque-
de R.L. (ACOPRA Las Lajas de R.L.) Metapén
3. Sociedad Cooperativa Chalchuapaneca de 15.8%
Productores de Café "Cuzcachapa de R.L."

Apaneca-
llamatepec,
10.9%

4. C. de Produccién Agropecuaria La Presa de El Balsamo -
R.L. Quezaltepeq

5. C. de Producciéon Agropecuaria El Refugio ue, 15.8%
de R.L. Distribution

6. Grupo de Productores de San Emigdio 2 Chinchontep of the sample
ec, 21.2% of producers

7.  Grupos Los Jovenes de Chinchontepec
surveyed

Tecapa -

8. Grupo de Productores Los Primos de Chinameca
Berlin. ,8.2%

9. C. de Comercializacion, Produccion
Agricola, Aprovisionamiento, Ahorro y

Crédito de los Positos de R.L

i ] Cacahuatiqu
10. C. de Produccién Agropecuaria de Café e, 28.3%

Especial de Perquin de R.L. ( ACOPACEP
deRL.)
I'l. Grupo De Cafetaleros Por Un Futuro

Mejor (Carrizal Tres)
I2. Asociacion Cooperativa de Produccion
Agropecuaria San Carlos Dos de R.L.
I3. Asociacion Cooperativa de Produccion
Agricola Los Trigueros.




14.

Grupo la Cruz de Berlin

20.

A. C. Ganaderos de San José Sacare de R.L. -AGASACARE de

I5. Asociacion Cooperativa de Produccion R.L.
Agropecuaria Pinares de Berlin de R. L. 21. A. C. de Productores Organicos Agropecuarios El Tunel de

16. Asociacion Cooperativa de Produccion R.L. -ACPROA-
Agropecuaria San Antonio de R.L. 22. A. C. Aprovisionamiento, Comercializacion y Produccion

I7. Asociacion Cooperativa de Produccion Agroindustrial de Café San Pedro Puxtla de R.L.-ACACPAS de
Agropecuaria El Espino de R.L. R.L.

18. A. C. de Productores Agropecuarios Rio 23. Asociacion Cooperativa de Produccion Agropecuaria las Tablas
Grande El Barrancon (ACOPAREB) 24. Asociacion Cooperativa de Produccién Agropecuaria los

[9. A. C. de Productores Divino Salvador de AUSOLES
R.L. -ACOPDS de R.L. 25. Grupo de productores Piedras Azules

26. Grupo de Cafetaleros EL Conacastal.
27. A. C. de Produccion Agropecuaria Entre Rios de R.L.

28. Asociacion Cooperativa de Produccion Agropecuaria El Jabali de
R.L.

Source: HEVI S.A.

b. Limitations of Evaluation

In Table 2-2 below, the evaluation team highlights the limitations that were observed throughout the evaluation
process and the solutions implemented to overcome them. In general, the following impacted data collection and
analysis:

e The timing of the field survey coincided with the coffee harvest season

e Change in the board of directors of Coffee Producer Cooperatives selected and the Cooperative boards’
capability to mobilize its members

e Access to farms as road conditions are poor. It was the end of the rainy season, when local and central
governments start to re-work rural roads damaged by the rains.

Nevertheless, the quality of the data and its analysis were not compromised.

Table 2-2: Limitations of the Evaluation and Associated Solutions

Limitations Implemented solutions

The evaluation was conducted 8 months after
technical activities were completed. This fact,
together with the change of authorities in the
cooperatives that were supported by the
project limited access to producer cooperatives
to calls for meetings, focus groups, and surveys.

NCBA CLUSA staff helped facilitate access to cooperatives
and producer associations to ensure the evaluation team
was able to collect data.




The evaluation coincided with coffee harvest

time which significantly affected the data The sample estimation error was recalculated, and
collection process. The cooperatives were comparisons were made with secondary information to
randomly selected from the project’s Data validate the information obtained.

Management System.

The survey was conducted while El Salvador transitioned
to a new government. Initially, it was difficult to set
Some institutions refused to provide spaces for | appointments with new government officials as the project

interviews because they knew little or nothing had strong ties with the previous government that was in
about the project after the change of place during the project’s period of performance. Because
government in June 2019. the project was well known nationwide, eventually new

government officials agreed to participate in the
consultant’s surveys.

3. PROJECT DESCRIPTION

c. National Context

El Salvador is the smallest and most densely populated country in Central America, with a population of 6.4 million
and an additional 2.5 million living abroad, most in the United States. Poverty rates declined in recent years, having
gone from 38.8% in 2000 to 29.2% in 2017. El Salvador is considered a low middle-income country (World Bank,
2019); in recent years, it’s had an average economic growth of 2%, the lowest of all Central American countries
(Argumedo - Zuleta, 2017). Their economy is characterized by (i) limited productive investment (local and foreign),
(ii) limited dynamism of exports, of which 88% are concentrated in the United States and the Central American
region (BCIE, 2018)!, (iii) insignificant country investment in innovation and overall development? which results in
the majority of production concentrated in primary production with low added value (BCIE, 2018); and (iv) a
concentration of most economic activity in the great urban poles of the country (Argumedo - Zuleta, 2017).

