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1. Objective of Lie Centract

“To ascist the illscicn’s Cemmnity end Cooperative Develcpment Division
and the Natieaal Cousunsiy Neveloprent Scrviee (NCDB) in activities
relabed Lo the dmderuntodien of the Emall Parazy Crpenizabion Project.”

1, uL\J’ e ?o‘L = aciivibice
A IR AR el

nemlw e N R

1. "Pa colluborabe ia the presontabion by the HODS for lilssion
approval of e coniiiion pinC“an* dgacurentntlon chumﬁnﬂ wndey

Secoien .01 paa 3,04 o Suoll Fawvmer Ovponizaticn foan.”

2. VAssist ir O propurebicn of bhe Deojoeb®o aacrabivg gyzbem

und divacvives vetwasn she WIS ang the Boanco del oo cud whe
implerentation of thogn directives 0w ohn SONS end 43 ale Rl :]

pa”‘inlp&u‘na fielt offices.”

3. "Provide the Misclon and
information concern ny the <o
office nysten 4o asowe thot/s
procedures and OGHC? administy

savdishieent of nevw decentralized NCDS
staffing, equiprent, opeveti onal
ratlive augccts are inplemented,”

HCDS with the necessury ssuistence and
£,
¥,

¥

7

b, “Perform obhcy esgipaente in support of the Project ag divected
by the Chief of the CGMIHDLC" and Coomerative Davelopment Division,®

I¥L. Swanary of AvcuW%‘ shizonds Tor Fach Activity

1

prasentabion to USAZD,

Conditions Precadent to disburssment of the loan funds for the Revolving
Crediy Fund, Seebicn 3,02 of Usan Agreenent, were also completed within

the tine pericd,

2. The Ceutractor puztieipated in the preparabion of the ceatraet
between KCD. and the Beneo del Bstado (BE), and in Ghe acpobloblon
between these inegtitubions. Hepotliaticos uere favorably concluded
and subaitied to USAIDSAolivia in complicnes with the Conditions

Precedent, %he cperatiug systen was devaicned snd ineladed in the

L)

contract netuzern the BE and NCLS,

Purdher, the Contrector purtlcipabed in weetings o
of the NE varicug Corenves, lme:r:; et¢e U0 actersine internal

operaving alzeetives of the BE, and their cogrdinstion with the
eperating dirsehives of the L\Ou, 1.C., the Reglawmento de Crédito.

1. Ceaditions Frecedeul oo iﬂitim~ disbursement, Article ITI, Secition
3.01 of the Lomn Agrocwment, were met within the extended deadline for

aoh the Prosident

Pormnl aprecizne of the soorvdiraticn of thase tuo cperating systems

wag wade in the firet weeting of th2 Hatlonel Credlt Cocaittee, in

T

which the BY is & particivating rauber.



2.

P1ans have been msde for a yeprasentaiive of the BE b0 _scconpany

XCBS central oﬂ‘;cﬂ BEOLT 4o Lhe Inferior of the ccm{,*y to inform

the zonal aud reglena) el of tnr 1CDS, and the UE's agencics, of

the new ¢pevating diventivo, o

Jv AL the dnitictfen of Lhis Chﬂvlact, oha dgn;gsnac” cpent thirteen
daye in the itpieriec (O Lhe covaley visibing one ol 1o foor rogicnal +
offices, and thite Sonch mf’ Lepa) Tue Wrin vas tehen in the ccwpany

of tuo rvepamw ot peadn ol thy T centeal of0hes, and by Chitefd of
the Comunity cud Cooparative Duvelopneng I*i*rir‘ Wt oblicr proups
from the HCBY central ofice visnitsd the remain 7owesionel ot sonal
office involven in $he nuw S0 Progvom,  ihe shive of U tripe
was o inform the LODS sopdoasd cwd goned sbafd HEW RrogTe,
discuss steffing oed couipeoeal wesds angd -f.'};'}_‘,';.‘,; inoehe ney operaticnal
and adednistrative hun»(Ln LS ok “"L ¥ i Uis
initial verbal ~oruio
o those he ancor

jo R

4Ny
Oy 6w ’J.- O.a

.
Purther, the Cnotrocise viciisd the regicnar office of La Panx {Viucha) -
on twe occasivis,  Lan, widh the Chief of l:u(mnai Operatione of NCDS
was o inforu sopisiai :..:.z:.‘v. somal abalf? of the now wrogran. The secnnd
aceasion vag o four dey visLE Lo begin the 11.1'&1, vhage of orientotion
eon the vew adeiniglrafive and srgmizational nenvals of the NCLE.
The Contvactar, price to his wioit to Vi acha, esnalygos fhe sis volunesn -
0% persgunel, A suisatd mal ong ad .&im.:,tr@i;we procedural menonls,
and vade nio reccandiditions Cor chongee bo the Chie? of the C:;cfpnrative

and Comeuaiiy Dovs ?ﬁw"“w Divisica, He aloo participeted vith HCOS
adainlstyative olold, nud o ”"\!D/ug.ni;}.‘cllc-*r"a tecimiclay, i.n the
plonmping paases oF Ui nrssenialicn of these manuala & H. ""’g" onal
end zoaal stafl, ond nade recomsendations based wpop (,l oge ressions.

Finzlly, the Cuntrucior pavbicipeted in weetings with fCDS ceptral

ghaf? in the Pingy dotonvduablon of equipnwnt needs for the fivst
year of the new UFD peegran, Lo, wmniag equipaent, replonal and
zanal oiflce ong toehnicol couivrent, wvehicle needs, ete.

k, During the perlsd of this Conbract, the Controotor weote two
papers which boar an e S¥0 Pragram: (1) “A Proposal to Determine
the AbLYity of whe “ailvian Banking System, and Other Potentisl
Suppliers of Credll, oo Provide Toqns o Seali Favner Crpanizations”,
and (2) “Small Fo.rer Crpenization Menagement Tnlormation Systeu”,
These papers aye avitachad 4o thic Pinal chort:

No other mejor uspicnivnis weve given 4o the Contractor by the CDD
Chief,

General Ovgervations Regerding Eech Activity

l. The KCDS contral office stafi did a remarkeble job in completing
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the dotumentaticn Cer the Coaditions Precedent prior %o the

June 22 deedline for submission to UCCAID. ‘I1th only two exceptions,
this inforiation van auhaltted to the CDD Divigien Yee thalr eval.
uation before ihe desdline. The Aelay, and therofers the nred Lo
extend the dondiing by Lthirdy days, was due <o e anprowal PRCoRuses
with the 603, und Lhe need to ebtaln signotures of vamiees minloters, !

