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I. EXLCUTIVE SUMMARY

l\o PUEE;JSE

The purpose of this report is to provide an evaluation of the Small

Farmer Organization I Project (511-0452 and 511-T-055) in Bolivia.

B. Procedures

A three-person team, consisting of David F. Eding and Keith L. Oberg
of Devres, Inc., and Raul Pinto of USAID/Bolivia, conducted this eval-
uation, including the drafting of this report, over an eight-week
period between February 22 and April 17, 1981.

The team members reviewed available project records in La Paz
anu Couchabamba at USAID and FENACRE/OWCICOCP offices. They made
week~long visits to each of the three integral cooperative sites in
Yacuiba, Montero, and Punata, examining co-op records and physical
facilities and interviewing co-op staff and members., The team also
interviewed: the USAID/Bolivia Mission Director and other personnel;
the Oficina Nacional para el Fomento de Cooperativas Integrales (ONC!-
COOP) director and staff members; Robert R. Nathan Associates (RRNA)
Chief of Party and personnel; officials of the Banco Agrfcola de Bol-
ivia (BAB) in towns where integral cooperatives existed; the dircctor
of BAB's ‘Credito Rotativo de Fomento para las Cooperativas Integrales
(CROFOC); P.L. 480 Title III director and staff members; technical

starf of the Consortium for International Development (CID); the dir-
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ector and other staff members of the Servicio Nacional de Desarrollo
de Comunidades (SNDC); officers of private financial institutions such
as the Banco de Oruro and Bank of America in Santa Cruz; staff of the
Ministerio de Asuntos Agropecuarios y Campesinos (MACA) in Santa Cruz,
representatives of agro-commercial enterprises such as Inter-Motor,
ClBO, and CIAGRO; a computer specialist and consultant; a rural dev-
elopment specialist with the Food and Agricultural Organization (FAO);
técnicos of other area private development institutions and agricultural
cooperatives; and several anthropologists/rural secciologists with spece-
ial knowledge of the regions where integral cooperatives are located.
Every effort was made in carrying out the evaluation to be objec-
tive, and to note successful activities as well as tailures. The
project, however, failed in substantial part to achieve its planned
goal -- the creation of four viable and financially independent inte-
gral cooperatives -- and serious deficiencies in project implementation
were found which jeopardize the progress made to date. Documenting
this failure and continuing problems, and concentrating on their
causes and effects, has gfven this evaluation report a decidedlv nega~
tive tone. The recommendations developed are positive, however, and
should be useful to USAID and other institutions participating in

the project.
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The present paper ‘is structured in the following logical sequence:
Chapter II provides an overview of the SFO Project history aund outlines
the evaluation's scope. Chapter III assesses, in social and financial/
administrative terms, the status of the three ICs evaluated and cur-
rently participating in the project (the fourth IC, Tahuantinsuyo, is
not evaluated since it is at the moment suspended from the system and
presents a special case)., Chapter IV discusses the institutional
framework, with a view toward assessing the adequacy of the current
institutional structure and relationships. Fipally, Chapter V synthe-~
sizes the findings presented in these earlier chapters and makes a
determination of the advisability of continuing with the project, and

under what conadlitions.

C. Summary of Project Description and Planned Accomplishments

The Small Farmer Organization (SFO) Project began in 1975 as a
larger, more dispersed effort to assist a large number of small agri-
cultural cooperatives. The Servicio Nacional para el Desarrollo de
Comunidades (SNDC) was the original implementing agency providing
financial and technical assistance to these cooperativeé.

The planned accomplishments of the SFO Project, as indicated in
detail in the Evaluation Scope of Work (Annex 1) and the Project Log

Frame (Annex 2) were to:
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(a) Increase the per capita family income of 6,000 member house-
holds of the integral cooperatives by 75 percent by December 1981 and
thereby 1mprove the standard of 1living of these rural people;l/

(b) establish an independent viable cooperative movement, in-

cluding the development of four o .ministratively and financially
independent base-level integral cooperatives (IC's) offering a full
complement of agricultural services through 10-20 Associated Zonal
Groups (''GABs") to an average membership per group of 1500; and

(c) develop a system of institutional support, providing

direct technical and financial assistance to the ICs.
In seeking to realize these accomplishments, implementation prob-
lems quickly arose., As a result, in late 1979 and early 1980, USAID

and the GOB amended the SFO Project to:

1/ The Devres consultants in this evaluation have not attempted to
measure benefits to small farmers. This task was explicitly
outside the evaluation scope of work, in great part because no
data existed to permit such a level of analysis. A baseline
income study had never been done for the project. In fact, a
general member baseline study was only being undertaken at the
time of the Devres team's arrival in Bolivia, almost six years
after the project's beginning. _

The recent general baseline survey has yielded some impression-
istic data, however. It asked co-op members whether or not their
standard of living had improved since they joined the co-op. The
responses varied with the length of existence of the co-ops; the
older the co-op, the greater number of members responded that
they had benefitted.

In Cochabamba, the oldest IC, 73 percent of respondents felt
their income had increased sinc: joining the co-op; in Santa
Cruz del Norte, 37 percent, and in Gran Chaco, 28 percent.
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o transfer responsibility for project implementation and tech-
nical assistance to the Federacidn Nacional de Cooperativas
de Ahorro y Crédito (FENACRE), the Bolivian federation of
savings and credit cooperatives;

o transfer responsibility for financial assistance to the
Bolivian Agricultural Bank (BAB); and

o restructure the Robert R. Nathan Associates (RRNA) technical
assistance team.

In addition, the P.L. 480 Title III agreed to provide administra-
tive cost subsidies to both the FENACRE technical assistance cfforts
and to the ICs, and to further compensate FENACRE for assuming project
implementation responsibility. (Figure 8 illustrates the new project
organization structure.)

This system is substantially in place at present and is function-
ing, although not without certain problems. The extensive changes
resulting from this reorganization have affected project accomplishments,

however, as pointed out in the body of this report.

D. Conclusions

1. What the project did and did not accomplish

The SFO Project has made substantial progress tcward establish-
ing four viable and financiallv independent integral cooperatives, and
toward developing an effective system of institutional support to
provide financial and technical assistance to these cooperatives.
Specifically, in this regard, over the last 15 months the SFO Project

has managed to accomplish the following:
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o moved the Cochabamba and Santa Cruz del Norte ICs substantially
towards financial self-sufficiency; and

o created a new project implementation structure, including
the transfer of implementation/technical assistance res-
ponsibility to a newly-created entity (ONCICOOP) and trans-
ferred financial assistance responsibility to BAB.

Despite these gains, however, the SFO Project has not accomplish-

ed all that was initially hoped for. Particular deficiencies include:

a. Lack of financial self-sufficiercy

None of the three ICs evaluated have reached financial
self-sufficiency. Our financial analysis (including a performance of
a detailed cash flow analysis and close inspection of co-op financial
records, results of which can be found in Annex 3) indicates par:i-
cular problems in the Cochabamba IC, which was expected to be self-
sufficient this year, and in the Gran Chaco IC. The only co-op which
to date has substantially met its financial projections is Santa
Cruz del Norte. Even in this case, however, no assurance exists that
the Santa Cruz del Norte IC will reach self-sufficiency as projected
by early 1982, given the administrative problems noted Iin the body
of the report and the riskiness of its ambitious economic program to
be implemented this coming year.

b. Insufficient number of integral cooperatives

Only three ICs -- Gran Chaco, Santa Cruz del Norte, and
Cochabamba -- instead of the planned four, are presently participating

in the system. The Tahuantinsuyo IC has been suspended from the 1C
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system since April 1980 as result of its unwillingness to re-pay its
substantial CROFOC loan.

c. Insufficient number of members

Membership in the three ICs participating in the system
does not meet original projections of 1500 members apiece. Gran Chaco,
the newest IC, established in 1979, has 234 members "on the books" and
Santa Cruz del Norte, established in 1978, has 584 members listed.

Most members in these co-ops are actively using co-op services, partic-
ularly credit.

It is difficult to accurately establish the number of wmembers in
the Cochabamba IC. According to the LC's statistics, 1750 are mem-
bers. However, co-op records indicate that only 778 members received
short-term loans this year. We strongly suspect that many of the
individuals claimed as members but who have not received loans this
year are not active, either because of lack of interest or because of
absence from the area.

d. Insufficient functioning of co-op participatory struc-
tures

A major aspect of project objectives was to organize
10-20 CABs and additicnal co-op level committees and councils to chan-

nel member participation and facilitate the delivery of service to

members.” In Cochabamba, 20 GABs, a Vigilance Council, Credit Committee,

and Education Committee have been created and appear to be functioning

adequately, with the exception of the Education Committee. A similar
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situation exists in éanta Cruz del Norte, exrept that only 1! GABs
currently exist,

The creation of a co-op organizational structure i{s least ad-
vanced, and substantially fails to meet project objectives, at the
Gran Chaco IC. At Gran Chaco, GABs were only organized beginning in
January 1980, and were functioning at the time of our visit as little
nore than discussion groups. No credit review or other function was
being undertaken, as at the Cochabamba and Santa Cruz del Norte co-ops.
Similarly, although existing on paper, the Credit Committee, Vigilance
Council, or Education Committee at Granm Chaco do not function. The
lack of a Credit Committee causes particular problems to credit admin-
iscration, which are discussed in the body of this report.

2. Reasons for not reaching planned levels of accomplishments

Many reasons exist which account for the project's failure
to achieve its goals and purposes. Undoubtedly, many of the deficiencies
whicli we observed were the cumulative heritage of four years of project
difficulties prior to the new institutional structure created in
January 1980. 1In addition, 15 months is little time in which to effect
a4 wholesale overhaul of the IC system and to modify participant atti-
tudes and skills, particularly taking into conside:ration the time re=-
quired to set up a new institution (ONCICOOP) and the time lost due
to fundihg uncertainties in July and August resulting from the precarious

state of U.S.-Bolivian relations.
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However, factors within the projecc's control also contribute to
explaining why planned levels of accomplishment have not been reached.
In particular, we find that ONCICOOP/RRNA resources have been both in-
sufficient and inappropriately applied for the resolution of the
serious problems afflicting the co-ops. These confinued weaknesses
in the ICs have becen discussed in detail in the body of the report
but can be summarized here. They include:

o design and implementational difficulties in the credit system,

leading to higher delinquency rates, especially in medium-term

loans;

o demonstrated poor planning capabilities, leading to marginal
projects which do not contribute to co-op self-sufficiency;

o overall poor management in areas of administration, accounting,

input supply, and projects;

o 1inadequate provision of technical assistance to co-op members;
and

o current and latent political and socio-economic divisions
within each co-op.

These continued weaknesses threaten the medium-term viability of
the co-ops. Yet we find no indication that the present ONCICOOP/RRNA
team is in a position to address all these weaknesses, Rather, 1t
appears to lack both the sense of urgency we feel warranted in many
of these situations and some of the specific skills == particularly
those of an institutional credit specialist, an agricultural planner,
and a s;ciologist/anthropologist -- that we feel are required to

adequately address the problems identified.
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E. Recommendations

1. USAID should extend the project

The SFO Project is due to terminate on September 1, 1981. In
order to achieve the goals and purposes of the project, funding must
be continued. The Devres team therefore recommends that USAID sup-
port, or arrange for the support, of a project extension.

a. Co-op subsidies should be continued

As noted above, none of the three ICs presently participa-
ting in the system can be described as financially self-sufficient.
Over the past five years, the project has not been particularly effi-
cient nor effective, and the two project amendments in 1977 and 1979
were a3 response to these observed deficiencies. However, the most
important consideration for USAID now is not these "sunk costs'", but
the costs and benefits of continued support. Devres believes that
the benefits of continued financial support will outweigh the costs,
and that continued USAID and P.L. 480 funding is necessary to resolve
the significant problems faced by the ICs. This support must consist
of:

o operating subsidies for the individual ICs; and

o subsidies for the provision of technical assistance services
(i.e., operating costs of ONCICOOP).

b. USAID should assure project technical assistance is con-
tinued and heeded by cooperatives

Not only are the ICs not financially self-sufficient, but

10
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they arc aot administratively self-sufficient either. Significant man-
agement problems (which are documented and analyzed in the bodv of this
report) exist which threaten the viability of the co-ops. The Devres
team believes the ICs must be provided with continued technical assis-
tance to overcome these serious implementation problems.

If continued, effective technical assistance support is providoed
to the ICs, the Devres team believes it is possible to muke the co-ups
self-sufficient, possibly within the time frame contemplated in the
present subsidy scheme. USAID should assure that:

o increased and improved technical assistance 1is provided to
the co-ops; and

o the co-ops implement the changes recommended in this report
and by technical assistance providers, using the threat of
cut-off of funds if necessary.

2, ONCICOOP should institute specific changes to fully realize
project gfoals and purposes at the co-op level

a. Recommended short-term changes by ONCICOOP

In order to justify continued sponsorship of the SFO Project,

and increase its chances of success, USAID should require the follow=-

ing actions to be taken:
(1) Financial:

o the IC financial projections, particularly those
of the Cochuvamba and CGran Chaco 1Cs, be revised;

o 1in all cases, operational plans be elabou:r:ated in
conjunction with the financial projections, with
the object of having a yardsotick to mcasure pre-
sent and futurce activities leadiny to financial
self-gsufficiency;

11
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0

the accounts of the Cochabamba IC, as soon as
possible, be reconciled with those of BAB/CROFOC
s0 as to determine the correct amount of the IC's
debt; and

the credit system of each co-op be redesigned and
better implemented to assure greater control over
loan use and amounts (specific suggestions are
presented in the body of the report and in Annex 5).

(2) ‘'echnical:

0

a resident advisor with considerable coxperience
in institutional credit and in cooperative pro-
cess be appointed for the Gran Chaco IC to imple-
ment changes in credit and administration and to
provide a counterweight to the influence of the
co-op president; and

planning capabilities be strengthened prior to

the next agricultural year through (1) provision

of short-term expert technical assistance in ag-
ricultural planning, (2) integration of report-
writing with planning, and (3) regular genera-
tion, aggregation, and utilization of agricultural/
credit data at co-op level.

b. Recommended medium-term changes by ONCICOOP

In the medium term, USAID should require that the follow-

ing actions be taken:

(1) Financial:

o

improve co-op accounting practices (see¢ body of
paper for specific conclusions and recommendations):

improve supervision and internal control in the
input supply stores (see body of the paper tor
specific conclusions and recommendations):

(2) Technical:

(&}

improve extension and technical assistance through:
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- expanding extension staff, shifting resources
as possible from the office to the field (par-
ticularly in the Gran Chaco IC);

~ shifting emphasis from formal co-op education
activities to technical assistance;

= 1integrating the extension agents into the agri-
cultural planning process by requiring simple
data collection activities (and de-cmphasizing
time-consuming reporting requirements); and

~ 1increasing the tapping of local technical re-
sources potentially available from MACA/TBTA,
CID, Mision Lritanica, Misioén Suiza, private
commercial enterprises, and other area devel-
opment institutions;

(3) Socio-economic:

o analyze the actual and potential role of women in the
cooperative, and as possible create women-oriented
programs with the goals of lowering loan delinquency
among member households and combatting social
stratification/income differentiation within the
co-ops; and

o promote more democratic, decentralized member
participation through:

= enforcing regulations against loan delinquency
and other credit abuses by leaders;

- encouraging leadership turnover and broad
geographic and socio~economic representation;

-~ organizing all required committecs and councils
and providing practicai orientation;

- providing greater staff support to committec/
council fu- ‘tioning, particularly in the case
of the Crcdit Conmittee.

