
FINAL REPCT 

LSMk AYI T ORAiqLzA(rOx3 D>V 

Frojet No. 511-G4'52 

Period Covered.,
 

August 30, 1976 through
 
August 29, 1977
 

Lewis F. Thornton
 
Project Consultent 
Contract No. AD-511-3-16T 



I 1 D E X
 

I. 	 SCOPE OF K ....... SiRICES CONTRACT 1
 

A. 	 Original Scm-;c of Wov-'k 1
 

B. 	 Additional Aci.ivi!is !ssigu i to Contractor -


Expanded Stoog of 17ch 1
 

II. 	 SUM4ARY 0F? ACC3112.2iS.Ji' UI1,ERORIGINAL SCOPE
 
OF WORK ACTXVXT)1S A1D EITXANDED SCOPE OF WORK 2
 

A. 	 Original Scope of Wo2iiz 2
 

B. 	 Expanded Scc;i? cx 'Uoi'k 3
 

IIX. 	 GENERAL 0E VATSOINS REGARDXIG EACH ACTIVITY 

OF THE CQ/iFGAC'TOLs SC0PE. OF WORK 	 4
 

A. 	 0r'iginal Scope of Work 4
 

B. 	 Etpanidcd Sccxo of lo:Ak 7
 

IV. 	 RECO/,IENDATYONS 3T ACCOILTSMLTG OBJECTIVES 

OF 51E S FAP;R R fGAHiZATYONS PROJECT 	 9
 

A. 	 The CROYCC P"g'm ao Oviginally Conceived 9
 

B. 	 New Pv'us of the Integral Cooperatives
 
Strategry and Its Relationship to the CROFOC
 
Program 14
 

V. 	 ANNEX 16
 

A, 	 Evaluation of the Utilization and Distribution 
of .grieulture Production Credit Under AXD-
Loan 5)1-T-055 During First Agricultural Cycle, 
and 	Evaluation of the Decentralization Program
 
of SND - January 1977
 

B. 	Evaluation Report of CROYOZ and Administrative
 
Funetions of SNDC - July 1977
 

C. 	 A Proposal for the Development of a Mansgement 
Program to Build a Capacity Into the National 
Comimunity Development Service (SNDC) of Bollva 
In Order to Increase Its Impact Upon Agricultural 
Programs Through the Uses of Effective Management 
and Institution Strengthening Tools 

http:ACC3112.2iS.Ji


INDEX (Cont.)
 

D. 	W-mgrandum - Subject: Rational and St:,ategy
for Jganizati&nal Change - SNDC 

E. 	Memorandum - Subject: FSU Repoec, ad 'Iecem
merdatimos on SNDC Twaining 



'° BCCPE OF WORK - PERSONAL SERVICES CONTRA T 

A. Original scope of work under contract 

1. Evaluate progress of decentralization program being implementedby NCDS. Make recomniendaticns resulting froi his evaluation
Contractor of Robert R. Nathan Associates, NCDS, 

to 
and the Mission. 

2. Ccordinate the pa -ation for, and performance of, the design byMichigcn State University of an evaluation sys-em for IIDS educationalactivities, Lnd superviase NCDS cnd RNA in the implementation of that 
evaluation. 

3- Collect data on the distribution and utilizoticn of agriculturalproduction credit under AID Yoan 51--T-055 during the first agricultural, cycle as provision of technical -, icMtural trainingand availability of ricultuval inputfl dd make Lny necessaryrecommendations for project to RENA and the Mission. 

4. Exploe possibilities for gi'e'_ter involvemernt of other organizations
in Bolivia in the SmaD. Farmer OrCa nization Project. to the extentthat they !an ccriolement (-:: reinforce e_:iotiwZ activities. Makepertinent ZCcilmeudations to FflIJA Vnd' th. Mission, and assist inthe early ceveopment of cpri ate initev,_rcncy cc,%rdination 
rnechanism, 

5. Assist NCDS and XIL-ThCO (a oi.-neyative oi-'anizatian) in developingspeciications to cmply with p.cxurcmient racoedures of eomdities 
finsnced with AXD g'ant alld luan fLlds 

6. Assist ICES in the idonti icaAion and priocurement of films and
educational materiels in support of project 

7. Participate in the evaluaticn of L an 511-T-055 ocheduled forFebruary l977o Yn prepavican fCor this evaluation, Ccntractor 
must visit each regional and zonal ITUDS office included in project
to evaluate progrGess and censtvaints. 

8. Assist in the crientation of the RflNA contraeet team suchin mattersas project background, NCDS structure and staff, and Bolivia socio
economic conditions. 

9. Perform other assignments in support of the Project as directed 
by the Project INanager. 

B. Additional activities assigned to Contractor on March 1977 - expanded 
scope of work. 

1. Visit uith irpresentative frcm USAID Ccntoler~s office oneregional and one zonal I1CD3 office to rcv-iot? existing system
for accounting for C1OFOC funds, and specify required modifi
cations. 

2. Visit regional offices to erolain -equired CROFOC accounting systemto MCPS nnd Nathan pescnmnel' Xn Sucre re visit eachns zonal 
offce to see that the system is iUDlemnted. 



2. 

3. Visit a samlle of othelr zonal offices. to evaluate implementation of
prqeedures with Contvohizns personnel. 

4. Evaluate whethar zoz:al and rceional aehiinic ':ttorswol'k d inexcessive to c :tcnt tly "nae unable to adequately account for mwOOCas weUl a traditicnal- proraR, cnd mak[e indicated recmmendationD 
to USAID and 1ICDS. 

