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A., Brief Description of the Project
 

Since its conception In 1970, CEN¢CIRA has scqh-'- to develop 

a viable model and strategy for the training of fa:r--beneficiaries
 

of the Agrarian Reform. The present project represe.- the success­

ful culmination of this search. It arose from a des6n dialogue
 

sponsored by USAID wherein CENCIRA contributed the 7'pt of rural
 

ce,.ters for participant farmer training (CENICICAPs, and JSA!.D non­

sultants recommended the training of paid campesino paratechn!Zians
 

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 positions per
 

cooperative). Some 48-60 campesinos from 8-10 cooperatives would
 

be trained at each CENCICAP, which would be staffed by about si'x
 

CENCIRA professionals, In addition to organizing and conducting
 

phased classroom training at the CENCICAPj the staff would provide 

on-going field supervision and follow-up training of individual
 

paratechniclans at the cooperative level.
 

These ideas were formalized In a project agreement between 

USAID and CENCIRA signed June 30P 1976 which provided financing
 

for the creation of two CENCICAP training programs in northern 

Peru (Cajamarca and Plura). Under the project CENCIRA agreed to
 

commit US$171,000 to finance professional staff salaries, selected
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operating expenses-# For Its part, USAID agree.d to corntr Ib ute 

US$100,000 6to finance6 the trainhing casts, of iowmpt~ p~ratech-
i * -t:.. 

. :, " :!6 y H 

.vi''~nician caiididateso 75% of the monthly salary, ofSI 

paratechnicians for nine months, Instructional an J 

NrJ~.-~,commodiies, and technical assistance for 


aandevaluation. 

, ?	 1q
6 '+ : :\ : i " : 1 : :: 

In Cajamarca (CENC.CAP Chaquicdcha) 

i i:ablished to train paratechn c rom six cooerth s.h: 

different specialt~ss-as administrators, cashiers, v.,rshouse-

April 1977, training was provided In three 7-day cycles separa-
I n l
 ':
+. . .....
Tu6e a
 

ted by 3-month fteidwork and'follow-up periods.,,SonB 54 caompeskn~os7 

received tralInng, of which 80%.completed the'.entire 37cycj~e 	pro­

thegram. Becauseof the exceptional ly bad economic situation of 


In Piura,. and their subsequent 'intervention6 by the
coopefatives 


Government, the site, of the second CENCiCAP was changed from 

some cam-Piura, to Tumbes. Training began In October 1977- for 43 

from nine cooperatives in four speccalties--as adminls­
66466pesinos 

cashiers, rice specialists, and, banana sp.ciaIlsts. Attrators,-..-

this time all Tumbes paratechnIclans have "completed their second6, 

classroom training cycle only.166 

ny
6 	 . 6 .. .+'.-

6 
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the consultantsFor the preparation of the present report 

week each in Tumbes (April 3-7) and Cajamarca (April
spent one 

10-15) visiting each of the cooperatives 	and 
theh '.pective 

the p~rojs.e These vi­
paratechnicians who have participated In 


were made in the company of CENCIRA staff frnomn..Lima, Piura,sits 

and the profes-

Chiclayo offices, two USAID representatives,
and 


and Chaquicocha. A
 staffs of the CENCICAPs for Tumbes
sional 


field 
complete list of individuals contacted and the schedule of 

in Annex A. All paratechn; qtzps *interviewed 
visits Is attached 


4ere asked to complete a brief 	questionnaire regarding their 

Its utility within the contextthe andperceptions of project 	
of 

In which they work. Where avai'c.ble, a member
 
the cooperatives 


asked to col,,;Iete

of each co-op's a..,linistratlon committee 	was 

In 
a qjestionnalre concerning the 	effectiveness 

of the project. 


reviewed paratechnician compliance
addition, the consultants 


notebook of

tasks; examined the recommendationswith assigned 

c, ,pliance with
determine degree of 	 in­
each paratechnician to 


frequency and effec­
structions by CENCICAP staff as well as the 


latter's follow-up supervision In the field;
 
tiveness of the 


revlew.d all recordswarehouse verifications;conducted cash and 

cooperative livestock 
kept by each paratechnician; and visited 

confirma­
and cropping activities In an attempt to 	obtain visual 

tion of project Impact. 
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which In~ludes some:.US$276,0.00 for small project Iives'tnents
 

associatodwith paratechnical activities., Fqrtheermoi-z, CENCIRA
 
J'' 

anticipates approval In the near future of 8 'a'ddlt:onal para­

techni cal train'lng projects to be financed' by FAO, and' an equal 

amount to be financed by Germany. As mentioned In the section 

on p.roject weaknesses ,(below)~the principal__limiting",constraint> '~A4A 

to significant expanSion' of project impact I~ lack of capital 

for mdet 	 and s or.-rouc
nvetier~sIn agricultural !9 

tfon activities at the cooperative level. Given the Initi'al 
.
--- '-.....- ... 


willingness demonstrated by various sources of external f inari­

cial assistance to support paratechnici an projects, CE4 IRA 

is confident that it can attract' in the near future external 

donations or loans for re6vlng-funds to compliment existing
 

or future projects valued In several millions of dollars. A 

list of approved CENCIRA paratechniclan projects by department, 

microregion, source of external financing, and total value is 

included 	In Annex 3.
 