Coffee is El Salvador’s biggest export but in 2018, its exports decreased by $7.3 million (BCR, 2018), making its
value the third lowest in a decade. It is valued at $113.40 million, a 6.6% reduction compared to the $120.94
million reported in 2017. According to the El Salvador Reserve Central Bank (BCR), coffee exports in El Salvador
was valued at $ 258.72 million (BCR, 2018) ten years ago.

Farm sizes vary in El Salvador. According to the Salvadoran Coffee Counsel (MAG — Ministry of Agriculture and
Livestock) farm sizes are as follows:

' 44.9% USA y 43.2% Central America and the Dominican Republic.
2 El Salvador invests in innovation and product development in 2017 the equivalent of 0.03% of GDP. On average, Central American countries invest 0.2% of GDP, while
the Latin American average is 0.7% of GDP. Far from countries like the Republic of Korea whose figures are around 4.0% of GDP, more than ten times the investment

in Central America Region.




Table 3-1: Strata of Cultivated Area for Coffee (2019/2020)

From/to in # of Percentage Men Women LLCs Total Average

Hectares Producers Hectares Hectares
per Farmer
| to 3.5 17,846 73.82% 11,452 6,296 98 19,482 1.09
35l to7 2,140 8.85% 1,308 738 94 9,563 4.47
7.0l to 17.5 1,790 7.40% 952 659 179 16,363 9.14
1751 to 35 1,012 4.19% 487 294 231 18,918 18.69
35.01 to 70 719 2.97% 292 198 229 20,744 28.85
70 or more 668 2.76% 197 139 332 55,679 83.35

24,175 100% 14,688 8,324 1,163 140,749

Source: Salvadoran Coffee Counsel / http://www.csc.gob.sv/estadisticas

The project categorized small farms as | - 17.5 ha and large farms as 17.5] and above.

Coffee exports by volume however did experience an annual growth of 7.7% in 2018, adding 35.18 million
kilograms to the foreign market; this was an additional 2.53 million as compared to 32.64 million kilograms in
2017. Although exports in terms of volume increased, they are still below the values reported prior to the 2012
coffee rust crisis. That year the sector registered a commercial flow of 66.72 million kilograms. The increase in
the volumes and the reduction in economic income relates to dramatic fall in international prices to levels not
seen since 20063. The coffee crisis persists in 2019; the price of coffee fluctuates between 0.98 and 1.09 USD per
pound throughout the year. On August |3, 2019, coffee reached its lowest price in the last 19 years, 0.9375 USD
a pound. Coffee demand has increased considerably in the last 10 years, but its supply has overpassed the demand
due to coffee growing industrialization in places such as Brazil and Vietnam. Coffee market prices have been
unstable over time; determining the relative impact of supply and demand shift on price is a subject of continuing
discussion. In general, the global average production cost ranges between 1.2 and 1.5 USD per pound. In other
words, coffee producers around the world are producing coffee at a loss. This negatively impacts the renewal
efforts promoted by the project.

3 Cited from https://elmundo.sv/la-exportacion-de-cafe-en-20 | 8-fue-la-tercera-mas-baja-en-una-decadal



http://www.csc.gob.sv/estadisticas

Source: Macrotrends.net https://lwww.macrotrends.net/2535/coffee-prices-historical-chart-data

d. Project Description

Figure 3-1: Historical trends in the price of coffee in world markets 1975-2019 ($ / Ib.)
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Table 3-1 summarizes the project’s main components. NCBA CLUSA worked with 7,500 producers, 50
cooperatives and producer organizations, government agencies, and the private sector in the six coffee producing
mountain ranges of El Salvador. For a breakdown on the number of individuals trained and cooperatives reached,
please refer to Annex |. The criteria used to identify the target regions included the level of productivity, livelihoods
and food security levels, the impact of coffee leaf rust, and the number of small farmers in these mountain ranges.

The focus of the project was to achieve two key objectives:

=> Assist small and medium-sized farmers to increase the productivity of the coffee value chain through the

=>» Expand trade in agricultural products by increasing the value of post-harvest products and access to markets

improvement of agricultural techniques and technologies for coffee and diversified products, support ongoing
activities of government institutions and capacity building of organizations and cooperatives of coffee
producers, and increase access to financing and improved inputs.

through improved quality, greater efficiency, and improved marketing and market links.