5. Xn conjunction with Hathan training advisor and NCDS training andadministrative p L.sonnel, assist in the development and implementationof training courses fop cadministrative personnei° 

6. Assist IICDS administrato and his assistant in design and impletr.ntationof proc(lures to impjzovne ecmmunications betueeni central and 27egionalas wel-L us regicna and zcnal ofices, of guidelines and fo J w-upassistane on adminifsta-ive "pwocedues and problemc resolutions. 
7. c n,i o:f? S-on conditionso
 

8o Evaluate desigan and imp 
 n'nation of mangemr2nt informaticn system
by the Nathan adwLso 

9. Identify vaesitive- for educational materialsNCDS in seleection°. and films and assist 

OF PESUMMW SC X DER OXCMIALSCOPE O WORKACTV)TIS AD 

A. OriginoJZ sorpe f wo,-k 

1o The evalv tic'n of the decentralization program of SNDC was acccmpliched aud presented in the ContractorG ).epo-t: 'EvaluatCnthe Utilization and Distribution of Agriculturat- .hoduct-on 
of 

Creditunder AIJT Ivaa 53-.T-055 During First Agrieultural Cycle, andEvaluation of the Decentralization Prcgarmi of SNDk . 
Recommnaticonn a, a resu.t of thin evWluation were presented toUSA:'iDolivla and Robert -Re Natlan Aosscia'es in the ContractorgsrepOrt C-flteL. "A Proposal fo- the Development of a I.,rnegementProgram to Build a Capacity into the National Community DevelopmentServ-Ace (SIBDC of Bolivia in Order to Xncreoze Yts Xmnact UponAgr1clLturvL Programs Through the Uses of Ef'fective LTnagment
and Xnstitution Strengthaning Teols"o 

2. The Contractor worked Plosel w7ith the Michigan State University teamin the preparation and carying out of its evaluation activitieswith SNDo A memurandum of recommerndationa, based upon this institution's antivities, ,was presented to COD 
3- See the Contractorls twm raports, Janu, 1977 Roport JvPuticn 

and "July, 1977 Eveluatien Rcport" for the data collected andrecommendations for project modifications. 

/ See Annex A for all documents mentioned in this Final Report.
 



3
4. 	 Numerous_!. retutlcn w:rc visited during the course of thiscontract. A YCt of 1'1Dayfof-thse organizations appears inAnnex 1 of the firnt Cva'.uation r Poprt, January 1977. Recommendations and di.evuzions r1th these institutions uere madewith both 13ND', Pe2aotnnel, and the institutions themselves.

Written recorandations.. t, inReport. , i in the January 1977 Evaluation 

5. This activity uan ti:anaferrad to the Administrative Assistant
of CCD by the Chief of CCD. 

6. 	 Lists of technical books and training materials 1ere Presentedto SINC for their selection and purchases. Catalogues from RTACand other publishing c rpanies were also made available to SNDCfor the selection of films. The 	CCD office will assist theServicio in pur'chasing numerous technical books for Servicio 
technicians. 

7. 	 The Contractor prepared a report and participated in the Februaryevaluation of Loan 055. The contractor was asked in a memorandumfrom the CCD Chief not to visit all regional and zonal offices as
origina3ly centem, fated. 

8. 	 This Tas a cntinuous tactivity that the Contractor participated induring tha contract, AU, 	 of his reports were prescnted to theRPTA contract teama and he paxticipated in many of the 	 contractteamg's m'nthly ni1cti .Ps., .givinghis observations on project background, SM ' utrctura and etaff, and Eolivian cocio-econcmic 
conditions.
 

9. The on ly other nmjor c,-t.vity assigned to the Contlractor was thedevelsTment of an agr'Pieultiual credit survey which was developed
and presented to, the )CD. 

B, 	 Expanded scope of uuoek 

1. 	 The Contractor visited the Oruro Regional Office and the 	PatacamayaZonal Office 1.,.-1:1 a' -.representative of the USAD Controllerls Officeand an advisor fromciii the RBWA contract team to review the SNDCaccounting system. A meeting was held 	vith others from the UISADControlleros Office and 	COD Chief to present the recommendationsfor 	modirijong and implem nting the accounting system for CRG 
funds. 

2. 	 With a representative f.vom the Administrative Division of the SNDC,and a representative of RIIPA, the Contrac.:or visited each regionaloffice of the SIDC to assist in the implementation of the recom
mendation developed in Bole above. 

3. 	 This activity was carried out by the USP I) Controller~s Office.The 	Contractor was not asked to participate. 

4. 	 This activity was acconnlished with written recommendations appearingin the Contractor0s report: "Evaluation Report of CXROFOC andAdministrative Functions of SNDC, July 1977". 



4. 

5. The Contractor, with the RRNA Training Advisor, developed a
training program for SNDC administrative personnel. 
Numerous
meetings were held with the Superior Institute of Public Admin
istration, a training institute of the GOB, to plan their

participation. 
Also, meetings were held with the Department of
Administration and the Director of SUrC to plan this training
activity. 
The training program has been scheduled, but it has
 
not been implemented. 

6. This activity is to be incorporated into the proposed administrative training program mentioned in 5. above. The Contractorvsreport: "Evaluation Report of CROFOC and Administrative Functionse
identifies many of the communications and procedures problems ofthe SNDC. Further, a communications and evaluation system for SNDC was proposed in the Contra-tor's report: OA Proposal for theDevelopment of a Management Program to Build a Capacity into theNational Community Development Service (SNC) of Bolivia Xn Orderto Increase Its Impact Upon Agricultural Programs Through the Useof Effective Management and Xnstitution Strengthening Tools.
 

7. The follow-up on implementation of loan conditions was accomplished
in July, and appears in the Contractor's report: vEvaluationReport of CROFIC and Administrative Functions, July 1977m.

8. No management information system was proposed by Nathan Advisors. 

Therefore, this activity has not been accomplished. 

9. See 1X.A.6. above. 

IXI. GENERAL OBSEXVATZOIS REGARDXN= EACH ACTIVITY OF THE CONTRACTOROs SCOPEOF WRK~ " 

A. Original scope of work 

1. Xn the Contractor 0s Evaluation Report of January 1977, an argument
was made for a thorough analysis of the major functions and tasksof the Servlcio, and a process was developed in the Report by whichthe decentralized functions would evolved from the analysis of themajor functions. From the outset of the CROFOC Program, it wasfelt necessary to decentralize the Servicio. 
It was clear that the
SNDC was a highly centralized institution with three or four employees
of the Servicio making all of important, and many less important,
decisions on a highly personalized basis from La Paz.
 

