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INTRODUCTION

The proposed USAID loan to the NCDS for the development or im-
provement of small farmer organizations in Bolivia is fundamen-
tally based on the establishment of a Revolving Credit Fund of
roughly US$6.7 miliion to finance the construction of economic
infrastructure wrojects, establish small rural productive enter-
prises, and supbort cooperative development activities. The pur-
pPose of this report is to appraise the institutional capability
of the NCDS to implement such a credit program.

In our view, that capability is highly questionable at this
time. The NCDS ig currently experiencing a series of technical
and administrative problems which, if neglected or left unresol-
ved, will make it impossible for the institution to manage the
bProposed loan effectively. For this Teéason we have devoted the
first and lengthiest section of this report to a description
and analysis o these problems. Although we have specified our
recommendations for alleviating them, we have done so rather
tervatively, cognizant of the fact that adequate solutions must
await further in-depth investigation, dialogue, and consultation
between USAID, the HCDVS, and the GOB.

Assuming that the problems cited in Section T can be solved
effectively, Sections II and III of the report deal with various
aspects of the proposed Revolving Credit Fung program of the NCDS.
Section II deals with internal aspects, such as staff availability,
project selection and promotion, training of staff and project
participants, sub-lending proceedures, use of female change agents,
and project evaluation. Section III addresses the implications of
NCDS staff participation/coordination with other USAID~financed
programs in the rural sector.
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Because much of the content of this report is devoted to descri-
bing weaknesses in the NCDS program, we believe it is appropriate
to address at the oulset some of the strengths of the Service.

For this is an institution with simmificant past accomplishments
and future potential. After surveying fourteen rural development
prosrame in Latin America—in Paraszuay, Bolivia, Pert, Ecuador,
Colombia, and Mexicoln—we consider the NCJS one of the most effec-
tive and successful.

Strenpgths of the NCDS

The Service claims to haye worked in over 3,000 rural communi-
ties throughout Bolivia.a If so, no other government agency in
Bolivia can claim broader rrogram coverape anong the nation's
farmers. liore important, the ICDS is generally well-known and
trusted by the rural nopulation. In support of this assertion

we cite four critical indicators. First, the NCDS mobilizes

some 65 percent of all nroject costs, on the average, from the
residents of rural communities assisted. second, substantial

cash contributions are mobilized in advance of project construc-
tion activities. 'hird, there is a high project repecat rate—
i.e., the large number of communicties which, after completing

an initial project with NCDS assistance, request a secoad, third,
or a fourth oroject. lourth, the HCDS receives far more project
requests than it can wcnswer. For example, in the regional office
of Patacamaya, 47 project requests—which can not be attended

for lack of NCDS srant resources——have been received in the first
four months of 1975. .ome of these requests have been accompanied -
by large community cash contributions which had to be refused

or r=funded.

1 See Mickelwait, liorss, Sweet, and Hatch, Strategies for
small Farmer Development: An smpirical Study of Rural Development
rrojects in the rhird World, Technical Assistance Bureau, AID,
Washington D.C., Hay 1975. This report contains 36 case studies
of rural develooment projects in Africa and Latin America.

2 The exact number is not yet available since the NCDS commu—
nity file card system, in disuse since 1673, is only now in
the process of up-dating.
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The Service measures its own impact by statistics on projects
completed or under construction. But these figures fail to do
jJustice to the full range and outcome of NCDS activity. They

do not measure many dozens of projects created by demonstration
effect. A case in point are sheecp dips in the Altiplano. Although
the NCDS has only assisted in the construction of perhaps a do-
zen sheep dips in this repion, it is estimated that some 200
additional structures have been built by private community ini-
tiative. Nor do NUDS statistics measure arricultural and live-
stock extension activities. Often in cases of livestock epide-
mics or insect plarucs, campesinos request technical assistance
from NCDS agronomists rather than from the Bolivian Arricultural
Extension Service. Nor is the work of the HODS female exten-~

sionists reflected in conventional statistics,

Nonetheless, the institution's primary performance indicators
—projects completed and under construction-—are impressive
enough to stand by themselves. In the last five years (1870-4)
the NCDS has completed 808 projects, incluiing 384 schools,
160 rural clinics, 96 agricultural and livestock orojects, and
168 "engineering" undertakings—such as potable water systems,
roads, and irrigation structures.

This level of accomplishment would be impossible in the absence
of close working relationships and two-wéy communications between
NCDS technicians and the residents of rural communities assisted.
By far the most important feature which distinguishes the NCDS
from other government agencies is the fact that no less than one-
quarter of all NCDS personnel are Quechua or Aymard-speaking
para-technical change agents. Most are indigenous residents of
the rural communities, trained by the Service to fulfill pro-
motional and supervisory functions in thz countryside. In five
training centers the NCDS has, until recently, trained more than
1000 rural men and women per year. A fraction of these are hired
by the Service, the remainder prepared for vcluntary leadership
activities in their home communities.
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Finally, we should mention that we have encountered within NCDS
senior staff and field personnel an attitude of candid introéspec-
tion and self-criticism about the institution's deficiencies. As
outside consultants, our verbal sugsestions have been eagerly
solicited. In our data collection efforts we have received com-
plete cooperation at all times and unfettered access to adminis-
trative, accounting, rersonnel, and other sensitive documents,
But beyond encouraging outside evaluation, the NCDS has taken
dilipgent steps of its own to diagnose its vnerformance liabili-
ties. In March-April of this year, the Service undertook a com=-
prehensive Diagnoghico to identify vproblems in on-going community

projects. A partial summation of the results of +this inquiry con-
stitutes the departure point for this report.

In sum, the ICDS has achieved vroad coverape and significant
socio~economic impact in the Bolivian countryside. It is the
one government institution with best access to, understanding
of, and communicetions with small farmers. 1t is self-critical
and responsive to change. It is possibly the only norogram in
Bolivia with the potential capability to organize und finance
income~generating orojects among small farmers on a national
scale.



I, TUCHNICAL AND ADMINISTRATIVE PROBLEMS

) . . . 1
Ae. An Overview: ‘The LCDS "Diarnostico"

A total of 226 community projects were evaluated in the NCDS
Diarnostico, of which 143 (63 nercent) represented social infra-
structure projects and 83 (37 vercent) economic infrastructure.

The Diagnostico reveals some evidence of technical ineptitude

on the part of the LS. Technical or planning errors were ack-
nowledged in 23 projects (10 percent), and in 4 cases these
eérrors resulted in the paralysis of project construction. Far
more significantly, the Diapnostico describes an alarming break-
down in the NCDS "delivery system"—i.e., serious problems with
the institution's ability to provide required materials, machi-

nery, technical sunervision, and project hookkeeping controls.
One project out of every five was described ag "paralyzed" (48
projects in all), and in 22 cases the cause can be attributed

to an NCDS delivery system failure. Across all projects surveyed,
problems of inadequate technical assistance or supervision were
cited in 102 cases (45 percent); delays in HCDS deliverieg of
materials, equipment, or other contributions were cited in 92
cases (41 percent); lack of adequate projuct record-keeping was
cited in 46 cases (20 percent); and failure to meet commitments
on promised Food for reace donations was cited in 35 cases (15
percent). In controst, community-related problems were mentioned
with far less frequency in the Diapnostico. The above relation-
ships are listed in reater detail in Table 1.

1 The figures cited én this page and in Table 1 are the result
of calculations by the authors. Althouch data-collection for the
Diagnostico had been completed by the NCDS before this report was
begun, no analysis or statistical measures on this data had been
attempted by KNCDS staff.
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TABLE 1: TABULATION OF PROBLZEMS CITED IN lICDS DIAGNOSTICO

Categories Total Percent.

Projects Surveyed

Social infrastructure 143 63.3
Beonomic infrastructure a3 - 36.7
rOTAL 226 100.0

Paralyzed Projects

Social infrastructure 28 58.3
economic infrastructure 20 41.6
'"OTAL 48 100,0
Causes of Project Paralysis
Rainy scason/planting scason 21 43.7
Lack of [iCDS deliveries of materials, etc. 16 33.3
Technical ervors 4 08.3
Lack of technical suvervision 2 O4.1
Lack of community cash contribution 7 14.6
vomnunity disorsonization 5 10.4
Lack of community interest 2 o4.1
TOTAL o7
Problems with NCDS: All Projects
Lack/delay HuuS deliveries of materials, etc. G2 40,7
lnadequate technical assistance/supervision 102 45.1
-Irremsular sunervision 85
-Technical or planning errors 23
Lack of [Food for Peace @eliveries 35 15.5
lnadequate project record keeping 0 22.1
TOTAL 38
Problems with Commuaity: All Projc.ts
Community disorjaunization 25 11.
Minimum residenc participation/lack of interest 27 12.0
Local administrative irregularities 10 04.0
Inadequate community contributions 17 07.5

TOTAL 79
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B. Shallowness of Technical Expertise

A professional derree is no guarantee of competence. On the
other hand, degrees are commonly seen as more reliable indica-
tors of =xpertise tr . on~the-job experience. In terms of pro~
fessional derreces, the expertise of NCDS technical staff must
be considered extremely shallow. A survey of MCDS personnel
qualifications conducted by the authors with Mr. Felix Fernan-—
dez, Jefe Dept. L'écnico, yielded the following conclusions:
1. The NCDS does not have a single nrofessional degree
holder amons its field staff, neither at the regional
or zonal orfice level. Although some have up to 4 years

of post-secondary training, they have failed to com-—
plete thesis requirements.