Table 3-2: Key Project Information

Coffee Stabilization and Agricultural Diversification Project Final Performance
Evaluation

Activity

Project Name Coffee Stabilization and Agricultural Diversification Project

Funding United States Department of Agriculture (USDA)

Cooperative League of the United States of America, CLUSA
d.b.a. National Cooperative Business Association NCBA

Implemented by

Implementing

Asociacion para el Desarrollo CLUSA El Salvador
Partner

Project Period October 2014 — September 2019 (5 years)
HEII NIl USD 12.9 Million

Country El Salvador

Geographical Apaneca-llamatepec, El Balsamo-Quezaltepeque, Tecapa-Chinameca, Cacahuatique,
Areas Chinchontepec, and Alotepeque-Metapan (see Figure 3-2)

Main value chain: Coffee
Value Chains Secondary value chain/Diversifies crops: Red Bean, Bell Pepper, Tomato,
Cucumber

Source: Project Document

To achieve the two main objectives, nine essential activities were designed. Each activity is disaggregated into
different tasks and specific actions that together contributed to the progress of the 125 indicators (see Annex ).

Activity |: Capacity Building - Government Institutions

NCBA CLUSA built the capacity of the Government of El Salvador (GOES) to support coffee rehabilitation and
agricultural diversification. The project conducted farm field schools for government extension workers and
cooperatives/producer organization staff for coffee and the targeted diversification crops, including sweet pepper,
zucchini, and red beans. Training topics included - the creation and use of organic fertilizer, the use of improved
seed, post-harvest handling, and employing early warning detection systems.

NCBA CLUSA also strengthened links to existing USDA funded market information systems and USAID funded
early warning detection systems through its coffee field mapping. The Program Marketing Strategy was aligned
with the Salvadoran Coffee Counsel (under the Ministry of Agriculture and Livestock) supporting marketing
initiatives such as:

e Cup of Excellence International Auction Platform (Virtual Auction),

e Barismo National Championship and Barismo Championships at municipal and national levels, and

e The Internal Consumption Campaign which increased locally produced specialty coffee consumption per
capita from 2.7 kg to 2.9 kg per year (consumption surveys were made by Salvadoran Coffee Counsel).

Through these events, smallholder farmers had increased access to these exclusive events, consequently resulting
in greater access to international markets, which resulted in export contracts for cooperatives and small farmers.
The project also promoted coffee events such as:

e Coffee Roast Fest at the annual AGROEXPO where the project brought buyers from USA to cupping
events to create linkages between roasters and coffee producers,




e Coffee-Culture Day / Nationwide Field Day (October Ist each year),

e International Sustainable Coffee Conferences in 2016, 2017, and 2018. El Salvador’s US Ambassador and
the Minister of Agriculture and Livestock established this event; over 600 coffee farmers, roasters, buyers,
banks, government institutions participated in the conferences.

The project also participated at the worldwide coffee event at SCA to promote Salvadoran coffee. Through all of
these events, NCBA CLUSA developed market linkages between coffee producers and buyers from around the
world, mainly from USA, but also from Canada, Germany, Australia, Austria, Korea, Japan, China, and Spain.

This information was provided to the market information system USDA is establishing within CAFTA countries.
NCBA CLUSA also helped local government institutions organize and implement an annual forum to discuss the
coffee sector. It coordinated its efforts with various stakeholders to collectively advocate for more financial and
technical incentives as well as other support from public and private sectors, coffee trade and producer
associations, and other key donors.

For USAID’s early warning system, CENTA-CAFE provided information that fed into FEWSNET. The project
helped CENTA-CAFE develop a Coffee Leaf Rusts Android App to do a daily sample of fungus levels in the field.
Before this app, this process was done manually, and it took |5 - 20 days. By the time the information was released
to farmers, it was outdated (because of the incubation period of the fungus). The project app collected information
daily from 8am - 9am; by 10am. The data was quickly collated and analyzed, and recommendations sent to the
farmers.

Figure 3-2: Geographical Distribution of Coffee Producing Zones
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Activity 2: Capacity Building - Producer Groups/Cooperatives

NCBA CLUSA built the capacity of cooperatives by training their extension agents in coffee improvement and
crop diversification, farmer field schools, and other basic extension techniques. It also trained their leadership in
institutional governance, business management, financial and business practices, and operational management.
NCBA CLUSA built coffee cooperatives’ advocacy capacity, supported their networking among other cooperatives
and national associations, held round tables to help them develop an advocacy agenda for the sector, and facilitated
linkages with both private and public sectors.

Activity 3: Financial Services - Facilitate Agricultural Lending

NCBA CLUSA improved financial access for coffee producer organizations affected by coffee rust through the
expansion of existing credit guarantees and loan funds. NCBA CLUSA worked directly with the Salvadorian
Development Bank (BANDESAL) and other banks to expand the reach of their current farm loan guarantee
program and loan funds that were supported by the El Salvador government. NCBA CLUSA signed an MOU with
BANDESAL at the startup of the project. The project identified and pre-qualified producer organizations and
trained them on how to do busine