Many additional recommendations are made at the conclusion of the

various chapter sub-sections.
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3. Current institutional arrangements should be continued

If USAID intends to achieve the original project goals, it
must arrange for continued project support. The current institutional
support structure, linking two project funders (USAID and P.L. 480)
with essentially two 1lmplementing agencics (FENACRE/ONCICOOP/RRNA and
BAB/CROFOC), although unwieldy, appears to offer the potential for
providing the broad support the ICs :Lill require. New institutional
arrangements should not be created without major justifications, which
in this case do not yet appear to exist. Therefore, Devres rocommends
that USAID seek to extend the current system of institutional support,
consistent with the recommendations in this report.

4., A Federation of ICs should not be organized now

The analysis in the body of this report (pp. 153-160) indicates
strongly that to organize a federation of ICs now or in the near future
(i.e., within two years) would be premature given the current financial
and administrative condition, among other factors, of the ICs. However,
the Devres team believes that the goal of a federation to eventually
assume program responsibility 1s a good one under certain conditions.

In this regard, the team recommends that USAID:

o encourage the formation of a consultative committee, composcd
of IC representatives, should the ICs endorse the concept and
'allocate co-op -resources to facilitate meetings;

o examine the possibility ot bringing existing co-ops into the

IC system, with a view toward more quickly creatinpg the re-
source base and demand for services necessary to support and

14

Devres



justify a federation; and
o develop guidelines for forming an IC-managed federation which

explicitly link this process to the achievement of financial
self-sufficiency by the co-ops.

F. Final Comment

The problems encountered by all parties In implementing this pro-
jwct have been considerable despite the outstanding contributicens of
the many individual and institutional participants. As a result, addi-
tional effort and funding is required beyond the planned expiration
date of the project to put the project ICs on a sound [inancial and
administrative footing. Devres believes, however, that significant
progress has been made to date in this case, especially in light of
the complexity and difficulty of building viable institutions in the

Bolivian milieu. Therefore, the Devres team believes that additional

investment required to cxtend the project is justifiable and appropriate

and that it will result in achieving much of the initially planned

goals and purposes of the project.

15
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II. BACKGROUND/HISTORY

A. An Overview of the Small Farmer Organization Project

The Small Farmer Organization (SFO) Project began in 1975 as a
larger, more dispersed effort to assist a large number of small
agriculturai cooperatives. The Servicio Nacional para el Desarrollo
de Comunidades (SNDC) was the original implementing agency providing
financial and technical assistance to these cooperatives.

However, implementation problems quickly arose. Technical
assistance and accounting services for these numerous small (10-40
members) co-ops, together with high default rates on loans, proved too
expensive. As a result, AID and the GOB in 1977 signed an amendment
modifying the program to concentrate on creating large multi-service,
or "integral," cooperatives. This change of model represented a con-
solidation of many scattered and unprofitable efforts in an attempt
to concentrate and utilize resources more effectively.

The SFO Project created four integral cooperatives (ICs) under
this second stage. However, these ICs failed to quickly demonstrate
their long-term financial and institutional viability. As a result,
in late 1979 and early 1980, a second amendment was initiated involving
the following actions:

o transfer of implementation responsibility to FENACRE, the
Bolivian federation of savings and credit cooperatives;

o transfer management of CROFOC, the rotating credit fund, to
the. Bolivian Agricultural Bank (BAB);
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o restructuring of the Robert R. Nathan Associates (RRNA)
technical assistance team;

o implementation of an intensive membership training program; and

o limitation of the GOB role in cooperative development to a
support function.

These last changes brought to the surface several concerns of the
participating ICs about project management, particularly in regard to:

Control of resources. Some interest existed among co-op
leaders in rstablishing a federation to control the dis-
tribution of financial and technical resources. The new
proicect institutional arrangements potentially jeopardized
future IC control.

Program requirements. On one level, the organizational in=-
adequacies and political nature of the SNDC benefitted the
ICs and their members through lax repayment enforcement,
etc. The fear appears to have existed in some cases that
FENACRE/BAB might impose stiffer requirements on the co-ops,
particularly with regard to credit and delinquencies.

Lack of consultation with co-ops. This omission in form has
been cited as an important reason for IC concern about 'sub-
stance," i.e., issues of control of resources and program re=-
quirements.

Immediately following, an assembly of ICs unanimously rejected these
institutional changes. Since that time, however, three of the four
ICs-~Cochabamba, Santa Cruz del Norte, and Gran Chaco--have accepted
the new institutional structure. The fourth IC--Tahuantinsuyo--has
not, and is currently suspended from the IC system.
While the project changes contributed to the alienation of

Tahuant&nsuyo, it is increasingly apparent that the principal reason
for its continual separation from the system is its inability and/or

unwillingness to repay its considerable debt to BAB.

17
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The SFO project has undergone a progressive, iterative process of
change in an attempt to find something that works. At the same time,
the project has been handicapped by an uncertain and difficult cconomic,
social, and political environment, by discontinuities in personnel and
institutions, and by numerous errors and omissions in design and imple-
mentation, This evaluation reports on the progress made since the last
institutional change made in January 1980 and assesses the current

status of different project clements.

B. Scope uf Present Evaluation

A copy of the tull scope of work is provided in Ammex T.
Essentially, the consultants have examined the SFO Project to:

o] assess the extent to which the program is achieving broad
institutional goals of (1) developing three financially
viable and independent integral cooperatives and (2) con-
solidating a system for technical and financial support
for these co-ops;

o identify the key elements contributing to the success or
weakness of the ICs and the IC model: and

o made recommendations on adjustments required to ensure the
survival of the existing ICs and those prowoted in the future.

Chapter I11 assesses, in social and financial/administrative terms,
the status of the tanree ICs currently participating in the project (the
fourth I1C, Tahuantinsuyo, was not included within the scope of work
and therefore is not evaluated). Chapter IV discusses the institutional
framework, with a view toward assessing the adequacy of the current

institutional support structure and relationships. <Chapter V
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synthesizes the findinés presented in these earlier chapters and makes
a determination of the advisability of continuing with the project,
and under what conditions.

The consultants have not attempted to measure benefits to small
farmers. While in the consultants' view the peasant household is a
logical unit of evaluation, no data exists currently to permit this

level of aualysis.
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IIl. COMPARISON AND EVALUATION OF THE THREE INTEGRAL
COOPERATIVES

A. Introduction

The three integral cooperatives participatirg in the SFO Project,
while sharing a basic organizatioral similarity and common origin in
the USAID-sponsored system, are unique in most other aspects. Thus,
they require separate and detailed discussion, given in this chapter,
particularly with repgard to current and future economic activitlies,
membership characteristic: credit systems, and relevant administra-
tive aspects.

One of the two major project goals is the achievement of co-op
administrative and financial self-sufficiency. The evaluation
findings, in sum, indicate that progress toward this goal has been
made. One co-op has recently reached the point where it no longer
requires a direct subsidy, and another is meeting projections which
indicate financial self-sufficiency by the end of 1981.

However, this progress has been slow, achieved at considerable
cost, and appears particularly fragile and subject to deterioration.
Progress toward financial independence has been made to a great
extent based on income generated from use of USAID-subsidized CROFCC
monies. This income has been generated not cnly through lending to
members for production purposes, as intende, but also to a greater-

than-expected extent through investment in commercial bank savings

20
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accounts. Significant problems in several areas endanger the long-term

viability of the ICs. These areas include: i

o administrative/credit - credit control is poor, diversion is
common, and the potential for fraud is high;

o financial - many projects have been poorly conceived and
are less profitable than projected;

0 political/institutional - one co-op has been suspended
from the L[C system and another suffers from politiciza-
tion, low participation by members, and control by a
small rlique of peasant leaders.

The situation for each cooperative, and its particular probleu:, is
documented in detail below, followed by a general summary at the end

ot the chapter.

B. Background Description of the [hree Existing Variations of
the Integral Cooperative Model

1. Coovoerativa Integral "Gran Chaco"

a. Introduction and huckground

The Yacuiba IC began its existence in 1979-8C by providing
tractor services, other production inputs, and marketing services to
approximately 90 members producingiggzg. The IC provided credit in
kind and marketed the soy directly to an oil-producing plant in Villa
Montes, deducting the amount of the credit from the individual member
proceeds. As a result of this strict control over a relatively small
number of socios. no delinquencies were reported.

An organization chart and a list of co-op elected leadership for

1980-81 and co-op staff are provided in Annex §.

Devres
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While on the rinancial side, the co-op began quite successfully,
problems arose immediately on the management side. These problems
still exist and include:

o little attention to internal control and administrative
procedure; and

o high manager turnover, resulting from poor selections and
alleged conflicts between manager and elected leadership
over implementation of policies. A total of six persons
have occupied the manager's position since the co-op's in-
ception. The present manager, the council president's
handpicked man, is weak and ineffective and has repeatedly
submitted his resignation.

Geographically, Yacuiba is the southern anchor of a fertile, tem-

perate agricultural swath kn wn as the Chaco Himedo. The area, which

extends north to south about five to ten kilometers outward from the
foothills of the Andes, derives its name from the abundant rainfall
which falls as a consequence of the mountains' proximity. Rain-fed
agriculture is the base of the region's economy. To the east lies the
drier Chaco where cattleraising is the primary economic activity. To
the west across the first foothills lie a qﬂmber of agricultural

valleys economically linked to the Yacuiba axis.

b. Membership

The area covered by the Yacuiba IC includes the southern

part of the Chaco Hiumedo and some of the valleys immediately to the
west. (See map ) The region around Yacuiba was formerly occupied by

large haciendas. The MNR-led agrarian reform of the early 60's

23
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distributed land to £he jornaleros and to migrants from Chuquisaca
and Tarija. A large influx of settlers occurred, creating a majority
small landholding class averaging five t¢ ten hectares or less.

To the west, the valleys populated by middle-sized farmers largely
escaped the agrarian reform. As a result, the average landholding,
although not precisely known, is considerably greater, and farmers
allegedly more "conservative.'" The Yacuiba IC's membership consists

primarily of individuals from the Chaco Humedo, east of the mountains,

Members from this area appear to be slightly better off, on average,
than ncn-members. As determined from a sample of co-op records,
members average 1l hectares of landholdings aplece. Also common in
the Gran Chaco membership are a number of larger landholders, par-
ticularly from the area west of the mountains, but also including
several cattle ranchers from the Chaco, and several agriculturalists/
part-time rural schoolteachers., These differing socio-economic
attributes have had important implications for management of the
co-op's activities, particularly its machinery pool.

About 20-25 percent of the area's landowners are involved in the
IC. The remainder are not involved due to their social and economic
marginality; either they arc less '"progressive,”" have less land making
the use of machinery superfluous, or their land is too uneven or
covered‘with stumps, rocks, etc., making it difficult to mechanize.

Another factor stems from the socio-political history of the area;

Devres
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some non-members aré reluctant to join because of the involvement of
many ex-Sindicato Agrario leaders, particularly among the co-op's
directivos.

In spite of political suspicion centerling on co-op leaders, many
farmers are now joining the co~op out of growing need. As each in-
creases his area of cultivation through landclearing, he requires
greater labor at peak periods, particularly for soy. Oxen, which
wvere used earlier for smaller areas, are increasingly being rccognized
as inefficient and thus in many cases have been sold. Under these
conditions, the more progressive farmers are looking to mechanization
to fulfill their production requirements. The late 1980 surge in IC
membership is directly attributable to the need for machinery services

with the start of the agricultural cycle.

c. Cultural, Religious, and Political Factors

Political factors are present at all three IC's. However,
it is most pervasive and damaging in the case of the Gran Chaco co-op.

The incidence of high manager turnover, ineffective ONCICOOP advice,

abysmal credit administration and internal control, machinery pool

conflict, and most other problems facing the co-op can be generally
ascribed to the lack of professionalism and absence of accountability
engendered by the presence of a strong, intolerant, and allegedly
self-serving co-op president and his coterie. The style in which Ebe

co-op is managed is based more on traditional political and kinship

Devres
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considerations, stemming from the leadership's history of peasant
federation involvement, than by principles of sound business manage-
ment. This orientation leads to a strong and insistent intervention
in co-op management (well beyond the policy-making to which the leader-
ship is entitled) and to a preoccupation with the gross accumulation
of funds over the establishment of the complex means for achieving
co-op self-sufficiency.

To resolve this situation will not be easy. ONCICOOP advisors
to date have been either compromised or refused cooperation, in both

cases rendered ineffectual.
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2. Cooperativa Integral "Santa Cruz del Norte, Ltda."

a. Introduction and Background

The Cooperativa Integral "Santa Cruz del Norte, Ltda."
is headquartered in Montero, department of Santa Cruz, and presently
has 584 members among 12 GABs located in two axis extending to the
north ('incros, Puesto Fernandez, Chane) and to the West (Yapacani).
The most distant GAB lies about 110 km from Montero; the closest is
about 45 km (see map). An organization chart and a list of co-op staff and
elected leadership for 1980-81 are attached in Annex 8.

The region is sub-tropical in climate, with fertile but often"
flooded soils in the Mineros region and less fertile, but dryer, soils
to the west in Yapacan{.

Members produce rice, corn, milk, soy, and (increasingly) black
beans. The co-op currently lends short-term for rice, corn, and bean
cultivation, as well as long~term for the purchase of dairy cattle and
tractors. The co-op also markets approximately 200 liters of milk per
day.

An incipient trend toward winter black bean production holds the
promise of increasing and diversifying farmer income, an§ aiding soil
fertility through crop rotation.

Several complex and ambitious proiects are currently planned for
the comiﬁg year which will require extensive assistance from the

ONCICOOP/RRNA team. These include:
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o] processing, storing, and murketing of rice;

o exporting of black buans;

o  establishment of farm input stores (centros Ju acopio) in
Yapacani and Puesto Fernandez;

0o co-op pork fattening; and

o halanced feeds (for livestock).

b. Merbership

The agriculrvurailiscs participating ir the co-op are, for
the most part, owners of 20-60 hectares of land, 2 minimuam of 20 of
which was obtained under the land coloanization programs o) the Tate
50's and 60's and the rest purchosed or acquircd i soime manner from
departing neighbors. Maior sources of income 700 livestock (du
Yapacani many members own 20-30 head of catcie). wmaize, rice, und soy,
wicth an additional suostantial diversified subsictence wroauction.
Frijol is being pushed as a winter ccop by the co-op. Tt appedare to
have generated substantial interest amoung socios, dand holds vromisc
for hecoming a major source of income.