Hewever, for th: =003 4o complete Lhase Conditican Vesosdens within
the Gine courtraints sob all other vevihnival eavecis ol the contral
2 E

staffve activitics had o be put weide four wony useke, ond nmony on.
going projecte sutfferad feoq fock of attention, USAID wnde the saue
kinds of vequents frooy bhe WONG Yor the feplenentation of thiy Lloan
that they make irou terge wlnisivics sueh oa educuicn, fiuance,
health, agriculbure, ede., o have lavge siafis to handle these Itindas
of activities. Unere Gozens of toclmicians ave mnde gveilablie in these
minigtries Lo fulfirt contractuni chligutions, the KODS has five or
aix technicions to work on thene cebivities, end they, by accessity,
sre key teehnicionn withdher responyihilities, It 18 voccummended
thmt UBATD, in fubure requirenents £or this new lean and other loans
that wight be conieepteted far NCDS, consider bhe burden of 4t requests
to the Servivie and Yimit 4o wne have winimon the information thed is
Yequested of iis fnntiteiisn, 3/

2, Onz of the Mmocsant supects of the contiack betwzen the Banco del
Eatads and the B8 ig tue 88 partieipation on the Netional and
Regicnal Credit Commitises. ine agreenent repched with the 8L is
theiy pavticinaticon 6n_uheee comrittees es “adviooes” Lo HCUR on
“redit aspects i fhe new loaa, witi-voice but withavi vote. This

is e2a acceptable arrangieal, but the BE's getive pargicipation on
thuse comlitiees i erhyveuely imporéunt., The Servieio has Litéle
experlence in the buelting wpeess of lte functlons under the new lan
aad needs the input 6P the B, Alse, after the fivet fou yeurs of

the Pragranm, lavger end uove conplex infi structure iouns will be glven
and the EE contribetion wiil be wmore importent. ( Mihongh it ig not
crucial that oll aupeets of each leoan be evaluated by the BE, the
credit worthiness o' cuch bhroposed praeject must Lo cveluaiod closely
by the BE./ These projects should be ecencmically viehle wnd the BE
shevld use the same criteria it vses for céunevelel hoans as it wses
on the ICDE projects,

It is'secoumcnded timt GSANYBollivia monitee closely the mationsil and
Teglonal credit coumittees for the active paviicipation of 4ho Hi
Alse, the NODS sheuld be eontinously encowrcsed Hio scek ouh the cctive
perticipation of tle PE., Tt should also be wanticned heve thnd the

g

The sune ovpawa¥ con oo made Por USATD ©o Linlt it requesvs thet “he
Sexvicio participate in ciher USATD PrOLraws, Cafe, colonizodion, eduention,
agriculiwe, ete, The REDS, as presently stui'fed, is Quickly baceouing
overburdened edininistratively ang technically in 1o capecity $o reepond

%o additicnal tasks.
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participation of TWALCO end IBTA is vital to the functions of the
two credlt committees, Steps have bzon token by the Cffice of CCD
to assure thie particlpetion, %.¢., tht Chiel of thic ofPice has
iasiated that {HALZO and THWh e oivea @ wobe o these cevmitieen,
But azain, these two institusicns do uee hove to evaluabe oll aspeais
of cach yocpled project., Iof en varh project from their
o perspectlve and exparcive, s Xlovnke g opajor contribution
O endhy propuaed projecs snd F140 Chn void by préject evaluntion in
vhial the HODS technieal chofi desio nel bove sepablliitier.

J. It is rvecosmmended thai USATD/Boiivic bying pressuves 6o beay on
the DS o continuously seek positive orgeoizaticssl cnd sGulnistrative
changes. Positive chenge which seeks 4o Faciliitete cduictatranive
procedurer, make wark easier and improve service provisica o clicasele,
is a goal whoue pursuit shoudd bu ence surened by 0“41D/Du1‘via An
organization vhich io not contipueldy vhanvznw to weet the chonpes
taltiag place in itg enVvaﬂmentilq A atek dT@ﬁuiZdbwUﬂc

As renvioned in Lhe wbbached Papcr teo Shis Finel Report, “Suall Forucr
OCrganization Manogewent Talormetion nsstemw, DS ¢ Gntinu@s toe be
mapaged by o highly perconalized mnd oz

five ceabral civiceials nzl‘nv_ﬁil The iuuu*

alized staff with four or

7 2oty and scuetimes not ag
impartant, dzcisions, As also wenticacd in 1hn Paperx, VELEI.Q centralized
management for thi aew SPO Vroject in ipaspilide, aqd'?ecent;alizatzou
should be put inbo proctice oo scon aw pessible. This is net gsing

to be easy vhen aany of tho kay poieoere ol this inabitubicn heve been
ranning “his progran fren Ta Paw fur bhe Yost twolve C YOQvE.

There 15 no one Enrn way to decentrelice the KCD3, There i¢ no one
best wodel or process that can be wead fo acecpliah this chiective,
Key offiaia.x @f tho JCD3, Eabowh Lothan Asscelates, ond USAID/Solivie
mast yorie cub bie uuucn“‘qTi,htLﬁA unectd LOpethey so thot it Pite
the reallity of the new cshiectives of the 350 PYOHITan.