2. Successful~ Performance by CEt4CICAP. staffs
 

According to tih.written oo'inions of the paratechnicians
 

A 

C. 	 were predominant y cons Idered good tea-CENCi.CAP Stafmembers 

chars. In Chaquicociia, 27 of 28A paratechnician~s held this opinion 

whi le" 3 ~f, h1aeI d 1$In Tumbes., Reinforcing this rslI 

Aso~WiA..'.'Cnaqui cocha' 21 :of .28 paratechni cians said they und wha 

http:some:.US$276,0.00
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'-lsame "opInion In Tumbes.~they we re taught; 14~ of 16%share'dth 

kiiso f h consfultantsitaap
Du r-n~Ge&1a 

--- rnt rah.ohr stronig bonds of confidence and rmi,ect had 

CEN4CICAP !:r'fessionais.been:forged betweenr pa~~. i iIl~,s nd 

e.vco.us prIdemoreover, It was apparent that the la~ter fe 

in the accomplishment of'their' respective projec , At all, 

times the professionals demonstrated a willingness 'to discuss 

candidly the limitations o'f their work and to re*nslye construc­

tive criticism. Although there were occasional exceptior~s, in 

been .6- E"ft: Ilow- up supervi­most of the cooper.atives there had 

sory visits to parate chnIcltal.'-In Chaqu.iicocha the .5-1aff Iinple­

propocsd system of project evaluation indicatorsMented the 

comimendable thoroughness. So complete were -scords an 
.,)4- .with 

dalry production and crop andIlivestock, bctivity calendars 

(prepared largely from data collected by paratechnicians) that 

employees from other sectors--notably Alimentaci~n, Apoyo di 

Empresas Campesinas, and Cecigra technicians- copied this in­

they displayedfornatiton wholesale onto theirt own charts which 

on the walls of co-op administrative offices as If the result of 

their own efforts. Finally, It should be' mentioned that CENCI­

- CAP staffs live a life of considerable sacrifice. In Chaqui­

cocha they are 45 minutes from Cajabamba and -four hours from 

and sanitary conditions are-spar-
Cajamarca; their room, board, 


twice a month, while bache­tan; husbands see their wives, perhaps 

t1ors have very Infrequent opportunities for female companion­

ship. The situationis' similar with' the 'CENCICAP of Tumbes--­-

with' respect to physical amenities (presently the center 
-~44worse 




has no runn.ng water or,electrcty) andbatter wIth respect 

tproximity_-to -an-urb an-setting .,Yelt despi-te their sApartan, 

staffs have In general demon -",,;atedsurroundings, CENCI1CAP, 

a hlgh level of responsibilI ty and commitment 'to t'24". 'Jobs. 

at a much h~gher i ~~~dedI-They have certainly performed 

cation than that usually associated with civil' serYits; consi­

dering their sal'ary remuneration they have perform-,& better 

than CENCIRA, USAID, 0r the consultants had a right' to expect. 

3.Successf ul Performance by ParatechnaI ai'aj 

In Chaquicocha 27 of 28 paratechnicians and~i7 Tu Mbeas 

16 of 16 reported that they were performing the jobs they had 

the Individual evalua,tions
been trained to fill. 	According to 


CENCI CAP staff in;,Chaquicocha, 3 of 6'
of paratechnicians by 


administrators are performing satisfactorily and should conti-

In their posts; similarly 5 of 6 cajeros, 5 of 6 almacen
nu* 


eros, 4*of 6 caporales do ganado, and 5 of 6 caporales de campo
 

In the opiniontheir responsiblIIties.are sccessfully meeting 

should be maintained
of the consultants all six administrators 


cor­
sinhe the Inadequacies Identified by CENCICAP staff can be 


. .... -..
............
. ... .... ........
+? ...training... . and more 	effective follow-up'. As
rected by additional 


for the other posts, with the exception of one cajero, substi­

33 , ,, ++ 	 + ++++Ji++++!+ already+++++* +++++ ++++ +++++++++++++,+++,!+o,the CENCICAP ++++ exist. +++2++ ++++++++:'33 3* tutes+ ++++++trained>+++++by +,++++++++++3 3 
:: ++++L + ++y+ 

: + : +.: : :+ ,++ 

Thanks to the work of 	paratechnicians (andCENCICAP staff­

+++ + ++ + ++ +'+ ++i;,;++>,:++ + + +I +++;:++++: +++-"+'++i:/:+ :+~i ! 
3+ +++++;; 	 + +o +++ ' +++++++:+++,+.++, ++++++ +++++++ ,++3 ++3+ ++++ 

+ 	 : 

7of3++ +:++++;+ 
.. . . .3 + + > i ++ + ,+{-<,-r333~<,>~follow-up), all cooperatives. i L .++ S+I + + ; ; + In+! the' Cajamarca project 3and 

133-11- 3-3 I:+' 	 ++ :+ ii3-++m- - 9~ InTumbes had up-to-date cash journlals. All- production co-ops 
3++-' +++#++ + + 	 33 

, 	
+ ; 

+++3 :++-++:A.
3 3 ++>3 3++ : : 

++ :Jm++3+ +++ Y3+ 
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ting .ooperative. Expansion o'ccu red 1'in5 of: 6-Co- o9~ 'for a 

t-a1of -5. hecetares--accoqmp-lis:hed Wi thour credit. E igy 

of the Increase~Awas planted to alfalfa. At '*he same'percent
i7K 
* time, dairy herds were culied back by 121 to achiteve a less 

burdensome animal-pasture ratio. As a result of -these actions 

milk production per cow In production Increased 10' si nce 

June 1977 (f rom 4.4 ~to 5_ 'Iters per cow), despite a severe 

diought throughout the Department of Cajamarca. When measuredA7 

before the drought began (December), average milk'production 

In co-ops assisted by paratechnictrans was up 31% pelr cow. 