I'hese members, after years of hard work and tael of aceess to
services, are becoming the beneficiaries of the siaw cxpansion of
infrastructure (Santa Cruz- Chapare road to be Uinanccd bw IOP, ALD-
financed bridges over the Rio Chané, improved markecing channels,

etc.), aud narticularly that of the co-op (cradif, teunical

Devres
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fashion, etc.). What we are observing is the creation of a new rural
middle class in what was once a pioneer colonization area.

These farmers, particularly during the harvest, require large
numbers of jornaleros (up to 20 or 30, depending on the requirements
of the crop and amount of land), most of whom migrate seasonally from
the interior.

Because hired labor is difficult to manage and increasingly
scarce and expensive, and because the co-op provides the opportunity
for marketing more crops more profitably, socios are increasingly
attracted to the concept of mechanization for clearing, planting, and

harvesting.

¢. Cultural, Religious and Political Factors

The Montero region (and, as a consequence the Santa Cruz
del Norte Integral Coopurative) encompasses a broad range of cultural,
religious, and political groups and tendencies, Exact data is lacking;
however, the consensus of key informants is that the diverse socio-
political make—gp has had no negative impact on the progress of the
Cco~0p.

The co-op membership, which is assumed to be falrly representative
of the area population, consists of peasant families which have
migrated. from the Bolivian highlands over the past 20 years, either
individually or in cultural/religious groups. Approximately 60 percent

speak Quechua as their native language; perhaps 30 percent Aymara,
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and 10 percent speak only Spanish. (Almost all members are
reasonably fluent in Spanish). While some informants conceded that a

degree of clannishness and desconfianza continued to exist, these

divisions were said to be diminishing with time, particularly within
the co-op. An explicit effort by the co~op to balance geographical
(GAB) representation was noted and appears to be assisting this
positive trend.

The composition of the present leadership (see below) confirms
this analysis not only in relationship to cultural origins but to
religious persuasion as well (as a high proportion of the area popula-
tion belongs to one of many protestant sects).

Table 1: Ethnic, Religious, and Geographic Composition

of Leadership, 1980-81 Cooperativa Integral
"Santa Cruz del Norte Ltda."

Office Mother Tongue Area of Orizin _Religion Residence
President Spanish Valle Grande Evangélico Chane
Vice

President Spanish Valle Grande Catholic Yapacani
Secretary Quechua Cochabamba Catholic Yapacani
Treasurer Aymara La Paz Evangelico Puesto Fernandez
President,

Consejo de

Vigilancia Spanish Santa Cruz Catholic Buena Vista
President

Comite

de Credito Quechua Cochabamba Evangelico Yapacani
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The history of political instability in che country has
restricted the co-op's ability to consistently integrate public
entities into its work. The co-op has made a conscious decision to
avold links with pubiic agencies which could impose reciprocal obliga-
tions. Similarly, the co-op has eschewed publicity which, it is
feared, might invite politically-related requests from povernment
agencies. This policy enjoys the support of the manager and members

of the 1980-1981 Consejo de Administracidn.
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3. Cooperativa Integral de Servicios "Cochabamba Ltda."

a. Introduction and Backgfround

The Cochabamba IC is the largest and oldest of the thres
IC's examined, and the first to achieve tentative financial self-
sufficiency. Membership (those who have deposited a minimum b$400

in aportaciones) has expanded from the original 565 in 1977 to 1,299

by the end of 1979 and 1,750 in March 1980. Aportaciones have grown

impressively from b$2,564,557 at the end of 1979 to b$3,732,798 as of
December 31, 1930.

The IC is located in :he Valle Alio de Cochabamba, a temperate

highland region located 45 kilometers by road from the city of
Cochabamba (see map). The IC began by uniting a number of small
dairy co-ops, whose members were also small agriculturalists,
locared on the valley floor around the city of Punata. It has since
spread to embrace most of the valley and the surrounding uplands
(alturas), with a broader-based and more economically diverse
membership. 1Its broad geographic extension, however, has made
member participation in management and services more difficult.

The Cochabamba IC provides services to members in three major
areas: dairy, agricultural production, and handicrafts. The IC
assists Qember dairy livestock owners through medium-term credit for
cattle and dairy infrastructure and through marketing the milk

production of approximately 80 members.
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In agriculture, the IC provides credit (778 short-term loans) in
cash (for potato seeds) and in kind (inputs) for potato production.
The co-op also manages a store to sell these inputs, including
agricultural implements, to members (credit or cash) and to the
general public (for cash). The co-op does not market member agri-
cultural production (chiefly potatoes and corn).

Finally, the IC provides credit for handicraft production,
principally in areas related to alpaca wool processing, and for other
rural small industries.

The Cochabamba IC is undertaking a broader range of activities
than the other IC's, reflecting its greater institutional maturity in
part but more importantly the diversity of the local economy.

The results of the USAID survey show that Cochabamba IC members
are most interested in credit and input services from the co-op, with
an emphasis on agricultural tools/equipment (39%) and consumer goods
(387%). The survey revealed very little interest in marketing of
agricultural products. Machinery is of interest, in spite of small
average landholdings, because of an effective labor shortage,
particularly during the harvest,

Current plans call for the import of fertilizer and the establish-
ment of a.cheese factory in the coming (1981-82) agricultural year.
The fertilizer proposal is analyzed in some detail in 1TT. D.2.C.{1). while

the dairy situation receives attention in III D.2.C.(2). The motivation for the
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cheese production project is (1) to increase farmer member income
by paying a higher price for his milk than currently given by the
government milk monopoly, PIL, and (2) to prov'd: additional income
to the co-op.
b. Membership
Membership in the Cochabamba IC is predominantly small

tarmer, but due to demo-economic factors (i.e., the high population
pressure on the land and the consequent nceed for other sources of
income), most families are engaged in several different aconomic
activities, e.g., small-scale rural industry, transport, retailing/
street vending, seasonal labor in Argentina, etc. Table 2 shows the
results of an occupational census in one valley community.

The Cochabamba IC is also distinguished from the other IC's by
the prominent role occupied by women. Fifteen percent of members
are women, the new president and several GAB representatives are
women, and several projects (small industry, handicrafts) cater
directly to women members. A cultural background of shared household
decision-making implies that the woman's role, even in cases where
the husband is the only co-op member, can be significant.

The geographic coverage of the IC is quite large. Parallel with
this, the GABs were originally organized with little regard to member
proximity. CAB's were too spreadout and too large, sometimes reaching

300 members in one GAB, This has made member parcicipation, and the
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Table 2: Occupational Census of a Valle Alto Community (CINILLICCHI)

May - June 1980

Number of Predominant
Occupations Individuals Gender
Transportista (driver/trucker) 9 M
Wacari (cattle dealer) 21 M
Cocari. (coca vendor) 6 F
Labrador (farm laborer) 56 M
Chichera (Chicha maker/seller) 23 F
Pushqadora (spiuner) 33 F
Costurera/Sastrera (seamstress) 4 F
Tienderas (storekeeper) 7 F
(Qhatera (street vendor) 3 F
Mafiesa (meat seller) 11 F
Bayetera (textile vendor) 9 F
Ama de Casa (housewife) 56 F
Otros (others) 13 M/F
Escuela (children in school) 81 M/F
Children 5 or under 58 M/F
Persons temporarily or permantly absent
- In Argentina 48 M
-~  Elsewhere 34 M/F
TOTAL 472
Source: Field survey by Bryan Anderson
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creation of a sense of community and mutual responsibility, quite
difficult. Only recently has the co-op begun a process of rationaliza-
tion, whereby large CABs are being divided into smaller, more manageable
units,

The Cochabamba leadership is characterized by several notable
factors, including:

o staggered terms of office, ability of individuals to rotate
within consejos, thereby achieving continuity of leadership;

o representation, as noted above, of women on board and in other
clective offices;

o overrepresentation of milk~producing GABs (5, 6, 8, and 14)
(in spite of regulations prohibiting more than onv person from
cach GAB on each administrative body); and

o high delinquency (see attached table) (dellnquent leaders may
be denied reelection but are permitted to fulfill their terms).

Analyses of the role of women, the dominance of the milk-producing

CAB's, and delinquency is provided elsewhere.

c. Cultural, Religious, and Political Factors

Whereas in cultural and religious terms, the Valle Alto is
fairly homogenous (Quechua-speaking, Catholic), in political terms the
area 1s historically one of the most divided (and active) in Bolivia.
The nane of one of two IC member communities, Ucurefia, is virtually
synonymnous with the beginning of the agrarian reform moveweat in the
1950s. A virtual peasant civil war, a function of political rivalries

at the national level within the rulinpg Movimiento Nacionul
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Revolucionario, tore the valley apart in the early 1960s. 1In the

1979 and 1980 elections, eight co-op members, representing the full
range of the political spectrum, ran for public office. The current
national Undersecretary for Peasant Affairs is a member of the
Cochabamba IC. A former co-op president is currently in exile in
Mexico.

In our short stay in Punata, it was impossible to assess the
full implications of local political factors for the management of
the co-op. Clearly, however, the co-op is seeking to maintain a

modus vivendi with the present national government, and apparently is

sufficiently well-placed and well-connected to do suv at little cost.
Internally, we received assurances that politics was considered out
of bounds, and did not present a problem. However, we had little

evidence upon which to evaluate these assertions.
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C. Comparison and Analysis of Three Integral Cooperatives--Socioeconomic
Factors

Socioeconomic factors are an important consideration in analyzing
the viability of cooperative enterprises and their potential for bene-
fitting target populations. The importance of these variables -- bhoth
4s causes and effects -- stem from two factors: (1) democratic management
and (2) che essential service orientation of cooperatives which distin-
guishes them from traditional business entities which seek to maximize
profitability. Cooperatives provide services to members and are in-
tended only to make sufficient "profit" to cover costs and capitalize
operations. Member attitudes and behavior thus determine the objectives
of the co-op; they also affect the ability or inability of the co~op to
meet these objectives.

This section reviews some of the most significant social and human
factors which influence the functioning of the cooperatives (see Table 4
for a summary of these variables). It also presents some recommendations
for how the project and ICs might adjust their activities to take account
of these factors.

1. Area Economic Activities

a. Description

Co~op projects in great part reflect the economic activities
of the surrounding region. Not surprisingly, all three 1¢'s are
predominantly engaged in agricultural and livestock activities. 'The

one partial exception which requires comment is the case of the
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Variable

Area economic activi-
ties

Average Landholdings
of ..cubers

Ethnic Background

Co-op activities

Leadership stvle/
Membership partici-
pation

saineQ

Table 4:

Summaryv of Socio-Economic Variables

in the three IC's

Gran Chaco

Overvhelmingly agricultural,
some livestock towards dryer
regions of Chaco and among
larger landholders.

10-11 hectares

Mixed, approximately half
Cheaqueno Spanish; half high-
land immigrants from various
departments.

Short-term credit for inputs
for soy, corn, and peanuts,
in-kind. Marketing soy,
peanuts and (future) corn.
Machinery service.

Not very participatory,
cacique phenomenon--one
strong elacted leadar with
greup of supporters. High
manager turnover.

Cooperatives

Sta. Cruz del Norte

Overwhelmingly agricul-
tural and livestock.

40-50 hectares

Mixed: 50% Quechua;
40% Aymara; highland
Spanish; Camba

Cradit (medium-tern
for livestcck, short-
term for inputs for
soy, corn, rice, and
beans), wilk marketing
(suspended), store.
Credit for purcliase of
tractors or machinery
scrvice.

Very participaiory, mo-
derately strong manager,
stable staff.

Cochabamba

Agricultural and livestock,
but with long-established
trend toward economnic diver-
sification (rural industry
and small enterprise).

1.2 has. (valle)
3.5 has. (alturas)

Quechua

Credit (medium-term for live-
stock, short-term for inputs
for potato, cash and in-kind),
milk marketing, store.

Moderately participatory.
Strong manager, stable staff,
functioning GAB's.
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Variable
Internal social

stratification

External social
stratification

Member Attrition

Rele of women

saineQ

Table #: Summary of Socio-Economic Variables

in_the three IC's cont.

Gran Chaco
Several large (50 compared

to average 10 has.) landhold-
ers present. Small farmer-
large farmer conflict over
use of machinery service.
Possible incidence lcadership
self-aggranddizement.

None yet, but likely to grow.

Insignificant number, too
early in co-op development to
ascertain trends.

Low, potential unknown.

Cooperatives

Sta. Cruz del Norte

Some, but apparently
not significant.

Significant in dairy
GAB's.

Presently lcw, but po-
tentially significant
due to cultural (high-
land) background.

Cochabamba

Some potential for greater
income differentiation high.
Milk producers dominate
elected leadership at co-op
level. )

Meimbership generally perceives
itself to have prospered more
than non-members.

Significant in dairy GAB's.

High. Constitute 15% of
membership. President 1981/82
is woman. Plus heavy informal
participation due to cultural
and economic factors, particu-
larly shared household decision-
making, economically active
female population, male migra-
tion to Argentina.



h

sainaQ

Migration/population

Gther Cultural,
Religinus, and
Political Factors

IghquL:

Gran Chaco

No emigration. Moderate
growth,

High politization involving

volatile mix of local person-

alist/ideological issues
with national potlitics. Some
evangelical protestant popu-
lation, but no apparent
conilict.

Summary of Socio-Economic Variables
in the three 1C's

cont.

Cooperatives

Sta. Cruz del Norte

No emigration. High
population growth.

Apparently low politi-
zation. Conscicus
attempts Lo avoid poli-
tics and maintain
geographical balance cof
menbership/leadership,
large cvingelical pro-
testant population,
well-repr-sented in
1980/81 leadership but
no apjparent conflict.

Cochabamba

Significant and growing
temporary outmigration

to Argentina for work.
Needs to be considered
explicitly as factor in

1C projects. Low popula-
tion growth (0.8%) due

to lack of land, permanent
outnigration.

High area and co-op politi-
zation, apparently diminish-
ing but still significant
and potentially a threcat to
co-op cohesion. Also, nilk

producers dominate leadership.



Cochabamba 1IC. Here, due to the high population density and small
extension of individual landholdings, a long-established trend towards
economic diversification exists, manifested in high incidences of

rural industry (handicrafts in particular), small enterprise (commercial
establishments), and temporary migration to Argentina. Table 2 demon-~
strates the wide diversity of these complementary sources of Lncome.

The Cochabamba IC has taken into account this phenomenon, and the
aconomic role of women, by offering credit in artisan and other small
enterprise production.

b. Conclusions and Recommendation

The YICs have helped to diversify cources of member income.
Diversification of member income away from dependence on agriculture or
on ore crop should be encouraged where possible, particularly in the

case of Cochabamba where landholdings are limited.