Developing nev comuwds will noi asenre decentralizoticn, Ther» manuals
cen makie it clear to e}l bhab the intention i5 to decentraliize. The
mesy wporicat problens of iuplessniation canust he "ﬂlVOi by laying
on formal pyecedurea and technicaucn.  The 10U repunlds that have bﬂ)
written on the orgenizetion’s struchars s udminiZuxavgve precedure
gre o step lo the right divesticon touard a;uanLrnB;zatlcn Thene
anuals have boen seat to the vcyavﬂdW TN menslooffices ond a Geaan
hag begun u??inxwg nerscomel of thawo nw:""q in tha new systew, Bob,
the neavals are ¢ loog wev Teon telng reaglete procedurcs which con be
used to begin ﬁu chmge Vs woy the fervicte adminiaters fhe new 250
progean, dyecir iP“l'Jp tharn Iu—»&»“vb(fm supreach wideh ticn sheae
mamds togethor o give a svachzonteed 7 Fratnm o (he Tunelions o

togko OF the navlcu: 1h reglonad, and ze 253 levels. And, mast of &

k4

manuels will have ¢ be ronriiien o Luﬁg into accouat Lhn reality of

[

atald
.
he
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the new progrem and Lhe distinct service nature of the WCDS. This
vas to te donc by @ Lulivien consulting £irm vho vas avarded a
contract {or this puypoee.  Tha fira vas wnable o do this activity.
Purther; thore are tooknical gaps in meot of the anauals, and 37 Ghe
Servicio’s windd in webis %e PG Shece gops, awelificd toghwnlcluns
will have 4o e centracicd Y

v diecass She aaualis
Seeve oud roeord eares
S5 B0 Lhat uhen the aonyals ore
svavicns ol thore vho eve faced

Codmipioacavian Bhilo e progzon,

The teox
with vepicanh asd aoadl
fully She veociicas
reweltion, they will
wvith the cveryday Lo

. Y L Vst e e ., - P
vadelh du pismadng oo to fatey
.

3

A trainiag proprom vist be dewveivped o adwiniotrative pevscanel,
This should be & vajor oetivity of © pecap, Oase new tashks
and roles have Leen desipned Joy porocn cech o2 the oifices of
the national, regionnd, nwi Losal Yewe! Lnse poraoanaed oast e
evaluated with regard to Ghely cepabilivics o nandic the new tunetions.
The difference, or gap, between their prescnt level of technical
ecapebilitlee, and their new role, is the Srvalning progwan that must be
develcped.  Wheoe inddviduads can then be groupsd ieto ot least Tour
categorics . {1) thase vho need no training, and cun pove dizeetly
into the nev-role, (2) those who will nced 3imided trainipg, cne to
o weeks, and then will be eble to tuke over nev respenribilities,
(3) those vho will need much wore iralning, perbaps 6 o & noaths or
aven a year®s prograw, and () Lhose who will neves adaph to the new
positien, whe therefore should be given a different cepizmuent, op
askzd to leave the Servicio,

Specific Reccumendations for Coabtinued Progress and Iimprovenamtb
in Acconplishing the Objectives of the V0 Project and the Porsoanl
Seyvices Contract

P LA M s LS L0 LT P AL £ TS K VAT e DV ¢ e YT CA T D e

1. Recommendotious in Accomplishing Gojeetives of tha ST0 Proleck

The rigl to smald formers in the ncw SF0 Vo Lo GOnsiaeonb L.
Farmers have very ratlonal requixements that what they produece cach
year deaves thew botter oif. A nou technslogieal nackage ooy ingvense
thelr net inccmes, but the »iak o {he swill favuwoy inevcases, His
capltal and Xshor imputs will incrcoece sad perhans Jov the 2ivst tlne
he iz eomnltiing hiuseld and bis family to 2 buvden of debb. He is
involving himself vith o baaking institubleon with uiich he is nob
familiar, and an institucicn {BCD3) ubich will edvise bim ca how 40
apply the new techanlony packope to gowething he holds dear » his lond.
Experimental stabions in 2olivia o noted, espaclally by compesines,
for providing 1ittle bolwn bo swall forwers. Toe fou dinistyry of
Agriculture extension ogents that exiat in Bollvia have had little
contact with emall farwers, Why then shouid anyoae fake for granted
that the small farmer io golng to comult himself o the nev EFO program?




6.

One of the veakness of this program is the lack of participation in
the planning, lmlemsatation, evalvation and deeicion vaiion by the
small farmer. This acreet gust be buile Into tie progran - o inotifne

g

tionalized. Tt st be wore Shon o dialorue Letucen fLoehaieis

smald farvers, Bmell {arrars cngk cabively pavtlaivpae
that will affeet thoir itves.  Pheso Individonle ohouid -
vith the teans that Coxry out o vh2 rocic.coenie
those studiss done cn 4hoir cin Lead, bon ahhes maitleon oo vl

The deta gathered in ihose ctodics snculd be pede availtoble o fhem

80 that the decislons {hov vele ape rabicanl and based ean celiabie
information, Small fevoove phoois participaie with wonoi feaimiricue

in the projezi Tensin LUy sRuries, and in the nLaseniavion ol thaage

studien vo the roplonnt ovedin o mthees,  The evaluation systen of

the neu SFO progran is Ve, but uhen it is Tully develoged and strengihened,
small faviers and their Ioadors should pavhicipate fully in this Pracess
500, Ivolvotioca infor.abion reem obher commonitics and ather T
the coambzy shewld e vode avalliable Lo cawpesino [roups paveinipating
in the program so whey C Comarioon: vith thelr cwn activities, Smail
ravmera st have en in sebting wrodection vargets and stoudaxde
and theralove all regionad apd senel plannling gessions should inoludc
campeaing leeders, uith the »eoulis of these sessiong made availtabic to
all participasing ¢o-munitics,

LRl
AP R

[

Theee ave not procenses Ubich eon easily be built into any progra,
Resistanoe il cons fwen the Zeehmnicians and managera of the KCD3, It
will sicy the developrent and coproval procenss considerably. But the
Qdvantages of this kind of participation cutwelpgh the vesistance cone
siderchly, and sheald ba eiteourase from the cutset of this programn by
USAID,

=d and motivation system for technicians of the NODS.
Like meost sexviec lnstitutions, teehnicians ave revwarded, and theredore
wobivated, by their suveriors within the organizaticn. Inercases in
salaries, pronctions, becas, t»ips to regional and capileal civiss ave
all propovriionedacut by cup2elors and diveetows chave these techniciong
vho have actual ecabuct with swall farwers. There is Iiitle leverapge

or rewerd nochenich Wiilll into this Program by wijch the small farmer
can motivate zenal 4oehniclans 4o regpond 40 what the awall farmers

feed and know ave theiw probless.  IT the swall Pevmer believes the
teehnician 1n not providing rond advice, or if the tochiicians seldon
come Yo the Tarwers plot, the small Toreer has Littie yeooourge.