Snfo'rtinately , market Ing problems , repress ive ce col lea­

tion. practices by the Agricultural Bank, and other obs'tacles 

A K to be identified below have so far prevented these productivity ' A 

'g~viins from being tasteInto Inrae ncome adcapitali 


zation; benefits for participating cooperatives.- As for Tumbes 

the benifit Indicators can not yet be measured since the pro­

ject Is barely six months old and no harvests have occurred 

wh4ch might reflect the Impact of paratechnIcians. However,
 

A 	 visual evidence exists to suggest a significant difference In 

rice production between plots benefitting from close paratech­

nical supervision and those without. In the rngion's most Suc­

cessful production co-op (24 de Junio--a project participant) 

the rice paratechnician predicts a yield Increase of 15% (6 

A' fanegas per hectare) over 1977 In bananas, a change in irriga-

Apractices recommended by, the paratelchnician has resul tedA 


KInsignificant' water and labo~r use economies f o rtheA coopera-,
 

"'A tvI de-Jul io". But teevidence Is stll too fragmentary
 

A'tion 


A~~oto draw -erious coc 



to present a 
lt was the Intention of the consultants 

had 
complete financial analysis of each cooperative whlhch 


participated in the paratechniclan training program, 
This
 

much insistence ,.as made
 was an Important reason why so 


to
 
with co-op administrator and cashier 

paratechnicians 


and other primary accounting
keep up-to-date cash, bank, 


was decided to postpone the 
For this reason too itrecords. 


the program from February
ofof the final evaluationdate 


left sufflcient time for
 
to April 1978, which would have 


Cajamarca-to..compiete

the accounting centrals of Tumbes 

and 


the participa­and Income statements of 

the balance sheets 


ting cooperatives. Unfortunately, 
this expectation proved
 

the time of the visit of
 
to be excessively optimistic. At 


co-ops in

financial statements of the 


the consultants the 


yet completed or avai lable 
both Tumbes and Cajamarca were not 

in the
 
in a form which would permit reliable analysis. Those 

had computer processed in Lim,, 
Tambes central, which been 


co;ns errors, reqireao ex-'.e-sie
 
were anar.n-!y riddled by 


not ready for analysis or

and were thereforeverification, 

presentation to the cooperatives. In Cajamarca, where the 

balance and Income statements had been processed 
by hand,
 

co-ops, and throughout

had yet been returned to the 
none 

the week spent by the consultants in Chaquicochr nobody from 

at that site was present tc. 
the accounting central office 

state­allow an Inspection of the 

open the existing files and 


ments or other records available there. In view of the very 
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y • * «f.. ft , 
ply of opr- .ratlng and Investment capital required by thec 

I'Im o-, s . ,
CAPs to Increase thelir productivity and Income potenl,t 

without which thei'r accumuated obligaton.15I ~'-rb 

repaId. FInalIy, in some CAPs there exIst serlo's p'3'blemsI ­

,Ii "+:: , o
US a K 

u , ianSdof enfeudamsento, i reu to ap~roe Itu . 

and Its Inequitable distrIbution between CAP %,1_mbers-

In several cases (examples: Paso de Vencedores, s and 

San ta Ro~sa) who lesalIe -wIthdrawal of members and I*2 lan d 

occurred, ..

as little as one-third of Its former property. In wo .instan-

Cc$ the separatst groups have formally requested aO ficial 

recognition and a redistribution of land among their members 

under their controlihave leaving"-the CAP dth 

from Apoyo de Empresas Campeslnas,'. 

Needless to say such problems compi cate the jobs of 

the paratechnicians, who typically find themiselves defending 

the integrity of the associative enterprise against the wirshes 

of the majority of the CAP members, This conflictive situa­

tion has negative consequences for the paratechn'ician because
 

I t intearfe res wIth h Is abIIIty t o InstIll dIscipIIne , makea 

decisi'ons, give orders* and supervise the work of his member­

colleagues. 1,t also hampers his ability to communicate his 

newly-acqui red knowledge more -broadly among the members . I n 

the questionnaires completed by the paratechnicians, 5 of 28, 

In Cajamarca and 4 of 16 In Tumbes reported that they were 

encountering problems with the ir fellow.CAP members. The con­

1 
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sultants feel these figures Understate. the extent of4 the 

sInnal conflict .wi'thin the associative enterp rises. But" 

If the' above figures are Indeed reliable Its because the I 

paratechnicians have defined their CAP co 11 e A9iz . a 

ler subgroup than the entire mebrhpq%4al 1.,Zed by-'smal 

the A9'rarian Reform or potentially capable of participation.
 