2. Social Stratification

a. Description

The USAID SFO Project has as its principal goal the raiuing
of small farmer incomes and standards of living. Hut who qualify as
small farmers? %o consensus exists, in part because soil quality and
economic activities vary from region to region (indeed, from farm to
farm), And arbltrary cut-offs are difficult to sustain. Average land-

holdings vary from IC to IC.
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Table 5

Average Landholdings of IC Members

Cochabamba 1.2 (valle), 3.5 (alturas)
Gran Chaco 10-11
Santa Cruz del Norte 40-60

In all three co-ops, incidences arc¢ common either of larger land-
holders or members whose primary source of incowe is not agricultural.
The leadership of these ICs tends to be drawn from this elite. 1In
Cochabamba, the phenomenon of diversified sources of income is part of
the general cultural pattern and is not unusual. However, the strong
hold of dairy interests may be potentially disturbing to the cooperative.
In Santa Cruz, with the highest average landholding, it is difficult to
draw a line between "small farmers" and those who do not qualify. How-
ever, few examples of wmore than 100-hectare farms exist. The only
co-op where social stratification poses an immediate threat to the
co-op is in Yacuiba (See discussion in LIl D.2.a.(l) Machinery Pool
Conflict).

Data does not presently exist to determine objectively whether co-op
member incomes have improved as a result of co-op activities, or whether
member incomes have risen relative to non-members. However, the
results of the USAID survey show that 73 percent of Cochabamba respon-

dents felt their standard of living had risen since they joined the
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co~op; most of these in turn felt they had prospered more than those

who had not joined the co-op.

b. Conclusions and Recommendations

Large differences in landholdings, economic activities, and
income exist among members in all three cooperatives. The leadership
in each co-op tends to be drawn from among the hetter-off members. The
only place so far where these differences have contributed to internal
conflict has been in Yacu%gg; however, the potential exists for conflict
in the Cochabamba co=-op. bNCICOOP should increase its efforts to pro-
mote membership participation in, and understanding of, the cooperative
and simultaneously assure that projects presented to BAB/CROFOC repre-—

sent the broad interests of the membership rather than the interests

of a few.

3. Role of Women

a. Description

The potential for female involvement is high in two of the
three IC's: Cochabamba and, to a lesser extent, Santa Cruz del Norte.
Cochabamba is the only IC to provide at present for the active parti-
cipation of women. This is due to two principal factors, namely the
traditional major role of women in the peasant household (shuared
decision~-making) and the migration (for months and even vears) of the

rnale to Argentina in search of work. Manvy women participate as members
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in their own right and even as officers. Others take the place of their
absent husbands. One project component--handicraft credit--is explicitly
focused on boosting female income.

To further involve women and to promote their income and dignicy
along with greater co-op democracy, the Cochabamba 1C might consider
structuring membership on a household basis instead of, as at present,
by individual. It seems that, particularly In the cases of Cochabamba
and Santa Cruz del Norte, the potential for greater female participa-
tion is quite high, necessary, and beneficial. Involivement of woumen
can mean greater democracy, more participation, and greater household
income. It may also contribute to lowering delinquency rates; in the
one GAB we examined, women méﬁbers had a lower delinquency rate than
did men.

Incomplete avidence in Cochabamba also suggests that women from
relatively poorer households are those who work most outside the. home.
This in turn suggests that the promotion by the co-ops of economic
activities for women may most benefit lower-income househiwlds and therc-
fore tend to counter trends toward social stratification and income

differentiation which commonly occur in economic development.

b. Conclusions and Recommendations

Women do participate in co-op activities, most signiricantly
in Punata, aund the potential exists there and in Santa Cruz ror women

to participate in greater numbers and in a wider range of activities.

43 Devres


http:significant.ly

Greater female participation may benefit not only the individuals
involved, in economic and non-economic terms, but may strengthen the
cooperatives through broadening the membership base and lowering loan
delinquency rates.

We recommend that ONCICOOP and the cooperatives, particularly
Cochabamba and Santa Cruz del Norte, analyze the needs of local women
and devise means, such as women's clubs or specific economic activities

{as in Cochabamba), to involve and benefit women.

a. Description

Migration is a significant factor in only one of the 1Cs -
Cochabamba. The Punata population, like most communities of the
Cochabamba area, is relatively mobile. Estimates of the percentage of
the young adult male population (and co-op socios) who have migrated
to Buenos Alres to work begin at 50 percent and range upwards. This
has implications for the role of women in the cconomy and in the co-op
{sce above), for the amount of loans given out, and for the ability of
members to regularly varticipate in GAB and co-op functioning.

Migration apvears to have increased in the last year. 7This is

probably due primarily te the demonstration elfect introduced by the
return of former migrants. A contributing factor may be the tinancial
nressures of heavy borrowing .nd consequent loan Jdelinguencv., CAPR 4

provides one cxzample of a co-op member who ohtained a BAE loan for a
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tractor, was unable to meet the payments and faced repossession, borrowed
an emergency loan from the co-op, and then went to Buenos Aires to earn

enough money to settle these debts.

Recent efforts by the co-op and BAB to collect on overdue loans,
and the poor potato crop this year, may also iacreasc migration pressures

in the near future.

b. Conclusions and Recommendations

Migration is a significant phenomenon in Punata which the
co-op should not ignore. Migration of members should be noted, dele-
gating responsibility as necessary to spouse or relative. If necessary,
the co-op could reschedule loan repayments hascd on a member's expected
income from work in Buenos Aires. Who knows, the co-op might even open

a travel agency...

5. Political Situation and Potentianl Impact

a. Description

Co-ops do not exist Iin isolation from political events and
trends at the local, regional, and national level. This is particularly
true for the IC's due to their large size and geographical extension.

Unfortunately, in the last two years and especially since last
July, the country has become increasingly politicized. The present
covernment is making a strong bid for peasant support through the

transter of resources to cooperating groups and individuals. This
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phenomenon of so-called Pactos Militar-Campesino is reminiscent of
traditional patron-client relationships, and has exacerbated political
and personal differences among the peasantry. These political tensions
threaten the social cohesion of two of the three IC's -- Gran Chaco and
Cochabamba.

The Gran Chaco IC suffers from the tight hold of a strong president,
a former peasant federation leader and supporter of the present regime.
The results have been the consistent lack of a strong gerente, which
has weakened administration and planning and permitted the surgimiento
of political and personal conflict among members and staff. This in
turn has discouraged participation by present members and the entrance
of new members.

In Cochabamba, even more members are politically active, representing
a broader range of the political spectrum. In the 1979 and 1980 elections,
eight socios stood for local political office from several different
parties. Presently, the co-op president is in exile in Mexico while

another socio is the GOB's Sub-secretario Para Asuntos Campesinos.

Fortunately, there is some indication that the politicization observed
in Punata may be abating Qomewhat. at least as far as the co-op is
concerned. The 1980-81 and 1981-82 leadership is considerably less
"political” than in previous years. National political instability and
opportunism has prompted some apathy and avoidance behavior among co-op

members. For example, the co-op leadership delayed an anxiously-awaited
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BAB loan in order to avoid giving the national government an opportunity
to ceremoniously present the money in an attempt to make political
capital.

b. Conclusions and Recommendations

The co-op whose leadership is least professional and
whose action 13 most subject to political considerations is the Gran
Chaco IC. This is essentially due to the strong personality of one
leader and to an IC structure and process which is overcentralized
and undemocratic in practice. Discussions with ONCICOOP staff lead
us to conclude that several strategies should be developed with
respect to this IC:

o First, decentralize the co-op through intensifying incipient
efforts to organize democratic structures within the co-op,
particularly the GAB's, Credit Committee, Vigilance Counsel,
and Education Committee. The effective functioning of new
centers of power will in turn help to curb the power of the
president,

o Second, improve the educational process of the co-op by
including frank and concrete discussion of co-op management,
particularly of the tension between democratic policy-making
and efficient management of co-~op business. Educational
materials in evidence to date are decidedly theoretical and
fail to deal with real problems found in the Bolivian con-
text,

o Third, locate and educate a strong, capable manager through
ONCICOQOP training programs, special attention by ONCICOOP
technicians, ete. This person ideally should be from the
area. Even though this person may be initially selected by
a strong president, he may grow in the job.

o Consider establishing mandatory rotation of officers, re-
quiring retirement after one term,
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In the short term, USAID and ONCICOOP should use their control
of project resources, as well as '"moral" suasion, to initiate these
processes. In addition, ONCICOOP should appoint an outside co-op
expert (not presently on ONCICOOP staff) as manager or advisor until
the co-op becomes independent of outside subsidies and/or until the
managerial counterpart appointed by the co-op achieves a sufficient
skill level to take over as the new manager. The co-op expert should
not only have experience in the handling of co-op management problems
but have solid business/credit experience as well. The perpetually
threatened resignation of the present gerente gives ONCICOOP the
opportunity to appoint a resident advisor. Neither a new tractor
pool advisor nor a shuffling of ONCICOQP/RRNA staffing will adequately

resolve the current problems affecting the Gran Chaco IC. Someone

based in Yacuiba, with the capacity to design and implement a complex -

credit system, and with experience in handling the delicate human/

political factors, is needed.
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6. Membership Growth and Attrition

a. Description

A basic assumption of the SFO Project has been that IC
membership will grow steadily with time, contributing to the achievement
of financial.self-sufficiency. In fact, all three IC's have grown in
membership to one extent or another. However, none of the three co-ops
has met or surpassed its original projections, particularly when minimal

membership criteria (use of services, deposit of aportaciones) are

applied. This section analyzes why this is so.

In the case of the Gran Chaco IC, the entrance of new members is
seasonal (tied to the beginning of the agricultural year and the need
for machinery services which the co-op currently provides). Due to the
organization's youth, few drop-outs are documented.

The cases of the Cochabamba and Santa Cruz del Norte IC's exhibit
different trend characteristics from that of Gran Chaco. In Cochabamba,
the major share of growth comes only through the formation of new GAB's.
The member attrition rate is significant in the original GAB's.

In Santa Cruz del Norte, membership growth is concentrated in three of

twelve GAB's - GAB's 11, 12 and 13 (the latter a new GAB). The remain-
ing nine GAB's have seen their membership stagnate or even shrink (one
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of these is presently inactive). In sum, since 1978, 128 individuals
have joined and 75 have left, for a net inflow of 53 members.

Both observations can be explained by the lack of success of
specific projects-— in both cases, dairy projects (which were the first
major activities of both co-ops). 1In Cochabamba, nearly 300 medium=-term
loans were made for the purchase of dairy livestock, on the expectation
that members would be able to repay their loans through marketing their
milk production cooperatively. For various reasons, particularly the
low price offered by the state milk corporation, PIL, the milk project
has not me: with success. At present, only 78 members, from GAB's 5,
6, and 8, market milk through the cooperative. Many individuals who
originally joined the co-op to participate in the dairy credit and
marketing activity have thus now withdrawn due to the activity's poca

rentabilidad.

In Santa Cruz del Norte, a similar phenomenon has occurred. Members
in the Yapacan{ region (GAB's 2-10) are engaged in a significant amount
of livestock activity in addition to farming. One of the co-op's first
projects was to market milk from this area to PIL, Due to many factors,
this activity has been suspended. Thus it is not surprising that the
highest member attrition and least growth has occurred in this area.

The growth that has taken place has been in the Puesto Fernandez region

(GAB's 11-13), which is primarily agricultural.
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b. Conclusions and Recommendations

IC membership growth cannot be a foregone conclusion.
ONCICOOP and the ICs should regularly monitor membership trends, GAB

by GAB, to identify developing problems (and opportunities).

7. Social Factors Influencing Loan Delinquency

4. Description
Loan delinquency is a serious problem for all the integral
co-ops. It is a threat not only to the viabllity of the current project
but to the ability of the small farmer, individually and cooperatively,
to borrow money from the agricultural finance establishment, public and
private. Delinquency discourages all institutional lending to agriculture.

The delinquency problem observed in the SFO Project is due to many

factors, some subject to control by the project and some not. The
major exogenous variables are crop failures and unfavorable prices re-
flecting government controls and the lack of adequate supportive in-
frastructure, appropriate technology, and/or an adequate marketing
system. Technical factors within the control of the project have been
detailed elsewhere, but include:

0o Co-op deficiencies, especially poor control over loans -
inadequate observation of loan limits, inadequate loan
supervision, noor system design making monitoring of loans
difficult, lack of co~-uvneration and coordination with other

institutions working in the same field {e.g., BAB, IBTA,
CIAT, MACA, CORDECO, CORDECRUZ, CODETAR).
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o) Deficiencies in project management - poor system design,
inadequate project analysis allowing loan diversion,
excessive attentions on courses instead of individuals,
lack of personnel with an understanding of the underlying
social factors, no specialist in credit management or small
business operations, etc.

In addition, historical and socio~-cultural factors exist which
subtly promote loan delinquency in the project areas. These variables

include:

o] continual changing of personnel and impermanence of
institutions;

o historical experience with government programs, particularly
of the SNDC, which made grants or loans without sufficient
analysis and guarantees, where repayment requirements were
lax, and were of a fundamentally political nature, which led
to the conviction that repayment was not required;

l other AID consultants have cited overlapping and complementary
reasons for the observed high delinquency rates in Bolivia.

"Bolivia also suffers from a nonrepayment mentality. Bankers and
borrowers alike accept the slightest pretext of farmers' not repay-
ing. Unfavorable natural conditions and poorly designed loans feed
this attitude. Historically, loans have often been made, especially
to larger farmers, on a political basis. In many such cases the
borrower has almost assumed he had the right not to repay because

he knew that legal pressure would not be brought against him. 1In
recent years this has been especially prevalent in the Oriente for
cotton and soybean loans, which account for a very significant
portion of the delinquent portfolio. A factor that accentuates

this practice 1s the concessional interest rate policy, which
encourages bhorrowers to seek credit for ostensibly agricultural
purposes but which in fact is directed to other activities or
investments. This situation is exacerbated when, due to high rates
of inflation such as Bolivia experienced from 1972 to 1974, the real
rate of interest is negative and results in an income transfer to
borrowers. Clearly, policy has not mitigated but rather worsened
the repayment problem."

"The average annual delinquency rate for BAB between 1972 and 1975
was 44.5%. If a number of previously delinquent loans had not been
refinanced, the rate would h:ve becen even higher. In the same
period the State Bank and the private banks were experiencing rates
of 30% to 50%. In fact, primarily due to delinquency problems, the
State Bank decided to withdraw from agricultural credit in 1976."
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o view of outside world as having infinite resources, compared
to experience of finite local resources. The local under-
standing of U.S. Government grant support reinforces the
feeling that outside subsidy money is unlimited and, since it
is not "theirs'", does not require efficient use;

o lack of personal contact with program through inadequate
extension visits, geographical and cultural distances, etc.;
and

(o] (in some Cochabamba communities and among some individuals)
a feeling of being politically protected from loan collection
efforts.

b. Conclusions and Recommendations

The attitudes held by members toward credit and credit
institutions strongly influence loan delinquency rates. The SFO
Project faces significant, persistent attitudinal obstacles to improv-
ing loan collection at the level of individual members.

To overcome this ingrained non-repayment mentality, the ICs need to
continue and broaden their loan collection efforts to include:

o more detailed evaluation of loan applications;

o Dbetter loan monitoring;

o) greater incentives for repayment; and

o borrower education.
More detailed recommendations appear in IIT.D.l1.d. "Conclusions and

Recommendations-~Credit", pp. 88-91.
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D. Comparison and Evaluation of the Three Integral Cooperatives -
Commercial Aspects

1. Credit

Credit is the principal function of each integral cooperative.