Tied closely o the above obzervatione, and a weaknese of the 8FO Progran,
is the internal rewowd

If the Caraer pays directly For the sevvices of the tecimieian, o a
part of hie sewvices, he can alvays hold-cut 4he thrent of non-paymsnt.
Thig is obviously not the cage in the 1CNS, Howewer, ane pessibilivy
might be %o develep a fimple standard form which each participating
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Campesino £ills out, lith or without the teehuician vreceat, the
gupervicor discusten th? eomicnts of the swall Laviesry with Lhem,
Noted on the forn ¢iu'd Ge: pwher of vis ta to faruars plots,

kinds of advlce given, 125 the cdvice of ubility, wns the problem

vith the reglenal o zonod offlce rother han the teehaiclan, ote,

The swervisor wendd kave Lo seng o PRAGHLY repovi, afone with dhe
cempesing’s forus, o the regienal ofiies, Regtonol 25 would
coument on the infovecation and send $4 aloag Lo the nodicanl oriice,
8till aczempanied by Lhe cawesine’s coments,  Summsrlies of Lhin
Inforuaticn shoudd Lo nade vo She appxeoriate offices, and hhe Divecotor
of HCDS and USAID Gually with o varvnpy COpy ocuce & neath added to the
personal Tile of 2ach “ndividuas, hechobian.  This indoraabticn veuld be
used in evaluating ¢he fcehnicicn Pop oronctionn, salngy inereases,
becas; ete,

There ave other pretesses that con e develepad giving swell faruers
leverage to wetivate fechnicions to fespond to thely resds., AlLerpative
strategies chooeld be develened avd inmiscented oy the Serviclo, with
the help of USATD,

“~

The evaluation systen developed by the HOBS, with the aasistance of »
contracior, is wzak. It fc au eac-m

predect approoeh, i.e., have we el
targete, shouwld ve confinue funding esrtain aspeets of the progean,
BacuiA e change vwhat ve have oeen Going in the past, ete. The evole
vasion systen shouid be looked ab classly to develop an evaluatior,
inforantion systen thub takas plaze during all phases of Lhe PrOYY AL,
cad 6o the infermation gatheved io Leoushs £0 blay on all, aechsions
manngers rust vake, 1.€.; panagere in the zonal, regioual and ventral,
levals., To Gevelep gurh an evoluotion system now, witnout Tuether
Goudy, waowid not be nelpfui.  The Contwactor will, develen such e syctem
in the neas Puswwe, taling ints accounl the pesitive aspecits of the
pregent syste,

2. Recounendations in Provennos end Tworevament in the Personal
Sexvices Cuntvact

W ALA AT e S mvT— . A Y R pe 8 ARG eh

IT the problems Pociug farmers ave not well kaown, awd theiv vehavior
and peirception of Lhe problems are not fully undevelond, then it is
laportant o develap appreaches to luplemsntativn thui ave flexible
and vespond to new infeemation. The aln of nraject iwplenentcation,
undey esnditions of wicestainty, should be with nintvom roiiance on
preprograuming, and uuch more cuwhasia @a Flexihlo inplouentatim,
coabinus mon toring and evajvation., “The tiger doza nob alucys
foliow the erlvical path®, "Ho oae has ever sveeccafully PERTeE a
horse vace®, Revigion in projeci design iy necdod bo fnprer overall
success, but 1t nws’s be bnsed woa cound inforention. A scarecity of
knowlzdge 18 typical of suen pregrans af tnis, iz is paxticulsrly
true vhen the means-cnds chain 16 leng, e.g., woen certain input
combinacions are expected $0 incvease volume of production, increased
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i production is suppesed to raise preducers inecome, and higher incone

| is supposed to leed to vell-being, ecamiiment to more grouth in

\ producéion. Tne cituation is fohner coupiieated by the hnevledge
that outside etafi snd funding will be uithdreun cve atvoliy,  Tiplew
mentation plans ausi tale this iulo cousideraiion,

As han been mentioned above, an evalvsiion and inforeas Cil LYBUGR
mst be institublonalized into the Fregran, Houcver, du\uLLC7 7]

this, an indegendent vonitoring, cvaluabisn and dtﬂnno tie funcéion
should be pruvldxo pdih’CU]d’ly NP the easly stoge of lumiementationg
A mgjor part of the sehivity ol the extended PETLoNRl aervices contraet
8hould be devoved Lo thuse (uuouvu 1. The eviluation aad inforication
systen of the JICHS 1Y) veowive okilled cpd crperienced poroennei v
report accurately, guickly and usefully. This will %ake time w0 develcp.
TYechnieians will hnve a vested inkerest in veporting achicvencnta,
Seall Taveers may onderestivate yiclde and hectars omed cut of fear
of taxes. Controctoss may be uniiliing or unable to report certain
expericaces or technical recomaendations vaen the JnSLLchion, Tor
policleal xeasens, has Jdeeided wpen a different siratepy,

cn LiSile thought given so the dc vails of immlementing

1A

Further, shere has ba
e, decentiellization and FCDS etaff training beyvond
a

organizational chaoy
the manuale thabt hev
extended persenal servicos conbrzet should be devobed 4o this activity,
Projeet uc&i{1 aid not clearly Ldentify the need ‘o develep a systemabio
approack o synehronisiag adninistrative proceduves betucen the nationol,
regionol, and zoned oificos., 'Fhe organizaticnal. and adwinistrative
manuals are eiby weok in this vesyeet and ~ust be vewrititen, I
the verious organizationed wunits on the three levels ave not to contiuve
operaving in L’oi°ticn, a madel wust be developed cleavly and 8iaply
coordinaiing the functions, tasks, and roles of the inetitubion, he
I

s

teen develaped, 4 second ma'or ¥t oF the
iy J .