This hypothesis conforms to the reality of manyC.APs, where
 

'two basic communities of Interest have formed: a core of 

permanent worker-members closely Identified with..".he opera­

tions and survival of the CAP as an assoctih(.Jv i Qp~tarprise, 

gurrounded by (2) a peripheral membership which ;o&r_-vdes oc­

,z!ssllonal labor'services to the CAP but Is prirnari..y commited 
: ! : i:!~i~iil 	 4i;
: 	: 'i ! ;;'5 : !i ; ]) w,| !i ! ! i ; ;; ; :; , , 4 

! i:i' i : )I!Ai ] i]i;?A!;;? i , : i > i~i~i ! i ! .i~! ! ! ; ?;/;!: < ) ! ; !! ?ii ! i i! 4.44
i! ! !i~i;;' :i;,u !i!i !:iiil i! !!
, 	 !! :?:i i~i 


44 [: .~ : 4' ,4i ! - , ? ,:;,: ! ;. 	 ' '/ i L i ~ : ' : ) ii : :' :tc working their own plots and seek disassociation from the
 
4 ; i : : i i ! % '!)! 4ii! I ;!i : 0 ! ;i l: !!i iii 4! '4,' 

4' i~ ~ ) ! ~ ;1 4 , ' ,? ! ! 1ii4financial obligations accumulated by the CAP. 

Still, It Is dangerous to generalize.' The situation in
 
'.4 ' 	 .. t4, "<i<4e):m ' Aber 4h4 f(- 44'a 	 n


the CAPs of Tumbes and Cajamarca is extremely fluid. One 01F ­

the most critical lessons gained by the consultants during
 

-'41-4' 	 ',4 44 4.4 44I? r? ' I75 } 4<4') < 4 ?'' ' ): < : < Y).'< j) ; 2 <:' 	 '4t"-"!ii~ii444li] i i i!iii 
; 

; ;# £i s il !£ !ii il£ n!4 1 :',"	
' 

i! 44,4-iiii! 	 4 44 i 4A 4 <44i'.the field visits is that each CAP Is remarkably different
 
4 4.4,e 4 4',o4. <4e-a, < 44'4.44'4. 	 "444 ­

from the next. Each faces its own rather unique problem com­
ii11;:!i~)i4 iiAi ' ,ii:' <'"4i: 4!4! 4'i4]ii "A'"AA i!ii:!-i ; 

.i1,!:1i i :1! 4. 4i -444'',:= 44.4< <44'4.44' 
-- 444i''4!>4,'444-i44, .,J 44i~ ] )!~;1!ii1~ i i]i )4 1 ,~i~ 4', 4 (4444',i! i:ii i,44K "i 

fact above all 4 that provides ampleK- plex..- naIt Is this -- ''a- others ,, a r~l '.« *<4om4'T4 

justification for CENCIRA's"A"emphasis - -' 44444on "micro-planning"
 

44 -- on designing and Implementing development plans tailor made 

the reality of each and every CAP assisted.4Jto 

http:assoctih(.Jv
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above
Ident. f'led 

EXTERNAL PROBLEMS: As if the problems 


of the survival capability of the
 
tests
were Insufficient 


there exist a .ho!..7 set of
 
and the paratechnicians,
CAPs 


problems which besiege these enterprises., To begin
 
external 


a severe drought effects the entire Cajamarca region
 
with, 


Is effected. Entire harvests 
of
 

and every participating CAP 


h-ve been lost
and other crops
corn
potatos, wheat, barley, 


reduced m,..iilabillty
to

of rainfed cultivation. Due 


in areas 


average, milk r)roduction
drought began,
of pasture since the 


per cow has fallen in all CAPs.
 

co­
a lesser extent In Tumbes the 


In Cajamarca and to 


In Caja­marketing constraints. 

ops have experienced critical 


primary market for milk production 
is PERULAC.
 

marca, the 


Recently required by the Government to raise its price per
 

to be losing money.
 
to 25 	soles, PERULAC claims 


liter 	from 17 


adjustment to alleged deficit 
operations, the company
 

As an 

and
 

claims milk supply has exceeded 
Its processing capacity 


action
 
cuotas on all suppliers. This 


has Imposed maximum milk 


the dairy productivity
raising

has nutralized Incentives for 


In Tum-
CENCICAP of Chaquicocha.
the CAPs assisted by the 
on 


for bananas since
 
a serious marketing constraint 

exists 

bes, 


con­is completely
commodity

the transport and sale of this 


like­situation has 

than four buyers. This 
no more
trolled by 


for introduction of yield-increasing
 
wise weakened Incentives 


banana technology by paratechniclans.
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A final external problem involves the credit policies 

of the Agricultural Bank. On the one hand the prob!em is 

characterized by drastic curtailment of the cred-';Q supply. 

The only co-ops receiving short-term operating crzdit for 

agricultural production are those of Tumbes, and only for 

rice production. None of the Cajamarca co-ops have received 

agricultural credit for the 1977-8 crop cycle. On the other 

hand, the Agricultural Bank in Cajamarca has embarked upon 

an extremely aggresive collections campalga.In Santa Rosa 

the Bank placed an interventor to expropriate the income 

from the sale of 1977 crop sales, leaving the co-op without
 

funds to meet payroll obligations accumulated over three 

months. In Malcas, the CAP General Assembly in response to 

-the recommendation of CENCICAP staff decided to cull back
 

animal herds to ease the animal-pasture ratio; the income
 

from the sale of the cattle was designated for financing an
 

expansion in cultivated pastures. The Bank took advantage
 

of this decision by expropriating all Income from the sale
 

of the animals to cancel loan balances In arrears Including
 

the deuda agrarla. While the action can be possibly j.usti­

fled in terms of the Bank's recuperation of Its own capital, 

the additional collection of the agrarian debt Is no less 

than criminal considering (I) the badly decapitalized con­

dition of the co-op, and (2) the agrarian debt should only 

be collected when the enterprise shows a net operating profit. 