We have argued that an analysis should be made to determine which
functions could be decentralized and where the resources would comefrom to assure that these functions be carried out. 
We tried to
make the case that the new CROFOC Program was quite different fromthe traditional sccio-economic welfare program the Servicio has
been managing since 1964. Many decisions in the CROFOC Program can
and should be made at the regional and 7onal levels, An analysisof the major functions and tasks to be performed by the Servicio
 
would have identified these decisicns.
 

But this analysis tins rejected by both SWDC md the USAID/Bolivia.The approach taken inatad uas to make more efficient the accountabilityoff funds %mdew the %V-7OC Pcrgrom. ius the Impnaet cm emel frmer 



organizations of the CROFOC Program has been neglected. The
 
aspects of technica!l change, credit production anvpenrvision,

communice.tion.-between Servicio technicians and the -ommunities,
difusion of innovations, providing SNDC technicians with back
stopping and ,,upport, etc., hasp laced_in a scondary position
to financial eccountabilty. 'Pis financial accountability can be
controlled f' c a Paz, once minimum charnels of accountability
and control ha.,,e been set up in regional and zonal offices. Uith
the latter a,?.p'oach, there uas no need to look closely at all 
major functinns and tanks of the Servicio. Therefore, no formal 
concerted effor't at decentralization has taken p]lace in the Servicio,
and none is likely to take place when neither the SNDC nor USAXD/ 
Bolivia are behind such an effort.
 

A strong correltion can easily be cstablished between organizational
efficiency and impact on small farmer groups. believeWe that organizaior,Al-. is i.1ancy o:' the SDTDC is the major reason the impact
of CROFOC has besn so minimal the first ag.'icultural cycle 1976-77. 

2. 	Because of the Ln-hy preliminary correspondence between USAID/

Bolivia and ichif-i~n Stetav University prior to their arrival in
 
country, very little preparatory work by the Contractor was neces
sary on thi s activity. MSU sent capable people who 
were familiar
with SNDV, and ihey accomplished a great deal toward developing an
eva.luation system for training. MSU should be asked to continue 
providing backst'opping to thc Department of Training of SNDC,

particularly in the area of non-formal education, and helPthis
 
Depaitment with the implementation of an evaluation model.
 
A decision must be made by the Servicio and 
USMD/Dolivia whether 
to continue with this institution. 

3-	 Outside independent dat collection on CROF0 production credit,
such as the Contractor performed, is important to both the Servicio 
and USAID/Doliv!a nd should be continued. An analysi: of this data
by independent persons is also a help to these organiationfms. Hoever.l 
the SNDCg shau3d institutionalize its own data collection process
whereby field fellow-up on the implications of this data for decision
makers is institutod. The data presented by field offices to the
central office is of little -ase if it is not presented to deeision
makers a)Lcnt with an explanation of how this information can help
the SD on all levels, to make decisions. Thevefore, a management
information system should be developed whereby those who gather the
information are also aware of the decision to be made. As we men
tioned in our July 1977 Evaluation Report, many-of -the problems that
evolved this last year in the CROFO _ Program could have been foreseen 
and 	averted by a system that raised red fMagn when certain activities 
didn't take place, or when conflicting information was received. 
There is no such system in the SNDC. 

4. 	It seems apparent that out of necessity, more and more functions
 
originally contemplated for other institutions, e.g. XNANO and IBTA,

are being taken over by the Servicio. Accounting functions,and
control for cooperatives, and technical assistance to small farmers 
by XBTA and JMALCO has been minimal. It deasn~t seem that this 
situation is going to change in the foreseeable future. The Agricultural 
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Extension Agents of n1, w; were told, spend approximate y fortypercent cf their tirl-e a.;Ly from their owm activities- ind-work plan.They are called aia;v to do studies and investigation and giveadvice by other GOB institutions and other entities. For example,
USAID/folivia asked the exftension agents in one region of the countryto do a study that kept these agents away from their normal work
activities fcz t.;o months. Another common p.oblei,) is that of
availability of perscnel and vehicles for .BTA. We -ere toldthat the Cas al)ccation fer each agrent has been cut from 4oo
200 gal. per month - adequate for about 

to 
two weeks travel per month.Further, the motivatitun of"Extension Agents in participating withsmall farmz.. in their- coimtm,uities in lacking. Finally, I= iscompletely in d-i~eadent of activities of the General. Director ofAgricul.toe in c1?-dePYi i-jent of'the country, thus coordination
 

in each reGon .:, l.fi "cult 

Given the abojvk. aion of :0TA it does not seem feasible thatthe SNDC can -,;vc:.v'ely rin this agency to perform the very importantfunctions o rigino'Uy contempl.ated in the CROFOC Program, thattechnical advise t small farmers and SITBC agricultural 
o f 

technicians. 

In the Contract-'L r January F977 Eva.uation Report it we suggested
after visiting a number of p)rivate companies providing seed, fertilizer.,pesticides, eteo, that further efforts be made to incorporate theknowledge and ex:p3er'ise of technicians in these companies into theOGOT, Pragram They have a great deal of' literature films, slides
and techimical knowledge from thei- parent organizations that couldbe brought to bear on the CROOC Program. Yn the most recent July1977 eva.uation made by the (,ontractor, we found no indication that
this resource ,:aL being utilized by SNDC technicians. 

The Contrauto?, further explored other avenues ol' possible involvementin the Program by the Bolivian Devecpment Foundation, DESEG. andthe Central Regional Agricoltual Cooperatives in Tarija. Most ofthese institutions axe working on very limited budgetn w-th limited 
personne.. to provide ossistance to a nationuide program such as
CROFc. Others 
have over.ccmmitted themselves in their existing
prOgrams. Therefore, we found no other institutiun capable ofassia ing the CROFOC Program in any significant way. The only possibleexception to this might be the Central Cooperative in Tarija, which we have recommended be evaluated as to its poisible incorporation into

the integrated cooperative shrategy of the Servicioo
 

5- Since this aetivity was excluded:2o-n the Contractorgs Scope of
Work by the Ohief of CCD, we do 
not have enough information to
make cunstrvctive comments° 