2. Regional nnd zonal office heads show relatively low
levels of professional preparation. Out of 16, 4 are
maestros rurales, 2 constructores civiles, 3 amronomos,
1 toposraro, 1 tecnico meclnico, and 5 with no post-
secondary training whatsoever.

3. The above were appointed without reference to uniform
professional gelection criteria. llone have been requi-
red to take gualifying examinations.

The scarcity of technical expertise in the field offices is
compensated for in two ways. first, the central office hasg pub-
lished manuals for the design of certain standardized structures
such as schools and health posts. Second, all non-conventional
project plans devecloped at the reéional or zonal office levels
must be approved by the Technical Department of the central
office. Technical amendments to plans submitted from the field
are frequent, resulting in the return of many pnroject requests
for revision of budmet and technical specifications at the local
level. Such amendments create considerable delays in project
execution and, on occasions, have resulted in the paralysis of
the projects themselves.

The problem of shallow technical expertise throughout NCDS field
operations is, in the first instance, the result of inadequate
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salary levels. Given its budget constraints, the NCDS simply
does not pay cnourh to attract qualified professionals. Worse
still, the INCDS does not pay enouch to keep even many sub-pro-
fessionals. Cnce they have acquired some on-the-job experience,
many are able to qualify for better-paying employment elsewhere
in the public sector or in private industry.

C. Hipgh Personnel ‘Pfurn-Over

If on-the-job experizcnce is to substitute for professional degree
training, it is impcrative that staff continuity be maintained.
Such continuity is ccnspicuously absent in the NCDS. The causes

are twofold: (1) a prohibitively hich rate of personnel resigna-~
tion, combined with (2) an excess of personnel transfers of assign-
ment.

l. Personnel iesignations: The Personnel Division of the NCDS

keeps a register of all employee resirgnations entitled Cartas de
Apradecimientos de Servicio. In 1974, out of a total of some 420

employees, there werc 275 voluntary and/or compulsory resignations,
which represents a 65 percent turn-cver rate. At least 42 resig-
nations were the result of a policy decision to eliminate the field
position of TDCs. 'able 2 gives a break-out of resipnations by prin-
cipal categories of field staff:

TABLE 2: 3usIGNATIONS OF NCDS FIWLL STAFT IN 1974

Positicn Total Resigned Percent
Resigned
Jefe Repional 8 3 37
Jefe Zonal 8 5 62
Ing. Regional 9 7 78
Constructor Civil (Of.P’royectos) 26 12 46
Arsente Jooperativas . 18 6 33
Agente Credito Agropecuario 14 2 14
Esp. Bienestar Social 27 22 81
Asistente Administrativo 10 4 40
Chofer 29 25 86
Supervisor de Area 89 40 45
Auxiliar Bienestar Jocial 29 23 79
Training Center Director 5 3 60

Training Center Instructors 20 23 115
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The above fipures paint a dismal picture of an institution

whose activities are crippled in at least four different areas.
Pirst, its administrative continuity is handicapped by the in-
stability of repional and zonal office heads as well as adminis—
trative assistants, Inadequate project record keeping is undoubted-
ly the direct result of this instability. vecond, given the loss
of rerional engincers, civil contractors, and area supervisors,
the NCD3 can not provide adequate technical assistance in project
construction nor efrfectively supervise construction activities

by the community. In thig resard it bears mentioning that a pro-
ject blueprint which is correct and feasible in an engineering
sense is absolutely worthless unless the plan can be implemented
exiliuitly. Lhird, unable to keep its training center instructors
and directors, the HUU3 training capability—for its own staff

as well as rural men and women-—must be considered virtually

nil. As of this writing, training activities of the NCDS are at

a standstill, and no training center has siven a course in the
last seven months (since November 197%). Fourth, because of the
instability of its especialistas and auxiliares, the NCUS program

with rural women Der s¢ is non-existant, a non-program. At best,
it consists of a bundle of disparate, uncoordinated, ephemeral,
and superficial activities devoid of any overall strategy or
coherent roals. But Iinally, consider the turn-over in NCDs
chofers. Instability in this staff catemory is particularly
acute because only the chofers are permitted to drive WCDS ve-
hicles. The resignation of one chofer can immobilize a half do-
zen or nore NCDS techniciang.

It is important to mention that very few resignations of NCDS
personnel can be considered "disciplinary actions". Our review

of personnel reccords revealed that in 1974 only 13 resignations
were due to disciplinary reasons, of which 10 were the result of
"abandonment of post". A random inspection of personnel files
showed that many if not most NCOD3 employccs have received multiple
reprimands (llamadas de atencibn) for unsatisfactory service, but
rarely is a staff member fited. When we inquired as to the reasons
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for such leniency we were told that it is very difficult, gi-
ven current salary levels, to fill staff vacancies, and if

left unfilled for more than a month the NCUS stands to loge

the budget asignations or items for those positions. The atti-
tude of the Personnel Office seems clear: 1t 13 preferable to
kKeep a poor employee than to fire him, attempt to recruit a
replacement, and run the risk of losing his item. Needless to
Say, the policy is counterproductive. “There is perhaps no faster
way to undermine discipline within the institution than to in-
sist that poor Job purformance is not a sufricient criteria for
dismissal., But secondly, preserving staff to keep budeet alloca-
tions from shrinking leads to a worse evil: juggling staff from
one assignment to another to orotect items.

2. Transfers ot issignment: All assirnment transfers by

NCDS employees arc rocorded by the Personnel Office in a regis—-
ter called Cambios dc Asirnacidn. Juring LU740 114 KGOS staff
menbers—or 28 percent—rmere transfered. 1f the number of trang-

fers is added to the number of resignations, the level of person-
nel instability within the NCDS reaches 391 or 93 percent. Table
3 gives a break-out of transfers by principal categories of
field staff:

PABLE 3: ASSIGHH&NT TRANSFLRS OF NCD5 FIELD STAFF IN 1974

Position Total No. Percent

T : Positions Transs, Transt.
Ing. Remional 9 3 33
Constructor Civil (Of.Proyectos) 26 5 19
Agente Cooperativas 18 8 44
Agente Credito Agropecuario 14 3 21
hsp. sienestar Socinal 27 4 15
Chofer 29 1 03
supervisor de Area 89 31 35
Auxiliar Bienestar Social 29 45 160
Praining Center Instructor 20 5 20

During our field visits to the regional offices we heard a variety
of complaints relating to transfer of assifmnment., First, we were
told that many site transfers are ordered by the central office
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without prior consultation with the staff member involved.
This problem occurs nmost frequently with lowest-level field
bersonnel such as auxiliares and suvervisores de area. As

one auxiliar complained, "we are pushed around like pawns on
a chessboard". Indeed, another auxiliar interviewed had been
transfered—without consultation—to three dilferent posts
within the gspace of 45 days.

Second, with distressing frequency, many assignment transfers
arc self-defeating. & typical case is the assignment of a
‘tucchua~speoaker to an \ymari arca and viceversa. In other cases,
the transfer of one individual often results in the transfer of
another to replace hin, thereby multiplying the negative conse-
quences of personnel transfers from one office to another.

Third, in the case of suvervisorcs and auxiliares, their salaries
sinply do not permit them to transfer out of their home districts
without considerable cconomic sacrifice. "Theoretically, the sa-

lary level of a supervisor or auxiliar was initially determined
on the assumption that he or she would live and work in their
home district; hence, they would not need travel or living expen-
ses and could therchy et by on a modest salary. Once required

to work outside their home district, howevur, these para-tech-
nicians face sharp increases in cash outlays-—for work-related
travel, pension, and lodring. lonetheless, when transfered away
from his home district, the NCD3 requires its campesino change
agents to pay their own transporctation to new sites; moreover,
they receive no incresse in salary once they get there.

These problems cannot be dismissed lightly. The very effective-
ness of the NCDS—the key to its impressive accomplishments to
date—rests upon the use of rural, indigenous men and women as
bara-technical change acents. They are the communications channel
linking the NCDS to small farmers. They are the eyes and ears of
the Service., They cerry the brunt of project promotion and super-
vision activities. ‘‘hese individuals are not expendasble. If they



-12-

indeed are pawns on a chessboard, let it be remembered that

most games of chess are won by the player who sacrifices the
least number of pawns. The continued hemmorage of campesino
staff resimnations--which may be considered a direct result

of irrational transfer policy—is nothing short of disasterous.
Inmediate action is required to replenish their numbers, improve
their remuneration, reduce transfers to a minimum, and expand
their logistical supnort.

Zut passing beyond these para-technicians to NCDS field staff

in general, assignment transfers of anybody represent one of

the best ways to waste already scarce human resources., Other
things being equal, it may take a new staff member 6 months to

a year to adjust to an assignment, ~ain the confidence of the
local communities with which he vorks, and acquire the experience
necessary to effectively perform his job functions. A site trang—
fer requires this process to be initiated all over arain.

D. Breakdowns in the delivery of HCD3 Materials and Other
Assistance

The causes of delivery system breakdovn are many and diverse.
A few are uncontrolable——like inclement weather aad monetary
devaluations. However, the most important and frequent causes
mey be considered both controlable and unnecessary—the result
of administrative ineptitude.

l. Delsys in Processing Project-Related Documentatlﬁgz By
the estimate of one zonal and two regional office heads, the
average delay for a project request to be avproved by the central
office is two months. From then until the first disbursement of
materials requires, on the average, a wait of two additional
months. Unfortunately, in this four-month period the prices of
budgeted project materials arc likely to change; and if inflation
is serious enough, a new project budget must be drawn up. Insta-
bility of field personnel compvound these problems. Between the
time a project request is submitted and materials for its construc-
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tion authorized, it is quite possible the technician responsible
for the project's design will have resigned or been transfered,
His replacement is more likely to sponsor entirely new projebt
initiatives—-i.e., "his own projects"-—than carry through first
with those berun by his predecessor.