http:campalga.In
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4.Wi th or without acti'on on recommendation' 3. ~C~CRA.( 
shoul 4 expand pa ratechni cian tra ini n. to' Include the
preparation ofCP ion ccmmi tes, 'dii Ing' 
them with skil Is, mater aIs ,and guid'an c, aunch 
o l m : . . . .. . . 1.. . . among mfembe~'Intens Ive educat Ion campai gns ht 
ship of the CAPs..
 

2; Problems at the CENCICAP. Level
 

Despi te the exceptiona! qua Ity of CENC ICAP 'm7'aff comn­

mitment to theiur jobs , there !ss till rooms for mp rol'ement. The 

fAi rst prob lem arl sas from the fact that mos t CIENC! CAP' p rofes­

sIonal s are quite young , some comp le ting the Ir f irst empl oyment 

since graduation from the University. Frequently they lack suf­

ficient self-confidence (which comes with experience) to present-')
 

and defend the'r !deas forcefully with paratechnicians, or to
 
''p...... + ++++ + + . . .. . 

supervise paratechnician performance with sufficiently critical
 

Insight. But a far more serious problem involves knowledge per
 

se. None of the professionals In either of the CENCICAP's of 

Tumbes or Chaquicocha have backrounds In business adminiscr-at-


Ion or accounting. At present, all are specialized in zoology, 

agronomy, or economics, and none are truly qualified to provide 'X 

adequate fol low-up supervision to paratechni cian administrators 

and cashiers. 

In the questionnaires comp leted by paratechni clans 'In Caj a­
'-. ~+I,+ I t I++++++
 

marca, 20 of 28 expressed-.a :need for more training, 7 desired 

more frequent follow-up supervisions and 7 mentioned a need for 

material (financial) assistance. In Tumbes, of 16 paratechnicians
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9 wanted more training and one wanted more superyvislon (6 

stated no opinion). These figures dramatize the fact that
 

even though the overwhelming majority of paratech-ncd'i-ans 

found their training beneficial, they are somewhat irsecure
 

with this new knowledge and their new roles. Withomt addi­

tional training, many paratechnicians fear they will gradually
 

forget their skills; and without follow-up many feai they may
 

apply their skills Incorrectly. Such opinions are ce-Atainly 

justifiable and should be given careful consf.deeatiori. most
 

!n the
Importantly, they dramatize the need for continuity 


services of the CENCICAPs. Paratech.,icIan training .hould
 

not be considered a one-year-only Investment in campesino edu­

cation. Future project planning should contemplate a three­

year training cycle of classroom sessions combined with 
con­

tinuous field 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 Insufficient 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 

Is the only one In which
the CENCIRA-USAID project agreement 


the external donor does not provide funds for transportation 

expenses of CENCICAP staff. Holland, FAO, and COTESU are all 

backing 'helr respective paratechniclan projects with generous 

gasoline allowances.
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RELCOMlME NDAT IONS
 

lI t is Irperati've"eha't USAI D provde- co'ntin uiin-9 bud-' 
got support to- the CE14CI CAPs of Tinnbes and '' 

not.me relIy for one year. but for three. Paratechni­
clan salaries (at , As) for th remain­50 USAID-50 
der of~ 1978 can be Imet without Increasing' cljrrently 
authorized' funds simply by extending the fi'na] pay­
ment deadline from June to December, 1978. Th~rz 

K 	 present 51ly exist unspent balances arising from, savings
 
made possible by the devaluation of the Peruvian sal
 
relative\to the dollar (from S/. 4i5 In 1976 tc S!. 130
 

1978). Paratechnician. salary support reqi'zirimen ts 
for 1979 (at",25% USAID-7510' AEs) is estlmated. ,:. only 

r-In 

-. .over
$5 a (t\ campesinos a.r.eady trained),, 

2. 	 The contrac'ttng o~f accountants to trali r'IJC C, st aff 
In business management'skills is urgently nee'ded, A 
project to f I'nance one such accountant'per CE;.jiCRA re­
gional office 'i~s included in the final section ;af thiis 
report. 

3. In the event additional USAID, financing of the Tumbes
 
and Chaquicocha projects Is forthcoming, It Is recom­
mended that funds for CENCICAP staff Eravei ue included
 
on 	 the order' of US$150 per month per CENCICAP, or US$ 
1,800 per year.


