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X, BCOPE OF WORK - PERSONAL SERVICES CONTRAGT

A. Original scope of work under contract

1. Evaluate progress of decentralization program being implemented
by NCDS. Make recommendaticns resulting from his evaluation to
Contractor of Robert R. Nathen Aspoclates, NCDS, end the Mission.

2. Ccordinote the prepevation Tor, und perforuence of, the design by
Michigen Stete University of an evaluation system for NCDS educational
activitics, end supervise NCDS ond RRNA in the lmplementation of that
evaluvation,

3. Collect dote on the dlstributicn and ubilizeticon of apricultural
production credit under AXD Loon 511-T-055 during the first agri-
cultural, eycle 25 provision of technicel o vicultural training
and availobility of egricualivral inputs, ..d make cay necessary
recommendations for projeet modifications to RRNA ond the [Mission,

L, Emplove possibilities for greater involvement of obher organizations
in Bolivia in the Swall Former Organization Project, to the extent
that they con complement or reinforee exioting acetivities. Make
pertinent recommendetions to RIWA end ths Migzion, eond assiot in
the early development of appropriete Intercesency covrdination
mechanisom,

5. Assist NUDS end YNATZO (o ceoperative ovgonizotion) in develuping
specificatlons to comwply with presvrenens py
Tinanced with AYD pront ond 1ean funds,

6. Assist NCDS in the ldentivication and proeuvencnt of films and
educatlonal materiels in oupport of project.

7. Participate in the evaluation of Luon 511-T-055 scheduled for
Febrvary 1977. Tn prepovaticn for this evaivaitlion, Contrector
must visit cach regional and zenal HCDS office ineluded in project
o evaluate progress ond consiraints. '

8. Assist in the orientation of the RRNA controct team in such matters
a8 projeet beckground, NCDS siructure and staff, and Bolivia socio-
economic conditions.

9. Perform other espiguments in support of the Project as directed
by the Picvject Manager.

B. Additional activities cszigned to Centractor en March 1977 - expanded
scope i work,

L. Visit with vepresentative £rom USATD Controller®s office oane
regional and cne zenel NCDS office to revicy existing system
for accounting for CRCFOC funds, ond speoeify reguived modifi-
caticas.

2. Vipit wegional officca %o exolain required CROFOC accounting system
to NEDS and Matheon pevsonnel.  In Suere region, visit each zonal
orfice ©o see thet the syaten is implemented.
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SUMMARY OF" ACCOME

2,

Visit e sample of other zonal offices to evaivate implementation of
procedures with Controlier’s persennel.

Evaluate whether zozel and regional edministzators vorklead is
exceassive to extent tloy are unoble to edequately accowmt for CROFOC
ag well os traditicnel progrem, end make indicated rectmendotiong
to USAXD ang NCDS.

In conjunction vith Nathan training advisor cnd NCDS training and
administrative personnel, assict in the develepment and implementation
of training courses for cdministrative personnel,

Assist ICDS administrator and his acsictent in design end impler-ntation
of proccdures to improve communications betucen central. end regional

ac vell us wegional ond aonal 0fTices, of puidelines and follew-up
asgistance on administrative procedures and problem resoluticona,

Follerreup o implengntotion of loon conditicus,

Evaluate deaign and implemcnbotion of managemeny information nystem
by the Nathon advizors,

Tdentily vesvurcen for cducational materials and £iims and assist
NCDS in seleetion.

LSIMENTS UNDER ORYCINAL SCOPE OF WORK ACTXVITIES AND

EXPANDED S6C00T 0 fio;zﬂg}.ﬁgi*ﬁ_ﬁfi‘ifs_g

A,

Originol seupe of work

1. The evaluvaticn of the decentralizaticn progvam of SNDC was accom-
Plished end presented in the Coatracter’s reporty "Bvaluation of
the Utilization ond Distribution of Agricultural TFroduction Credit
undexr AID Ywza §51).T7.055 During Fivst Agricultueai Cycle, and
Evalvation ¢f the Decentralization Progrom of SNDC”. 1/

Recommendetione o a vesult of thin evaluaticn vere preoented to
USAID/Bolivia and Robert R, Nathon Asscciates in the Contractor's
report entitlec: "A Proposal for the Develapuent of o Management
Progzan to Build a Capoeity into the National Comnunity Development
Service (SHNC) of Bolivia in Order to Increcosce Its lmpact Upon
Agriculiural Programs Through the Uses of Effective Monegenent

and Jnstitution Strengthening Poola®,

2. The Contractor worked elogely with the Michigon State Univeraity teem
in the preperatica ond carrying out of ito cvalvation activiticn
with SNDC. A memevcndum of recoumendations, bosed upon this insti-
tution’s activities, was presented to CCD,

3. See the Contrector’s two YUports, WJanuary;1977 Evaluation Report)
and "July, 1977 Evaluntion Report” for the date collected ond
racommsndasicns for project medificetions.

g/ See Annex A for all documents mentioned in this Final Report.
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Numerous inctituticas were visited during the eourse of this
contract. A Lict of woay of theee orpanizations eppears in
Annex 1 of the fircs cveluation report, January 1977. Recon-
mendations and discussions vith these inotitutions vere made
vith both SILT pozoonnel, zad the institutions themselves.
Written rocoumendations w, Jeer in the Januery 1977 Evaluation
Report.

This activity van transferred to the Administrative Assistant
of CCD by the Chic® of CCD.