6. USAJ - should continue trying to help the Servicio identify andpreurie -films and educational materials to support this Project.However, what is z_ y-needed is that the Servicio set up a unit
with the responsibility of requesting resource materials needed bytechaic-jana of the Servicio, and to rmke contacts with publishlngcomp, Les for procurement. Further, this, proposed unit in the
Serv .io shcittd develop a system whereby these books and film&aecentro3led in the zonal, regional and naticnal offices of the

ServijCo. 
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7. This task of- c...n.eponr ; ~ evaluation of the CROFOC Program prior
to the scheduled wnnucil evaluations is an important indopendentinput whikh sh b ct:ntinued.(-.l 2c,1.ever, this independent evaluationshould not be lUit :d to visritiig zonal and regional SND4 officenoThe evaluator should visit both cooperatiires in the Preogvam and thosenot partieipating in the lrogram, coere_rcL0_ homes supplying agrMicultural inpnts, institutions formol3y parbioipating, Td,*oToAoQregional. offices, IMML(O, Banco del Estado, experimentation staticns,etc. This will g.ive th evaluator a good understanding of what istaking place in nU. u'.o-t6s of the Program and this contributionwill have a positive e:fect on the discussions and detisions whichevolve from the anurol evaluation by SNDC and USAD/Bo 

8. This ftunticns ea; b2 ceroried out by the Chief of CGDo 

B. Expanded scope o' ui:'k 

1-3. The system deveojo d f'or accounting and control of CROFOC fundsshould be a conutinE,, uancern of both SNDC and USAXD/Be Along withthe normal preentatlan of'data by the Serviclo 'for accountability.this institution has inztitutcd an auditi.ng un i thnt is suppose toreport to the Dlrcctor of S1.lMX In addition, USAUt's auditing unitwill i~cite periodieaj auditso ,fver., the important norert ofcontrr;l of'C13,FC, i be whetherfiunds i.11 the system instituted bythe Servicio ccntinues to work well, especiaJy as additinnal fundsfor sub-Thans a:ce adrded to the ProWrai. tei'creWe recommend thatas often as pcssibY.e. the USAI)/B n "c • .._e be brought into evaluate the system uhich is to ccount i' there funds, TheUSAXID ntrollei o'"ce hasf three e)cellent e-inloyees who are -wel-lacquainted w-.ith the Sevieio, and the needs oL the CROLO.(M FrogramoTheir contribution in themo]ling adjustments to the system whichwil-l be necessa:3y as the Program etpands could be a major factorin the ae-countability of this Program. If these enpluyees of theControlezus office could spend three or four days, two, or threetimes a year, evaluating this system and ma1ing rzecommendations,
the benefits would be well worcth the ez:ra time and eznense toUSAID/Bo
 

4. As mentioned in the Contractor's Ju1y 1977 Evaluation Report, thegreat numbea,of CROYCC f'orms that have to be submitted by zonal andregional SNDC offices to the central ow'f'ice has caused a degree ofexcessive work load that should be corrected. 0ne solution putforward was to add another position in these offices to handle manyof the routine administr,tive details so that the zonal and regionaladministrators wovu.d have more time to devote to filling out andanal]i~jng these forms. 

Another solution, perhaps to be used in conjunction with the abovesuggestion, would be to call together all regional aOministratorsto La Paz to work with the National Administratorand his staff toanalyze the Leporting requirements with the intention being toeliminate and rationalize this thole process. A member of he USAIDCctroJlers office could al3o be present to determine the minimuminformation needed by this Agency to fulfill its requirements.Further, a member of GO3s Controlloros office could be asked to
 

http:auditi.ng


pareiatc<. 7+ 2c .. "+.herany of their requirements could beellminaledo 

5. The tende-.:. . . 1- -cio in 'ard to this ac.vity of admin
istratJ .i., has b'en to -.c3.v :n the Nathan -ia~.n Adv-orand the .>a ,- to devel)p this ToThgathis puoint the
Serviciol inJmnla despite effo:.ts to thz- contrary.
The Scrvieoi- :- . - t. of this t)xo.am
but they , ar Gk. :jr burden if the proposed pr:ogram is 
to be relevant to th nccd3 of' th Servlcio. 

Administrative traininga shtuY.r be institutionalized within theServicjo. Most acmi. sraters in S11DC have learned their activities
prL,arily by intuitico ei- -tehing sonieone else and learning fromthem. This is an i,@oo,..., aspect of learning to manage ruralinstituitiono, bu: iu ad;i;.on basic thooretica principes ofmrna~gernent ,.uo~mbv:L;.an~ ::.fi anoial practices, etc and the uses .of ad rtive-* t-s cn make the differcnce in efficiently
and effTectivc ky o' v ~nan O,'gfliztir, hus, a continuuus effortto enic.1uraghe in'st.utic'.nlization of adiinistrat!,re trainingthe Sey-vicio i.,, i :"nt. "...hr. this type 

in 
of training bringsadministrato.s .. ,und the caunt.ry together to w ok on commonproblen:,s . eb,,: n ;dhijui4tatoyI in the Sevvicio, the ,;:mutmiationof ideas tnaks yi}.ce Yrinari3y through the r-.itten word. Personalcontact between rd5tras.-. wi. fIiurt her facilitate an efficientlyrun incnt:1tuztijn. Ile have s e tedthat at least once a year alliadministarator'oz; :i gth:, Ln . pricg-am such as being proposed inthe p.ojecto Then regiona0l. tvaining or?workshops he herd a least "Lie a yea betw:een regicnal and zonaladministrative ie:&scnue).each regicn. Thecein latt..ct.vitieo

should be devoted to solutions i;o problem4 training nla enprloyees
01, the e.11 i ito, pQlieduvcs ;ork.ng on case studies andexerines based wjcn the 8iIDS administrative manuals. A representative from the Depaartnl2ut of Admnist'eation in La Paz should attendpart of ii 'torkshol to earify problems, listen to cuagestions' Indcommunicate ,- 4lravify ne- directives.e T-en a final yearly meeting
or workshc, shuld be held vs an evaluaticn of the Servicios admin
istrative aetivities. 