NI+ + +ii++ 	 < ;+++++++++ +++ .+++ 

4. In the : i+++++run, 	 ? among CENCi­short to alleviate defic'iencies .....+++-+++3',++,+++++:-,'+. ,," 

CAP staff In Tumbes and. Cajamarca In business managemeont
 
training' cycle


4, ,N,++++++; + 	 ++++F ++ 
and 

+ + 
accounting

+ 
skills,-*and to expand

+++ + + 
the 

+ + ++++ L 

of co-op administcrator's and cashier paratechnicians to 
+ :	 ++ +;? +i:"-	 .4' t + +: +*Include++ + I+....... the teaching/of.+ ++? how to prepare: and analyze finan­

,' Nm+++ + + 
+ 

: ;++:+!ii++:+i+i+:la++ ++ 	 6+ + ++ '+ + + ::cia). statements, the consultants recommend the organiza-
! 

m'.4' 1'+ + 1 + : + + ++ + +2 ' + + ; + +D +7 1+ +++ +> +; ; +++ + +i +"+++ i]+++++i+;;+[++!+tion of a one-week" training couzrse given by Dr. Aquiles

N.r++ +++ + + 	 ' N+I ++p + 'N ++ N 111+++ +++++ ' , ' N ++ I ++ 	 NI

1 	 respectively. There areLanao in Tumbes and Cajamarca N. . ++F' '~I. ~N ,N~I', *4I~~I .' ,I .1 " .:N N1	 ... N;
sufficient funds" remaining' In tije technical assistance 
budget of the USAID-CVICIRA project agreement to finance 
these activities. The suggested timinr.of these courses
 
Is May (Tumbes) and July (Cajarnar'ca) of 1978. A speci'fic
 
proposal for these training activities is Included in
 
the final section of this report.1
 

http:timinr.of
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3Problems 	at the.National Level
 

0-the--nrpe*S-s ed-repeatedly--i n-p rev Io us -repo r1ts 	 I no-----

Paratechnlan Training Program has suffared f rom sa r c'us prob­
-23-.......... 	 ...
 

Toms of cash f low. Symptomati c of these problems p*3 3chn I 

clans In both Cajamarca and Tumbes have gone as I n'g~ throe 

7 	 months without receiving their salary payments authorlzed by 

the program. USAI D has disbursed far more funds than' Ive yet 

been accounted for by CENCI RA/LIma,eaateY1es1hwhmInle the' dios­

bursed to the regional offlines far fewer funds,Er he offI­

ces have demonstrated they need based on their redc 6e de 

cuentzs. CENCIRA -requests to tSAID for disbursement seem to 

occur-always on an emergency basis, while on Iore than one oca­

%ion Dr. Aquiles Lanao--officlally entrusted only with evaiuati on 

responsibi Iitles- -has served as a courier transporting checks 

from CENCIRA/Lima to Piura, as a principal informant for com­

municating logistical support deficiencies from the CENCICAPs 

back to Lima, and has often had to subsidize the purchase of
 

gasoline for CEk4CICAP vehaicles In order to reach t:ne CA~s and 

complete his field work, 

Compounding these probl ems , commun Ications be tween USA ID ~ 

and CENCIRA, not to mention general oversight over the program 

by both agencies, have been sadly deficient. For the most part 

deficient communications have resulted from frequent staff turn-,I, 

over. USAID has as signed .four project managers (Morales, Metham, 

Macarey, Weber) in less than two years; CENCIRA has assigned 
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the 
Caicho, Martinez). during

(Leon,directorsthree project on.directorshas changedItselfthe agencywhflesame period, be-Nonethe! ess,
Lazarte).lbarlezo(Velarde,occasionsthree 

staff turnover the 
project has suffered 

from ::drlinistra"
 

sides 
 rendiciones 

tire negligence by both 
agencies. On CENCIRAls 

part, 

for three, months
collectedhave been

from CENCICAPSreceived z e periodicside.On USAID'sto USAID.
being presentedbefore 

have been mi8flled 
and
 

evaluation reports of the consultants 


possibly lost.
 

RECOMME-4DATIONS 
behalf of the projzcts should
 

by USAID on 
head of the zonal 

of­
1. Disbursements the 


be made by check directly to 
C-iclayo (for Cajamarca).
or
(for Tumbes) the !evelin Plura use atfices 

are budgeted for exclusive 
 why
Since funds reason
administrative
Is no
there then

of the CEI4CICAPS check,
cash the
receive and It ischeck.CENCIRA/Lima should offices by another 

to the regional a check directly to- a 
disburse issuing
that upon CENCIRA

only necessary office, USAID should notify
CEI4CRA regional 

thehas occured, advising Thethat this transaction data.Lima and other appropriatebank, been amply dis­amount,dates procedure has 
direct check disbursement 


the consultants with 
the CE;CIRA accounting
 

has been
cussed by whose approvalGeneral,
staff and'nspector 

form.in verbalobtained 
is recommended
 

for 
To further expedite 

project cash flow it 
disbursement2, o e _ an . initial -s 

. Rendic receive cuentas would be presentedfo or thCENCICAPthat each iones de
four months. 
 CENCIRA
ima, revised by 

received

monthly by each 

CEWCCAP T 
to USAID. Once 

USAID has 


and passed directly of three months 
it would autho­

a total months.rendiclones for 
In
 

disbursement for three additional 


this way the CENCICAP 
would have one
rI-zea new month's margin 

of
 

funds.to projectwith regarderror 



3. 	 Presently, CENCIRA re sponsi[bII ty., f or 'te proaltat i. 
divided among four Ind Iv IduaIs : a Directo r -of Ad mIns.­
tratIon (Flores) , Director, of Traini-nig (tiartine;,i), ODi.­
rectorof International-Asistance (tenacho), and. a 

r 	 T'hn-aiD~ect (Per at a)--Ea ch -se as the-'pxoj eCt ­
from a unique perspective and seldom Is - of those 
aspects of the project entrusted to the rispci-isibility 
of the other directors. Coordination 'he four 
Is virtually Inoperative. It Is therz m~a r tIve 
that one of the fou r d I recto rs be g1 'Ii~ .alp , n ascen­
dency, ovaer the othe r three, to as s ure ov sr-,, ove r 
the enti re p rojact. Such a d i re tor wo,!l c e p d 
to coordinate project communications bcts .-! ,l CEN-
CIRA and between CENCIRA and USAID. 