Once project construction has begun, a new series of processing
requirements arise., The field offices of the NCDS must submit

to the -central ofiice a full accounting of local purchases of
materials and skilled labor services (receipts, contracts, etc.).
Typically, complete documentation refarding a first disbursement
must be received in ILa Paz before subsequent disbursements are
authorized. Two separate offices must pass judpement on the
adequacy of the documentation received, the Accounting Office
(to control for value of exnenditures) and the Project Control
Office (to control for physical quantities of materials and
lahor invested in nroject construcsion). Loth offices currently
work independently onc from the other. The latter conducts its
review first, and even when documentation is apnroved 1t may be
delayed for weeks hefore passing into the hands of the Accounting
Office. If not approved, documents may be roturned to the field
oiffices for modification or additional Justification, thereby
creating further delays that can last wecks and months. When
finally approved by both NCDS Project Control and Accounting
0ffices, project documentation is further reviewed by the USAID
Accounting Office, wunich also reserves the right to return docu-
ments to the field for revision. The average delay between sub-
mission and approval of project documen’s between the NCDS and
USAID accounting offices is 43 days.1

While the accountants of »nth institutions engage en periodic
recrimination, few recommendations to expedite document flow have
been made that reach the heart of the problem: namely, profeg--

1 Based on a review of rendicidn de cuentas between NCDS and
USAID between August 1, 1974 and January 8, 1975,
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sional incompetency. Once again, because of low salary levels,
HCDS does not have a single professional business manager

(with depree) at the central office level. At the fiecld offi-
ces, the large majority of administrative assistants——who are
paid barely more than chofers—have no vost-secondary business
training and have little, if any, knowledpe of accounting or
manarement practices. Yet it is the responsibility of such indi-
viduals to maintain an efficient project control documentation.
These same individuals will be expected, in the future, to assist
agricultural cooperatives in bookkeeping and accounting functions
on a one-day-per-week basis. Both expectations are ludicrous,
fiven the skill level of wost asistentes at the present time.

2. NCDS Warehouse Orerations: Getting approval for the first

disbursement of materials is f'cequently only the first of many
problems to be faced by community project construction committees.
At least in the resions of Altiplano and Yungas, the community
comités must pick up thelr supplies in La .az from the NCDS
Division of Compras y Suministros. Here the procurement and de-

livery of project materials is reported to be not only slow and
inefficient, but arbitrary and irrational as well. A school pro-
ject in Oruro reccived desks as its first materials disbursement;
windows and roofin:; on the second; and cement on the third. A
project in Pacajes had previously specificd it needed & rallons
of blue paint; in La Paz the comitdé was forced to accept 4 gallons
of pink and 2 gallons of yellow. A comité from Caranavi went to
la Paz to pick up cement and lumber (even though the latter
abounds in Caranavi); its members were oblized to wait a weck

in the capital at their own exp2nse, and finally returned to
Caranavi empty-handed. Zxamples such as these are endless, for
one out of every two ICDS projects have experienced major prob-
lems—according to the Diarnostico——in procuring supplies und
equipment from the Service.
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The tragedy is that most of these problems are the result of
self-imposed liabilities created by the NCD3. The head of the
KCDS Warchouse Division is a retired military officer with no
management training. Aside from the man, the post itself is
considered of very low status within the hierarchy of central
office divisions. The Jefe of Compras Yy _Sunministros ecarns a

mere US#150 per month, whereas the salary of all other division
heads averages US}232. Moreover, since 1969 a tailor-made'set of

warehouse manacenment recommendations have been made available
by Arthur Young Bonsultants, but none have been implemented. To
do so requires a manasement profess sional, contracted with a
salary at least four times that earned by the current Division
head.

3. Vehicle Maintcnence and Repair: The NCDS currently owns

a fleet of 41 vehicles, including 23 pick-ups, 12 jeeps, & carry-
alls, 1 dump truck, anl 1 carso truck. In heavy eqguipment it
overates 2 bulldozers, 1 frontal loader, 2 sheepsfoot rollers,

1 cistern truck, and assorted 3 and 4-inch pumps. The responsi-
bility for maintencnce and repair of these items rests with the
Transport Division of the NCDS central office. Interviews with
field office staff reflected a high level of dissatisfaction

with current vehicle servicing. On the avern re, each field office
vehicle is out of service between 4 and 5 days per month due to
repairs. In Oruro one of the rexional office's three vehicles

had been und.rgoins repair in la Paz for three months. The only
vehicle at the Muyurina Training Center had experienced a simi-
lar fate. In fact, as of April 1974 only 18 of the NCDS's vehicles
(44 percent) were listed in running ordsr; the remainder were
undergoing repair (16) or listed in bad operating condition (7).
Such figures do not suggest an acceptable performance in maintence

1 According to an inventory conducted by Don Jorge Belmont,
Asistant to the NCD& Administrator.
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and repair by the IICDS Transport Division, especially if one
considers the fact that two-thirds of the vehicle fleet is
represented by rode’s less than three years old. Of course,

the cause is not da.ficult to find. As in the Yarehouse Divi-
sion, the Iransport Division suffers from false budsetary
economies and low saluries. Its head is the lowest-paid division
chief in the Service, carning a mere %135 per month. It is re-
ported he has no professional training in automobile or heavy
equipment renair, that the inventory of tools and repair equip-
ment is inferior to that of any commercial parage in La Paz,
and that the Division's budget for spare poarts acquisition is
inadequote to finunce the most rudimentary stocks.

Into this setting the proposed loan plans to introduce some
S5$600,000 worth of 1light and heavy equipment. To do so with
no prevision for up-~srading maintenence and repair facilities
in the Transport Division, and without rcececruiting competent
mechanics with experience in commercial orage manacement or

heavy equipment meintenence, is in our judgement an act of
irresponsible extrava:ance.

4. Breakdowns in iood for Feace Deliveries: Food for Peace

has a dufinite rolc to play in HCDS nroject promotion. It has
proved an effective incentive in setting communities orzanized
for a first self-help project (although its use thereafter can

be counter-productive). lionetheless, in many IFP-sponsored
projects, the offer of foodstuffs has not raterialized in actual
deliveries. In some 25 FI'P-sponsored projects undertaken in Oruro,
for example, the supplies never arrived; in consequence, no com-
munity thus "cheatcd" has requested further assistance from the
NCDS. Part of the probLlem apparently lies in the policy that

FFP supplies, while free, must be transported to the recipient
community at the latter's expense. This is an acceptable arrange-
ment for communities located only a few hours from La Paz; for
more distant communities the cost of transport may make the

F¥P assistance too expensive to accept. In any event, misunder-
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standings as to who wust pay for transport has resulted in
frequent delivery breakdowns. The communities often expect
NCDS to deliver the foodstuffs to the project site; the
staff of the Service waits for the communities to request
and transport the supplies. Given hiph personnel turn-over,
such misunderstandincs are likely to continue, with the re-
sult that the HCDS noay needlessly squander any rapport it
has established in many rural communities.

E. Other Administrative Problems

If staff is to show dedication, work extra hours on evenings

and weeckends, spend wceks and even months away from their fa-
milies, and put up with other hardships reclated to the job of
rural community development, such staff deserves not only ade-
qQuate compensation, but adequate administrative and logistical
support. They should not have to meet rasoline expenses out-
of-vocket for work-related travel due to shortames of petty

cashj nor should they have to purchase ofrice supplies, revair
tyvewriters, or spare parts for the office vehicle at their own
expense. They should not receive their salaries two months late,
nor have to travel to La Paz—alsc at their own expense—to
receive their salary check in person. But this is precisely

what field staff of the NCDS is expected to do. Administratively,
field staff are considered second-class citizens. Central office
staff, in contrast, are better-paid, are paid on time, and receive
ample per-diems when traveling outside of La Paz. These inconsis-
tencies need to be resolv.d, for as long as they versist they
create additional pressures for field staff resignations,
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F. Recommendations

1.

SALARY CONTRACWS TO RECRUIT QUALIFI=D PROFASSIONALS
AND SUB-LPROFESSIONALS FCR SELBCTSD MANAGERIAL POSI-
TIONS WITHIN THE N.C.D.s. CENLRAL OWFRICE

On a non-civil service, verformance contract basis,
qualified Bolivians or third country nationals would
be recruited for the following positions. Contracts

to be rranted by competitive selection (concurso)
wherein candidates must meet specifizd qualifications,
show written proof of work expericnce or academic de-
frees, and tuke a written examination. Contracts would
be for a mininum of 2 years, at or near salary levels
indicated below.

Specification of contract requirements for each posi-
tion, determination of selection criteria and salary
scales, and rccruitment of candidates would be super-
vised by an independent management consulting firm,
crant-Ifunded by USALD. Contract financing would be the
responsibility of the GOS, and snciald be made a pre-

requisite for loan disbursement.

Position vurrent  Contract Increase
sSalary Lalary Wb
b wh
Jefe, Upt. Admirist. 6,200 10,000 3,800
Jefe, Div. Contabilidad 4,600 8,000 3,400
Jefe, Div. Jontrol Proy. 4,500 8,000 3,500
Jdefe, Div. Comp. y Sum. 3,000 8,000 5,000
Jefe, Div, '‘'ransportes 2,700 6,000 3,300
TOTAL PR 10, 21,000 40,0C0 19,000

ANNUAL CO&it (14 MO.) 294,000 560,000 266,000
BQUIVALENT U8y 14,700 28,000 13,300
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s Recommendations (Continued)

2. SALARY CONDRACDS TO RECRUIT QUALIFIED PROFESSIONALS

AND SUB=PROFESSIONALS FOR OELECTED TECHNICAL AND MANA-
GiRIAL POSITICHS WITHIN TiE FISLD OPERATIONS OF THE
n.Cc.n.Ss.