6. The snugestions made in points 4. and 5, above deal with this activity. 

7. This reaponsibility -willbe assumed by the DC, 

8. The Nathan T-roup has not presented a design of management infolmation sysem. The Ccntvactor presented his ideas in the report: "A Proposalfor the Development of a Management Prvogram to Build a Capacity intothe National Community Development Seirvice (SNDC) of Bolivia in Ozderto Xncyease Its Xmpact Upon Agricltural Programs Through the Usesof Effective Management and Institution Strengthening TooIis. Itis urgent that a ystem be designed and implemented within theServcio.o The SNDC wi-ll not take it upon itself to initiate such
aetion= but they must be brought into the design process if they arcto understand the benefits, and if they are to use the system. To
milethe system beneficia., an analysis must first take place of thekinds of decisions decisian-makers make. Then the information gatheredwill be the pertinent -. iformation necessary to bring to bdar on the
declslov, Un2lss this acnnly-ala of decisioas takes place nothing more 

http:caunt.ry
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will hanpen t> . at present, ioe, all reports uritn by every
administratox or technician wil. eud up on the delh wi' Dcpartment 
heaAd, uIth little of it Cett'ng r~ad, end decsions continue to be 
made on the L-sis of intuition: en0 not hard data. 

9. See our oborvations, ZT.A.6o 

IV. 	 RECMENDATYONS T I A CCM.LXZIiIG O.J.JEtTEYES OF TIE SMALL FARMER ORGANIZATIONS
 
PROECT
 

A, The CROFLOC Prc,7rara cs Oriuin&lD,v Cbnceived 

The~ Swiarjj 'C ~Y~?~4~-'e) bateie goe2 is to iflCleS.Se Prer 
capita income and ir<;%ve living, standords of rural poor. The loan 
from the U.S. o . i"i..s tt make funds available through SNDC to 
finance a 3evcvin:- '. feand and Grant fmdo To achieve the goal,
the loan is to be ur;<,d: to develop viale,u"(i) zonal cooperative 
centra_.s (,cent ales' rcnl '*' ilited smalU fex'mer oi anizr,.ions ('SFO3); 
(ii) 	 to strengthen , geria! and teelmiccOL capabilities of the 
Hatcnal CUmmnv!ity l 7.o'2ment Service (NGDS) and other cooperative 
development ogencieo; ancd (iii) to assist a small number of tncn-cO eror 
ative rura. fcmmuuity xwz, in devel.oping smnai! enteypriaes and economic 
inf~aztrvetue projc t- o 2/ 

Prir,,r to the firs%db',ements "'c:c sma- f£a'zmnr organizationa, it was 
mutue!L.y aCeed be'hccn SSX and USA!p/Doi'in to Select fewer SF 3S 
than ar-igina2ly planined to receive sub--oans. Two points were identified 
as iqortent in rookig this ,decision: (I) the Servicio w.s not sufficiently
prepored admnnist::.tiveiy or t clmiealy to provide services to as many
SFOUs as init.-ly pcmncnd and (2) tleoe was a fundamental question as 
to whether so many small dive-rse f'omer o....nAlens receiving credit 
would ever became se- fieient, even though plans were made to affiliate 
these SFo.s to zonv] cperative cent:es!ao Ten to fou~rteen of those 
centa.es we:.e to be organizud "throughout the country', eventually 
affiliating them to a Naticzai Federation, that wauld have to be 
develepedo These baic questions that evolved from the original 
project design were valid questions, and the decision to work with 
feirer SFO~S initial'y and until more erpei'ience was &ained by all 
involved, was a go-ed decision The Servicio then began implementation 
of the Project end disbu'sed US$360,768 ao of August 10, 1977 to 39 
SPOs (i,3A5 cUuperative members) the first egricultural cyclc; 1976-77. 
The Servieio and USAD/Bolivia continued annalyzing the original Ppoject 
design whipe irlementing the Project. 

The Ccntra.ctorle principle respansibilitles were to evaluate the dis
tributica and utilization of the agricultural production credit under 
the en, end to evelup'e the SIDV institution and other participating 
organizations in thoix attempts to provide services to SFOs. W,o 
reports presented by the Contractor, January 1977 Evaluation, and 
July 1977 EvaJLuation, were devoted exerluively to these principle 
responsibilitieso Oar analysis of both the Qgricultural production 
credit and of the Servicieo nd other participating institutions, 
togother ith our recommendatione, run thro-ughout these tjo reports.' 

2 onnex 1, ig, I o? !&an 055 bement. The new approved mendm'nt to the 
Loan chwA~eo these baisic goa1.j of the Project. 
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The 	 folloving oummriasa wihat we think ore the more important
recommepdatimna made the twroin reports: / 
1. 	 Jontinued independent evaluation of the ProJect m the part ofUSAYD/Ro)ivia, paIticularly during periods of loan selection,planting, haarvetinF, marketing and repayment periods is important. 

2. 	 Continuous observation should be encouraged by USAD/Bolivia onloan selection policies being set 	by SINDC; both formally andinformallyr, iae., kinds of Moans each zonal office is encouraging
and for vrhoin, loans being submitted to Regional and NaticnalCredit Ccnmlttee; by regional technicians, and verbal guidelines
and formal directives sent to the field by the National Office. 

3. 	 A ccmoletely neglected asecut of the program has been any formalattempt to inco.'7?or&ate into the vlaning, implementation andevaluaticn pPccesses, ho;z 	paviuicipating and non-pavticipatlngsmal- fayiDs perceive tho prog-zar he;r 	they believe it oughtto be aun, ead h.-Y 	to bring abct uhangeo. Specific re.c..mendatii nmade as to how this mnight be accormplished in the Contractor's 
..Februiay 1977 'oj.sA for the Development of ft Vanagement Pr.,orapfor"SIfl)Vo As it nw tandf, stanil farmers canot sucoessfu lly dealwith paiiti ng ox'g-e.zationa Lo incireae-e thei! access and modify 

1° Private e ral housc;" supplying aciiceituxal inputn must bebrought into the Paoaxvnm tt b'ig their teclnical epe tise, ioe.
 s e .itr.... and Olides9 to assist Zonal techrnicians in nmiuuioa i2g iith small fa'mers° The availability ofrelevant "... y o imalj. fa:rme.,s in a :?or. usable by "hem isnot reaiaiivi, ill 	.tS ..11h'ojeet in tie !!g'0e no'essaryo 

5. 	 The ue base o.ata studies ae ilnadccue° A em etereview of the studi.eo mu-: be mlade 1ith the idea being to innoz'porate
more c-arai~o ognztohsoizsommunH11itY t"Ienlds ofprodurtriu. n by di.ercnt lines o.. i ... h, pricingpatte'nsp cend1tions of Oads," distance to market, rea eve. of
deveer.ent of the coriuity, avail.bility o:f water, etc. Then aconcerted ez_-'oit ha:, to be made to encourage the Soevicio to see
that the inf"rm-ticn ca)2od for i, obt,.i^d. 