SProblems with Other Sectors'7. 	 -

The succass 	of the Paratechnician Training Pvogram i ­

be~n~g -undermined. or dilIuted by the' act ions of other :nst Itutions. 

Whther these actions have been undertaken dillberatalytc da­

mage the project's image, or are simply the result of inade­

quaite coordination with the project, cannot yet be established
 

In all cases. In both Tumbes and. Cajamarca, Apoyo de Empresas
~~~~~~~~' 	 :a . ): :.sr., .	 6 i 


Campesinas has initiated a campaign to convince all co-ops par­

ticipating In the paratechnician program to hire professional 

managers. In conjunction with this effort, AEC has made It clear 

to 	both co-op leaders and CENCICAP staffs that administrative
 

and cashier 	paratechnicians are not qualified to assume the
 

management functions for which they have been trained. What
 

makes such a campaign so Insidious Is the fact Chat the require­

ments for co-op management are being defined not In terms of
 

what skills 	the manager should posess to hold such a position,
 

but rather by the mere fact that the manager hold a professional 

* degree.
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rurae areaa 
Au*dnt ldpeting nine-month as s I gnment s, 1n 

to 4 of, 'the 6 'CAP sa prerequisits to receiving a, degree) 


6G~o'ngI'ng_:t& the ChaquIcoch-a- parate chnIcia4n- project,.,Qr.-e.
 

aganinIt Is.Imposs ibl to,,say whether primary sr.Ioz !bliity 

fotasks ass Igned to the pa ratechn Icans I s ac . sumed 

b youts Ide rs..hmo 


Afiaproblem InvoIves 'the Cen t os Contabie'-,.,, As men­

tiConed previ'ously (see pp. IIlI)Q the performance o n cenl­

trals In both.Tumbes and. Cajamarca- has be h 

tardy completion of eo-op,'balan=c-sheets and lncom3 st,'tements
 

may be, aymptoinatic of these contrals' Inefficiency, bu:- this
 

Its not the primary problem. Far worse Is the fact that the 

existance of centralized Iaccounting has removed responsibility 

for this function from the co-ops themselves. Indeed, in Caja­

-; marca the central In Chaquicocha requires permanent physical*­

'possession of the daily journalt general'ledgs~r, and Inventory 

register. Co-op administrator and cashier paratechnicians han­

only collection sheets and auxiliary cash, payrolli, and
 
>die 


production records. The paratechnicians must travel to the cen­

tral on a monthly, basis--taking their books, receipts, and 

other recordsI--so .that central bo okkeepers are spared the in­
ca-
Aisti the cooperatives. Eve given' this 


convenience of sng Ee
 

pacity to up-date CAP accounting records once a month,it Is,
 

reported 	by the paratechfl 3ans that the central, Is often 2­

behind In Its entries; and, as mentioned prev lously'-.--3 month's 
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ETentative ppuasfor..:Fu rther US A1D Ass i tance 

-*-1. In the Immediate Future L'I..' 

Upon. the,' conclusion of this f Inal evau~fi ~ot 

and the voucherIng. of services rendered the re In, by ih con­

'sultants, there'w'ill remain ~a balance of us$6,37'. IrV.I~he 

-contract between USAID and Rural Development Sev~ 4 Pending 

USAID approval, the.5 colsLltants propose to spend gh4sti a lance 

through provision of-the following services. , 

-

-,-

~-TRANSLATION OF THE PR.ESENT REPORT 

*..~CENCI RAhas requested that this f inal evaluation re­

port be translated Into Spanish. This task would be entrusted 

to0, the co-authorof, the report, Dr. Aquiles Lanao, to be comn­

,p.leted~wIthin '.13 days of'the presentation of the report in 

English, i.e., by May 2, '1978. The cost of this project Is es­

timated at US$61.8,as follows: 

- .-

Salarres 
Dr. Lanao: 6, days 

Overhead 
20Z o-f salaries10 

x $90/day 
-

$540 

Total'* 648 

--TRAININ.G PROGRAM FOR PARATECHRICIANS IN BA14ANAS 

Ing. Manuel*Santa Maria BohV of Motupe, 'Peru, operates 

.,harvest, 

~ ~ 

modernized banana. plnainofsome 30 hectares., He current-

ly, has, bananas it all states of production, from seedlngs to 

lHe has been instrumentalr In the development of a wide 

variety of asso'ci'ated cropping patterns of bananas wi th cit rusw 

and other orchard croos~. Ing. Santa~ Maria has the capaci ty~to~ 

--. 

-­



provide ~ r o ~ n oar , ppr . ma,toIt 
r 

provom a ndU$1.,2-bad for lorxwasy oenVstoso
 
theeremasea
ofia 5idaysoxE$75-T/dpro 

P050t. oranpzation of an Roomdad trBainnrd 'ran b
~~13paratechnica
frmteClAns 
o 5EC~~
days ~ < uo 

I nt.'Saint Marias5dy ContingenciesU 00 

Total 

$$1 1",25 

--TWCFTRAlIlING PROGRAM~S 
IN ACCOUNTING FOR 
CENCICAP STAFF
AND ADMINISTRATOR/CASHIER 
PARATECHIJICIANS 
Itl TU:IBES AND
- .. CHAQULICOCHA 

It Is imperative that the 
training of administrators
 
and cashier paratechni-clans 
 be extended to Include the peaa