ra
valy

RCDS otafl, the Roherh Nothan Nsiceiates Contiractor, and USAIE\muGt
woric Yozother to deveicy such a wadel., Shorbnuerm b“ohnlciann snould
elther be added to the Hebtlon Coatrect in swppord of this seblvity,
or USATD/Bolivia should consider this contractual. féﬁpcnsibilityu

The ebove two iwportent aciivities have been stressea by vhe Contrac
to the Chief of the Cncnesanivm and Commuul. by Duvclcnn\n' Ox;wcc( ann
appesr in the Scape of Work for the new controct which bao been aaveed
won by the USAID/Bolivia end the Contwactor. The other cobivitics o'

the Controctor under the ncu conbract ave abhoensd 4o this Mipal Report.

The attemyt has been wade in this Ltnuu “”pu T GO valoe caly those
iscues and problens thoit have nob been discnzoed in-depth by the
Contrectosr with the LCHS sLaXd, }UJ” G nmunnﬁ Apsceietes or the WSAID/
Dolivia, Hony other tlencnhesion oo pilenn, ond some p*oﬁ :ep design
probloms, have heen edavenced vy whese three gToun with the Contracton?s
participation. Solubicas Lo these probicus huve e¢ither been apreed upeon
o7 pleas have been wade o look for solubicas to Lhem, Therefore, all

i n6L been raised agein ia this feport.

'\ '~_’

of these problzms hav

(E)

Lalal s SR £/ 1) | PUPRDISINI ROU I
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Attachront A
Final Report, 8/76
Teuls “harnten

Small Fermezr Organizavion Management InPormoticn Svoten
Gan i G2 webin

cieutn te cecnomically
2leprent Sorvviee

After twelve years of vrovid g sotial infrastweciure p:
rural pooy commmnitie livie. the Hationol Gomruni
(NCDS) hes rubuwied upen o nev foess of previding esaath 4
commnitien vo fveveass thelr aspleodiornl peeducsion, on
viable infrosiructure.

LR P - o
C8oTntls some

avia2 encuomienlly

rald
W
3

Thic change in fesva, or nou wpjective, of the KCD3 38 a wRjee vransiticn which
ic naving %0 impaet vony the trgenizesion®e atrueture nnd it Y hoth
techaleal and odminictrativz, Under the traditional progrom of previding
soclal infrastructure, NCDS %achnicel stafs ¢ouwid spend months, even yeoars,
developing projects with ths couwmmities ap a pece uhich suited the NCDS,

This pace was determined by svailobility of funds, technieal expervise, political
decislons and zome central pianning by a nighly ceondyalized and personalived
nationsl staf?. The new cbjective of the KCDS, providing credit and ecoacuie
infrastruciure, is a new ball game for the institubicn. Credit sust be made

to correspond 1o planting detes, vhich vary from regioa to reglon, and also
within regions Pfoxr irdividual ¢rops.  Supervision and {eechaical inputs must
arrive in each ccwaunity on the dates when canpesines are veady for thig infove
mation, not when it 1in ceavenient for NCDS ¢acnnicians. Feortilizers, pesticides
and secds mist be wvoilable when needed ang in the quantity end kind needed,

3

>

Highly centralirzead managencat for this new cbjective of %the NCDS is impeasible,
The time-log betveen the provlens and response ia oo great, Only the most
basie astivisies can be rogrommed nationally; eredit and Pertilizer ullcentiens
and the mssignments of key versemiel. Short renge deeisions can be menitoced
nationally, but they can only be nnde effective at the zonal and z2glonel levels,
2.go reallocating Textilizer when one zepe cxeeeds its plenting tuvget ond
ancther fails to weet 1%,

Although the dezuments presented by NCDS in developing the ucwv chjoctive eall

for decentralization of major fonctiong, this institution ceabinvas Lo bo nanaged
by @ highly personciized snd centralized centiral staff, Aetually, four oy Cive
key cantral officisls ave presently making ail of the impowicnt doslsicus Lo
NCDS,

One meens of breoking out of this present sitvation Lo to begin to develop o
manegement information aysiom (Mi8), whieh invelves symehrenized zenal, vegional,
and central-level deeisicn noking, keoping in miad Ghot dzeentralizoilon meaas
allecating mespoasibilivics {Tomebions) 4o periened ood zonal devels, omd
providing them with the raornvoss o ceRyy ent these regpoasibilities.

£

An effective MIS doss ot hoeessarlly wequive claborate ausomabie dasa proceasing
arrangements. X% can be buiilt into field operaticas, with basie data cbtained
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by zonal and regionsl technicisns ap part of their yogular vork, Communitien
can and shevrld portieipate in informabion gathering 2nd annlysic of da%a, and
Perhaus more japcrtant, they shawdd paretledipate in doeisicn

this informaticn. The saelysis of the dasa shauid b
gimple.  Phe systom can vusdtoe Winely mooulis o i
eperabing 4 e
dotu are autur

25ed upon

L probize ie Likely 4o )

A3y ered dn ten-level policw making,
15 - o (3 -t

s
silong,

ATD paytiel oo eht sotibliishuent of a RANECTIENL 10x
part of & prorun vezua vice preduntion sn tho o
of this paper suwsviezes Ehic MUY, Perbaps it hes onn
Pregram, Coly the cubiin: of tie system s vreseuiod i

.

.;

ox dlowwinion o Lto
applicablliity wo BLOI, Covlonely, a great doal of vepk vanld LU oneeded o
adept it vo the FODS Fragram,

Foux probien aveas were tdentivied in which o KIS hsd to be adapied o £it
N L] - \—‘\ . .
the egviculfural project.