6. 	 Clear, we.', timed, policy decisions a.rce not emanating :fom theNational SDIf office. From policy decision to action, informationgets lost, ignored, changed or ga leod. A thorcugh -tudy of thecommxnications system of S1DS should inclde an e Isis of thedecisiomn that need to be zmde at all levels of the institutioi,andthe infoirnoticn needed by decisicn-mn]kers to make their decisions. 

7. 	 Eliminatin im-2 zernnt aspects of the proLram which rcquire directeash payment to smnai!farmers is cot the cnorer to the control ofthese disbursed funds. As the 	Pgram expauda into agricultural 

There is some overlap or dtt]lication of ecomledations between Parts XXXand XI, since we have a'tteamted to pul tagether all raecmmendations Inthis sectiam and still follz.- the final report formate suggested by USA I. 
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infrastti-. .a sr,nll industries, medium ODA long term credit,more a vivies ill pr-obvbly be found thnt
cash 

are going to neednyi, c"n-; by 2m1- farmers, There s no clear anster tothis but a look t o3 simnir c3'rgram'j around the "orl.d foundsolutions to the pr'oblem should be looked into. 
8. Promoterj in thu 'ra rkin? in Departments far removed fromtheir 074a i not paocductive,, This is an importtant "'esource inthe Program and -1ibecome incrcasingly im-iorbant as the Programexpands. SN1D teclneic.us cannot communicate trith even a smaQlmajority o2 tb2~ se einers cs the Program expands. Promo,ers willbe the critical link to the cemmunities.o They should not be takena ay from the zones eand communities in which they are -i.iaroThey should be Li)jfn useful teclical agricultural training sothat they are oara-e of praoblems that should ivan-diately be calledto the attention cf znol technicians. They can alao follo-unon practices ezLi..d by zonal and -,regional techmicians in their 

communities. 

. i matJn cmingTechnical fro- -,a:cn investigations of thee:meri menta:4 statijns in the va-cious regions of the count.y isno" being made avai.c'ble to Se'vico rscnene as it should be.Periodic meetings are hl.d by oC-2eie 0reg! of the Dnistry ofAgricultuve to 11'.s,cmns n,27 seed vrietics investigated new plantingmethods, ternat ve usas of .and eta.o Regi.ona2 egrieultura technicians o2? the Seorvicio jhou)-d be invited to pe'UiApate in thesemeetings° Th: limitcd li'tezature pubi. hed by the I.inistry ofA. ult1.tn,, should autorua UieDELY feutbe to cl'n r2gional, office
c' r SIM. 

10. We continue to ma*ntain that an analyrsio of Se-vicio orgaunzationalfrnctions needs to be made. This ucnalrysis wi._ aIno clazify thedecont.-alized fusctions' and rzscurces needed to fu""il thesefunctions, which have bean cal-ledBeginning cn page 29 of the C 
for in the Lc-n Do-almentaticM.

'ros Joanuar y 1977 EvaluationReport is an ana ysis of thr organizations prbllms of SNDC.The d.a.ft 'pcsj.e of a IYnegenent P',ram or SNYg, Febiruary 1977.includes a p'oess by which an analysis of the Servicio can bedevelpzd in conjunetion with SNDC persaniecL 

1.e The inter~nal SN plauningr, and budgeting process should begin bygeneral poAicy & 'udelines and ftuding r cuivemento being givenzonal CId'ies by the toccntral office. Zcne). offices initiate theprvuess by develoy!ig their oAinual. plans andthen funding needs. They)resent these tt- g,,,.ion.1 ficcs who evLuate aLl zonal rreque t b..sed uan p)rograin eriteria and fads QUoted, to the region,working out zcana.djiz:' ,-.nts or difarances with each zotnal off'iechief. Then r'-2,,al offices prczent 1;heiv Yegialm plxnsrequirements and fundingto the Cent-ra Gfiee., working out any adjustmants togethe:?with central level autho-ities. Xf clear uldelianes are initialydeveloped by the lticr Oi'fleeT md givea to field ofilces withsufficient anticipatim,, this dccntralized aprcach to budgetingand planning wLll acure that prcgrams developed are relevant to thediverse geograVhIca2 needs of the country. 
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22. 	 Quta erly c ,T.atioa re9or-ts on cach ccoporative -in the (¢RO:,
Program 'I--u be ranJlired by each regional office, An c::ceJent 
fcori at his report i the latect evaluation presented by the
Ccchalx ofi(e*. Gh cent to all. r _enl Gf2o'is toshoild he 

be ued cc a riuideAneo
 

33-	 . 4 tre..... an5 UioLtCvJJ3ry lerecmfle2 shculd 
be requirc I o i .	 -

" U	
L;:va1 it.ri an brief-butx 

concise c o* i'. *-i:,- c 	 houiO.ac. .. I cnat . be -ovepxred by
the centr-. -.... : bjc"ivs of rlA' r viupevi.sits,
Prblems ...... oi. s to tlhe p'oblems nid next planned
visit when .i pl.. to ev' uate p gci'c42t11
Solutions., -r should be twhen into ensideration when 
promotion naian.Irace _'.y increases i'e zevecn:d.o 

14., 	 Standax'dized (s -'lv 'c'ort~ Ut, dc Iopc :~i- nal techz.
 