Lists of technical books and tralning materials vere presented
to SNDT for their selection and purchagses., Catalogues from RTAC
and other publishing compenies were olso made availoble to SNDC
for the selection of £ilms, The CCD office vill escict the
Servicio in pwrehasing aumerous technical bocks for Servicio
technieians,

The Contreetor prepared o report and pavrticipated in the February
evaluation of Loon 055. The contractor wae asked in a memovandum
from the CCD Chief not to visit ell regional and zonal offices as
originally cecntemmleted.

This wvas e continuoup eetlvity that the Contractor parclcipated in
during the contract. AY) of hio reporhe vere prezented to the
RRNVA contreact team, ond he pavtéicipated in mony of  the contract
team’s monihly mcetings, giving bis observaticns on project back-
ground, SNDC strueture ond gtorXf, ond Lolivion scocio-economic
conditions.

The only ather major ectivity assigned to the Contracker vas the
develapment of an ogriculbvrel credlt ourvey, which vas developed
and nresented Lo the CCD,

Expanded seope of verk

1.

2.

3.

The Cuntractor visited the Oruvo Regicnal Office and the Patacamaya
Zonal Office with p rvepresentative of the USAYD Controller’s Office
and an advigor from the RRVA contract team to review the SNDC
accounting system. A meeting was held with others from the USAID
Centroller®s Office and CCD Chief o present the reccmmendations
for modifying ena implementing the aceounting system for CROFCC
funds,

With a vepresentotive from the Adninistrative Division of the SNDC,
and o representetive of RRNA, the Contracvor visited cach regional
office of the SNDC %o assiot in the implementation of the recom-
mendaticn developed in B.l, cbove.

This activity vas cavried out by the UBAID Controller?s Office.
The Centractor vas not asked 4o partieipate,

This activity wao acconplished with weltten recommendations appearing
in the Centractor’s weport: “Evaluation Report of CROFOC and
Administrative Functions of SNDC, July 1977°.



5. The Contractor, with the RRNA Training Advisor, developed a

8.

9.

.

trajuing program for SNDC administrative personnel. Numerous
meetings were held with the Superior Institute of Public Admin-
istration, a troining fastitute of the G0B, to plaen their
participaticn. Also, meetings were held with the Department of
Administration and the Director of SNEC to plan this training
activity. The training program has been scheduled, but it has
not been iuplemented. ‘

This activity is to be incorporated into the proposed admin-
istrative training program mentioned in 5. above. The Contractor’s
report: “"Evalvation Report of CROFOC and Administrative Functions®
identifies many of the communications and procedures problems of
the SNDC. Purther, a communications and evaluation system for SNDC
vas proposed in the Contractor’s report: ~A Proposal for the
Development of a Management Program to Build a Capacity intec the
National Community Development Service {SNUC) of Bolivia Xn Order
to Increase Its Iwpact Upon Agricultura) Programs Through the Use
of Effective Management and Institution Strengthening Tools”,

The follow-up on implementation of Joan conditions vag cceomplished
in July, and appears in the Contractor's report: “Evaluation
Report of CROFOC and Administrative Functions, July 1977%.

No management information system was proposed by Nathan Advisors.
Therefore, this aetivity has net been eccomplished.

See TI.A.6. above.

III. GENERAL OBSERVATYONS REGARDXNG EACH ACTIVITY OF THE CONTRACICR's SCOPE

D R e

OF HORE

A. COriginal scope of work

l.

{n the Contractor’s Evaluation Report of January 1977, an argument
wag made for a thorough analysis of the major functions and tasks

of the Sexrvicio, and a process was developed in the Report by which
the decentralized Functions would evolved from the analysis of the
major functicas. From the outset of the CROFOC Program, it was

fell necessary to decentralize the Servicio. It was clear that the
SNDC was a highly centralized institution vith three or four employees
of the Servieio making all of important, and many less important,
decisicns on a highly peraonalized basis from La Paz.

We have argued that an analysis should be made to determine which
functions eould be decentralized and where the resourc¢es would come
from to assurc that these functions be carried out. He ¢ried to
make the case that the nev CRCFOC Program was quite difrerent from
the traditional sccio-cconomic welfaye program the Servicio has
been managing since 1964. Many decisions in the CROFOC Program can
and ghould be made at the regional and zoral levels, An analysis
of the major functions and tasks to be performed by the Servicio
would have identified these decisions.

But this analysis was rejected by both SNDC :und the USAID/Bolivia.
The approsch taken isstend was £0 make more efficient the accountability
6f funds wnder the wRUPOC Pregram. Tuws i impaet on zmall fapmer
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organizations of the CROFOC Program hss been neglocted. The
aspects of technical change, credit production svpervigion,
cemmunication betveen Servieio technicians and the ommunities,
difusion of innovations, providing SNDC technieions with back-
stopping and rupport, ete., has_been placed in a_sccondary positica
to financial ceountability. This financinl accountability can be
controlled iom fa Paz, once minimum channels of accountability

and control hoave been set up in regicnal and zonal offices. With
the latier approach, there was no need to look closely at all
major funeticns and tasks of the Servieio. Therefore, no formal
concetvted efforin ot decentralization has taken ploce in the Servicio,
and none is likely to take place when neither the SNDC nor USAID/
Bolivia are behind such an effors.