Its management is also a major factor determining the eventual
financial success or failure of the IC. Detailed analysis is pro-
vided below of the credit process in each co-op, its deficiencies,
and implications for effective and efficient credit management.

General recommendations are made at the end of the section.

a. Credit in the "Gran Chaco'" Integral Cooperative

Since a principal function of the Integral Cooperative

"Gran Chaco" is to provide agricultural credit to its members, there

should be an orderly distribution procedure, from the initial estima-

tion of needs by the members of the disbursement of credits in cash

or kind. In practice, however, this is not the case. Figure 5 out-

lines the theoretical steps in the IC's extension of credit. This is

in contrast with Figure 6 which shows the actuil process. The net

result of poor credit administration in the "Gran Chaco'" IC's case

includes:
o loan diversion;
0 economically infeasible loans and potential high
~oan delinquency In the current agricultural year;
o inefficient use of staff time;
o potential for memher-co~op disputes; and
v o potential for embezzlement.,

The following pages describe in more detail the theoretical steps in

the IC's extension of credit and how these steps work in actual practice.
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Step 1: Member Estimates Physical leeds

In this first step there are few problems. Individual members
estimate the area they intend to plant, by crop. This can generally
be taken as a maximum figure due to very little renting of lands and
the influence of external factors (i.e., climate, raintall, and avail-
ability and timeliness of soil preparation and planting inputs). In
addition to estimating cropping areas, the member reviews his financial
needs based on past experiences.

Step 2: Member and Extension Agent Prepare an Agriculture Plan Which
Includes Credit Needs

The preparation of the credit application is the first area where
the cooperative 1is experiencing some difficulty. For the current agri-
cultural year, credit applications were prepared by whoever happened
to be in the office during the members' visits. Ideally, the applica-
tions would have been prepared at the member's landholding(s), but time

(lack of extensionists) proved to be the major constraint.

Step 3: Credit Application Submitted to Credit Committee

During the 1980/f1 agricultural year, 215 applications were sub-
mitted to the Credit Committee. Applications were submitted directly
to the Credit Committee since the local base groups (GABs) were not
yet in existence. Irregularities observed included: (1) loan appli=-
cations did not specify how the payments of the loans would be guar=-

anteed; (2) not all members receiving credit submitted applications;
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and (3) many applications did not have the member's and extension

agent's or planner's signature.

Step 4: Meeting of Credit Committee to Approve Amount and Use of
Credit

According to the cooperative management, the credit committce is
virtually non-functional. However, a review of credit applications
found that someone representing the committee actually reached a
decision on 215 applications. The committce either signed the indi-
vidual applications or approved a group of applications., The Table
below shows the results of the committee's decisions.

Table ¢: Current Status of Credit Applications in
Relation to Outstanding Loan, by Tozal Members

Gran Chaco Co=-op

Application Submitted (21.9%)

Approved, Apbprovec, No+t approved, Not approved,

loan no loan but loan dis- no loan
disbursed disbursed bursed anvwny disbursed
Members 199 11 3 2

7% 85.0 4.7 1.3 0.9

No Application Submitted (8.1%)

With loan ¥%thout loan
Members 8 11
7 3.4 4.7
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It is noted with some concern that three members have received loans
after their applications were rejected. No record of any resubmitted
application was found; nor was any explanation received from co-op stafet.
In addition, eight members never made a credit application, yet they
have outstanding loans.

In general, the credit committee anproved the amount of funds re-
quested. The amounts approved were for specific nurposes. The following

Table shows the distribution of the amounts approved.

Table 7: Distribution of approved loans by amount

Cran Chuaco ¢ o~op

Under $b 5,000 Sb 10,000 $b20,000 $b30,000

¢h 5,000 9,999 192,999 29,999 and over  TOTAL
No. of
members 82 53 38 17 20 210
% of
members 39,1 25.2 18.1 8.1 2.5 100.0

From che above Table, it is observed that only 17.6 percent of all
loans aoproved were for amounts of $b 20,000 or greater. The majority
(64.3%) of the loan applications were for amounts under $b 10,000, The
total amount of credit approved was $h 2,364,300, which is an average of
$b ll,éS9 per member. This compares favorably to the total amount

loaned during the 1979/80 agricultural year of S$b 1,002,976 to 86 members,

Devres
64



or an average of $b 11,663 per member. However, as seen below, approved

loan limits for 1980/81 were almost uniformly violated.

Step 5: Legal Contract Drawn up that Specifies How Credit will be Used

All loan contracts examined specify the crop, the area to be planted,
and the maximum amount of funds that the member can draw upon. Both the
crop and the area to be cropped are drawn from the loan application.
However, almost consistently, the amount written into the contract was
observed to have no relation to the amount approved by the 'credit com-
mittee.

The following Table documents the lack of any relationship betweun

credit amounts approved and contract loan limits.

Table §: Total, average, and difference between credit
limits anproved by cemmilttee nd amount specified

in _siegned contracty: 0> casess Gran Chaco (o-op.
Aporoved by committee Contract Difference
Total credit $b 524,062 $h 2,447,143 $b 1,923,081
Average per
member (55) $h 9,528 $h 44,494 Sb 34,966

The average amount specified Iin the loan contract is almost five times
greater than the amount approvec by the credit comm-“tee. The management

of the coop wis unable to explain the variation as outlired above,
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Contracted loan amounts for 1980/81 bear no relationship to projected
costs or returns. It was initially planned that members would be lent up

to 80 percent of the costs of producing soya and manf. It was estimated

by the coop that the production costs for one hectare of soya would be
$b 8,141 and the co op would finance up to $h A,789. 1In practice, the
coop never lent less than $b 10,591.62/hectare, which is more than

half again the approved limit. In one case, the loan contract specified
$b 70,000 for l!; hectares o% sova, an average of 4. 46,667/hectare.
These figures are well above the expected return ol $b 9,900 (1,500 Kys
x $b 6.6/Ke), and suggest that loan delinquency will be very high this

year,

Step 6: Legal Contract Signed by Member

Ideally, before any loans are disbursed, a legal contract should be
signed by each individual member. This 1is particularly important in
Yacuiba since the co-op does not have any puarantce of repayment, such
as a menber's land title or a promissory note. The following Table 9

indicates the current status of all loan contracts.

Table 9: Current status of all legal contractse—=
Yareh 1932, Sran Charo_Co-Jp.

Contract in Office

Location of Tota' Number
Sipned  Unsigned Contruact 'n% own of Loars
No. of
Members 55 76 79 210
% of
Members 26,27 36.27 37.57 1007
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The above Table indicates that only a fraction over one-quarter of all
individual members with outstanding loans have signed a contract. More
important and most worrisome is the fact of 79 missing on unknown
contracts, Although repeatedly requested, those contracts were never
produced by the co-op management and possibly do uot exist., The co-op
management said that they were with the extension agent. This state-
wment s difficult to support since the missing contracts are trom

every single area,

Step 7: Credit Disbursed in Cash or Xind

Crodit disbursed shows ne relationship to amounts approved by the
credit committee nor signed in any contract (if one exists Tor the
particular transaction). Table 9 clearly shows that in the majority
of cases (73.8%), credlt was distributed before a contract was signed.
Therefore, a lLegal contract was not a necessary requirement in ob-
taining a loan. In addition, the credit committee had avproved all
lrans for a specific amount. It is shiown in Table 10 that the approved
credlit limits had very litcle meanine and relationship to actual dise-

hursements.

*
Table ‘3 Qutstandine Loans in Re’arion ro Apnroved
n Chaece Co=on

———— e ce e

Yurber Percent
Credis extended over annrnrad Timis 136 4.3
Credit excerded urder approved limis 74 35.2
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In addition, the $b 70,000 credit limit set by all cooperatives was
also violated. Four members already have loans above that amount and
their crops have not eQen been completely weeded or harvested. The
largest loan is to the cooperative president; the second largest is
to a relative of another board member, Tuable 11 clearly slows the
total disregard of previous decisions and co-op regulation:

Table 11 : Relationship between Membersiin Shares and
OQutstand.iny Loans, Junuary, 1980, Cran Chaco Co-op

Number Percent
Membership shares insufficient In
relation to loan a9 47.1
Membership shares sufflcient in
relation to loan 111 52.9

As seen from the above Table, almost half (47.17%) of all members
with loans have not maintained the necessary 1:5 relationship be-
tween membershin shares and outstandling loans., The above information
is through January only since no February data had been entered by
the time of our visit in mid=March,

n the case of co~on leaders, this violation of credit limits
is even more nronounced. OF 11 Clles examinoed, 10 showed o preater
loan amount te date then permitted hy their nald-in membership canital.
Since annroving the or:...nal lvan annlicarions *we eredit committee

as not met. In addéition, the office s’ s oiving out credit
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without first checking to sce if the member has the necessary
membership shares to support additional credit,

An additional problem noted was the occurrence of duplicative
loans to co-op members by the IC and BAB. Three co-op leaders, out of
eleven whose cases were examined, were found to have loans from both
institutions for the same purposes. This abuse was able to happoen
due to the co-op's inability to date to provide the local BAB office
with a list of members and their loans.

As noted above, the "Gran Chaco" IC has exhibited censistent pro-
blems in the allocation of credit. This situation is not improving;
rather, since mid-1980, the implementution of the credit system has
deteriorated noticeably. Prior to that time, most forms had been
{illed out correctly, in part due to the small number of members, and

the relationship between aportaciones and credit was gonerally

maintained. However, from July to November 198C, the system of In-
ternal control and monitoring collansed. The explanations we could
find for this documented fac!. ‘neludu:

0 Absence of accountinyg statf, cspecially th  chinf
accountant, Yor a period of i weeks in July and
August te attend an CNCICOOP computer course,

0 ONCTCO0P staff difficulties in rea ing Yacuiha
engencdernd Dy Lnet o7 tvosel Tud i Aueast, politliceal
anceerte ntices, and treegent cancelline ane celay of
*iohts due to dnclenmoent weads cer and woor scervices and

o CGr.wrh in memhershin in Octoher and Novenber 1930
1]

witich overlotded the laexperiorced adninistrative

stare,
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b. Credit -in the "Santa Cruz del Norte" Integral Cooperative

Figure 7 summarizes the process by which credit is
determined, approved, and disbursed. This process ditfers from that
implemented by the "Gran Chaco" IC in that "Santa Cruz del Norte

Ltda." has functioning GABs. Overall, the credit process at Santa

Cruz unfolds in a more orderly and controlled fashion. This con-

cluslion has been confirmed by office and field interviews and by close

inspection of the records of GABs 2 and 12.

Steps 1 and 2: Prenaration of Loan Regquest

Normally, a co-op member prapares his loan apolication with the
assistance of an extension agent. This application is then signed by
both the member and his spouse, but not by the extension agent. The
loaﬁ application form does not include any place for the extension

agent's signature or recommendations. Therefore, therc is no means

to verify whether or not the extension agent actually took part during

this stage of obtaining credit.

Steos 3 and 4: Cradlt Application Submitted to and Approved by the
Local CAY.

In the "Santa Cruz Norte Ltda." IC the local CABs are in most
cases tfunctioning successfully. The very exfistence of a4 comnittee
within the CAB to review loan requests leads to much helter control

h )

over loan applications and “acilitates cvalvazion by the ‘rodit Com-

mittee , leading %o more reallstic decigione Hnd "oan Limits,
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Steps 5 and 6: Crédit Application Submitted to the Credit Committce

This cooperative receives high marks for having both active GAB
and IC groups reviewing loan applications. The IC has a Credit
Committee that is composed of three IC members, each from a differcnt
region, and the manager (non-voting). This group of four people
holds regular meetings. During the agricultural/credit cycle it meets
at least twice a month as conmnrared to once a month at other times.,

The reported advantages © active CABs and a functioning Credit
Committee are: better repayment, greater understanding of co-op
functions, and fewer conflicts with or alienation from the manage-
ment.

However, due to several factors, including: (1) poor system
design which made information difficult to obtain, (2) inadequate
effort, and (3) withholding of cooperation by the local BAB office,
the Credit Committee has consistently failed to:

o check that the membershin capital to funds loaned ratio is
maintained at the requived 1:10 ratlo;

o review short- and medium=-term loan applications to ensure
that a ~emher does not have celinquent loan;

o verify that individual mermbers are not in debt to BAB, AL, ¢
Banco del Estac  or ary other lending institution; and . ., ... . . Oy
T S e ey

o review all members' files to see that thev are complete
with the “ollowin 1items before any credit is disbursed:

(1) completed credit application with all the necessary
signatures;
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(2) signed contract complete with credit utilization plan
and repayment schedule; and

(3) signed promissory note.
These problems can be attributed to poor system design and imple-
mentation similar to that found in the other ICs.

o The amount of an individual's membership share, or
gggzgggiﬁﬁ. can only be determined after reviewing three
separate documents: a nember's loan card, his {ile and his
membership shore card. In addition, determining the out-
standing amount of any merbership share can be extremely
difficult becnuse the ten nercent capitalization on co=-op
services 1is adced directly *to membership capital. TFurther
corpliciting the calculaton, members with two or more loans
had their loan information inconsistently entered, ceither on
cne card or ~n gseparate cards. When more than one loan is
entered on a card, .‘he oldest loan is not completely rancelled
until rthe newest Loa- is ¢ lnally pnald off, thus requiring a
larger membersaip apcrtacidn to maintain the 1:10 ratio.

0 The review of short- and long-term loans is complicated by
the fact that members with two different payment schedules
normally don t have two aenarate loan cards, Also difficult
is a determination of a mesber's payment schedule, since this
information is not provided on the loan card or the member's
contract. One problem unicue to the Santa Cruz IC 1is a lack
of understanding, in prac<-ice, as to what is a short- and
what is a medium=~term loan, (Further elaboration of this
point occurs in a later scction,)

o As of mid=March, the ccoperative and the local BAB office had
yet to excharge inforrmation on co~op member borrowers. This
lack of ceooperation pevnits situations to arise where members,
including the new co-on nresident, a-  delincuent to one
lender while continuing 0 ~row from t'e other.

o The review of member £iles for comnleteness has not been done
by the Credit Commnittee nor the coonerarive staff. Both groups
deemed such a revicw unimnortant since it would slow the
process of obtalning credis. On the contraryv, considering the
abuses observed, and the notential for additional problems,

the evaluators consider such a review extremely important and
present recommencdations elsewhere for facili-ating this process.
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Step 7: Preparation and Utilization of Credit Plan

In the credit application, a plan for the utilization of credit
is presented. However, this is insufficient, since a member's needs
can change, a loan request can be approved for a smaller amount, or
other modifications may take place in the time between application
and approval. What is neceded, and which does not exist, is a plan
for the utilization of credit to “e attached or specified in the

contract,

Steps 8 and 7: Preparation of Loan Contract; Member Signature on

-

All memhers with “oans, and even some members without approved
loans, have signed contracts and promlssory notes. It appears that
this was done at the same time as the signing of the loan application.
This suggests that the co=-op ic most interested in getting money dis=-
hursed and less interested in Tirgt establishing the feasibility of

loan repayment,

Step 10: Disbursement of Credit in Cash and In-Kind

The following tablie shows the amount of credit outstanding as of

March 7, 1981 by tvpe of activity,
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Table 12: Average and Total Amount Outstanding by Tyne

of Activity
No. of
Activity Amount Disbursed Beneficiaries Aver./beneficiary
Land clearing Sh 2,316,645 233 $b 9,943
Crops $h 2,697,229 282 $H 9,565
Sprayers Sb 215,227 75 $b 2,870
Chain Saws Sh 53,460 3 $b 17,820
Tractor $b 3,587,536 6 $b 597,923
Livestock Sh 722,700 27 Sb 26,767
Cleaning $h 208,940 30 $b 6,965
Wire $h 216,820 41 $h 5,288
Miscellaneous Sh 28,000 - $h -
Total St 10,046,557

The total amount of loans outstanding is $b 10,046,557, The major
activities are agricultural machinery, cropning, and land clearing.
The purchase of six tractors and implements is questionable because
of the lack of an adequate feasibility study and the tardiness of
their arrival (see scction 2.s.~Planninz Capah*lities).