[}
o
=
[l
(DY
o

1, Linkse between informabicn pourees and deeision peiats ax
Ioose and limited,

exbremely
2. Casual faclors ove nut aivaye elesvly knoem, making 16 difficuls vo
determive whet is relevont lafornabicn,

3o Collecting gate pregeats problomy of cest, renistence, and tendencies
to lie,

b, The diveraity of informaticn soureen “nn threaten the cohersnce and
rellability of an information syehem,

£e constrainta
omprehensive

The MIS developed in the Philippines® program scught to ovayecus th
and establish and infommiicn system for menitoring and maaoging a
effort to increase miqe produetion,

e
¢

The system used is a control MIS, where a feu key doba elewcnts 2re selected
’1' uy A » LY ~ -
Yor ccatinucus chservaticn, Yeeoraing, wonitoring, stolishieok naalysia, aad
sumparizing for wenagement, Performance standexds ore estiblishzd vov Ghe
date itens. As long as aecamlishuents fall within acoops bl Linlie, monace-
- i & A
ment does not intervene, When wesuits fall cutside eotabllished Limitn OG-
ment ig inforined, investigation takes place, ard approoviete action taken,

The objective is a fest, veliobiz information ~honve? batyze

gl - -] .

arcas end zonal, vegienel and cenvral level annlysti: and den
A, sLena v

Bssentiel features incivde:

2 rueal tavget
igicn wakers,

l. Bascline Dato:  Tnolude Hho el
develeped by zonal esriculturalic
Planning and acheduling o ol
pesticides, ete.) ave Looo

clpaied wlming o plaiting, vhich ere

1, lezol Qavmers and cownunlty leaders.,
% other lmputs (fertilizern, ceeds,

wpon Whis informaticn. The sosio/econcmic
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tvudies bring terget grouwns into the plunning prosess, mininize tendepcies

-

toward arrere and aisynderstandinge shen the progyer = imlensntod.

I fuput delivery,
AVEROY cuvertes, and nroduction flaqures, ond obler 3 Goms dlweetiy xelated
Lo pruducticn,

S*mndurd Indichbtoras wdinde foput lovels Bimding oo
D ki s, 40 e ~ g

Iy

Perie i Beoone the besis e coveing tergetn. Tiuse ave
2% ¥ ey of targets and ageopbebl rovges o varlance from
target ©lils Gng fipudts is Getermined,

wedl ol , : Aepooting and Anelyses:  Upe worksheets Tor
recording data angG epuivs yor transmitting doba, MYS proviems lie in
sendiig %o eweh womnpiized data to wanagenant,

Standevdlicd Pogwn
LRSS :

Datu Collectivns  Is denc by ageiculturaed technleians ac Pasy of guper~

vising and essisting favmers, Monthiy data on cach feymexts aracion

18 recorded on standardized workeicels, Each month the technlsian agpre-
fates the information Yow 223 of his Formers and cend 10 o the roglonal

office, along with a stenderdized Form noting avy probleus and asking fop
any asslstence,

4 ¢

0

The regional office swaarizen thig information end sends e¢nmulative
regional tutals to the cerbrol MIS offiee by the Peatest availavle meang,
radio, telegravh, perconalk dispatceh, cte,

Data Analysin: he naticoal levsl sepavaties each key indicator o
separate tuobles. Data for every region are compared with the target for
the indicater, and the regicns ave rauk~ordered sceording o performance.
Reglons Zalling above or beloy pre-set tolerance limits bezom: chject of
stafT attention,

Feengg&: Yz accompiished by sending o each wegion copies of the
monthly report compuriang regional sbandinge fox vewrificotion osd looal
management uese,
Evaluation: Y5 done by monthly visits by central stofl bo “exeepitlonel”
eld sites, Perlodic intensive Burveys and revicus are clse wnoenésd by
the centval MIS si8ff, by agriculbwral evaluotion atadd, cte, Tho MFS
staff also tekes »andom Field geoples or preduchicn, Other depeztnents
investigate pyoblems of ingut availebility, wonagerial eifectivenvae,
mazkeZing, and other cendiican inkdbiting torget aoccunld shuznts.

Causel Analveis: €5 bamed on cowiain ascunptions about vhat conses
increased rice preduetion.  For oxamole, o scrrelisation bobween intenpe
supervisicn and increused yieid is ascurazd, % ia appumad that evzdit
avallabiilty correlotas with yield, cnd thet lcan ylelds are linked with
loan repoyusnt rates,
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Rank-ozder corrvelaticn betreen voricus indicators woed ia the MIS
should convribute 4o an swualysis of theoe cperaling aoowupiticas.

oLk

10, Deciglen llokingr Loy MiS 1o on “; eninstronnat fon
declcicas.
tonl for o

cEr ey B w
WA wld

nanacament

Poor dota quallity Lo ¢ Losid

TOPOs widw yIekas Cul o L I : .,u,\.,.v;.’.‘.. o4 yasted
intercent in Sopus bix’z’; copiovoninto. Bioasat o 23 shzeld
are an fmperivnt pord Bowneaeans W enbive MEIB pmey bo ousteined by

incentiven o :.‘-.]_i_?t;ﬁ; o O

3y, owicsly end uwgedully, She key

for making the synten uoxi 10 eviawmies ihat poed infowuation ic z
in making ascund, timely, piactical decisicne,

IThornton:ce



Attanhmmny B
Fioed Beport, B/76

Levis Shoroton

A Propesal to Dotermine the Ability of the Bolivien Henliog
Bysten, and Other Fotemtial Suppliera of Credit, o Purovide
Loany 40 8pell Parmer Orgunizaticns

1. Intreduction

The insent af 4his propesal, which §s baing submitted to UBAID/Balivia,

1s to outline en spproach to determive whether the benking systen of Boliviae,
and other poteniial suppliers of eredit, can effectively provide loans to
geoups of small farwers vho have ow anlzed themselves to impzove their socio.
ecamomie livalinged,