The NCDS proposes to decentralize its field operations
by reducing its repional offices from 8 to 4, and ex-
panding its zonal offices from 8 to 18 (In total, this
represents an increase in field offices from 16 to 22).
The four re;ionul offices are to have considerable
technical/ zdministrative autonomy. To make such auto-
nomy pcssible will require a substantial up~-grading

in technical and manazerial expertisc in the regional
offices, and sirnificant improvement in management
skills in the zonal offices.

We propose that all Asistentes Administrativos be repla-
ced by contracted management professionals, i.e., by
Adninistradores or Contadores at the regional office
level, and by Contadores Jr. at the zonal office level.
We further pronose that each of the four regional offi-
ces recruit a technical staff of no less than three
professionals, including an Ing. Civil, Ing. Aprdnemo,
and HEconomista. A1l the above positions would be re-
cruited on a performance contract basis, as in Recommen-
dation No.l.

Position Current™ Contract In-creage
Salary Lalary wb
%D 7D
BEGICNAL OF¥FTCES (FOR LACH OF 4 OFAICES)
Ing, Civil 5,000 10,000 5,000
Ing. Apronomo 5,000 10,000 5,000
Zconomista 5,000 10,000 5,000
Administrador 2,000 8,000 6,000
PZR OFFICE rER MO, 17,000 38,000 21,000

ALL OFFICES PuR MO. 63,000 152,000 84,000
ANRUAL COST (14 MO.) 952,000 2128,000 1,176,000

EQUIVALSLT USH 47,600 106,400 58,800

1 Current salary of first three positions based on those
of highest paid technical staff in central office; that of
Administrador bssed on average salary of Asistentes Admin-
istrativos presently employed in reiional ofrfices.
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F. Recommendations

2,

SALARY CORTisC3 (Continued)

Position Current Contract Increase
Salar Salary Db

ZONAL OwIC.LS (OR EACI: of 18 OFFIC&B)

Contador Jr. 2,000 4,000 2,000
Pt OFFICHy ¥Ek O, 2,000 4,000 2,000
ALL OFPICES PR MO, 36,000 72,000 36,000
ABNUAL CCuT(1n 10. ) 504,000 1,008,000 504,000
LOUIVALLIY Uisih 25,200 50,400 25,200

SALARY CONTACTS TO RECRUTT QUALINI:D BUSINHESS MANAGERS
FCR FACH OF Ty ¥OUR NeCoD.3. PRODUCTILON AWD TRATINING
CuNTERS

Undar the new 1.DS decentralization nplan, there will be
one training center in each of the four resions. It is
proposed that these centers be transformed into income-
generating productive enterprises, capable of self-finan-
cing part or all training activities, o achieve this
objective, cuach center would requirce o business manarer,
In addition to his adninistrative duties, this indivi-
dual would teach business managenent courses to center
students. I'or the rationale and furbher details con this
proposal, see Section IT-0: TRAINIKG. The four business
manarer positions would bhe recruited on a performance con-
tract basis, ag in Recommendation l'o.1

Position Current CGontract Increase

Salarz Aalarx b
$b Wb

TRAINING AND PRODUCTION CiNTERS (¥Oit BACH OF 4 CENTERS)
Adninistrador - 6,000 6,000
PER CERTER PR MO, - 6,000 6,000
ALL CENTERS PuR [0, - 24,000 24,000
ANNUAL COST (14 FO,) - 336,000 336,000

EQUIVALENY Usj - 16,800 16,800
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F. Recommeundations (Continued)

4, PAYMENT OF A PERMANENCE-IN-SERVICE BONUS

For all NLCDS personnel a 5 percent per annum increase in
their total remuneration for every year of service com-
pleted with the WCD3, beginning January 1 of their first
year of employment. This would be payable as a bono de
continuidad. It is supgrested that USAID finance the

cost of this bonus throuch 1975 for all NCDS field

staff (including training center pcrsonnel), while the
GOB finance the bonus for all central office staff.
Beginning in January 1976 the CGOB would finance all
future bonus increments.

The recomnendation is predicated on the rationale that
those staff meubers who have remained longest with the
NCDS tend to be the most nighly motivated and the most
experienced; they represent human resocurces that are
too valuable to lose; and they descrve recognition for
their past dedication. The cost of financing all field
staff positions, for one year, is estimated below:

Position Av.Annuall Bonus No. of Total Bonus
Lalary ner yr. Fositions Layments
Usw (USH USy
Jefe Reg./Zonal 2,900 145 16 2,320
Ing. Kerional 2,800 140 9 1,260
Construct.Civil 1,800 90 26 2,340
Arente Cooperat. 1,800 90 18 1,620
Arente Cred.ig. 1,800 90 14 1,260
ESp.B.S.M:C. 1,540 77 27 2,079
Asist.Admin. 1,400 70 10 700
Chofexr 1,275 64 29 1,856
Xupegvisorcﬁrea 233 gi %8 4,325
UX.3.5.1M.C. e P
Training CT.Dir. 1,800 90 5 450
Training Ct.Ins. 1,540 77 20 1,540
20,674

Given the hish personnel turn-over rate among HCDS field
staff, it is unlikely the total retroactive bonus payment
would exceed U.;330,000.

1 Annual salary = 14 months, including benefitse.: .
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5. PAYH=ENDT OF A SALARY SUPPLEMENT FOR PARA-TECHNICIANS
ASSIGHED AVAY FROM HOME DISTRICT

Any Auxiliar or Suvervisor de Area would be paid a monthly
supplement of b 500 to cover Jjob-rclated living and travel
expenses whilc on assignment beyond their home district.
The supplement would be paid as a bono de camoo, pending
submission of employeec's written revort of monthly acti--
vities. It would be financed by the GOB. Assuming 15 non-
resident para-technicians (12% of total 118), cost per
year of bono d7 campo would be $b $0,000 or USH 4,500.

<

6. INITIATION OV IisSTRICPTIONS ON PERBOLNISL TRANSFERS

The NCDS office desifing a personnel transfer would be
required to consult the staff member involved before the
transfer order is piven. l'he transfer order must be appro-
ved by the l:Jus Director, and backed up by a written re-
port demonstrating reasonable cause and Justification for
the transfer. Iransfer for purposes of preserving items
would not be considered rcasonable canse. lior would vargue
reasons such as "for the cood of the Service" or "to im-
prove employec performance'" be accepted. inally, in all
cases of trunsfer the HCD3 would be required to pay in
advance all transportation costs of the employee to his
new assipnment, plus his per-diem during an initial 15
day period. ainy employee stronmgly opnosed to a proposed
trensfer would have the right to a pcrsonal appeal with
the NCDS uvirector.

7+ INTEGRATION OF I'HE FUNCTIONS OF PROJ.CT CON'TROL WITH
PROJCT ACCOUMIING

We provose that the Office of Project Control and Statis-
tics be reoryianized, that the functions of Project Control
be organized as a division of the Department of Adminis-
tration and to be coordinated closely with the Accounting
Division. Horeover, the sequence of document review must

be reversed, such that Accounting reoviews project documents
first, and Control,second.

Meanwhile, the Statistics section of Project Control would
be reormanized as a separate department with the title of
"Coordinacidn y Estadistica".
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I, Recommendations (Continued)

8. ACOUISITION OF A MINI-COMDUTER FOR THE N.C,.D,S.

This idea hasgs been bandied around between NCDS and U3AID
for months. ‘ie believe that fiven manacement up-grading
actions recommended above, the time is risht to comple-

ment management efiorts with efficient and low~cost data
brocessing equipment,

9. LSTABLISHMENT OF A TROUBIE-3HOOTING AGLNT FUNCTION AT
THS CuTRAL ORFICS TO SERVE N.C.D.S. CLIuNTS

There should be an office within the WCDS en Ia Paz
where small Larmers, community reoresentatives, members
of construction comités and others can come to +oice
their complaints or problems relatins to NCD3 nroject
activities, Luch an office would be an adjunct to the
Oficina Macional, de Opersaciones. Its Jjob would be to
direct clients to those staff members who are .n the
best position to assist them, provide preneral laison

and brokerage services for clients, and otherwise "expe~
dite" solutions of their needs viz a viz the institu-
tion. Such an otfice, in our opinion, mircht help to fore-
Stall or alleviste many LCDS delivery system breakdowns.

10, INITIATE A 0sPALLCD SLUDY OF H.C.D.S. REQUIREMSNTS 10O
PROVIDE AN pFeTCIAEHT VEHICLE HATNTAE JUCE AND REPAIR
CAPABILITY

The provnosed decentralization of NUDS field operations

is intended to increase technical and admninistrative
autonomy. In kecping with these objectives, vehicle
maintence anuy repair services also require decentrali-
zation. e propose a study be undertulten to determine (1)
the costs of establishing four separcitie ODS service
centers in Oruro, La Paz, vochabamba, and Sucre; (2) the
costs of allowinz each rezional or zonal office +to assume
independent recponsibility for the maintenence and repair
of its Vehioles7 using vrivate commercial rrarages; (3)
the costsof equipping all NCDS vehicles (and/or chofers)
with tool kits complete enough to pernit a wide variety
of local repairs; (4) the costs of creating an adequate
inventory of gspare parts for maintaining the HCDS vehicle
fleet over a 3-year reriod; and (5) other aspects rele-
vant to improving NCDS maintenance and repair efficiency.

