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A, Brief Description of the Project

Since its conception In 1970, CENCIRA has scugh™ %o develop
a viable model and strategy for the training of farmgr-beneficiarics
of the Agrarian Reform, The present project repres=n%s the success-
ful culmination of thls search. It arose from a desian dlalogue
sponsored by USAID whereln CENCIRA contributed the acncept of rural
ce.ters for participant farmer training (CENCICAPs! and USA!D -on-
sultants recommended the training of pald campesino paratechnizians
selected from the membership of Agrarian Reform production coopera-
tives., The paratechnicians were to be trained In management, book=
keeping/accounting, and agronomic skills (up to six poesitions per
cooperative), Some 48-60 campesinos from 8-10 cooperatives would
be tralned at each CENCICAP, which would be staffed by about six
CENCIRA professionals. In addition to organizing and conducting
phased classroom training at the CENCICAP, the staff would provide
on=going field supervision and follow=-up tralning of individual

paratechnicians at the cooperative level.

These [deas were formalized In a project agreement between
USAID and CENCIRA signed June 30, 1976 which provided financing
for the creation of two CENCICAP training programs in northern
Paru (Cajamarca and Piura). Under the project CENCIRA agreed to

commit US$171,000 to flnance professlonal staff salaries, selected
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For the preparation of the present report the consultants
spent one week each In Tumbes (April 3-7) and CaJamarca (April
10-15) visiting each of the cooperatives and the!qﬁrg{pective
paratechnicians who have participated In the projsst. Tnese vi-
sits were made In the company of CENCIRA staff from.Lima, Plura,
and Chlclayo offices, two USAID representatives, and the profes~
sional staffs of the CENCICAPs for Tumbes and Chagquicocha. A
complete list of Individuals contacted and the schedule of fleld
visits Is attached In Annex A. All paratechnk%§19§,ln;ervlewed
weres asked to complete a brief questionnalre regarding thelr
perceptlons of the project and Its utllity within the context of
the cooperatives la which they work. Where aval:zble, 2 member
of sach co-op's awwinistration commlttee was asked tc complete
a giestionnalre conce}nlng the effectiveness of the project. In
addition, the consultants reviewed paratechnician compliance
with assigned tasks; examined the recommendations notebook of
eac@ paratechniclan to determine degree of ccaplliance with in-
structions by CENCICAP staff as well as the frequency and effec-
tiveness of the latter's follow-up supervision In the fieid;
conducted cash and warehouse veriflcatlons; review2d all records
kept by each paratechnlician; and vislted cooperative livestock
and cropplng actlvities in an attempt to obtaln visual conflrmna-

tion of project impact.
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{t was the [ntention of the consultants to present a
complete financlal analysis of each cooperative whiich had
participated in the paratechnician tralning program. This
was an [mportant reason why so much Insistence was made
with co-op administrator and cashler paratechnicians to
keep up-to-date cash, bank, and other primary accounting
records., For this reason too [t was declded to postpcnz the
date of the final evaluation of the program from Feoruary
to April 1978, which would have left sufflé%géc time for
the accountling céntrals of Tumbes and Ca]amarca-to-completc
the balance sheets and lncome statements of the participa-
ting cooperatives. Unfortunately, this expectation proved
to be excessively optimistic. At the time of the visit of
the consultants the financlal statements of the co-ops in
both Tumbes and Cajamarca were not yet comﬁleted or available
in a form which would permit rellable analysls., Those in the
Tambes central, which had been comouter processed in Li=na,
‘wers apzarsatly ridéled by ccding eresrs, freguired exzansinve
verlfication, and were therefore not ready for analysis or
presentation to the cooperatives., In Cajamarca, where the
balancs and Income statements had been processed by hand,
none had yet been returned to the co-ops, and throughout
the week spent by the consultants In Chagqulicoche nobody from
the accounting central offlce at that site was present tc

open the exlsting flles and allow an Inspectlion of the state-

ments or other records available there. In view of the very
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EXTERNAL PROBLEMS: As If the problems. [dentificd above

were insufficient tests of the survival capability of the
CAPs and the paratechniclans, there exist a who!z set of
external problems which beslege these enterprises, To begin
with, a severe drought effects the entlre CajJamairca reglon
and every participating CAP {s effected. Entire harvests of
potatos, wheat, barley, corn and other crops have been lost
{n areas of rainfesd cultivasion, Due to reduced availability
of pasture since the drought began, average milk nroduction

per cow has fallen In all CAPs.