A strong corvelaoiion can easily be established between organizational
efficiency and inpaet on small farmer groups. We belicve that orga-
nizatlonel inciviciency of the SNDC is the major reasen the impact
of CROFOC has been 5o minimal the first ageicultural cyele 1976-77.

Becavse of the fengthy preliminary correspondence between USAID/
Bolivia and Michigan State University priox to their arrival in
country, very little prepavatory work by the Contractor was neces-
saxy on this activity. MSU sent capable people who were familiar
with SNDC, and they accomplished o great deal toward developing an
evalvation gsystem for training., MSU should be asked to continue
providing backstopping to the Department of Training of SNDEC,”
particularly in the area of non-formal educatien, and helpthis
Depariment with the implementation of an evalvaiion moudel.

A decision must be made by the Sewvicio and USAID/Bolivia whether
to continue with this institution.

Cutside independent dete collection on CROFOC preduction credit,

such aB the Contrector performed, is important to both the Servicio
and USAZD/Bolivie end shouwld be conbinued. An analysis of thig data
by independent persens is also a help to these orfienizaticns. Houever,
the SNDC sheuld instisutionalize its own data roillection precess
whereby field follow-up on the implications of this data for decision-
makers is jnstituted. The date presented by field offices to the
central office i3 of little use 1i? it s not presgented to decision-
makers alcny with an explenation of how this information can help

the SNDC, on all levels, to make decisions. Therefore, o management
information system should be developed whereby these who gather the
information are also evave of the decision to be made. As we men~
tioned in our July 1977 Evaluation Repurt, many of the problems that
evolved this lest year in the CROFOC Program could have been foreseen
and averted by a system that raised red flags when certain activities
didn't teke place, or when conflicting information was received.

There 18 no such system in the SNDC.

It seems apparent that out of necessity, more and more functions
originally contemplated for other institutions, e.g. INAILO and IBTA,
are being taken over by the Servicio. Accounting functions,and
control for ccoperatives, and technical assictance to small farmers
by XBTA and XNAICO hog been minimal. It deesn’t scem that this

situation is going to change in the foresccable future. The Agricultural
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Extension Agents of IBLA, we vere told, gpend approximately forty
peycent of thelr Gime avay from their own activities wnd work plan.
They are called avcy to do studies and lnvestigatien and give
advice by other GOB institutiors and other entities. TFor example,
USAID/Bolivia asked the extension agents in one region of the country
to do a stvdy that kept thece agents avay from their normal work
activities for o months., Another common probleid is that of f
availlability of pevscnnel and veldcles for IBTA. We vere told

that the gus ollcention £or cach ngent has been cut from 400 to

200 gal. per wonth « adequate for about two veeks travel per month.
Further, the motivation of Bxtension Agents in partieipating with
small farmers in thelr commvnibies in lacking. Finally, XIBTA is
completely independent of activities of the General Director of
Agriculture in coch depaviment of the country, thus ccordination

in each region i difficult.

Given the above sttuaiion of IETA) it does not seem feasible that
the SNDC ecav cvesr iely on thig agency to perform the very Llmportant
funetions originelly contemplated in the CROFOC Program, that o f
technical. advice $¢ swall farmers and SNDC agricultural techniciana.

Yn the Contractorts Jomary 1977 Evaluation Report it was sugrested
after visiting & number of private conpanies providing 8eed, fertilizew,
pesticides, ebtc., that Purther eiforts be made to incorporate the
knovledsge end expertise of teshnicians in these companies into the
CROTOZ Program. ‘Fhey have a great deal of lLiterature, films, slides
and techwical knowledge from their parent organizeticns that could

be byrought te bear on the CROYOD Program. In the mest recent July

1977 evaluation made by the Contractor, we found no indicatien that
this resource was being utilized by SNDC technieciang,

The Contractor further explored othexr avenues of pwssible invalvement
in the Program by the Bolivian Development Fouvndation, DESEC, and

the Central Reglonal Agricultural Cooperatives in Tarija. Most of
thege iastitutions ave working on very Llimited budgets with limited
perscianel. Lo provide ossistance o a netienvide program such as
CROFCC,  Others have ovver-commitied themselves in thelr existing
programz. Therefore, we found no other ingtitutiun capable of
asslsling the CROFOC Program in any signlficant way. The only poasible
excepticn to this might be the Central Cooperative in Yarija, which
we have recomuended be evalueted as to its po3gible incorporation into
the integrated cocperative strategy of the Servicio.

Sinee this activity was exeluded “vom the Contractor®s Scope of
Work by the Chief of CCD, we do not have encugh information to
make constyructive comments.

USATD should continue trying to help the Servicio identify and
brocure f£ilms and educational materiaels to support this Project.
Hovever, what is reelly needed is that the Servicio set.up a unit
with the responsibility of requecting resource materiels needed by
technicians of the Servicio, and %o wmake contacts with publishing
cempr - les for procurement. Further, this, propused unit in the
Serv. Ao should develop a system whereby these books end £ilms

& e controlled in the zomal, regional and naticnal offices of the
Sexvieio,
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7. This task cor ca indepens 76 evaluation of the CRCFOC Program prior
© %o the scheduled vonval evaluations 48 an important independent

input which ghonid b coatinued. Hewrever, this independent eveluation
should not be liaitcd to visiting zonal and reglonal SNDT officesn.
The evaluator showld visit both cooperatives in the Frogram and thos
not participating in the Tropram, commzreial hougses sunplying agril-
cultural inputs, institubions Tormally partinipating, T.B5.%.A."
regional ofYices, INATLLO, Banco del Estado, cxperimentation statiens,
ete. This will give ¢l evaluator o goed wderstending of what is
taking place in ali cvopents of the Program and this con®ribution
will have a positive ei'feet on the discussicns and decisions vhich
evolve from the curmal evelvation by SNDC and USAXD/B,