Pased on the recommendations of the study, USAID sheould
brovide additional grant-funded assistance in support of
investments in tools, spare parts inventories, and pos-~
sibly garage repair facilities.
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I, Recommendations (Continued)

1l1.

12.

AM=NDHATTS IN 00D FOR PsACE PROCEDURES

Wle recommend that the NCDE should nay for the transport
of F'r'P supnlies to the repional offices and/or provin-
cial capitals; that the communities receiving supplies
be required to nay any additional transport costs to

move the sunplies to the nroject site.

Since FFP use can create more problems than they solve,
it is important that new ICDS staff receive detailed
instruction in how to explain IIP requirements to re-
cipient commuiities. We recommend that FFP be used only
in two types of vrojects: (1) in first projects, espe-
cially those requiring unusually hecavy labor commitments
by the community, such es roads; and (2) in community
training proyrams, cursillos, etec.

IMPROVENSRT I SATARY PAYMENT PROGEDURES

We recommend sil NCDS personnel receive salary payment
at or near the same time. Tie best way to assure this
outcome is to put all peyroll processing on the same
system. Central office staff payrolls are processed at
this time by 1M, La Paz; field stalf payrolls by the
traditional and extremely inefficient COB Yreasury sys-
tem. VWe urme UZAID to irsist, as a prerequisite for
loan disbursement, that all NCDS staff payrolls be pro-
cessed by 181,

Secondly, field staff in the Yunsas and Altiplano re-
sions should not be required To travel to La Pag to

pick up their paychecks. Many man/days of staff time

are wasted this way each month. xather, the LCLS, by

way of a bonded paymaster or Pamador, should deliver

the paychecks of all field staff Gto the Administrador

of each resionzl office. In turn, the Hontador Jr. or
Administrative Assistent of eehh zonal office should

be entrusted with picking up the entire payroll for

his office and making payment locally. At the very least,
field staff should no: have to travel farther than their
regional ofrice to collect their salaries.

INCREASED IRIMY CASH FULDS FOR FIoLD OFFICES, AND GREAT-
ER FLuLIBILITY IN XUND USE

Petty cash funds in regional and zonal offices have been
drastically recd zed or eliminated in recent months. The
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I'e Recommendations

13, PoM'Y CASH (Continued)

zonal oflice of Caranavi formerly received $150; todey
it receives nothing. Gasoline for the office vehicle
is now paid-lor by the oirice staff out-of-nocket. The
regional orvice of Oruro, which formerly received $250
per nonth in retty cash ust now et by with $136, of
which all but #51 is for office rent. 1t is assumed
that such nrohlems are the result of temporary forced
economies in the LODS.opcrating budpget due to its
present 1979 deficit. tlonetheless, such economies
provide an object lesson in how easy it is to praralyze
an institution for want of adequatc petty cash funds.
We recommend that USAID sponsor a study of the operating
cost requirements ol the reifional and local offices of
NCDS, this for burposes of establishing reasonable
levels and accounts for netty cash transactions. At
the same time, suidelines need to be established which
permit, but at the same btime resulate, transfers of
petty cash runis from on~ account to 2nother without
requiring central office authorizution.



IT. THY REVOLVING CREDIT FUND PROGRAM:
CONSIDERATIONS EFECPING DESIGN AND IMPLEMENTATION

A. Staff Requirements

The project IRR indicates that during the period of the proposed
loan NCDS staff will increase from 460 to about 650. This increase
would sunposedly include 36 positions for cooperative development
activities, 74 in the Rural Women Division, 40 in the Training
Division, and 40 engineers or other professionals. In contrast,
the NCDS program document entitled General rlan of Activities

for the Period 1975-1G78 mentions no staff increase. In fact, it
explicitly states the rlan will be implemented with the present
458-member staff of the KCDS. Subsequent conversations with Sl

Willy Alliaca and other senior staff conrfirmed that no major
expansion of personnel is contemplated in any division of the
NCDS. If anything, the only anticipated staff changes consist

in a reduction of Uentral Office employees and their redistribu-
tion to the repmional and zonal offices.

Our investipations piovide evidence that preseﬁt levels of NCDS
staff are greatly under-utilized. Ve therefore believe no per-
sonnel expansion of any kind is required, with the exception

of selective up-grading of managerial and technical positions
recommended in Section I. Moreover, we strongly endorse NCDS
intentions to redistribute personnel from the Central Office to
the field. After first documenting the extent JOf under-utiliza-
tion of existing NCDS staff, we will present recommendations
for redistributing available staff resources.
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1. Under-utilization of Existinz NCDS Personnel: How does
one measure whether an institution has a stoff surplus or a
deficit? One way is to calculate the efficiency (cost or volume)
of staff inputs relative to projyiram outputs. In the case of
NUDS we decided the most appropriate indicator at our disposal
was man-months of staff time per nroject terminated. We calcu-
lated this indicator for the 8 regional ofiices of the NCDS
during 1974. The results are iven in Table 4:

TABLE &4: HAN-FOHTHs OF STAFEF TIME PER PROJECT TERMINATED
IN 8 N.C.D.S. REGIONAL OFFICES=—1974

Office Proj. Total Total Man-los.
Term. vtaff Man~lios. Yer Proj.
Patacamaya 40 26 312 7.8
Potosi 22 18 216 9.8
Oruro 28 23 276 Q.
Sucre 22 21 252 11.5
Huarina 29 28 336 11.C
Tarija 16 18 216 13.5
Santa Cruz 14 16 192 13.7
Cochabamba 21 35 420 20.0
TOTAL 192 185 2,220 1li.6

Man-months per project terminated ranged from z low of 7.8 in
Patacamaya to a high of 20 in Cochabamba. ior all projects and
offices the average was 11.6 man-months. This fisure means that
if we add up all the time committed by each office's ENGINEERING
STAFF (Jefe Regionnl, Ing. Regional, Constructor Civil); AGRONO-
MISTS (Agentes de Cooperativas o de Credito Arropecuario); Fi-
MALE BEXTENSIONISTS (.svecialistas and Auxiliares de B.S.M.C.);
SUPERVISORES DE AR®A; and SUPPORT STAFF (Chofers, Asistentes
Administrativos), then the total man-months of everyone averages
11.6 man-months per project. However, since not all stuff members
participate directly in project construction—e.g., the agrono-
mists, female extensionists, and support stuff—it is necessary
to know the distribution of man-months by staff categories. This
is done in Table 5:
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TABLE 5: DISTRIBULION OF STATF RESOURCES PER PROJECT
TERMINATED IN 8 N.C.D.S. REGIONAL OFFICES—1974

Office Total &Enmi- Asron. Sup. en.& Supnort
»taff neers Area Aux. sStaff
Patacamaya 26 5 2 10 6 3
Potosi 18 5 2 5 3 3
Oruro 23 I 3 8 5 3
Sucre 21 5 2 6 5 3
Huarina 28 4 3 12 6 3
Tarija 18 4 2 6 3 3
Santa Cruz 16 3 2 3 5 3
Cochabanba 35 6 4 9 8 8
Total Staff 185 36 20 59 43 29
Man-months 2220 032 240 708 492 348
per vear
1‘lall—m0nth5 1106 2-.3 102 307 2.6 l.8
per proj.

Lven if only the mun-months of ennineering staff and area
supervisors are considered, the result is still 6 man-months
per completed project. This should be more than sufficient
—piven a low rate of staff turn-over—to provide extremely
close supervision to any project. Let us assume each man-month
is only 20 days. Thus, 3.7 man-months of area supervisors equals
74 days per project, cnough to permit an averase of one visit
per week throughout the year. similarly, the 2.3 man-months of
engineering staff cquals 46 days per project. If only one-quar-
ter of this time was spent on project supervision, one visit
per month would be possible.

Judging from the hish incidence of project-level complaints
about inadequate liCDS technical assistance and supervision,
nothing anywhere near the attention envisapged above is actually
ocurring. ‘e have here striking evidence of exceptionally low
staff productivity within NCDS rield operations. Of course,
there are many compelling reasons why such low productivity is
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inevitable. (1) Due to the rainy season and frequent road
wash-outs, the staff of many NCDS offices are prevented from
traveling during up to 4 months a year. (2) When roads are
passable, NCDS vehicles nay be out of service several weeks
Ter year underpgoins repairs or maintenence. (3) Delays in
project-related papcrwork-—approvals, miterials disbursements,
Teinbursements, etc.—sloy project completion schedules. (4)
High staff turi-over destroys the continuity of technical sSu-
pervision, further siowing project completion. (5) And finally,
a staff poorly remunerated to begin with, and inadequately reim-
bursed for work-related expenses, and paid two-months late as
well, has no incentive to improve its produc” .vity.

Adding more fresh bodies to a vorking environment where produc-
tivity is low will only make the NCDS far more inefficient than
it is at present. Ve recommend a more rational approach, not

to mention a more cconomical one: create the conditions and in-
centives which make liproved productivity possible. A number of
cuggestions along Ghis line have been presented in Section I.