tion and analysis of accounting records. It is furthernesar 
to train existing CENCICAP staff 
In business management and

accounting skIlls 
so 
that they are qualified to provide follow­
up supervision of administrator and cashier paratechlicians.
 
Rural Development Services propose that Dr. 
Aquiles Lanao pre­
sent 
two one-week training programs In accounting to both CENCI-
CAP staff and adi'inistrattve/cashi, r paae iln fTurnbes
 
and Cajamarca. 
 The fIrs tpoga would be scheduled: In Tumbes.-.
 
for' the week ofMay 8- 13. Or 
 anao wouldth' accompany

Platano, parateci lans to 
th 

totupe for the training program at 
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the farm of Ing. Manuel Santa Maria. Tie training program in
 

July" tenta­accounting for Cajamarca would be scheduled for 


both the Tumbes and
tlvely July 3-8 or 10-15. The costs of 


Cajamarca training programs are estimated at US$-3,55 as
 

follows:
 

Salaries
 
Dr. Lanao: 18 days x $90/day $1.0
 

Per Diem 
Dr. Lanao: 14 days x $25/day .0. 
Paratechn i cians 

TUMBES: 115 man-days x $5/day. 575
 
CHAQUICOCHA: 100 man-days x $5/da.
 

In-country Travel 150'
 
100
Instructional Materials and 


Cont inenci es
 

Overhead (20%) 660
 

Total $3,955
 
Im-lmm mm -l 

2. Action Recommended for 1979-80
 

By the end of 1978 CE14CIRA will most likely have ini­

tiated some 35 paratechnician training projects throughout the
 

country. USAID should consider decisive support to these projects
 

In two ways: (I) backstopping the administrative/accounting
 

training of paratechnicians and CENCICAP staffs (the weakest
 

link In the CENCIRA model at this time), and (2) contributing
 

to the financing of rotating funds for small productive project
 

Investments at the co-op level (thereby alevlating the capitali­

zation constraint).
 



-- 
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pay this much to CENCIRA"employees, even If the funds were
 

available, would undoubtedly create internal dissention among
 

existing professionals.
 

The consultants propose therefore that the requi'ed accoun­

tants be contracted as outside professionals for Ulr,.ted 15-nionth
 

assignments with CENCIRA. They would be 
considered, in effect,
 

consultants to CENCIRA. Their assignment would be tha 
intensive
 

training of CEN,:ICAP staffs In accounting and adminlst;ration
 

skills, and the training and limited follow-up of adrr, nistrator
 

and cashier paratechnicians directly. Administrative and 
techni­

cil supervision of this 
project would be entrusted to Rural De­

velopment Services. The 
cost of the project Is estimated at US$
 

149,8C0 as follows:
 

Sala-ries 
 77,820
 
12 accountants at $300/ month* 54,000
 
2 accountant-supervisors at
 

$385/month* 
 11,550
 
RDS Consultants
 
Hatch: 12 days x $170 
 2,040
 
Lanao: 93 days x $110 10,230


77,IJ20 
Per Diem and Transportation 40,400
 
Accountants: $150/mo. 27,000
 
Supervisors: $300/mo. 
 91000
 
RDS Consultants
 

70 days x $40 2,800
 
In-country travel 
 800
 
International travel 
 800
 

40,400
 
Contingencies (05%) 
 5,900
 

Overhead (33% of salaries)** 25,680
 

TOTAL 
 $149,800
 
In A m II 

* Includes leyes sociales
 
** Covers full costs of project administration
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-- PROPOSAL FOR FINAtCING OF ROTATING FUNDS FOP SMALL 
PROJECT INVESTMENTS BY COOPERATIVES WITH PARATECH-
NICIANS 

The basic idea of this proposal is neithe,- to replace 

the production investment function of the Agricul.ur~l Bank 

nor to unilaterally solve the problem oil decapitalization 

In CAPs with paratechnicians. Rather, it Is Intended to alle­

viate the capital constraint of these enterprises such that 

they can finance modest expans!ons of their agricultural 

frontiers, apply on a small scale ,odern inpWit. fcne: para -4ch­

niclans have been trained to use, finance basic equipment fcr
 

improved livestock sanitation, insemination, and medicinal 

supplies , etc. 

By 1979 It is estimated that CENCIRA will have 35' paratech­

nician training projects. Five of these will already have rota­

ting funds at their disposal; hence, this proposal recommends 

financing for 30 projects. It is estimated that each project 

will reach an average of eight cooperatives, or 240 In total. 

Each co-op would have rotating fund drawing rights up to US$
 

10,000, which implies a total financing of US$2,400,000. The
 

total proposal Is estimated to cost US$ 2.5 million, including
 

an additional $100,000 for technical assistance for such tasks 

as (1) Rotating Fund Design (lending criteria, administrative 

procedures, staff functions, etc.), (2) Supervision of Loan 

Operations and Projects, and (3) Program Evaluation. 