Table 13 presents what crops were “unded hy CAl's. Also included
in this Table are the number of “ectares cleared. This {igure was
obtained by assuming that four hours of machinery *ime at a cost of

$» 1,100/ha. was needed *to cleor one hectare,
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Table 13: Use of Loan Funds Granted by Type of
Crop {in hectares) and area cleared
(n_hectarc )

Crops in Ha.x Land Cleared

GAB Rice Corn Beans Others Total In Hectares
2 135 - - - 135 56.1
3 86 - - - 8h 30.9
4 57 - - - n7 3L.8
5 43 5 - 5 52 23.1
6 25 - - - A 9.3
7 110 - 2 s 126 37.2
8 205 - - - 0 3.6
9 122.5 206.5 - - 149 48.8
10 57 7 2 1.5 h7.5 27.8
11 64.5 113 b 10 191.5 103.2
12 7.5 230.5 9.25 9.75 157 72.7
13 19.25 16.25 - - 35 12.0
Total 940.75 298.25 17.25 31.25 1,287 52h.5

* Source: Loan applications: Actual area planted is probab'ly much
less since ~rmdyers tead to overstiate their requirements,

Table 13 clearly shows the i{mportance of different crops by
region. Yapacan{ (CGABs 2=10) is a rice svowlng 7anc livestock)
region, Mineros/Puesto Ternandez (CABs 1l=13) in addition prows
corn. This %able s5M01Xd He et o mind siace ‘6 will He used in
reference to the existina alaniin , canabilitiee nf =he "Santu Cruz

del Norte Ltda." IC. TFinallv, this Table can be used in conjunction

with the due dates of the loans =’nce cropping loans are for up to
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nine months, while land clearing loans are made for up to 1 1/2 years.
By assuming that all land clearing loans are for 18 months (medium-
term), we derive the distribution of short- and medium-term loans

summarized in Table 14,

Table 14

T'ne period of outstandinz louans - number and percent

)

Loan Time Period ) Number Percent
Short-term only 5h 17.7
Short- and medium=tcrm 228 74,8
Vedium-term only 18 5,9
Unknown 5 1.0
Total 305 120,0

The time period oé the loan is impo;tant since it determines the
flow of funds. Instead of the time period being clearly specified for
each loan, it is extremely variable. Tt almost scems that loans are
randomly selected as to short or mecdium term. An analysis of loans in
GABs 2 and 12,presented in Tables 15 and 14, Zllustrates the dif-
ficulty that the cooperative is having in deterrining whether a loan is
short=-term or long=term. ‘hies taek 1s rmade doubly difficult since the

only means for determin.nv when a payment is due %s by looking at a

"form of payment" shect, located in a separate file. The *terms of the

loan should be specified in the contract but, as noted o'sewhere, this

step has not becn bullt ‘ntc the system design,
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Table 15

Short-term credit by term or payment and GAB 80/91 Cummer crop

GAB 2 GAB

No. ¢ No. 9
Short-“erm nayment 13 72.,2% 2k 85.7%
Yedium<term naymens k 22.27 3 20,74
Toan vrenaid ) £, 6% ) 2,54
To+al 18 100,04 24 100, 0

<.

Medium=term credis wy %

Table 16

erm of rayrment and GAD 30/31 - agricultural year

Z7A3 2 SAB 12
No, “ Yo. g,
Vedium=term noymen® g 29,05 3 33,2%
Yedium=ierm dnlinguent 1w s, 0, - -
Srort=Lerm nayment g 65,07 6 A6, 7%
T ot 29 sort 0 200,09

¥ Thig ig *a only Loem that
1 Yy L v

g 0 payment due bt /20810 fe i

aver 00 Agrg pverdtue witinud an overdue netlee HYelay - ont out,

S Now
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A basic element of ‘the credit system is the proper establishment
and monitoring of loan time periods. This is done commonly and in the
present system through the completion of "form of payment” sheets
which are to be filed at the co-op.

Given the abundance of blank contracts (29.7 percent in GAB 12,
for example) it would seem likely that every member would also have a
form of payment sheet Iin his file. However, as indicated below in

Tahle 17, this is not the case.

Tahle 17

Existence of Form of Payment Sheet by GA3

o A B 2 CAPR 12
Yo, 7 No. %
Torm of Fayment Sheet 26 68,47 23 89,2%
No Form of Payment Shee* Q 23.7% 4 10.8%
Torm of Paymen*t different
than lcan 3 7.0% -
To<%al 22 200, 37 1007

In addition, the system has other faults, Within GAB 2, 23.7
percent of all out--ancing lZoans 4id not have suf“icient membership
shares, In the same GAB, 15.%% of all loans weve over their credit

1ie as aproved by the Credit Committee,
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c. Credit in the'Cochabamba’Integral Cooperative

The credit application .-oucess for the Cochabamba IC is, on

paper, much like for the other IC's. In response to a request from a

co-op member, the extension agent or the individual GAB Comité Auxiliar
f11ls in a one-page report that includes {!) a »lan for the urilization
of credit (2) sicenatures of the guarantors o 'he loan, and (3) infeorma-
tion on the size of land holding-., The Comite Aux.’iar assesses the
feasibility of the loan, and, :° approved, passcs the applicat:cen to the
local extension agent, who in turn evaluates the application in writing,
In theory, the extension agent vnes o cach individua'l member's land
holdings. However, with tharse rytinglon agents and L, 600 members,
approximately half of whom recuire credic durirg the agriculrural year,
this is not always possihle.

The imoression obtained is +hat apnlications are £illed out hastly,
since it is "only a vequirerment', 4nd that credit needs are penerally
exaggerated, Tn 2 GAB selected at r ndom, a w.de disnavity cxisted
hetween what the members renort as their land holdings and what they
actually haye,

An examination of this GA™ vielded still nther somples of abus:s

the indiffevence and/or cnllusinn Af OAN laader. )Y, incladding:

0 Yorrowing ‘n roteron ~enne avsorde:) family moarhere,  Four
—o—-.——»-—‘-—:—--.— -—- e = -.--‘- B - S W . e e G - e W A—— s e =S = - .
marihere of ono oLy L QT re=or e e i1 each
momaer Individually o ey onr own oY, e waore Yamd oy
niants Hetwean Shen, asc vome lmec one O vidual will horrow
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for the whole family, claiming all the land as his/her own.

In the case examined, the family took advantage of this
rotational strategy to avoid co-op restrictions on loans to
delinquent members. Mecmber "N'" borrowed and repaid a short-
term 1977 loan which was used for the [(amily's land. lis
brother and mother borrowed separately in 1978, again for the
entire family, but became celinquent, were unable to horrow

in 1979 and 1980, and are now facing legal action by the co-op.
Meanwhile, "X" again borrowed in 1979 and 1980 from the co-op
(and is now delinquent on the 1979 loan).

o] Loan diversion. One me:oer lives in town and derives his
livelihood malnly from driviny an truck and trac.ng in cattle,. '
However, he has title to half an arrohada of land. His father, AN
also a co-op member, has an additioral @ arrobadas. The son
has for two years in a row receiveo :o-op loans for 2 '/2
hectarecas, the father for 3 /2 hectareas. [t is Likely they
are receiving loaus ror the same land; the son is probably i
using the cash for his business.

o Borrowing in member's namc. The loan application of one member
was entirely consistent 7 plausible ~— except he has been in
Buenos Aires for a vear. A friend or relative filled in the
application and Zs -robobly farming the land In "tis stead.

Based on the initial report approved at the CAB level, the exten-
sion agent preparas a loan request which he submits to the Credit
Committee, The Crecit Committee is responsible for passing judgment
on the loan feasibilitcy and ensuring that the member is not inarrears
on the date of the applicatifon. Its members also check to see that
individual members maintain tha proper a“.uat of membershin capital.
In general, the Cochabamba Credit Committee has done a good ‘ob,
particularly in ensuring that members have on deposit sufficient
membership shares (i.~,, maintaining a mininum 1:10 rati. hHetween

membership capital and amount borrowed). In GAB 4 (picked at random
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to be examined by the evaluators) all 47 short-term borrowers had

sufficient aportaciones on deposit with the co-op to merit their loans.

The one area where the Cochabamba Credit Committee fell short was
in ensuring that members making short-term loan requests were not
delinquent on an earlier long~term loan. This is understandable due
to the administrative complexity under the current system of determining
whether or not a long-term loan is in arrears.

The system utilized in the Cochabamba IC works fairly well through
the point where the Credit Committec approves member loan applications.
At this point, however, serious problems arise in regard to the draft-
ing and signing of valid contracts, and the disbursement of funds.

This can be understood more completely by looking at the short-term

loan situation of one GAB~-~GAB 4 ( Tables 18 and 19).

Table 18

Legal Contract - Current Situation
GAB 4 - 47 Outstanding Short-Term Loans, Cochambamba

No. Percent
Contracts amounts written in pencil
and signed (in ink) 7 14.9
Blank contracts - signed (in ink) 23 48.9
No contracts 17 36.2

Table 18 indicates several problems involving contracts. In all cases
in GAB 4, disbursement of funds procceds the signing of a legal con-

tract. In fact, to date, not one contract has been filled out properly
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in the legal sense. In addition, 36 percent of all short-term loans
are not supported by legal documents, signed or unsigned. Obviously,
the co~op management does not deem the signing and filling out of

contracts as important.

Table 19

Loan Limits Approved by Credit Committeec
GAB 4 - 47 Outstanding Short-Term Loans

Cochambamba
No. Percent
Outstanding loans greater than amount
approved 22 46.8
Outstanding loans less than amount
approved 25 53.2

Once loans are approved, signed (after a fashion), and disbursed,
another series of problems is encountered. As in the other ICs, the
Cochabamba co-op staff are unable to efficiently and effectively monitor
outstanding loans owing to poor system design and (partially as a
result) deficiencies in implementation. Design problems encountered

in Cochabamba include:

o No provision is made on the loan repayment sheet for a running
balance. In addition, there is no specification as to the
amount loaned.

o To determine the credit status of individual members, three
different sources-member's file, loan card, and repayment sheet --
must be reviewed (this is a time-consuming and hence often-
shirked process).

o Loans in arrears are not separated, making monitoring difficult.
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o Different due dates exist on every long-term loan, promoting
delinquency and making monitoring of repayment more difficulc.

Implementation deficiencies exist particularly in relation to re-
payment of long-term loans. These deficiencies have led to a marked
(perhaps by 50 percent) underestimation in published co-op figures of
the actual number of members who are behind in their loan payments and
an exaggeration of the number of members who have made prepavyments.
Specific deficiencies observed include:

o the co~op management is disregarding loan limits approved
by the Credit Committee (see Table 19);

o loan repayment schedules in some cases are not based on the
date that the loan was actually received;

o members with more than one long-term loan have had their
loan repayment schedule based on the last loan, extending
long~term loans in some cases from the normal five years

to as many as seven years (no explanation was obtained as
to why this occurred);

o all long-term loans are defactv rescheduled for an addi-
tional six months without prior approval of the credit
committee;

o no list is prepared of loan repayments that are scheduled
during the month or year, handicapping monitoring of loan
delinquency; and

o staff time is wasted in calculating individual loan interest
on a monthly basis.

In general, the current system at handling long-term loans is
difficult to manage as well as being subject to many errors.
Under the co-op's definition of morosidad, "only" 96 long-term

borrowers out of 243 are delinquent. Ignoring irregularities in
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rescheduling, $b 333,288 is owed, giving a delinquency rate of seven
percent. However, this percentage is not calculated on the amount
presently owed but on the total amount that has ever been loaned,

$b 4,951,425.79. The total sum currently owed is $b 2,654,956.50,

of which $b 1,406,210 is the total owed by delinquent members. TFurther-
more, as indicated above, the real number of loans in arrears is much
higher, closer to half. Even utilizing the co-op's system of calcu-
lating delinquency, the actual rate could be twice the stated seven
percent.

A further deficiency in regard to implementation has been the in-
adequate exchange of information with the local BAB officv, thereby
impeding a comparison of BAK and IC loans which might reveal credit
abuses., BAB in January did request a list of co-op members receiving
loans, but as of the end of March, the co~op had only provided
aggregate data. A check of IC and BAB records for one Valle Alto
community found that only five co-op members had borrowed from BAB.
However, all five were delinquent on co-op loans made in 1979 or ecariier.
The obvious conclusion is that they had gone to BAB because they were
ineligible for further co-op loans. Exchange of information and con-
sultation between the IC and BAB would facilitate vlimination of such
abuses.

While it is easy to paint a black picture of the credit system at

the Cochabamba IC, particular strengths do exist. These include:
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o The credit committee appears to be consistently revicwing
member aportaciones and enfocrcing co-op credit requirements
in this regard.

o Member control is assured through regular use of libreta de
préstamos. Each member, upon receiving or amortizing a loan,
presents his/her libreta to the co-op employee for entry of
sums.

o IC personnel enter information when the transaction takes place.

0 Members may pre-pay and avoid remaining interest charges (and
commonly do).

o The IC is putting pressure on members, through letters, and
visits by extensionists, credit committece members, and local
officials (corregidores), to pay debts.

o The small average loan size(b$ 12,000) contributes to lowering the
delinquency rate.

o Seasonal loans are due at same time, making it easier for the
co-op to know when a member becomes delinquent.

o Fixed payment date (July 31) for short-term loans 1is timely --
farmers have just completed tha harvest and have cash on hand.

Overall, however, the Cochabamba IC suffers from significant loan
abuse. In this regard it is important to emphasize that the co-op
represents one of several sources of capital for member households to
tap in pursuing individual household objectives. These objectives are
often unrelated to the purposes for which the loans are intended. Due
to the present administrative disorder, and to the fact rhat a signi-
ficant percentage of loans are 1n cash (for the purchase of potato
seed), a large burt still indeterminate percentage of co-op loans

probably does go to other uses.
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The poor credit control stems primarily from:

o)

o)

o

poor co-op loan supervision owing to inability of the
extension agents to visit each member;

poor supervision by GABs;

inadequate review of long-term credit standing of loan
applicants, owing to dispersal of data and staff in-
difference;

irregular due dates for long-term loans, making monitoring
more difficult and increasing the likelihood of default
when payments fall due during cash-poor periods;

Inadvertent, unauthorized rescheduling of long-term loans; and

lack of coordination with local BAB office.