8. This funeticas eon be carried out by the Chief of CCD,
B. Expanded scope of vurk

i-3. The system developad for acceunting and centrol of CROFOC funds
skawld be o eontvinulng concern of bath SNDC aag USA.T.D/B° Along with
the normal precentaticn of data by the Servicio Tor accountabl 1ity,
this institution bhos instituted e awdicing unit that is suppese to
report to the Dircetor of SUDC, Tn addaition, USAWM's auditing wnit
2111 moke pericdicol audits. lovever, the important aaneat of
sontrol off CROFCS funds will bLe whether %he systen instituted by
the Servieio continuen 4o work vell, especially as ndditicnal funds
Yor sub-loans ave edded to %he Pregeam. Ve therefore recummend that
ag offten as pegsible, the USAED/B Uentroller’s OfPice be brought in
to evaluate the system wnlch i8 4o cccount for these funds. The
USAXD Controller®s of¥ice has thrce excellent cumployees whe ure well
acquainted with the Scrvieie, and the needs of the CROFLC Frosrom,
Theix contribution in making the adjustments to the system which
will be necessary os the Program expands could be o mojor factor
in the accowntobility of this Program., Xf these empluyees of the
Controllerts office could apend three or four dayn, tvo or three
times a yeeoxr, evalvoting this system and meking recommendations,
the benefits would be well worsh the ezbéra tlue and expense to
USAXD/B.,

b, As menticned in the Contractor®s July 1977 Evaluation Kepert, the
great number of CROFOC forms that have to be submitted by zcnal and
regicnal. SNDT offices %o the central office has caused a degree of
excesslve work Load that should be corrected. One sclution put
forvard vas to add another pesiticn in these ofPices to handle many
of the xoutine administertive details ao that the zenal and regional
administratore vould have more time %o devote to £illing out and
analyziag these forms.

Another soluticn, perhaps to be used in conjunction with the agbove
8uggestion, would be to cail togethey all regional administrators
to La Paz %o work with the National Administrator ond his staf? to
analyze the reporting requirements vith the intenticn being to
eliminate_and retionalize %thisthole process. 4 membes of the USAID
Controller’s office could 2lso be precent to determine the minimum
information needed by ¢his Agency to fulfill its requirements.

Further, a member of GOB's Controllor®s office could be asked to
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5.

6.
7o
8.

8.

participate 4o sco yhether any of their requiremente could be
eliminateqd,

istrative tioniuing hoo been to voly en the Nathan Yvaining Advisor
and the Conitoocbor to develsp this program. To this point the
Servicio®s inuh oo been miniumn}, despite efforts o the contrary.
The Serviciv i ruoave off the lmporsanee of thie training program
but they nusi arsaee i mojor burden i€ the proposed progean is
to be relevent 4o the nccds of the Servieio,

The tendcer .y in the Servieio in pogard to this wetivity of odmin-
en

4
3

Iy

Administrabive training showid be ingtitutionalized within the
Servielo. Most sdminigbrators in SHDC have learned their activities
privarily by intvition or vatehing somesne else and Yeavning from
them., This is on jmportont aspect of leorning to manage rural
inatitutlions, buh i 29ai ion, basie theoretical principles of
managements, ccemnvnicotions, finoneial practices, ete. and the

uses of edministrative t$ols eon meke the differcnce in efficiently
and effectively nunning an ovgenization. Thus, a conbinusus efrort
to enceurage the institubionnlization of adminlsoiratisre training in
the Servicio in inpuvieni. urther, this type of training byings
adminigtrotors S und the country together 4o vork en common
problens. RBetusch cdministiators in the Scrvieio, the communication
of ideas toltes ploce primex»ily throcugh the wiitten vord. Persconal
contact bevween adminisitrovesns yili furkher focilitate on ef¥iciently
. institwtion. e have suvggesved that of least cace a year, all
administrators ¢t tomether 1u o progrom gueh as belng nreposed in
the edministrativa srainlug peoject. Then vegicnal, training oy
workshops be held ot least twice a year bgtveen regioanal and zonal
administrative personue). in each regicn,  These labter aetivities
should be devoted to solusions o problems, training nev cuployees
of the Servicio in its procedures, working on cose studics ond
exerzises baced upen the SHDC administrotive nonvals. A represenw
tative from the Depariment of Adwiaistration in %La Paz should attend
part of tiis workehop to clarify problems, iisten to sugrestions ond
communicnate or ¢lovify new directives. Then a Yipal yearly nmeeting
or worlshep should be held s an evaluaticn of the Servicio’s admin-
istrative acstivities.

The suggestions made In points &, and 5. above deal. with this activity.
This respensibility will be assumed by the CCD.