in Cajamarca and to a lesser extent In Tumbes the co-
ops have experienced eritical marketing constraints. In Caja~
marca, the primary market for mllk production is PERULAC.
Recently requlred by the Government to ralse its price per
liter from 17 to 25 soles, PERULAC clalms to be losing money.
As an adjustment to alleged deflcit operations, the company
claims milk supply has exceeded [ts processing capacity and
has imposed maximum mi 1k cuotas on all supplliers. This actlon
has nutrallzed incentives for ralsing the dalry productivity
on the CAPs assisted by the CENCICAP of Chaqulcocha. In Tum=
bes, a serfous marketling constraint exists for bananas since
the transport and sale of this commodity Is completely con-
trolled by no more than four buyers. This situation has like-
wise weakened fncentlves for introduction of yield=lncreasing

banana technology by paratechniclans.
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A final external problem {avolves the credit policles
of the Agricultural Bank., On the one hand the problem Is
characterized by drastic curtailment of the credi: supply.
The only co-ops receliving short-term operating crzdit for
agricultural productlon are those of Tumbes, and only for
rice production. None of the Cajamarca co~ops have recelved
agrlcultural credit for the 1977=8 crop cycle. On the other
hand, the Agricultural Bank In Cajamarca has embarked upon
an extremely aggresive collections campalg§¢”[n Santa Rosa
the Bank placed an Interventor to expropriate the lncome
from the sale of 1977 crop sales, leaving the co=-op without
funds to meet payroll obllgations accumulated over three
months, In Malcas, the CAP General Assembly In response to
ﬁhh recommendation of CENCICAP staff declded to cull back
animal herds to ease the animal-pasture ratlo; the [ncome
frém the sale of the cattle was designated for financing an
expansion In cultlivated pastures. The Bank took advantage
of this declsion by expropriating all {ncome from the sale
of the animals to cancel loan balances In arrears Including
the deuda agraria. While the action can be posslibly justi-
flfed In terms of the Bank's recuperation of Its own capital,
the additional collection of the agrarian debt [s no less
than crimlinal considering (1) the badly decapitalized con-
dition of the co-op, and (2) the agrarfan debt should only

be collected when the enterprise shows a net operating proflic.
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9 wanted more training and one wanted more supervision (o
stated no opinion). These figures dramatize the fact that

even though the overwhelming majority of paratechnlclans

found thelr tralning beneficial, they are somewhat [fPsecure
with this new knowledge and thelr new roles, Wlthout addi-
tional training, many paratechnicians fear they wi!l gradually
forget their skills; and wlithout follow-up many feai they may
apply thelr skills [ncorrectly. Such opinions 3re czfisinly
justifiable and should be given careful consideration. Most
{mportantly, they dramatlze the need for contihulty In the
services of the CENCICAPs. Paratechunlcian training :ihould

not be considered a one-year-only investment In campesino edu-
cation, Future project planning should contemplate a three-
year training cycle of classroom sesslons combined with con-

tinuous fileld follow=up,

However, It is easier to recommend constant follow-up
than to achieve It. Both the CENCICAPs of Tumbes and Piura
have suffered from severe transportation difficulties, first
because of Insufflcient vehicles (normally, one per CENCICAP
in operating condition) and because of restricted funds for
gasoline and other operating expenses., It Is to be noted that
the CENCIRA-USAID project agreement Is the only one in which
the external donor does not provide funds for transportation
expenses of CENCICAP staff. Holland, FAO, and COTESU are all
backing thelr respective paratechniclan proje as with generous

gasoline allowances.
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three project dlrectors (Leon. Calcho, Martlnezl durlng the.
same period, whila the agency jtself has changed directors on
thres occaslions (Velarde, ibadez, Lazarte). None thelz2ss, be~
ol des staff turnover the project has suffered from adminlstras

tfve negllgence by both agencles. On CENCIRA's part, rendiciones

recelved from CENCICAPs have been collected fo? three months
pbefore belng presented tO UsAlD. On USAID's side. the periodic

evaluation reparts of the consultants have been minfiled and

possibly loste

RECOMMENDATIONS

1. Disbursements by USALD on behalf of the projects should

be made by check directly to the head of the zonal of=

flces In Plura (for Tumbes) or G iclayo (for Cajamarca).
Since funds are budgeted for axclusive use 3at the level
of the CENCICAPs there is no administrative reason why
CEXCIRA/Lima should recelve and cash the check, then
disburse to the regional offices by another check. 1t is
only necessary that upon {jssuing a check directly to a
CENCIRA reglonal offlce, USAID should notify CENCIRA
Lima that this transaction has occured, advising the
date, amount, bank, and other appropriate data. The
direct check dlsbursement procedure has been amply dis~
cussed by the consultants with the CENCIRA accounting
staff and Inspector General, whose approval has been
obtalned In verbal form.