We now wish to complement the earlier sufirsestions with a rlan
for redistributing existing NCDS staff between the Central Office
and the field,

2. A Tentative Plan for vtaff Resource Redistribution: The
NCDS @entral Office surrently employs 74 technicians and g sup=-
port stuff of 53. Ue believe thnt if the HCDs is serious about
dacentralization, and will andeecd be willing to reduce Central
Office stuff significontly, than it would be possible to transg-
fer to the field =at least 19 technicians and 2] support personnel,
This would represent a 26 percent reduction in the former category
and a 4@ percent reduction in the latter. ihe required actions,
and their rationaie, are as follows:
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Qe

Auditing Off'ice: current staff is 3 auditors; recommend
one renmain in La Paz, and 2 be reassigned to regional
offices; then hire 2 additional auditors so that each
of four rerional offices have its own auditor.

Personnel Oilice: curreat staff is 2 technicians, 7 sup-
port staff; reccommend 1 technician and 2 support staff
remain in ia Vaz, while 1 technician and 5 support

staff be reassirned.

Accountine bivision: current staff is 8 technicians, 6
support stafl; recommend reassipnment of 1 technician
and 4% supnort stafr. '

Division of Project Control and Statistics: current staff
is '/ technicions and I suoport staff; recommend division-
into two :eparate entities; Divizion of Project Control
and Devartucnt of Coordination and ..tatistics. Project
control would have 5 technicians and 1 support staff,
while Cooridination/Jtatistics would have 2 technicians
and 1 support staff.

Division of Compras vy suministrros: currvent staff is
4 technicinns and 10 support staff; recommend reassign-
ment of 1 technician and 5 supnort staff.

Lrancport Jivision: current staff i 3 technicians and
14 chofers; recommend rcassirnment of 8 chofers to re-—
nions, 2 per raerional of'fice

TECHNICAL

Qe

fechnical Jivision: current staff is 11 techniciansg
reconmend reart:iznment of 4 technicians to rerional
offices, one per office.

Division of Arriculture and Coover:.tives: current staff
is 7 technicians and 1 suprnort sEuft; recommend reassign-
ment of 4 a:ronomists to regionalx offices, one per office.

Division of Investiration: current staff is 8 technicians
and 2 support staff; recommend reassirnment of 4 techni-
cians to rerional offices, one per cffice, to £ill post
of Analista Social.

Division of Trainine: current staff is 3 technicians and
1 support :taff; recommend reassignment of 2 technicians
to field,
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Given these changes, the make-up of the NCDS Central Office
would shift as follows:

Offices/Departments ACTUAL STAFF PROJECTED STAFF

Tech Sup. Tech Sup.
ADMINISTRATIVY P =k
Direccidn
oecretaria General
Relaciones Publicas
Auditoria
Planificaciébn
Asesoria Lepgal
Personal
Of. Nac. Operaciones
Dpt. Administracién
Div. Contable
Div. Compras y .umin.,
Div. Transportes
Dpt. Control y istadist.

~JW = 00 R N PO W N
= 4
HEOQOHMN~NIFFT | VI
WL =J N RO =
OV NOHEET T

Div. Control Proy. 5 1
Dpt. Coord. y lstad. 2 1
Archivo 1 2 1l 2
Impresiones 1 - 1 -
TECHNICAL
Dpt. Proyectos 2 1 2 1
Div. Tecnica 11 - 7 -
Div. B.S.M.C. 2 - 2 -
Div. Agropec.y Coop 7 1
Div. Agropec 1 -
Div. Coop. 2 1l
Dpt. Investig. y Capac. 1 1 1 1
Div. Investigacidn 8 2 4y 2
Div. Capacitacién 3 1 1 1
TOTAL 73 53 54 32

In selecting the staffing pattern for the zonal and regional
offices, as well as production and training centers, we have
soupht to maximize their technical and managerial autonomy,
Given scarce technical resources, we believe these should be
assigned almost exclusively to field assignments (where the
need for them is greatest) rather than to centralized posts
for the sake of program co-ordination. Accordingly, we recom-
mend a distribution of field personnel as follows:
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IN EACH OF 4 REGIOUAT OFFICES IN EACH OF 18 ZONAL OFFICES
Lechnical Staff Lfechnical Staff
Ing. Civil (contracted) 1 Jefe Zonal o 1
Ing. Apronomo (contracted) 1 Constructor Civil 1
sconomista (contracted) 1 Agronqmq 2
Constructor Civil 2 Lsp. bsmc 1
Aprénomos 4y Aux. BLHC 3
Apentes de Coop. 2 Supervisor de Area 3
Apentes de Cred. 2 ‘
Auditor Regional 1 support Staff
Analista Social o1 Contador Jr. (contracted) 1
oupervisora iterional B.0MC 1 -
: -T2 S ntuish Chofer 1
bspeclalistas BGHC 2
Auxiliares BuMC 3
a : A 13
oupervisores de Ares 6
sunnort Staffl
Administrador/Jefe Personal 1 (contracted)
wecretaria 1
Choferes 3
Cajero 1
Yortero 1
TOTAL 30

IN BACH OF 4 PRODUCIION AND TRAINING CENYERS

Director 1 NOTE: Instructional staff
Administrador (contracted) 1 would be drawn from ranks of
layordomo 1 regional and zonal office
Obreros estables 4 technicions. Por example,
Chofer 1 agroénomos would teach coopera-
Cocinero . tivism and agricultural/live-
POTAT 9 stock courses; analista social

would teach CD Lneory, pgroun
dynanics, etc.

BUMMARY OF N.C.D.S. PilloONNEL DISTRIBUTION

Central Office 86 18%
Repional Offices (4) 120 255
Zonal Offices(18) 234 4925
Prod.& Training Centr.(4) 36 085

476 1 1004

1 This figure represents an increase of 16 employees over
present level of 460. However, only 16 of the contemplated 22
field offices have been established. We can therefore argue that
5 of the 6 offices still-to-be-formed could be staffed with
existing personnel.
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B. Project Selection and Promotion

Heretofore the NCD3 has primarily devoted its energies to build-
ing physical structures, not institutions. Expressed differently,
the NUDS has been promoting the "architecture" of rural develop-
ment. This consists of social infrastructure—~—schools, rural
heualth posts, potuble water systems, etc.,——and economic inlra-
structure—roads, bridges, irricsation systems, livestock facili-
ties, etc. Under the proposed loan program, the NCDS would bhegin
to promote the development of so-called "“rural productive enter-
prises" and cooperutives, while at the some time continuing to
promote its conventional infrastructure project lines. Integra-
ting these disvarute nctivities into a coherent, mutually rein-
forcing development enterprise calls for the creation of an
overall strutergy. o say the I'CDS will execute an "integrated
approach” is of no help whatsoever unless the nechanisms by
which different pro-ram elements will be integrated are speci-
fied. But even before the mechanisms can be specified it is ne-
cessary to define unambiruously what the different program ele-
ments consist of. To both these tasks we now address our atten-
tion.

l. Definitions of the Prorram Elements: By "social infra-

structure" we refer to physical projects which enhance the
quality of 1life in a rural community. Such projects generate

social opvortunities. For example, schools increase educational
opportunities; clinics and potable water projects increase the
liklihood of improved community health.

By "economic infrastructure" we refer to investments in fixed
productive capital. Such capital,per se does not generate income
increases; it can only create income ovpvortunities. For these
opportunities to be exploited, a piven system of production is

required on a group or individu.il basis.
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This system of production—the orginization of land, labor,
livestock, machinery, management, operating capital, or

other factors—constitutes a "productive enterorise". The
productive enterprise makes use of economic infrastructure

to convert income opnortunities into income increases., e

There is a dangerous tendency within the DS today to confuse
the distinction between economic infrastructure and productive
enterprise projects. ior example, in Cavunsovi the NCDS heas
promoted two so~called "uroductive enternrises", a milk assembly
depot and a coffee processing plant. The former project is sim-
ply a building, very little different from a school; it has no
processing equipment, no scales, no truck; as a project it can
not fulfill an income-renerating function without a conplemen—
tary loan to acquire working capital. Similarly, the coffee
processing plant concists only of concrete structwres—a collec—
tion vat, distillin~ pools, drying patio, storage, and adminis-—
tration facilities. The project does not include the purchase

of processing machinery, which must await loan financing; but
until such machinery can be obtained, the plant can not become

a productive enterprise.

For purposes of the proposed loan program, we see no reason
whatsoever to draw a sharp distinction between "productive en-
terprises" and "cooperatives". A cooperative is a type of pro-
ductive enterprise, and most community productive undertakings
—as joint endeavors—tend to be formal cooperuatives or pre-
cooperatives. Aside from loans for economic infrastructure pro-
Jects, we anticipate that virtually 99% of tne balance of the
Revolving Credit ¥und resources will finance cooperative produc—
tive enterprises.
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2. A ttratermy for Intersrating Procram Elements: To begin

with, an "integrated approach" doecs not mean necessarily that
all propram elements on. services must occur simultaneously.
Ye believe the key to developing an interrated stratepy cf
rural develovment by the NCDS—one combining the building

of institutions with physical structures—lies in establish-
ing a lomical sequence of desired developmnent outcomes. The
sequence we would recommend consists of five stages, as fol-
lows:

131 SPAGE: SOCIAL THFRASTRUCTUR) CREATION AND/OR THE CONSTRUC-
LTION OI' ;:0ADS AND BrIDGE:S

Dbjective: To initiate self-help group experience for the
first time in 5 rural community.

Means: o use of credit; instead rrant assistance up to
40 percent of vroject costs; also, in heevily labor-in-
tensive projects, donation of Food for Peace.

Recommended Actions: Basic training of community leader-—
ship in Community Development, Group Dynamics, Coopera-
tivism at rerional traininr center.