The Nathan greup has not presented & design of management information
system, The Contvoctor presented Lis ideat in the report: YA Proposal
for the Development of a Management Progzram to Build o Capacity into
the National Community Development Serviee {SNDC) of Bolivia in Order
to Inereese Its Ywpact Upon Agriculiural Programs Throvzh the Uses
of Effective Management cnd Instituticn Strengthening Tools™. It

is urgent that a system be designed end implemented within the
Sexvicic. The SNDC will not take it upon itself to initiate such
ection, but they must be brought into the design process if they arc
to understand the benefito, and if they ave to wse the gystem. To
make the system benefieiol, en anaelysis must £irot toke place of ' the
kinds of deeisions decisicn-mekers make. Then the information gathered
will be the pertinent information necessary to byring to b@a¥ on the
decision. Unless thio apalysio of decisicns takes place nothing more
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wili happen thun at present, i.e., all reports vritien by every
adnministrator oz technician will ¢nd up on the deck of Depnrtment
heods uith Little of Lt gebting vcad, cand decioionn continue to be
made on thc Lasis of intuition, and not havd deta. 000

9. See our obscyvationg, I{.A.6.

IV, RECOMMENDATYONS ! AUCCIPLISHIG ORJECIIVES OF VHE SMALL FARMER ORGANXZATIONS
PROJECT T

A, The CROFCC Progron «a Originally Coneeived

(]
capita income end improve Living standerds of yural peor. The Joan
from the U.S. Governmoat is to neoke funds available through SNDC to
finance o revolving ~oeiit fond and grant Dond. To achieve the goal,
the loan is ©o be vecd: “(i) %o Gevelep visule, zenal ccooperative
centrals {centvales) cud ~7¢ilicted emall fevmor orgonizntions (YSFOs™);
(1i) to ntrengihen L gerial ond tcehmicold ecopabilities of the
Natienal Cemmenity Dovelognent Serviee (NCDS) ard other cosperative
development ogeneies; cnd {iii) %o assiot o small number of “non-cocper-
ative” vural commwily grovps in developirg omell eanterprices and cecnomic
infrastyveture projecia.” 2/

o

Vo Bal

Prinr to the firad dicburcescnts fox small fermsy orgenizations, it was
mubvally apecad betucen SHRC and USAID/Bolivia to gsoleet foyer SFOs

thon eziginally plasncd to veceive sub-leons. Two polnts wvere identified

as impowtant in moking thls deeision: (1) the Scrvielo wep not sufficliently
prepared adminlatratively or teehuleallly o provide services o as wany
SFO"s es initielly pleoned, and (2} there was o fundomentol question as

to whether so many smaldl diverse Farmey ocrgonlzaticons receiving eredit
vould ever bereceme soldf-ougficlent, cven thousgh plens were made to affiliate
these B¥0%s o zonal covperative centrales. %en to fouvrtecn of these
eentroles vere to he orgenized throughout the coundyy, eventuvally
affiliating them %o o Notlcual Federation, that would have te be

develeped. These basle guestiocns thot evolved from the original

pEoject design weys valid questions, and the deelsion to wvoerk vith

fewver SFO's initinlly, and wtll more expowience vas guined by ell

involved, was o goud decision. The Servicie then begon implementaticn

of the Projest ond dlcbursed US$360,768 a3 of fugust 10, 1977 to 39

SFOs (1,145 cuoperative members} the firat osricultural cyeis. 1976-T7.

The Servicio and USAID/Bolivia continued aenlyzing the original Project
design while implementing th2 Project.

1

The Contractor's principle responsibilities srere to evaluate the dis-
tributica and wiilizetion of the agriculiurel produstion credit under
the Loan, end to evoluate the SNDC instituticn and other pavticipating
orgenizaticns in thely attcmpis to provide services te SFOYs. Two
reports presented by the Contractor, Jenuary 1977 Evaluation, and
July 1977 Bvalunticon, wvere deveted exrluscively to these primciple
respensibilities. OCur ewslysis of both the ogricultural production
credit ond of the Berviecic end other porticipating institutions,
togother vith cur recemmondations, run throughout these o reports.

2/ Annex 1, ng. L of Loan 055 Ogecement. The new approved amsmdment to the
Loan changes these bosie gools of the Project.
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The following summarizes what we think eye the more impoztant
recommendations made in the two reports:

1. Jontinued independent evaluntion of the Project on the part of
USAID/Bolivia, particularly during periods of loen selectien,
planting, harvesting, marketing end vepayment pericds is important.

2, Continuous cobzervation should be encouraged by USAID/Bolivia on
loan selection policies being sci by SNDC, both formally and
informally, i.e., kinds of loans each zonal ofyice is encouwraging
and <or whom, loans being submitted 4o Reglonal and National
Credit Committees by vegional technicians, and verbal guidelines
and formal. direchives sent 4o the Pield by the Nationul Office.

3. A coupletely neglected acpeet of the program has been any formal
ettempt to incoiporate into the plonning, iuplementation and
evaluatica proeesses, hov parcicivating and non-participating
small farwovs pereelve the program, hor they believe it ought
to be zun, and hew to bring abuwns changes, Speeific recommendationg
were made as to how this might be accomplished in the Contractoris
February 1977 Propesel for the Development of o Management Progran
for SIS, As is now stonds, small Farwers connci suceessivily deal
with pertieipating crgonizations o incrense their access and wedify
sewvices offewvad,

bo Private vemmereinl hovses owpplying ageicolivral ipputs must be
brovght inte the Progrem to Lring their technical expertise, i.e.
egronunlets, litevabure, filuz ond s8lides, to aspist zoaal teche
nicians in commwnicabing vith small fampors. The availability of
relevant techuslesy for small fovmera in a fomm usable by thenm is

net reaching narvéicinenits in this project in the .J2grec necessary.