n!eians on the ,cpments in each rl2 tho coDtveach tech
nicien is -sibe )o)?. both v uii....' hc
. 
P h,'_.em. may be ,-" e at a ltterwhich celected to 
date. lgionuv!t.c1 ehnicl rura-visors then be :cuired toshould czeriond in il l to each of these wipots51:it with ctpies of 
both sent to cc.ntura headquatevs. Xt v. hoped thatl this ,ecoui
mendation woul1d not have to be Ln:dc Thr the obvious bueaucraticVeascios 1{c,'ee the:'e is enouigh of a concern that tehnicians 
are not ccmffeotilg their i'nncticns with the ecope atives, nor 
visiting the eerativ- often enoughb to wLwrant this bureaucratic 
requiv'errin-Ir 

15. 	 Zonal of l'Ces we-lre.eoriginally required by the Department of Ad nin
istyation to subnLit o3erating budgets foi office and field visi.t 
needs. The sec nd fiscal ye15 of the CROFOC P gL.am, this wao 
not rccuested and operating funds, .ere not adequate° Xt was 
explained that GO Lgenero'! funds iiere not adequate to provide all 
the ftunds for'the Servicio needs This is a condition of the Loan 
Agreement; ioC., that adequate operating Punds be provided by the 
GOB to suorot hhis '30 million doular I'oj ct.o Zcnal offices must 
be consulted as to their cpeatinr needs, and the G0B must supply 
these fundirlg ':cquiremeants. 

16. 	Varioun institutions have made verbal commitrn.nts to the Servicio 
to purchase the " ltura . production of cooeratives participating
in the ;og-a., e.o.., the National Rice Institute Cnd the National 
Wheat Xnstitute. At mnaketing time these institutions have either 
gone back cn their wo'rds or agreed to different earangements than 
o.iginliy pzxmOsed veibal y. There ore many private compalies in 
Bolivia who yearly malke cantractuall arragements guaranteeing prices, 
even before season in which they purchase al theclantingbegins 
agricutural 'cduaticn of lArger farmer3., This uhole aspect of
maki - .ccntractua arvangements should be looked into by the Sorvicio 
for the many ccoeiratives under the CRO CO Prcgrm.o 1e have heard 
of companies which produce veGatabie oil, soups; canned vegetables
goods., etc. who cannot obtain sufficient ag'zicultural products0 _-
These cnq.7anies also "equire higher garading standards. The Sorvicto 
coutld discuss wi th theso coezaules their requircments, enter into 
Contractual arangements, and begin to work closely with agicultural i 

Ceeratives in the CROFOC Pregrem, atte pting to meoet these standardso 
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These cc,:: :'c.u.,,,y also be 1uiing to provide technical assistanceand oth., ).t now aval~jcjb, to cooperatives to assure higher
gradso C ? >'alprodunts0 

17. The policy of not paying-zonal teehwiclens per diem shou0 be changed,not only because of the bui:den to those technicien-s, but alco thburden to sraal-1.,,,er., SUMDl t-ahicn -e rcquired to Icok forsleeping facilitics and feAd in the 6cminunities they arc r¢orking with. 

18. Adequate number .zo-_..'4-m' and rotovycles must be provided tzonal technicius iif they a:..e to attend the communities and caormer
atives, az the .'orevam e~andso 

19o The tendexcy of i 7.t .vieiois to encourge va few lines of aslcultuval pvcdnutio; foc: CeAh caoeLrrative as possible° Scme zonalofltes would t'Tiy, a7;Cjt 1neline of plrcductin per coopo1ativethe .irea. .. -" 1;fis easier to administer one line of tion %p;, pyzide Zechnicl assis-tance to thefcoperative "1ku 'iin n 11 t of ar'o There is enough
evidence this ym. in this CROFC rogr-ani to discourage ,%his tendency
cn the nart of tbh kCeic. 

20. A concepted e...-.... o .inance lo;; cost stcarure :?aciMtios fox?. er
atives shciuld be "a ed[Izsible. into as 8c,[n as fnginersareiLteA.ts uf tho S v-iQio should 

and 
be asked to lock for- vaxiel.ssolutions needed -a the different C tgacah.cal area of Dcivla. 

21. Znal and mut devote more atto'iftUi- to the g '.nizat;ona.% d 'xe.Oyiment of ccet', ativcs if theseor~onizatiens 
are to ever bec:am -suffic:.nt 1,Tht 3.taat CRiO . decisions
that :e.ate tp th- coy:Cratives ae being made by the zuna.. ndCregional teclyiic' :as wlking w).th the o-e roatives. Aetive p,.-%irtcliic-h in the uucra:ative n:onmttees by members aust be encour:ged.Generial meetings which iuiclvde 02l membe-s must be led by cooper
ative membar-o not Srvicvic tecbniainso. The mo.ve astute aud activecovperative membhe8 must be encouraged to participate in the soc;io/eeone.= sttudico, and the fea,sibili.ty studies of their cooperatives.
If SeUcv ~iotthceans cannot make caear the ideas in the feasibilitystudies, aceountins huinn e co/c-anomie

famelat then these te .hnicians do not wde.rtnd the 


s 'd studies to smal. 
ideas themoelves,

and are hiding bhldnd technieal jar-gono 

22. A new integ-al eoupeoative shoGuId ' not be sta-,ted in 9R-ija withoutfirst locking at the e:!sting ccuperativL central - CFRCATo Alsoj,Co= as a nMiuim~le line of produption should be ev. uated careiflxybefore it is encur:ge. Technician3 in this area believe it is notas eccnomicaUy v.able a pa'oduct as some believe for this region, andthere arae mauy more beneficial al'tenatives in this bir-'y productive
area of nl.ivla for omail, a'mArs. 

23. During the .epoymant perieds and disbursement perlcds of CROWOW.sub-loanua; the Se:vleio should present data on these aspecto ofthe Pre.am to USAMD/iolivia on a montliky baois, and not on thequawter2 basis as no.w required. Thase are critical timas in theoveroal px ,rma when nmny decisioms arc heing made and this inforrtionwould be h&ILpul to make thB deeislans0 

http:sibili.ty
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24. zonai of f'ijepu sqiuld be provided. with a PGM21e1 Poritlion f'or
a~~' noxiir trtv anccfoto~ handlu the piroblem of abtainbng quOftjC:1 3. aad the movemuentOf' dacuulcait tlin'unh tIje sub-e.Oro alld cont2, 1oL.QS aficen.There EITrLAtherI ftMI-t(x 'UsispepsCIn Could d tore0o ve the work

loa o~th~m~n!t:J'i V2':L 80~ thitt he or nshe cc.11_d hel.p wi-ththe eo~~'Mv ~~tt: ~sein tho f'ioL3d. 