In particular, we noted that the extension agents spend much of

their time engaged in credit activities, reducing the time devoted to

technical assistance. Even so, they cannot attend to each and every

application. As a result, much of the responsibllity for verificatio

of credit requirements devolves by default upon the GAB Comités

Auxiliares. The quality of such local review is extremely variable,

however.
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d. Conclusions and Recommendations-Credit

In all three ICs, major deficiencies exist in the admini-
stration of credit, from the initial application and evaluation through
supervising and collecting. In general, the ICs have also failed to
exchange adequate information on loans to members with local BAB
offices. Both situ.stions permit, and indeed encourage, substantial
loan abuse by members and contribute to loan delinquency. In the case
of the "Gran Chaco" IC, in particular, the awarding of loans has been
done with little regard to financial feasibility. As a result, loan
amounts to members in 1980-81 are beyond those limits‘conslstent with
expected crop yields, suggesting a high level of delinquency to come in the
present agricultural year.

We recommend that greater efforts be made to:

() Improve monitoring of credit

o create a data system which makes it easy to:

- determine the status of loans, uand in par- X
ticular the arrears position (by age and
loan category). If one category of loans
has a higher delinquency rate (e.g.,
medium-term loans), it might be a good idea
to suspend this type of loan or modify the
project; '

~ establish and enforce loan limits as de-
termined by the co-op's required member-
ship capital/credit ratio;

- monitor compliance with payment dates, par-
ticularly for loig-term loans requlring
multiple repayments;

Devres
88



some suggestions

[0}

- monitor separate loans to the same individual;
and

- penerate and utilize data for agricultural
planning purposes;

(Based on our field analysis, we present in Annex 5
for redesigning the present credit control system),

Make checking of loan limits the responsibility of
the Credit Committee.

Improve supervision at GAB and extensionist level to,

inter alia,

(a) assure application authenticity;
(b) verify need and proper loan use; and
(¢c) enforce co-op regulations prohibiting one family

menber from borrowing from another who is delin-
quent.

To better assure proper loan use, both a visual and documentary

check, through extension visits and sub: ission of titles, leases, or

en_compania agrcements, should be made. (Titles kept as security and

coples of other land documents should be kept under lock, in one place,

and not separately in members' files, Ilor easier comparison as well

as security).

(2)

Improve loan collection proceduces

0o Make it eu.y for the borrower to repay through
direct collection (through GAB's and extension-
ists), market visits, part-time agencies, con-
venient location, etc.;

o Withhold additional loans to GAB of which de-

faulter is a member (to encouraye peer pressure);
alternatively, enforce present requirement that

89
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loans are not to be made to GABs with a 107 or
greater delinquency rate;

o Increase and enforce penalties for late repaymenti

o GClve bonuses or discounts for timely or early re-
payment, particularly at the group level;

o Use local authority figures — corregidores, GAB
leaders, credit committee members (as in Cochambamba) -
to facilitate debt collection;

o Undertake timely visits by debt collectors -- at
the time of sale of produce (as in Cochabamba)

o Require repayment of medium~term loans at rugular
intervals (conristent, of coursc, with periods of
expected farmer cash surplus); and

o Cancel small debts of delinquent members where
possible with their aportaciones in order to
clear books, lower overall delinquency rate
(particularly in Cochabamba).

(3) Motivate borrowers

o Establish good customer relationship;
o Maintain continuity of contact;

o Promote member involvement through GAB meetings
in discussion of new projects; and

o Involve spouse when possible.

(4) Educate borrowers

Borrowers often need to be educated into its uses and
responsibilities. The topics covered should include: (a) how to decide
upon the amount to borrow, (b) security requirements, (c) interest
charges and why interest must be paid, and how much, (d) the necessity
for repayment and the penalties which may be incurred in case of de-
fault, and (e) the need to keep simple accounts and, Lf possible,

illustrations of simple accounting systems.
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Courses should be conducted at the GAB level, as close to home as
possible. Much of this training can be relatively inexpensive and
cannot only teach people how to use credit but build up a rapport with
borrowers.

(5) Cooperate with other lenders

o The co~ops shnuld regularly exchange information
on delinquent members with BAB, Banco el Estado,
and other flnancial institutions to minimize
duplication of loans and incidences where co-op
members delinquent to one institution obtain
additional loans from the other(s).

o ONCICOOP should assist the co-op and other insti-
tutions in establishing guidelines for the exchange
of such information.

Cooperation with other lending agencies through the exchange of
lists of delinquent accounts can be helpful in the credit screening
process. Beginning in September 1980, for example, the BAB office in
Punata has reportedly been providing the cooperative with a list of
local BAB morosos with the intent that these persons be denied credit
by the co-op.

In particular, ONCICOOP should work closely with the Gran Chaco IC
to assure the redesign and implementation of credit procedures. This
can probably best be accomplished through the assignment of a qualified

*
advisor/credit specialist. In addition, ONCICOOP/RRNA, BAB/CROYOC,

and USAIb should prepare a strategy to deal with the predicted high rate

of member delinquency/default which will likely be e¢ncountered this year.

* Such a person is not presently on the ONCICOOP/RRNA staff and should be
contracted from outside the present technical assistance team,
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2. Project Plantting and Implementation~-Selected Problems

To reach financial self-sufficiency, the ICs must create additional

sources of income apart from' the channeling of credit to members. New
project activities must be launthed and made profitable in the areas of
(n £aré input supply, and (2) agricultural processing, storing and
marketing. This requires a substantial amount of business acumen,
however, and each IC has encourtered particular difficulties. This
section presents selected analyses of project planning and implementation
experiences at each IC.

a. '"Gran Chaco" Integral Cooperative

(1) Machinery Pool—Social Conflict and Design Deficiencies

(a) Description

The machinery service is the primary raison d'etre
*/
for the Gran Chaco co-op. Lack of labor and/or machinery at planting
and harvest is the largest bottleneck to increased agricultural produc~

tion. The machinery pool is the principal activity and cost to the IC,

-!/Unlikc in Santa Cruz del Norte, little sentiment currently exists in
Yacuiba for individual ownership of tractors. It seems that this
present lack of interest can be explained by several factors. First,
these farmers are poorer, more traditional, and possess smaller exten=-
sions of land than farmers at Santa Cruz del Norte. Furthermore,
repair is more problematic owing to the distance from facilities in
Santa Cruz. Finally, a traditfon of group ownership and use of trac-
tors is present. Over the past .ecade farmers have joined agrupaciones
of 5-15 members apiece to obtain credit from BAB for the purchase of
tractors. Eight of these groups reportedly still exist in the area.
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\
and is the primary reason thgt membership rose from under 100 co'234 in
just three short mo;ths, from October 1980 to January 1981.

Such quick growth .in memLeghhip contribu;ea significantly to the .
management tensions which affec;ed (and continue to affect) the IC. The
large increase in memberslseeking tractor services, particularly in ghe
absence of GAB's and with the inadequate internal organization of th;
co-op, made it difficult to systematically program the use of the
machinery. Given the additional problems of diesel shortages and heavy!
rains, which limited the time the machinery was available, disputes
over access to services in retrospect seem unavoidable.

Countercharges of favoritism have been traded back and forth among
members and co-op staff. As a result of this tansion, the co-op fired
.the head of the tractor pool in late February. The pool advisor came
under intense pressure to leave and there is reason to believe that
several ;eople associated with the IC engineered his arrest shortly
thereafter on charges unrelated to the co-op.

In reviewing the tractor poQI records, the consultants found that
the tractor pool manager's fath;r and several other large (over 20
hectares) landholder socios had received tractor services well in
excess of the limit of 20 hectares. Dispute exists over whether the

delivery of these specific services at that time was justified or not.

Howaver, the real issues here are two:
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| o wvhether, given scarce resources 1ﬁ a co-op, it is advisable
to have Loth large and small landholders;

0 wvhether it is the manager or .the eleécted co-op leadership

wvhich 1s allowed to discipline employees, regardless of
their performance. ' . <o

The Cran Chaco IC is geogrdphically and socio-economically divided.
On the east side of the mountains, the IC has approximately 200 members
with average landholdings under ten hectares apiece, all within 20
kilometers of the tractor pool. On the west side of the mountainc, the
IC has 45 dispersed members, with larger landholdings ranging upwards I
of 100 hectares, living from 22 up to 100 kilometers from the tractor
pool. This situation is bound to be financially wasteful and socially
divisive. All things being "equal”, the more distant members, with
more land to cultivate, will receive greater benefits relative to
soaller landholders.

To complicate matters, the machinery pool project suffers from
several major design deficiencies. These deficiencies result from the
consistent failure, from the time the project was conceived up to the
present, to utilize simple data which the cooperative has avallable at
ics office. The following deficiencies are noted:

o Non-use of available information on areas cultivated for the

1979-80 agricultural year. This piece of information could

have been obtained from individual member loan applications.

0 Overestimation of the number of members the cooperative would
have for the 1980/81 agricultural year.

0 Unrealistic estimate as to the average crop mix of individual
mesbers.
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0 Low eatimation of tractor utilization in terms of hours pe
year. :

o No analysis of existing staff capabilities and its capacit*
to handle a tractor pool. ..

o No pre-designéd information collection system to handle the
demands or responsibilities of running machinery. '

If the authors of the initial project proposal had looked at the .

\
above factors they would have proposed a machinery pool on a much '

smaller scale. 1In this regqrd, it is noted that the cooperatives ;\‘

have a tendency to overestimate their needs and that they are extreme;\

ly inflexible when it comes to adjusting to a situation at variance .\

with projections and previous assumptions. |
Information from the feasibility study is compared with the planned

activities as specified in the individual credit applications. For |

. the 1979/80 agricultural year the average area planted by crop is

based on the 1979 credit applications on file. For the 1980/81

_agriculfural year the number of applications studied was 215.

Table20: Projection of average area planted (in ha.) by
crop compared to estimated average area to be

cropped as specified in the credit applications
- 79/80 - 80/81 agricultural years, Gran Chaco Co-op

Crops planted in ha.

Corn Soybeans Peanuts Others Total
79/80 Projected 7.0 6.0 2.5 1.2 15.7
Credit applications 5.2 3.5 0.8 0.7 10.2
80/81 Projected 5.1 S.5 2.7 1.2 14.5 \
Credit applications 5.3 5.0 0.3 0.8 11.4
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Ta$1920 clearly demonstrates that the credit applications indicate an
area to be planted which is, on the whole, much less than projected by
the {casibility study. At ghi? point, adjuqtgents could have.been made.
It is not known why the advisors did not utilize the credit application
forms as a means of estimating the average area planted. This readily
aQailable information would have indicated (1) a preference for plant-
ing corn rather than soybeans, and (2) a smaller area actually avail-
able for cropping.

The number of members estimated for the 1980/81 cropping yéar was

Q3 . «deu?
300. In reality, only 234 people are currently members of the co-op, . tege Pl
of wliich 90% (210 members) have outstanding loans. If the projected IR o ::ﬁr
estimate (14.7 ha./member x 300 members) of 4410 hectares is compared A
to a figure closer to the real one (11.4 ha./member x 210 members) B
" which is a maximum of 2394 ha., t@ere is a difference of almost 100%.
This fiéure alone would indicate that the number of tractors currently , y,

o
" owned 1s double the actual number needed.

Machinery in Bolivia is very expensive. Therefore, it is necessary
that agricultural equipment be utilized to its fullest. From a con-
versation with FAO's agricultural economist and Bank of America's vice
p;csident in charge of agricultural loans, it was calculated that a
tractor should be utilized in minimum of 1200 hours/year in order for
it to be economical. In the feasibility study the estimates used were

780 hours/year for the 120 hp John Deere's and 1164 hrs./year for the
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60 hp Ford's. As of mid-March these tractors had less than 400 hours/ :""'f, noasd
AV PN W A

machine of use, strengthening the conclusion that the number of machines ,‘ ‘. iy

The next facet studied was the use of tractor services by month. aud areide:
" . ct 0. ,7 Ted

Excluded from Table 21 1s all work that was on fields of more than he . 4.,

purchased was too great. [l ° % )

20 hectares. This was done since the co-op had a limit of 20 hectares '

per operation per member . By excluding‘the large landholders it is
shown on Table 2] that the zverage pumber of hectares worked was
approximately 5 per member. If the t:;embers who had more than 20 ha. of
work done are included, then the total area plowed through January
was 1357.6 ha. This includes 130 ha. plowed on one member's land-
holdings alone. This same member also abused the other machinery
services and ended up having a composite of activities performed of
over 300 hectares.

The integral cooperativé was lent enough funds to finance 3764 ha.
-of crops. As indicated by the above data, the co-op didn't even reach
40% of this estimate on its major activity--plowing.

The present status of the machinery pool is complicated by the
lack of basic information and the lack of timely recording of the data
that does, in theory, exist. Table 2l is only through January, which
is still incomplete, because of the lackadaisical attitude towards
record-keeping held by the cooperative staff. Over 130 receipts for

tractor work performed--with an estimated value of $b 400,000--were
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Table 21: Tractor work performed by type of activity and month — includes
ha. worked, no. of member ind average no. of ha. /member.1/ -

-

Plowing . - Discing Pla;ltiné - Fumigation
Has. No. Mem. Ave./Mem. Has. Mem. Ave./Mem. llas. Mem. Ave./Mem. Has. Mem. Ave./Mem.
Nov.  364.5 73 5.0 58 6 9.7 28 3 9.3 - - -
Dec. 467.8 76 7.2 224.3 53 4.2 132.8 29 4.6 - - -
Jan. 228.8 48 4.8 417.8 72 6.8 247.3 50. 5.0 8.5 2 4.3
Total 1061.1 197 5.4 700.1 131 5.3 408.1 82 5.0 8.5 2 4.3
1/

Excludes all work over 20 ha.



found on top of a bookcase. Approximatelj 20% did not have the farmer's
signature. Also, by mid-March, none of the receipts for sales performed

in February at Campo Pajoso had'been'brought to the central office. ho

Before the machinery pool was set up a thorough review of the staff £

Cupfle vt

.\
capabilities should have been undertaken. The result of this failure w~-.
l‘,’ e 7

is the current attitude towards record-keeping. In addition, a func-

tioning data collection system should have been designed. Ll O/

(b) Conclusions and Recommendations

The tractor pool has been the focus of considerable
group conflict stemming from a number of factors, some outside the co-op's

control and others not. There exists the danger of continued group

conflict and of wasteful utilization of existing and future machinery.