5. The sociv/econcmic base data studies are inadequete, £ complete
review of the studies must be made vith the idea being to inzesporate
more informaticn on conmuivy oxgenizetion, historieal trende of

predunticn by different lines of pradueticn, historieold p

ricing
patiszns, eondivions of xoods, distence te markets, real leval of
develepmnent of the comunity, availebllity of wobter, ete., Then a
concerved effory has to be made %o encourage th2 Sevvieie o see

that the infermaticon ealied Tor is obteinad,

6. Clear, well timed, pukicy decisions axe not emanabing Trom the
National SNDU office. JFvyom palicy decisicn to seticonr, informaticn
gete lust, ignored, changed or gexoled., A thorough zitudy of the
cenmunicetions aystem of SHDC should jnclude on anc 7818 of the
decisiens thet veed to be made et all levels of the instituticn,
and the informoticn needed by declsicn-mokers ¢o make their decisions.

7. Elimlneting impozrtant aspeets of the progrem which roequire direct
tash payment to small formers is set the casyer ©o the centrol of
these disbursed funds. As the program eupands into cgriculiturel

3/ There is some overlap o duplication of recomrendations between Parts YIT
and IV, since we have avtempted to pull tegether all recommendations in
this section and otili follew the final report formate suggested by UBAID,
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infraostyusture, smald, industries, medium avi long term credit,
more activlvies will probebly be found thet are going to need
cach vaymcuts by swall favmers. There %8 no clear ansver to
this but o Jook ot hov similayw programs ayvound the vwordd found
solutions to the problem should be Josked into,

Promoters in the Peogram working in Departments far removed from
their ocun is not preduetive., This is an important rescurce in

the Program and will become inercosingly important as the Progrum
expands, SNDC techniciens cannot commmicate with even a small
majority of thase Sovmers os the Program expands. Promsters will
be the eritical Link to the communities. They should not be taken
away from the zones end communitiecs in whieh they ore familiay,
They should be siven useiul technical agricultural training so
that they are cvave of problems that should immediately be called
to the atitention of zenol technieions. They con alpo folieir-up

on practices ciplnined by zenal and roglenal technieiens in their
communities,

Technical informaticn coming from yeocareh investigations of the
experimental stotioms in the vayious regions of the countyy is

net being made aveiloble to Servieclo pernennel as it should be.
Periogic meetings ave held by reglunnl of¥iccs ¢f the Ministry of
Agriculitvve to dloewss N7 seed varieticn investigated, new planting
methods, elstcrnotive uscs of lend, ebe. Regional egriculiural seche
nicilans of the Servicio should be invited to pavtlelpate in these
meetings. The Jimited literatuve pubiished by the Ministry of
Agrisvlivre should ausomSienlly be seut to oli regicnal office

o £ SHhE,

We eontinue to mointain Shas an analysis of Servicio organizational
Yuneticns geeds to be wade, This wnaldysin wild also eloxlfy the
dezenirelized funetions, oud rescureen necded to Zulfill these
functiens, which hove been celled for in the Leon Docvmentatien,
Beginning on page 19 of the Controctoris Jonuvery 1977 Evalueticn
Repurt 3o an annlysic of the orgonizavienal problemns of SNDC,

The dva?ft Peopesal of o Vanagenent Pragrom for SNBC, Febrvery 1977,
inclvdes e process by which on enalysis of the Servielo can de
develepzd in conjuastion with SNDT persaancl,

The internal SHDE plenning end bvdgeting process should begin by
general policy suideiines ang fwding zcquivemenis being given to
zenald offices by %ue contes) civice. Zonel offices initiate &the
process by develeping their aanval plens cnd funding needo, They

then present these pItas 4o renional offices who eveluate all zonal ¢
requests, bascd Unoi progrem eriteria and funds ailoted  to the reglon,
working cub zoaal cdjusieonts op differences vith each zonnl office
chief. Then w2piannd offlces prezent, Gheir reglenal plons and Punding
requirements to the Coatral Cffing, vorking cut ony adjustmsato together
with central level euthorities, If cleaw guldeliaen ave initially
developed by the Hotional Cfficr end glven to Tield offices wvith
Rurficient aaticipation, tids decentraliced eppreach to budgeting

end planning will assure %hat programs developed ave relevant to the
2iverse geographical needs of the countgy.
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Quagterly cvrluntica reports on cach ceoporative in the CROFOC
progran shioudd be xequired by cach vegionnl of fice, An aucelient
formet Lo Lhis yepord it the latect evaluation preccabed by the
Cochaboube ¢fdice. It chovlid be sent to all regieneld uffizces o
be uzed oo a guideline,

Reglonal odmin
be required to
conedse “bocl:

the centred
problems enc

g techuicol supervisery neroeanel shovld
ovel itineravies, ond brief but
s, A format should be prepared by
CLuETing objoestives of Supervicory vislts,
4, colutions to the problems aend next planned
visit wnen wo L BURTevisers plon to evoluate progyess on
soluiions, Thosce roporls chould be token into copsidevation when
promobion and colawy proade increcees ave wevicred.

i
Geriy

Standardized vorterly wenowbs shonld be develapad for scual teche
nleions on the dcvelopments in each of tho coupevetives cach tech-
nicien is rucpuscible For, both eouperadlives under the CRONCC
Program and thoce which mey be cclected o porsieipoate ab a lobiter
date, Regionol teehmical guperviscers ghould then be wequired 4o
renpond, in writin g, to each of thene wepuris, with cuples of
both sent to central headquarters. T4 vas hoped that this recome
mendaticn vould not have to be mnde for the obvieus buveaueratic
reasonB. Hesevewr, there is encugh of o concern that techniecions
are not ccempleting their functians with the ceoperatives, nor
visiving the cucperatives often enough, to woayront this bureaucratic
requirement.