A WAXD loan hes been geantzd o the Covzmmment of Polivia to provide credit
to_gwall- Zaemcen, (One of bho prineiple ohjectives vf thias Loan Is—de-ensocurage
small Rarmers 4o organize inte cocperntivaes utilizing the credits to cqr@emtively
Aneresse pradustion and the cevelopnent of egvicuiltural irfragtracture . ) The
Watimal Commmnd by Bevelopront Bervice (w1t provide the machonisn by which L
small fermer crgenizedicng will develop into viable groups\eble to compete

for the Yimited eredli fesicwrsey provided by governmsnt angd private inetituticns.
It i3 estimeted that within feur o five vears, perhaps sooner, come of theze
Bmall Termer evgenizotions will haye “groduated” frem the HODS progrem and be
ready to compete in the eyedis merkets.  Mowever prepaved these groupsz are o
corpete, thexe ig Jittle experienn? within the becking sysiem in dealing with
this new clienteie, The eareity of hwewviedue of banke and private suppliers

ef eredis, {ovecd producere, fertiliver snd pentieide vuppliers, ete.); in
dealing with seall faimer organization: cicaten e great deal of wcerteinty

ln &)1 institutions interested in providing credit to these groups.

Thic Peoponal addresses Lhe losue of sounreity of Inouwiedge by cutlining an
apprenta T indermaticn gatliering and evalyeis to determine whetNer the banking
gystem ead other suppliers of erediv, as prezently crgenired, can effectively
provide eredil, edvice snd supervisicon to orzanized small Tarmers, I% seeus
eleor that any system intented ¢6 weagh Jarge sumbers of loi-4nocme vroducors
w1l hawve t¢ be based on principles difPerent from these designed to resch e
relatively few lorge predueers. Fop exarple, small faraer: pequive wue . swre
serviee, imcluding cleger supervision, than the mare commzreialized lovs -
Tarners, and more yiexible pelicies velating to erodis celiateral, downpayment
angd vepoyment schedwles, Therefore, i€ i% is determined that the bunking
eystem and other swppliexn consot, as presentiy ergendudd, provide thase
activities Yhen we propese to bring additionn) infermntion to bear to
defiernioe whet chenges are nocessary and feasivle to male hoce institukicnn
mare effentive, We alse prepese to cenrch oul inforusitien vegording the
experience of emadl Pavper cvganizeticns in chicining loonn fyea bankso and
private supplicrs, Agein, 1€ it o determined chaw noy need to be chinges
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made in these amall feymer organizoticng before they can of ffai:i:esy coapzte
in the credit market, these changes will be presented. Ve alse prepae o
identify other institubicns which might suppiewent the afforic \,,’ Tha *xnl‘.»:*.
system and private sunplicrs in pmmﬁhzg Xeons, edvise end cuncrvis

small frrmer organizeticnu. Further ve will "&V*Ctr tho T -
to determine effective ways instihution 3 in cthay fLatin &
have been organized Lo poovide credit o small farme:
an analysis on all i.nr.sm weien gathored, we prop
%o bea¥ oo the kinds of d,_.“uiou USATD/Bedivia wh m.i. 3
decided that Jurtker finansial ond Lechndcal assioltance Ezhu:uu ¥R
the Sovernment of selivia in suppect of pubdic and private Instituiions
providing lovns, on o cesmrsoield basls, 0 owall Pavmer grganlzations,

X, e Hethodolany

""J,mu,z W prapaze Lo mile on Intensive review of ouisd ting citvdies which yelate
‘%0 the S213visn cuperjendes, o5 well as other experiences oub side of Bollvia,
in.peoviding sredlt Yo m}fi fermers,  Zhese studies will be disted with a
summazry of their ecnelunicrs, t@ﬁm’ #ith cue coservabionn divected to the
cenbrel peints of cur pus '.3;:.::‘1‘; 1/

b f‘vz}'ﬁ ¢ ivatitubions vhich
- sealdl faymer orgawizadicas
ye pTi vmed eredit wild be

(‘:,Q;'bnd; iel
have tha :’;t;:i:»'?
Al.uu‘, e |
maexweu._aa

‘ 'i‘hira, _ viewd wiln be senducbed uith mwalld fermop gronps whe huye
recelvod ovBGiT T We will sclest tunace groups from liete previded by the
instLl v.tz,mm aenticned obove, ond alee selost groupes from the three nest
populated regicns of Buiivie, i.e.. altiplenc, valleys and tropica.

Cu

By the natuve of the dilforend baskilng dnsbitutions ond zn3ll, fermey
groupz weaticncd in peints {wo and Lheee, dii’f eraut quen ,mn’»exirce will
have Lo be develaped. v U«svez" ws Propeds o wse basie Zmentmns,n ca¢h
intereien uhich will be draun wj ?31:1:,9 on Lc@n‘.w«' Lapes for analysis
in ooy f‘l Ak rgpert, & emall grevp of intevvieverz wiil be tzained,
portioxiariy oo (he nnceulliﬂc. of mm nming the peed Yor thie typ@ of
information uu.a Akl fermer graups. Df‘n.'i(zping interview gchedules,
troining iutewviswvers, and esoisting in the onalywis will ke the TEOPOR.
s8ibility of e Eclivion .‘;tnb.c‘lz»gf:‘ uho hos speelalized in investigeticn.

Fourth, we prepese e mlassify, evaluate end cvomavize the informaticn end
ensweyr he basie quasticus :m,:;.se d in the Indroquetion of this prcpesel. A
gampie of The kinde of generel questionn That must be develcped it the
gpecific gueaticomaives ieg ug ‘g.m;w.;a:

et

1/ Bec appendix A Yor a pexzial 1ist of these organizotima.
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(We will submit to USAZD/Bolivia the dreft of the quectlonmndvcs for cvale
uaticn aed fuvluvsion of addibienel information they nmoy wish o hove),

-,

1. What oxc Ghe ohod 5361 'E{I'}.i.C1&f3 of the major b&z‘lkit’:f' 13.22(3’{:?7*.5'.?'.biwu, wouard
O
i

this 4

2, What cifladels of ths banking system veally Pucl cboud Jending
to punli formok orgonizabions,  8hould instibesions spseiciisze in

providing sredit, or shonld they be mulbipurpese, i.c., provide oom-
plevcrntovy sepvices,

3. Whoet cetunl cuperiences have these institubtions had - we nrepone to
egk for mecerds and supporting docurnnta,

4, What otructuval changes in these instituticns would Le wecessary %o
reachh these new clientele, c.g. eteffing changes in vegiconel and loval
offices, new wolss, fusctions, and project cvaluetion ong cupervision
eritevic.