2, To further expedite project cash flow it s re commended

that sach CENCICAP receive an inftial disbursement for

four months. Rendiclones de cuentas would be presented
monthly by each CENCICAP to Lima, revised by CENCIRA
and passed directly to UsalD. Once UsAlD has recelved
rendicliones for a total of three months {t would autho~
rize a new disbursement for three additional months. In
this way the CENCICAP would have one month's margin of
error with regard to project funds.
























the farm of Ing. Manuel Santa Maria. Tie training program In
accounting for Cajamarca would be scheduled for July,. tenta-
tively July 3-8 or 10-15. The costs of both the Tumbes and

Cajamarca tralning programs are estimated at US$ 3,555 , as

follows:
Salarles
Dr. Lanao: 18 days x $30/day $1.,520
Per Diem ‘
Or. Lanao: i4 days x $25/day ag0,
Paratechnicians ‘
TUMBES: 115 man-days x $5/day. 575
CHAQUICOCHA: 100 man-days x $5/dai 500.
In-country Travel 150
Instructional Materials and 100

Contingencies

Overhead (20%) | 660
Total $3,955

2. Action Recommended for 1979-80

By the end of 1978 CENCIRA will most likely have ini~-
tlated some 35 paratechniclan training projects throughout the
country. USAID should consider decisive support to these projects
In two ways: (1) backstopping the admInlstratlve/accountlné
tralning of paratechniclans and CENCICAP staffs (the weakest
link In the CENCIRA model at this time), and (2) contributlng
to the financing of rotating funds for small productive project
Investments at the co-op level (thereby aleviating the capltali-

zatlon constraint),






pay this much to CENCIRA employees, even (f the funds were
avallable, would undoubtedly create internal dissention among’

existing professionals,

The consultants propose therefore that the requi{red sccoun-

tants be contracted as outslide professionals for limfced 15=nionth

lasslgnmen:s with CENCIRA., They would be conslderéda in effect,
consultants to CENCIRA, Thelr assignment would be ¢ha intensive
training of CENGICAP staffs In accounting and administration
skills, and the training and llhl:qﬁ follow=up of adm nistrator
and cashier paratechniclans directly. Administrative and technl-
cal supervision of this project would be entrusted to Rural De-
velopment Services. The cost of the project Is estimated at USS

159,800 as follows:

Salaries 77,3820
T2 accountants at $300/ month# 54,000
2 accountant-supervisors at
$385/month# 11,550
ROS Consultants
Hatch: 12 days x $170 2,040
Lanao: 93 days x $110 10,230
~TT 830
Per Dlem and Transportation Lbo,400
Accountants: $150/mo. 27,000
Supervisors: $300/mo. 9,000
RDS Consul tants
70 days x $40 2,800
In=country travel 800
International travel 800
50, %00
Contingcencies (05%) 5,900
Overhead (33% of salaries)#*= 25,680
TOTAL $149,800

* Includes leyes soclales
*#% Covers full costs of project administration




~«PROPOSAL FOR FINANCING OF ROTATING FUNDS FOR SMALL

PROJECT INVESTMENTS BY COOPERATIVES WITH PARATECH-

WNiClANS

The basic Idea of this proposal Is neithes to replace
the production investment function of the Agriculzuril Bank
nor to unilaterally solve the problem oi decapitalization
In CAPs with paratechniclans. Rather, It [s Intended to alle-
viate the capital constraint of these enterprises such that
they can flnance modest expans!ons of their agricultural
frontiers, apply on a sﬁall scale modarn inptSfcene: paracech-
nlclans have bcen trained to use, flnance basic equipment fcr

improved livestock sanitation, (nsemination, and medicinal

supplies, etc.

By 1979 It s estimated that CENCIRA will have 35 paratech-
niclan training projects, Five of these will already have rota-
ting funds at thelr disposal; hence, thls proposal recommends
finaacing for 30 projects, It Is estimated that each project
wlll reach an average of elght cooperatives, or 240 (n total,
Each co=-op would haQe rotating fund drawing rights up to USS$
10,000, which Implies a total financlng of US32,400,000. The
total proposal s estimated to cost US$ 2,5 miilion, including
an additlional $100,000 for technical assistance for such tasks
as (1) Rotating Fund Design (lending criteria, administrative
procedures, staff functlions, etc.), (2) Supervision of Loan

Operatlons and Projects, and (3) Program Evaluation.