Zennl, offices weve originally required by the Depavtwent of Admine
istration to oubmit cperating budgets for office and field visit
needs. The seeend fiscal year of the CROFOC Pyogean, this was

net reguesited ond cperating funds vere not adequate., It was
explajned that GOD general funds were not odequnie to provide all
the funds fer the Servicic needs. %his i3 o condition of the Loan
figreement, i.c., that edequate opevating funds be provided by the
GO0B to cupport this $10 million duilar Project. Zennl offices must
be censulited as to theis cperating needs, and the GCB must supply
these funding vequirements.

Varicus inatitutions have mode verbold commitmsnts o the Servieio

to purepase the -agriculiural. preduction of ceoperntives participating
in the Program, ¢.@., the National Rice Institute cnd the Neticnal
theat Tastitute. At narketing time thesze instituvibions hove either
gane bacie on their word, or agreed to aifferent avrangements than
originally promiged verbaily. There cye many private companies in
Bolivia who yeavly moke contractual, arvaungements guaranteeing prices,
even before planting Scasen begins in whieh they purchase all the
agricultural production of larger Sarmews. This vhole aspoct of
makirg controctual arrangemsnts should b2 loocked into by %he Sorvicio
for the many ccopevatives under the CRONCS Program. e have heord

of companies vwhich produce vegeteble oil, soups, canned vegetables
goods, ete. who connot obiein sufficient asgricultural products.
These ccmpanies also require higher groding stendards. The Servicio
cowld disecust with thece companien theiz requircments, enter into ,
contyactual arrongements, and begin to work clesely with agricultural
covperatives in the CROFOC Progrem, ettemwting to mret these standerds.
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These ccunnnics may olso be willing to provide technical assistence
and othex “i:uis not now availalio to cocperatives to asgsure higher
grades o ocvicvliuval produehs.

The pelicy of not paying-zonal technicions rer diem should be chenged,
not only beeaune of the bunden o these technieions, but also the
burden to small foxmers. SUDS Sechnicions gve reguired to legk for
sleeping facilitics cnd food ia the communities they ave vorking withe

Adequate nunicr of vehicies and motorsycles must be provided o
zonel technicious i they arve 4o atiend the communities end cooper-
atlves, usp=eioiiy os the Propram expands,

The tendenecy of iz
cultuval. prednetion

oeh eooperative oo poosible, Seme zemal

1i P production por couperative
the first ageisniiuwod yoor of CROFOS,  Th is copier to administer
cne line of produatic nrovide Sechnieal assistance to the
eweperative frow tha wetlen’s point of view. There is enough
evidence this yeor in thic CROFOE Program o discourage vhis tendency
i the part of the Sexvicio,

A concerted effurt o Pincace le cest oturene focilities o CHeper-
atives should be fecked into ag sesn asg pussible, Dogincsve ond
exehiterts of the Scrviecio showld be esked to lock Yor variocus
solutions needsd in the different gevgraphical avea of Bolivie,

i
2 C
k]

-

J ¢

Zenal. and Regicand technieions munt devote more abtenticn to the
ergenazationnk developisnt of coeperavives 1L these evganizotions

are to cver bewens celf-swiTieicnt, Moot impovtent CROFOY decisions
that welote o the coapcravives ave being made by the zunal, end
regional techaicl:ing verking vith {the ccooperatives. Astive purtice
ipaticen in the tooparative conmitiees by members must be encournged.,
General. meetings vhich include ail neubers must be led by ceopere
atlve members, not Servicie techniciono. The ncre astute end active
couperative mamhers must be enecuraged to pariéicipate in the sociq/
ecuneule stvdies, and the Yeusibility studies of their couperatives,
If Servicio techaiclang caonnot make cleor the idsas in the feasibility
atvdies, sccounting moavals and secio/economice ctudies to email
fermers, then these te~micions do net wmderstand the ideas themoelves,
and are hiding bshlnd technical Jargoen.

A ner integral couperative shovld not be gtarted in Tarija without
Lirst locking ot the existing ceoperative central - CERCAT. Also,
corn es o prineiple line of productica should bo evdl vated carefully
before it 15 enccwraged. TPeclmicians in this avea believe 1% is not
@8 ecoaomieally vieble o produst es scme belicve fox this reglon, and
there are neuy move beneficial cliernatives in this kicnly productive
aree of Bolivie for omall, Pormevs.