5. Whxt records or studics sre evailsvle with »egoTd %o the denand for
evedit Zrem owald fevmexr ovganlzatleons.

6. What vecords eve availeble from banking end non-vonking institutions
with regard to wepoyment raics of oeadl Javmers.

7. Would iptevest pabes vary ez om2lld faraer groups Xron those prasently
charged 0 ler gay ecummzyeind produteys. How would the intevsst spreod
be determined, Weuld amortizabion policies differ for thoce grouna and
eonld repaymeat be coordinated with crep mmarkesing.

8. VWhat types of projects would private and state kanks be willing to Zirance.
Are thexe gecgrephical lwmitations, What assistance would bo given in
project przsentabion, ond what supervision requirenents would be nade.

9. What type of guaraatess would be required Trom omald. former ¢rganizationg,
Whet are the preseat policien with regavd o lecan guarentees,  Jeuld small
farmer orgenizetions be permitted to vse their o TOpR 18 guarantees, would
the predustive capaeity of his holdings suffice, could chattel nertpeges and
liens be used,

10. I there wove to be a nobionad epvicuituzal oceurity plon Cor Tolivio, what
vould B2 vhe hasie requivensnts for oush o olon, Ir sveh o pis

for Dnliviz, Wiot oxve 4

baen o5y Bon-roveraEIm

curity.

11, Uhat 1osbitvbions cwe procently weovidine tcolinleol 000ichonca Lo $ermers.
Yhat cze She strengbhs nud weohmoooes of theoe inotituiicnn oo ooon by the
banking oyoten and oeall fervecy orgraisabicns. Do private supnliere of

3,

erediv provide advice $0 emall faimers.
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What has been the elfect of £leld damenstraticns won actval odopticn
of agricalturel dnnsrabicns, MNow do Lammers leavn of or usye persvaded
to t¥y nov mothols. {(Auihovsh thio io o vrocoyeh project 4n ifoelds,
vhich io boyend the cenxs o Shis progreeld, wo ore olizmbing o got a
feel Yeor nivr o Lo woowpraivabions bolicvn they e iney
proeduatic: ¢ 4 deave the foyrpsy
off, }

What othow
of Croait,
effcotivoiy

aling oyoton ard privobe suppllezn
nd pcsuluzu produccng, could

ot . . |y - L vy pagas S vy .

An o lant zesorly \LQ GO el ZaNeIes GuRn ©0 Hor ¢pedls.  Uhet are
~ aye .r‘ P LIS K- o S T 2 a

the scbuel intorest »oczd payed ond whnt geovintees (o Bhoy zoauire,

What attenpis have boen wade in Boilvia 4o wshiline v
order o rzduce the dependence of agricultuve on extewnal Funds,

Ao
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Appendtx 4

Partial list of inutitueicas tuich will ke agked to provide information
and availeble ctudfes rolatod to the prepened Project.

1. UBAID/Botiviz and Weshington

2. BID

3. World Banlk

b, P

Se XICA/0AS Rured Develapment Division

6. INGAVI Pyoject

7o EHZRAPD, Brazii

8, CuA Wiseonsin

9. Hichipan State Univezrsity

10, Indiona Univers ity

1L, Winceasin University-Lond Tenure Conter

12, DESEC/Bolivia

13, CONEPTAL

. Hationsl Commwnity Developrient Service

5. Instituto Nawional de Sstrdfnticas

16, Unidn de Baaccs

17. Puebla Piojeet, Nezico

18. Benco Agricola de Bolivia



Altachment O
¥inal Report, B8/76
Lawin Thornton

8cope of Work - HNew Personal Sexvise Contzact

ooty

1.  Evalvate progress of decenirolizetacn vrugram being imokewented by NCDS.
Make rsoumaendotions renadbing fiem hia evalvationts fonsrachos of DS
(RRIA) cnd USATD,

2. Uecrdinote tie propevetion for, and perfurmunoe o, thy qesi
State University of nn evn)eation syseem Tor HUDS eduseticoel sivities, end

L 134
supervice NODS und R L, the implementeticsn of that evaluating,
3. Sollect date om the distributien sud anidization of agriceitural. produsiion
eizdlt vnder ATD Loaa 5:4-T-035 during the Fivssh egrizulivral ayele as provision
of techaical agrizuifural tzeining and avaiiebiiity o agriculiueel inpuis,
and make any Aguedsary rescmmondations for projock padificabicns to RRITA
and USAYD.

ke  Biplere possibilities fow greater Involvament of obhor orponizabicons iu
Bulivie in the Swall Ferpey Orgoanization Pzoject, to the cxtent thos ‘they

can cceuplenent or reinforee exigbing astivities. Mrke vertinent racemmendaiions
to ERWA and USAYD, ood susist §n the egrly developrent of guoropriate dnter.
agengy eocrdination mzehanisa.

5. Assist HUDS zud JHALCD {the Heticoal Ccopewative fussitute) in developing
specifivations Lo corply with proswrement of comncdities financed vith ALD
grant and 2oum runds.

6. Azsiot WODS in ¢he idenbification and procurensne of Pilwe and edvcaticaal
matexials in support of praject,

7. Cuezdinate in the tmplewcatation and evaluation of the Food Lo Wovk
praject,

8, Participate in the evalustica of Loun 5AX-T-055 scheduled for Feb
1977, iIn prepavaticn for this evaluation, eontravtov must visit each
regienal and zenol LSDE offive ipcluded in project o evalvate prograss and
eenstralnts.

9. Assist in the cvientetion of the RRNA coneract team lp such matters ag
project Lacikgroend, NCLS strusture aud stall, and Bolivian sccelo-cconcinie
cenditions,

10. Perform other asolganents in Suppoert of the Project as directed by
Community Developrent Advisor,


http:Commitm.ty