2HDSPAGE: ECONOKMIC TilfRASPRUCTURE

Objective: To create income opportunities; to initiate
sroup credit cuperience.
Means: To rrant financing; provision of credit—interest
free—~to finance up to 60 percent of project costs.
Recommended Actions: Completion of e:onomic feesibility
study to determine income opportunities to be created by
the project (1) rmiven traditional production system, and
(2) given modernized production system; also to estimate
debt repayment capacity of community.
8. In small orojects: orsanization of an on-site training
program (cursillo) in credit manarement and bookkeeping.
b. In larre projccts: orranization/reorcanization and up-
srading of coonerative; cooperative leadership to be
trained in manapement/accounting ot rezional training
center.

3RD.sTAGE: PRODUCTION CREDIT AND FORMATICH OF PRODUCTIVE RlN-
PIERPRIGE

Objective: To exploit income opportunities generated in
~stage 23 to build upon credit experience gained in Stage 2.
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3RD.5TAGE (Continued)

Means: Provision of credit with interest.

tecommended Actions: Completion of economic feasibility
stuly or proluction plan; instirate a compulsory savings
to credit ratio; train loc il leadership in manarement/
accounting at rerional training center,

4TH,STAGE: BLCHOMIC VURSULIDATION AND INTEGRATION

Objective: 7o ©Xploit economies of Scale in production &
narketing; to strenpgthen institutional infrastructure
via creation of fuonort entities and federative organi-
zations,

Means: Continued brovision of credit at interest, with
administrative surcharge to help finance operating costs
of second-level institutions,

Recommended ictions: Formation of Co-op centrals, marketing
Services, consumer services; recruitnent of vrofessional
business mana~ers for second-level institutions; continued
training ang supervision of Co~-0p leadership in management
and accounting, both in community cursillos and at recional
training centers.,

STH.5TAGYE: RENEWED sHelIASIS ON LOCIAL INXRALTHUCTURE CONSTRUCTION

Objective: Pronote projects which tap the increased econonic
resources of community families in support of investments
to improve their quality of life.

Heans: lNo zrant ansistance; credit—with interest——up to
40 percent of pro;ject costs.

Recommended actions: encourace construction of such projects
as housing imnrovements, electricith, potable water, health
facilities, etce; treain community residents as para-tech-
nicians to nanage public services of community on a self-
financing basig.

Obviously, the bouhdaries between these dirferent sta~mes are

not clearly demarcated, However, the staces emphasigze the im-
portance of building community capabilities pProgressively but
slowly. In general terns, production loans should not preceed

the development of roads and bridres, or irrication projects,
dimilarly, loans with interest should not be franted—as a genera]l
rule—to communities with no pPrior experience in proup action

or with institutional credit,
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Ce Sub=Lending Proceﬂhures

In keeping with the over-all rural development strategy recom-
mended previously, we believe the following sugrmestions will
strenathen the efifectiveness with which ievolving Credit Iund
Tesources will be utilized. Many of these surgestions were for—
mulated on the premise that the Credit Fund anproach represents
a trensitional stare in the brofiram develonment of the NCDS,

As such, we feel it is unwise to expect cither the staff of the
wervice or the rural clients with whom they have worked to

make a brusque adjustment from « prant program to a high-in-
terest credit prozren. Indeed, one of the zentral preoccunations
we sensed among NCD. field staff during our visits to regional
and zonal offices was their worry that the LidDS—with prodding
from USAID—was moving too fast from grants to loans.

l. Loans for i conomie Infr:structure

a. All loans should be interest ree.

b. Maximum Tinancing should not exceed 60 percent
of the total cost of the project

c. Maximum repayment period should be 5 years

d. Lesal person (personcria Juridica) should not cone—
Stitute a prerequisite Tor credit.

€. As a loan fuarantee, we recommend an obligatory
savinms denosit (un encaje) by thez community of

peso for every 10 pesos recceived in loan.

2. Production Credit

a. All loans—rfor crops, livestocl, or machinery-—
should bear the same rate of interest. Ye sug-
rest a soft interest rate of 5 oercent per year,
of which 2 percent would be earned by the fide-
comisario and 3 vercent to creste the Rotating
Uredit bund.

b. An oblisutory savings deposit of 1:10(as above)
should be required.

C. Livestock and machinery loans should be Sequen-
ced in znnual stares. For example, one tractor at
a time; 1-2 cows peér farmer per year; this for
the purpose of allowing recipients to acquire
experience in the technical manapement of the
new agssets.
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3. Fiduciary Arents

a. Each rural rroup receiving credit should be per-
mitted the option of chosing its fiduciary apent.

. b. However, the choice nust be made from a list of
fiducisry acent alternatives prepared by the NCDS,

4, Credit Contracts

d. A crefit sroup will be considered legally constitu~
ted when it as met in reneral assembly and elected
2 represcntative.

b. The group and WUDLS will jointly sign a credit con-—
tract, the original of which will remain with the
comrunity,

c. The contract should contain a calamity clause,
which specifics that in the event of a nitural disasg-
ter or other calamity, the community will be piven
an exoncration or rescheduling of its credit obli-
pation,

d. The -:ontruact should contain a technical error clause,
which specifies that if fop deficiencies or errors
in the techrnical dezirn of a loan-financed project
or activity the conmunity suffers economic loss,
the reimbursement of these losses will be the respon-
sibility of the 1iCDS.

D. Training

In our visits to the field we hzve seen three of the HCDS's
four training centers. Our overall iapression is that these
centers represent excellent facilities and notential for pro-
ductive (income-generating) as well as training activities;
also that they represent some of the most under-utilized re-
sources within the Chi. Ve recommend that the NUDS imme ‘iately
undertake a comprehensive study of trainine ~enter production
Tresources and potentiusl, followed by the prevnaration of a pro-
duction plan for each center. To finance subsequent production
activities, each center should seek loans st commercial interest
rates. The ultimate objective is to convert each center into a
model econonic undertaking—azan example and a stimulus to rural
community leaders who will come to these sites to study and be



-39.

trained in modern arricultural and animal husbandry practices,
coonerativism, business manarement, 2nd other subjects rela-
ting to productive enterprises.

In our opinion the training centers do nok need a full-time
instructional staff. 4As we mentioned earlier( see p.32) tech-
nical stuff in the zonal and rersional offices could be used
to teach required subjjects. The apronomists should be res-
ponsible for teachins 2pricultural and livestock practices.
credit use, cooperativism, bookkeeping and mxnagsement, etc,
The rerional office's Ainalista Social (transfered from the
dentral O7fice's Iavestipgation Division) could be exnected to

teach leuadership training, community develonment theory, and
prictical methoudolosies of supervision and cevaluation. The

Rerional Jupervisor for activities with rursl women, backed
up by esnecialistas and auxilizres of the re~ional and local

offices,could also be considered for instructional roles. In-
deed, a routine function of every field techniciun's job is,

or should be considered, teaching others. 2ut finally, we recom-
nmend the part-time use of rerional and zonal office field staff
@s truining center instructors o as to promote a maximum co-
ordination and inte-ration between what heretofore has been
manared as virtually scparate branches of [i,0J activity. Kach
rerional center of training and procduction should be a spe~
cialized adjunct to thut region's project ond credit activi-
ties—responsive first and foremost to loczl educational ob-
jectives, and only secondarily to programs conceived at the
tentral Office level.
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E. Use of Female Para-lechnicians

At present the NCDS Rural YWomen's Program is essentially a
non-orogram. It lucks coherent objectives. It has been totally
disrupted by staff resignation and assipgnment transfers, there-
by precluding any ch.nce of establishing continuity in the Pro-
vision of possible prorram services. Up to now there has becn
little or no attemnt to iategrate the activities of female
para-technicians with thbse of other members of rerional and
zonal office technical staffs. e believe the NCD3's female
chzxnge arents could malke an important, if not critical, contri-
bution to the program activities envisared under the Revolving
Loan Mund. In kecping with the 5-stage model developed earlier,
we pronose the following sequence of roles and activities for
tne staff of the Lural Yomen's progsram,

STAGE 1: UOCIAL INPRADONUCTURE

Objective: Identify comnunity female leadership

lieang: Teuch conventional subjects for an initial brief
period to main confidence of community women and deter-
mine potential leaders.

Hecommended Actions: Leach sewing, heualth, nutrition, etc.
with courses not to exceced 1-2 months; select candidates
for trainins at recional training center.

STAG@ 2: BCONOMIC [LliiiASPeUCTURE
bjective: Teach community women technical skills which com-
plement infrastructure project under construction

Means: Short cursillos in the community

nccommended Acltions: If an irrigation project, teach vegetable
gardening; if a livestock progject, teuch animal husbandry
prectices.

STAGE 3: PRODUCTION CREDIT

Objective: Cet community women involved in co-op activities;
teach bookkeeping, manasement skills.

Rationule: In rursl Bolivia, camoesinas participate actively
in most production tasks; they usually control petty re-
tailing and marketing functions; they usually control family
cash savings; hence, they tend to have rreatest economic
expertise and experiencey therefore, their participation
ir community cooperative activities nmust be encourared,

Means: short cursillos in the comiunity

Recommended Actions: each bookkeepingg, savings, credit use;
wncouriyie selection of women for co~op positions such as

Treasurer.
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STAGE 4: LECONOMIC CONSOLIDATION

Objective: Encourasme participation of females in fgroup
marketing activitiesy in management of consumer store
Services, .

Meuns: Jhort cursillos an community.,

itecommended Actions: ncourage selection of women to posi-
tions requiring marxeting, retailing shills; continued
cursillos on bookkecping, credit use, savings, etc,

STAGE 5: RIMSWSD LLbiplASTS OF BOCTIAL INFRAYRUCTURE

Objective: Teach women how to muke preductive use of increa-
sed fumily income to improve quality of life; train women
for para-technicsl positions, e.g. health clinic auxilia-
ries.