During the wepeyment pericds and Gisbuvtement pericds of CROFOC
sub-loaws, ¢he Sexvicio should present date on these aspects of

the Frogram to USAID/Belivie on o monbhly vasis, cnd not ¢n the
quarterly basis o2 now reguired. These are critical timos in the
overall prugvam when nany decisionn ave being mode and this inforretion
would be helpful to make the deeisicas,
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24, Zonal offices shionld be provided with a personnel posiition for
a.ceareiary, ¢ud) ene for an ewdliary edministrative pspintant
to hendle the problem of obtaining quototicns, and the movement
of docunrnta throush the sub-tesore and conbralorints offices.
There are ubher functices thie persen could do to relieve the vorke
¢ Ve ePflce e that he or she eculd help with

Iood of the adminisires
the cooporative vesmmiing tasks ia the ficld,

25. The SNDC sdmivist: & woonals showld be review in the proposed
first adminictrotive triining progrem for all, administrative

persommal of the fNonvioio,

26, The team epprezih to providing technical edvice to cooperatives
should be explozad, Regional ecoperative specialists, agroncmiste,
aceownant ond wrvjoet analysts chould visit the cooperatives on
o quarterty booin with zonal techniclans, As the situvetion dictates,
other speciolicty, Soffo, werkebing, goil o ceialings, plent discase
tecimiciang, ‘everinarican, etié., should powclelpate, At the time
of these teeun vislio, plang shonld be developed for the zepnl teche
nician foxr the coming quarher,  Fhe tralning center shouwrd be closely
involved in these alannine sespicns o bring 4o beor new wethods of
getting ideas ascrosc to omoll Tormevrs, The Prodvebion Centers should
be ealled uncn to give dzmengtretions on ney metheds of plouting and
wges of ney cecde, vse of interpediato techaslegy, and any ey ov
aiiferant Jimes of produotion that ccvld be benefielal to the CUUper~
atives, rever, Yhils secomncndation calls for a complete evaluation
of the treining ong predeetion centers befora they wonld be able %o

peie in the CRONOS FProgram in agy nepulnglnld vay.

B, How focus of the Lningrol cotperotivesn avratery :aé‘i&s)xeiaticmahig

Lo_the CRUFGL Lramvon

If there i3 any cae podnt thut stands cult in thic Final Report above
all others, it is ¢hat thevo heve Been some vory bosie inputs to the
CROFCS Progvam this fivos egriculiural eyele wvhich heve gone vnattended,
They vere eithes not ecnsidered in the initial CROFOC praoject design,

ox 1f they were, thay did not verk ag pionned. The Contracter®s o
evaluation vanorés, the proposal fox the development of a nanagement
program, oud Pox® IX and NI of this Mnal Report have attempied to
idontify these ninging innuts,

Integrel su.opevatives vhich are being considercd ¥or Beiivie ot the
present  time ave extremely exsanzive ingtitutione, especinlly to base
en egricultural. eredit program on. They drain ronpever, an acutely
Bearee resource in Belivia. There ave encrmous amounts of manpoiver
needed Zox tyaining and supervision in stavting uvp these new integral
coaperatives. The movomend of meney, teehmiecal asoistence and nayketing
arrangenents, o8 ve have gocn in the Tirss yeas of CROFOC, i extremely
complicated For any sastitution which attempts to organize end pupervise
an agrlenliveal oradis syotem,

The integrel ecoperatives must offor to _swall farmers cervices such ag;
Boil enelyces, modexn practices in planting;”cultivaticni»inaect contyol,
fevtilization, celeetlon of land ard its copacity to support egriculiural
preduction, gveluantien of irrigatien systens, climatolougical data,
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evalvaiicn of the times of the year the ¢rop cccupies the lend,
alternativ. wses of the Jand during eny given production growth
cycle aud the capacity of the land to produce more than one crgp
and which crop Uals might be. The institution®s efficiency and
effectiveness in its oun internal organization; management, com-
munications, evaluation, accountability and ecentrol, training of
personnel, relationships writh cthey organlzetions in ite environ-
ment, ete., a3 we have secn in the SNDC - a thirteen year old insti-
tution - are ccmpliecated Punctions for a ney oryganlzatien.

One can therefore quection whethar the new integral cotperative as
planned in anymere appropriate an institviicn for the diverse purposes,
sltuations and cultures off small farmers in Bolivia than was the
CROFOC produetion evedit Program channeled through the SNDC.

Tue important nspect of the diverse services that bhave to be provided
to smali farmers of cach integral caoperative in each region of the
countiy has not been clearly addressed in the ney strategy - anymore
than it was in the criginal CROFOS piroject design., To 1igt numbers

of technicol assistance 5lots ond nvnbers of promoters, does not get
one to a point where technical inputs have an impact vpon sinall formers
per capito inccume and improvement of their living standerds. The new
integral. cocperative strategy does teke into consideration the areat
diversity of small ‘avmers ozganizations in Bolivia, vhich the old
CROFCC Program neglected. DBut the provionien of services to small
farmers which reaches them at the ¥arm level has gol to be addressed

if we ore not 1o cgain Tind that afier a year of agricultural activity
uwndey She integral cosperatvive strategy, scme farmer groups ore woree
off because of the egriculiuvral eredit npregram than without it. Yhere
is enough evidenee that in the loag run, monoculfure iimito the develop-
ment of small farmers to warrant a caucionary note. Xt ig casier for
larger 1nstitutions to administer, provide technical assistanee and
egricultural inpute and market single produets, than to permit miltiple
czapping by assceiated members. Those marginal. farmexrs who have planted
three, four or meye eraps have praven to be better off in the Jong run
than these who have had %o preduce only a single ecrop to get credit,

To the omall Farmers, minimizing risk may be more important than
masimizing profit. This may help to expinin why some of the credit
under CROFOC vas freguently not used for the purpcses orlginally pro-
Jectad in the feasibllity studies of the SNDC., WHe ralse these iasues
hoping that those who are presently planning the integral cooperative
strategy take them into consideration in this initial planning phase.

X
a

August 26, 1977
CCD:LHThcrntence