25. The SNUC nits~o~ei:~~hatild be reaview- ill the proposedf'irs~t am~~K~r ~n-t-ixgrapi for all adinistr.atijve
peraonnOX t~~ ~* 

26. The e~ht novdurpvn tcehli cal0 advice to caoperatives3should be cejctnoI operativa specia3ijsts, agronemistas,a~ecnt~n~nd~:~.4c~t ~s souLdjr visit the coupoyative's onCLar~r j,,j 7 tehicians,, As -he c1tuetion dictates;;other sei.1fj o, '5t, O, Oi5js:pYliat dioae
tec-dias~ v~ ::~n:~cm eteo,0 shiu~d p~cat 0 At the ti.*meof these tealJirj 1is p~ '!-al sheuld be develonc-d xfor the zonal tbechnician 20ix, the mie~The txcinIrg Ccintea? shcuiid be Oxf,'eiyinvolved in thesec :'3xvI ci~ciz to bri-nag to baer w mtosogetting ideas3ir. ;oeiI'- The P ocut;n- tr ielbe caeVled uio L".vtn 01 tic-.T methuds cT atnduses 0? ncti seo0 USe 1:2ldiete ?gy and any ilcw Xdiif~~n~ne c~ uo ueiAonthnt could be benefic ial t 0teccp~AxtAves.Iyvz this C0nt0 folsc'a, Poaaplete evaluat5.onOf the t rWCIution centers,, weuLJd be able to!3.gan bejfroz the-y

Anlte in tlr Vpali,U CflOiN i'a,, r in ay lc gL wy 

Xf the-%'a in any one gorltu that Utnd :.-inC,t this Final IRepcoirt abo~vea"ohr it -.s tha tere hve been some very bnoi'c inpuits to theCI1~~~~O~CPiarnhsfrtaiia~u'~ yl hc ave gene unatte-nded.They woeaeete o econsBiddC in t he L~litinal 001WO pro~ject desicgn,O?they wi theoy did zot l-,rk aun plouiicd0 The ContractcrOn t-7oev~uetc~r1'tsth pro-o01, fox. the develonme""nt Of a mianaccemecntPcOgraMd, cud Pca-' fil eud XXIC ol '6his Final. RL~or have attenmtcd toidentify thes~e maiosing inlutc. 

XnteCV 'X,71 i ativac which aye heing cuoideved E7o the~oivir- atPreuent ti.mea ax.e ettreev eI rzn!3i ~ ilnstituti Oo, especial-li to basean agclurj.rc3.t pog'-1nI cr. They drain rrrnpGower, an acutely
Saenresenr in DOUlvia, OTreC-renormao amounts of Manpowerneeded fv:' trainiwto and snrIex'vision in starting up these integralcooporaivaes. The mllvczrent 0? mioley3, technivAl assintance 

now 
and m-wktingariangmeS, lye have 0seen- in the first yenzaxo CRFlOY7O, is e,,:treM0LyCOMPicU~t~c-. for any intiutonwich attompts to Organize and supervisean ecintrl aredit ryoter., 

The Inteovel coo-ez'ntGLUe rast offer to Gmau2 fe as sevices such as];Boil isaLyaeo . mcdeva practicer, in planting, datvtien, -inmect control,textilisati"n, nelacQtIcn o? land and its capaority to Gupport agricultualproductica, 0701uai ZPP Irrigaticn systems, climatologjcmg data, 
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evaluatic.n cif th times of the year the crop cccupies the land,altern1tiv42 tse:s of the land during any given production grmcufticycle aud 1. :npacity of the land to produce more than one crpand which cu tais might be.. The institution~c efficiency andeffectiveness in its own internal organization; management, com
munications, evaluation, accountability and control, training of
personnel, relationships with other oirganizations in its environ
ment, etc., a we have secn in the SNDC 
- a thirteen year old insti
tution - are ccnmincated functions fox- a new organization. 

One can therefore question whether the new integral cotiperative asplanned is anymore alipepriate an institution for the diverse purposes,
situations and ct1.2es of small farmern in Bolivia than thewasCROOC production eredit Prcgr-am channeled through the SNDC. 

The inrportant aspect of the diverse services that have to be provided
to small farmers of each integral cooperative in each region of thecounatry has not bean clecy]y addressed in the new stvategy - anymorethan it -uas in the or'iginal COFO. project design. To list numbersof teclmical aisitance sots and numalie2rs of promoters, does not getone to a point ,whea.-e technical. inputs have an impact upn small farmers per capita iQncoe and impxrovement of their living standards. The newintegrail cQcpe: ative strategy does take into consideration the greatdiversaiy of sa a.Thamers organizations in olivia, which the oldC-O17 Progr'am neglected, But the provision of services to smallfarmers which reaches thegn at the farm level has got to be addressed
if we (are not to again find that after a year of agricultural activityunder the inteGeral coperaative strate(,y, some farmer groups are worseoff because of the egicultura) credit prcga'am than without it. Thereis enough evidence that in the loag run. aoncutt ue limits the developmen- of small farmer's to warrant a eautinmay note. It is easier
larger institutions to administer, providc technical assistance and 

for 

agrinultnpal inputs arid market single produes, than to permit multipleczqopping by associated members. Those mayginal. farmenrs who have plantedthree, fThu or more crops have p-roven to be better off in the long runthan those who have had to produce only a single crop to get credit.
To ,"he smaJ faxmers, minir:izing rish may be more important thanmaximizing profit. This may help to erpl-i.n why some of the credit
under CROO7C %as frequently not used for the purposes originallyr projected in the feasibility studies of the SNLC. We raise these issueshoping that those who are presently planning the integral cooperativestrategy ta.e them into consideration in this initial planning phase.
 

August 26, 1977 
CCD:LlThorntca cc 