Feuns: Short curgillos in community

Recommended ‘Actions: Conventional courses in sewing, cooking,
health, nutrition; coordinate groupr acquisition of applian-
ces, knitting machines, loons.

In ouzr view no coopcrative development activities will succeed
in the Bolivian countryside if 1ural women are excluded from
participation in thesge institutions; for their exclusion repre-
sents the loss of %ic best indi:enous economic expertise avail-
able. On the other hand we are fully aware of the fact that

the rural woman ig considered subordinate to the man. Yhat we
therefore recommend is that women be trained and encouraged to
fill positions that permit their pvarticipation without threaten-
ing the principle of mule dominunce, For example, in.cpecially-
created posts like Vice—Treasurer, Vice-iIresident of Vigilance
Gommittee, etc. In any event, the participation of women in
Co-op meetings is critically important, and we recommend a
policy of encourasing joint male-female alltendance at all Co-0p
decision-making functions.



F. Procram Evalunation

At this time the HUDS does not have an adequate project evalua-
tion capability. While the institution can measure the number,
type, and value of the social and economic infrastructure pro-
jects completed or under construction each year, it has no way
of measuring the imnact of these facilities. That is to say,
the NCDS can not unswer such questions as: Are the facilities
being used? Are they lent in good repair? las there been a
demonstration effect? ilas the completion of an economic infra-
structure project led to an increase in community income? llave
production practices in the comuunity chanred since the project?
Instruments for collecting data to answer such questions as
these have been desirned; however, the instruments have not
hbecn adequately field tested, and their adoption and use there-
fore has been delayed for almost a year.l

In any event, the evaluation instruments already desirsned are
potentially applicable to social and economic infrastructure
projects only. They were not developed to measure the impact
and benefits of a kevolving Credit rund and productive enter-
prises. A new and separate set of instruments will be required
to evazluate these new program elcments.

As of four munths ago, the authors of this report completed
the desipgn of a tentative evaiuotion system for evaluating in-
cone-renerating community projects. This system was developed
for ORDEZ. in Peru. Je believe that with relatively minor modi-
fications it could bhe idapted for use in Bolivia. With that ex-
pectation in mind we sent two copies of the ORDEZA system to

1 The design of these instruments was the result of a joint
colaborative effort between senior staff members of the NCDS,
Mr. Douglas shumavon of AITEC, and kMr. Don liickelwait and HMr.
John Hatch of Deveclopment Alternatives Inc.
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HCDS in lebruary 1975. Portions of the system—for example,

the community baseline survey format—were adapted for use in
the NCDS Diasnostico. The ORVEZ\ system consists of the follow-
ing instruments:

1., Community felection Guide: a pre-coded ins:rument for
selecting communities where income-renerating projects
are most liltely to be successful.

2. Community Baseline Survey: an instrument to collect
basic socio-economic data about a community.

3. Project Monitoring l'orms: a set of staff reporting
instruments to record prosram and community contri-
butions to prcject, advance of construction acti-
vities, field staff activities during month, and
the outcome of mectings with the community.

4., Accounting Forms: a set of control instruments %o
measure actuzl project performunce with feasibility
study estimates; also, instrumenis to calculate and
anz2lize project profit or loss.

5. Post-Lroject focio-iconomic Lvaluation Form: a check-
list instrument for recordins measurable chanfes in
project impact indicators.

In addition to field testing and adapting such instruments as
these to the needs of the NCDS, we recommend experimentation
with two additional instruments:
l. Cost of Production Journals; adanted for Co~-0p use,
to record labor, input, nachinery, and other costs

of crop or livestock operations; 2lso to record mar-
ket sules, consunption, rross and net income.

2. Standordized rormats for Project ':onomic Feagibility
vtudies: a set of formulbs speciilized to dififerent
project types.

Our conviction is that no evaluation system will vrosper unless
the instruments can be simplified for rcutine application by
project beneficiaries. loreover, the instruments should permit
local analysis and use of the results. Provided the desipgn dia-
logue berins in the field, rather than the Central Office, and
incorporates the insirhts of small farmers and NCDS para-techni-
cians, we believe viable evaluation instruments can and will

be developed.



III. PARTICIPATION OF H.C.D.S. FIELD SPARF IN
OTHER U.S.A.I.D,—FINANCED PROGRAMS Til THE RURAL SECTOR

A. Sub-iropical Lands development Loan

Tentatively it has becn estimited that this program will heed
one trained coonerative credit technician—stationed full-time
in the ian Pedro ..ervice Office—to as55ist in cooperative pro-
notion work in the vhane-Piray area for a 3 year period; then,
beginning in 1978, a second cooverative technician to cover the
San Julian area will be needed.

Currently the nearest DS fisld office, that of Montero, has
only 2 asronomists, specialists in cooperatives and arricultural
credit respectively. Heither can be spared for full-time assign-
ment in the Chane-liray; to meet the request a new staff item
will have to be createl. To Justify this increase, we recommend
that the cooperative specialist of Montero visit the Chans-Piray
aren, discuss the co-op promotion requirements of the rerion
with INC staff in H%an Pedro, and submit <« ccmbined site-renort
and job description to the head cf the HiDy Cooperative Division.
FProvided the job description Jusifies a full--time assignment,
we 5See no reason why the LiCDS would be unable to provide the
requested technician.

B. Rural Access Roads

Here the NCDS would be requested to provide 40 or 50 volunteer
lideres to promote the orranization of self-help road construc-
tion projects in the departments of Cochabamba, La Paz (Yungas
and High Valley Area), Chuquisaca (5 northarn provinces) and
santa Cruz (western portion).
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Judging from the reaction of NCDS field office heads in Cocha-
bamba, Sucre, Oruro, Yatacamaya, and Caranavi, the idea of a
collaborative undertal:ing between the NCDS and the MNational
toad Service (S5NC) is nothing short of enthusiastic. Provided
the SIC makes the recuired bulldozers available, the problem

of mobilizing labor crews is neizlirible. Iinding 40-50 volun-—
teer leaders will be easy. In all the mentioned offices, un-
attended requests from communities for road construction assisg-
tance are accumulating. e recommend that efforts to finalize

a iural Access Roads Joan be accelerated.

C. Rural Community sanitation

It is estimated that the NCDS would be asked to mobilizec 400
volunteer lideres working on a nart-time basis to orsanize come—
munity labor for the construction of 400 rural self-help water
and seware systems in the Jdepartments of Uoshabamba, western
Potosi, and western fianta Cruz. In this case, the arency spon-
soring project construction would be the ilfinistry of lublic
Health,

Conversations with 1iJ.) field staff revecled very little enthu-
siasm for cooperating with the liinistry sanitation program., The
fecling seems to be that the Ministry has insufiicient experien~
ce in the develonmont of projects of this nature. The estimated
250 man-months of volunteer lider time over a 3-year period
seems unrealistic, for it equates to only 18 days per lider per
project. In any event, provided lideres were drawn from comru-
nities that were to be directly benefited by sanituztion pro-
jects, we believe nuch larger quantities of voluntecer supervi-
sion could be mobilized. Also, provided no project is built
further away than 6-8 hours travel (by foot or bycycle) from

the home community of an NCDS supervisor de Area, project super-
vision on a once-per-week basis by one of these para-technicians
should be considered feasible.
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D. Rural Heulth Lorn

Here the ICD3 would be asked to cooperate, throusgh an expanded
training orogram &t its regional triining centers, to dissemi-
nate he:lth, family planning, and nutritional educational infor-
mation in the Departments of Cochabamba, Chuquisaca (northern
part), and Santa Cruz.

vooperation by the LUDS with this loan would place minimal
burdens on the Service. However, we believe the programmning
of rerional training center activities should be locally de-
termined. In keepin;; with our earlier comments remardirg NCDS
strategy (see pp.35-6, 40-41) we believe the promotion of
heulth nrojects and information should not be indiscriminate,
but rather can serve s useful role early und late in the com-
munity develooment process. Wherever HUDS strategy priorities
coincide with those of health education pronrams, cooperation
is to be enceouraged. Utherwise, health education cun become

a distruction from more critical LCDS prozrem activities.,

E. Asriculture Sector I

This program would request the occassional cooperation of NCDS
field staff-——especizlly Supervisores de Area who are familiar

with communities (and their residents) soliciting production
credit—to assist IIlLiG personnel in Cochabamba, .anta Crusz,
und sucre to review credit requests. Additional HCDS assistance
in orpanizing communities to receive MINLG extension services .
would be reguested.

)

We strongly endorse this kind of institutional cooveration,

', Concluding Comments

In zeneral we feel present und anticipated HCDS field staff
levels are more than alequate to provide cooperation and tech-
nical or supervisory assistance to other prosrams. /e see such
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cooperation is in the best interests of the NCDS because it
provides additionul onportunities for staff involvement in
project activity. this, in turn, enhances staff productivity.
Perhaps more importently, the c¢all for mobilizing NCDS-trained
volunteer lideres is long overduc. In recent years the Service
has trained thous:nds of these individuszls. Aside from hiring

a small fraction for [ield paraz—technician posts, this huge
pool of indirenous lewdership has never becn effectively ex-~
ploited. The NCUS is obviously in the best position to mobilize
these re.sources on behalf of rural developnent programs spon-—
sored by other povernment agencies. It is citremely encouraging
that US4ID has besun to request and plan for such cooneration,