To resolve some of these tensions, ONICOOP and/or the IC should:

0 implement a smoothly functioning information recording system
that accounts for all machinery work performed. Assure timely
-(1.e., within one week) transfer of information and establish
accountability for any delays. Use resulting data base for
long-and short-term planning purposes;

o review current staffing capabilities to determine whether the
capacity and willingness exists to implement the recommended

changes;

o explore and explicitly accept or reject the alternative of
individual or small group ownership, as currently undertaken
in the Santa Cruz del Norte IC or as done previously and con-
currently in the Yacuiba area through BAB loans to agrupaciones;

0 postpone the purchase of additional machinery until current
machinery holdings are being used to capacity, i.e., a minimum ¢~
of 1,000 hectares/tractor/year, and the machinery pool is de-
termined to be functioning efficiently;
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r» restrict the access of larger landholders to machinery services,
either by prohibiting outright their membership or placing other
limi:s on their use of services in order to ensure access by
al). members and minimizé disputes;

0 determine the_exact'loéation(s) of all member cultivable land-
holdings as well as their approximate areas so that efticient
machine scheduling can be undertaken;

0 design and construct an all-inclusive map and station planner
that visually shows where work is being performed, by whom,
and when; and

o take steps to assure that tﬁe tractor pool possesses the autonomy
and capacity to allocate its services according to technical
criteria.

(2) Extension/Technical Assistance

In addition to problems with the machinery pool, the

"Gran Chaco" IC needs to strengthen its extension and technical assis-

tance.
In brief, we found that:

o ﬁembership despersion, given the inadequate area transporta-~
. tion network, is a significant obstacle to member participation
and access to technical assistance services; and

o the IC coordinates very little with other local institutions,
such as IBTA, and fails to utilize existing area resources
to any great extent.

We recommend that:

o the IC should make efforts to aggregate its members more effec-
tively and under no circumstances should increase its geographi-
cal extension; and

o the IC should make greater efforts to coordinate with other
area institutions, taking advantage of their resources and
promoting greater transfer of technology.
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b. "Santa Cruz del Norte" Integral Cooperative

(1) Dairy Livestock Project
(a) Des;rigtio; .
The co-op}!as formed in 1978 on a base of small.
dairy co-ops in the Yapa;anf region. The IC's first activity was tb
lend for the purchase of dairy livestock and to market member milk .

production to PIL, the government-owned milk monopoly. However, che_f

combination of disputes with individual members over co-op surcharges,

!

|

lower-than-expected performance of imported purebred cows, and con-
trolled, unattractive milk prices, reduced both the number of members
participating and the quantity of milk marketed. Currently, less than
200 liters/day are being sold through the co-op to PIL. Although there

!
P

has been no_direct loss to the co-op, because PIL had lent infrastruc- )
* ural facilities, overhead costs and the costs of a higher-chan—average'; '
delinqughcy and default rate suggest that the dairy project has not
contributed to achieving co-op financial self-sufficiency, but has
rather been a drain on co-op resources. In addition, significant
membership attrition has been noted in the dairy GAB's.

However, there 1s no consciousnegs of these problems among co-op
members and staff, due in part to the poor state of co-op credit records
(described elsewhere) and inadequate supervision on the co-op's and

ONCICOOP's part. The IC's preliminary p-oposal on credit requirements

for 1981-82, prepared jointly by the IC manager and an ONCICOOP
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technician, requested an additional $b 5,855,600 for the purchase and [Mcc/,
' N S
U.’-‘:‘.—. D

improvement of dairy cattle.
Undoubtedly, individual me&ers ;ppear t? have benefitted‘from co=-op

marketing services, or~farm miik consumption, and the sale of calves

and mature cows. Thus the dairy project represents for some members

diversification of income and improved nutrition.

(b) Conclusions and Recommendations

From the financial standpoint of the co-op,
the dairy livestock project (milk marketing and credit) reprecents a
marginal activity. It has also engendered internal conflict and led
to significiant member attrition. The benefits appear to be the
increase and diversification in some member incomes.

Because higher delinquency rates exist for dairy loans, we.feel

that th% amount requested for such loans in 1981-82 is too great.
In fact, we recommend that:

o the status of all dairy-related loans be reviewed, and a Now .. [n~u;‘
realistic projection of loan demand and default based on
experience be made, before such additional loans are. granted.

We also recommend that any renewed and expanded milk marketing

program await:

o resolution of surcharge dispute with members;

0 improved government price policy; and

o introduction of improved criollo stock instead of purebred Svpee
stock which appear unsuitable for local small farmer conditions. “/
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(2) Tractor Project
(a) Description

At present, the Santa Cruz IC is making long-term

\] . .
.

loans for tractor purchases to‘fndividual members. Six such loans
were made during the 1980-81 agricultural year; ﬁore are anticipated
in the coming year. As noted elsewhere, expanding land under cultiva-
tion and peak labor needs are making mechanization a necessity for
these farmers. .

Ownership on an individual basislis locally perceived as preferable
for small tractors, plows, etc., on the assumption that the lower cost
puts this machinery within individual reach and that the owner will
take better care. Under this system, it is anticipated that individuals
will provide services to neighbcrs to help recoup and fully utilize the
* investment, serving a group of ten or so guarantes first and then the
commun;ty.

On the other hand, heavy machinery, which requires a larger invest-
ment, will be co-~op cwned, allowing the group to shoulder a greater nart of the
risk and costs of purchase and maintenance.

However, a serious problem confronts individual tractor owners.
Because of late delivery and chronic diesel fuel shortages, the six
present borrowers will be hard-pressed to meet payments due in June

and December 198l. To be economical, the type of tractors currently

owged by members should attend a minimum of 150 hectares/year. As of
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mid-March, the two tractors examined had only 90 and 170 hours of use

. 'Ly
apiece, indicating productive work of at most 50 hectares between them and ;0 ’ W
thus the strong likelihood that these would not reach the breakeven.ﬁoint.fV” Fors

v

(b) donclusions and Recommendatious 23 (0

3

The indiscriminate extension of credit for the

individual purchase of :ractbrs. without the provision by the coopera-
\
tive of substantial and timeiy support sefvices, threaten members with

being unable to use their tractors efficiently and therefore unable to

\
\

We therefore recommend that: !

meet their loan payments.

0 in examining any tractor credit request, the Credit Committee
should analyse:

- the number of cultivable hectares of the applicant and
his guarantors, and distance of these latter from the
owner's land;

- availability of maintenance, spare parts, and techni-
cal advice;

‘o

- gvailability of diesel fuel; and

-~ agvailability of outside sources of income and other
assets to guarantee the loan.

0 tractor loans not be made until the 1982/83 agricultural year
and until problems of diesel fuel and service availability,
and other problems encountered this past year, are worked out
to ONCICOOP's satisfaction.

(3) Projections of Agricultural Credit Requirements
(a) Description

To be most accurate, projections must draw upon

past trends, modified as necessary by common sense accounting for new
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factors. Unfortunately, exiﬁting co-op data on cropping patterns was

not dravn upon in the preparation of the IC's draft 1981-82 credit

proposal. This resulted in extremely optimistic and unrealisﬁic pro-

jections by the IC for soy (fr?P zero to 500 hectares from 1980 to
1981), beans (from 17.25 to 350 hectares), and for landclearing costs,
Since beans are a winter crop and use land prgviously planted to rice
or corn, no landclearing is required).

Another example for poor planning is provided by the situation of
backpack fumigation sprayers. In the 1980-81 agricultural year, CROFOC
loaned over b$ 1,000,000 for the purchase of 600 packpack sprayers.
During almost the entire agricultural year, the co-op has sold only 75
of these sprayers to 72 members. In total, 525 sprayers, representing a
large sum upon which the co-op 1is paying six percent interest, continue
to occupy scarce co-op space.

In.Spite of the current excess supply of these sprayers, the IC's
- draft paper on 1981-82 credit requirements requested additional funds
to purchase 600 more sprayers. Either the current inventory war viewed
as an asset and not a liability, or it was not taken into coﬁsideration
at all. In either case, no analysis was done of the co-op's experience

in cthis area.

(b) Conclusions and Recommendations

Planning capabilities at the Santa Cruz del Norte

IC are clearly inadequate, and to date, ONCICOOP/RRNA technicians have
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exacerbated rather than ameliorated the problem. In particular, little
use of existing data, or reference to co-op experience, has been made

in elaborating plans for future activities. 'Illustration of this point
has been made by anal;zing four”areas, including three activities where
the co-op is performing sub-optimally. These are: dairy cattle; tractor
credits; backpack sprayer sales; and agricultural credit. Still other
examples exist which have not been noted here.

We make two recommendations here (one of which has been repeated

elsewhere):

o ONCICOOP should confract an experienced agricultural economist/
planner to work with the co-ops and with ONCICOOP technicians;
and, in the meantime,

0 ONCICOOP should expand present efforts to link report-writing

requirements (now viewed by co-op staff and even some tech-
nicians as isolated tasks) with planning.
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c. '"Cochabamba" Integral Cooperative

(1) Fertilizer Import Project

(a) Description

Co-op sale of fertilizer to members has reportedly
been successful in boosting member production, capitalizing the co-op,
and compelling private distributors to compete through lowering their
prices to all consumers. This success, together with the IC's need to
generate further revenue to maintain its fragile financial self-suffi-
ciency, has prompted the IC to submit to USAID in February, 1981 a
project to import fertilizers (Urea and '"18-46-0") on a large scale,
principally for potato production. In general, the project paper is

well presented, but the following deficiencies have been observed: va/,
. ‘UL/) (teens
o fertilizer is treated as a single factor when it is only ., Fiveerre /s
i o i€
v

one part of a production package; 7,

bery,. i ok Ley

0o existing data is not presented on previous sales of fertilizers, ¢/
and cropping techniques used by the members;

o proposed markets are not analyzed. In particular, no infor-
mation is provided on what is currently being sold, by whom,
and when;

o the cooperative infrastructure is not analyzed nor 1is the
co-op's capacity to handle a substantial volume of fertilizer;
and

0 the social structure and what member attitudes might be toward
applying the recommended amount of fertilizer is not considered
at all. In addition, USAID questions about staffing and demand
remain unanswered in spite of an initial ONCICOOP/RRNA reply.

When recommending use of 18-«46-0 and Urea fertilizers, considera-

tion must be given to soil types (particularly in relation to ph) of the
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disbursement area. Due to the high aéidity of the Valle Alto soils
(ph between 4.5 and 5.0) it is advisable to use & neutral fertilizer
such as an amnonium nitrate or a neutralizer (calcium carbonate). To
date, the co-op has not studied this at all nor does it possess the
technical exporti;c to do so. N

Fertilizer application also needs to be studied in greater depth.

In the July, 1980 Credit Study of Potato Production, the recommenled

amount of fertilizer to be applied is two bags of 18-46-0 and one bag
of Urea. But in the fertilizer import study the recommended amount
is fivL bags of 18-46-0 and two bags of Urea. No reason for this
dilcfepancy has been provided. It is noted that five bags of 18-46-0
and twé bags of Ures is commonly recommended for areas with a ph of
' Q.S to 7.0 (of course there lllo-;tiltl a gap betwveen vhat a person
applies and whet is recommended).

A logical starting point for any feasibility study is the informa-
' éi&p;'fq; example, fertilizer sales rgcordo. available in the co-op
 office. .Z.*iq similar cases in other Ic;o. those who prepared the
 Cochabamba fertilizer study failed.to cansult available local dati.
What were the total sales last yoar'ét 18=46-0 and Urea? How many
sesbers made purchases and vhat was the average purchase by member?
What vas the estimated area of application? What wvas the time distri-
bution pf l!}ll? Ansvers to these questions are not presented, yet

this information would more accurately indicate potential demand and
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\
the administrative capacity of the co-op ataff to handle the sale of\

In examining co-op records, we found many gaps. \

At first glance it appeared that the co-op sold approximately 750 bags

the proposed 23,000 bags of fertilizer. .

of Urea and 2.500'bags of 18-46-0 in 1980. These figures are an over-l
statement, however. Irregularities exist which suggest that signifi-
cant amounts of fertilizer were sold below the normal price or dis-

appeared. Comprobantes (records of sales) are missing in some cases,

and co-op stgff had no explanation of why this is so.

Fér example, in the sale of 18-46-0, the third entry on the control
card, dated 1/21/80, is for 90 bags. However, we found no record of
this’aale. In another case, on 9/16/80, 350 bags were supposedly sold.
Voucher Numbers 6081-6084 reveal the sale of only 231 bags. The
alaistant accountant obaerved that he did not know what had happened
to the other 119 bags. .On 9/11/80, voucher number 6054 should have
indicated sales of 26 bags._but instead only 8 are recorded. We
have documented additional examples.

It éh;a documented lack of internal control exists for little more
than 3,000 bags of fertilizer, it appears inldv!lable to permit further
extension of USAID monies for a quantity .oight.a:hu greater without

. Taquiring significant upgrading of the systea.

(b) Conclusions and Recommendations

Significant irregularities exist ir tha present
adainistration of co-op:fircilizor sales. We therefore strongly

e
R
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recomnend that:

o the cooperative not import ‘fertilizers until it is determined
that the cooperative has the necessary internal controls and
qualified staff to handle the proposed quantity of fert:l.],:l.zer;

and
: Or Jene,

0 & qualified expert in fertilizer use for potato production C/O 4as
be conculted on ;he technical aspects of the present proposal. ﬂvwi-'/

I
!"/'/;I/' w/ -"KC
(2) Milk Marketing o /i "Mfmw/, o

(a) Description
One of the principle activities, current and

future, of the Cochabamba IC s dairy-related. Because small aica milk
co-ops formed the core of the Iclwhen formed in 1977, one of its first
projécts was an ambitious milk marketing project. However, none of

the objectives in terms of number of beneficiaries and co-op profita-~
bility have been met. Fewer than 80 members are currently marketing
less than 700 liters of milk daily, as opposed to original benchmarks
of 600 members marketing 10,000 liters daily. The project is marginal
in fiégnqinl temms, barely éovering its direct costs. -

The juséificationa for continuing reportedly are the indirect
éinancinliyenefits (aportaciones, sale of inputs, income on medium-
term loans) to the co-op, the direct income bengfits to the few members
pafticipating. and the desire to maintain the govop's prestige and
demonstrate its eontinuiiy. These factors arg,undoubt;dly of some

significance. Also significant may be the heavy representation of milk

Devres
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producers among the co-op leadership. Ten of sixteen co-op leaders %p

1980-81 are from the four GAB's whose members market milk through th#ll

!
co-op. Four of six members of the 1980-81 Consejo de Administracidn \

are ;mohg the 78 members who market milk cooperatively. \

However, there are glso gsignificant indirect costs to the pfojectJ
These include, in particular, administrative overhead and the high
real delinquency rate observed on medium-term loans, all of which are
for dairy~related investments (see other section).

Still, the co-op has elected to proceed with another dairy-relaced'
project. Th; poor financial performance to date of the first project.:
both in terms of marketing dairy products and loan repayment perform-
ance; and the marked presence in the co-op leadership‘éf "dairy
intereata". suggests that any hew dairy-related project be analyzed
éxtrenely carefully in terms 6f financial/ecénomic viability.

Table 22 shows the large number of members with delinquent
oedium-term loans, particulariy those who are not marketing milk through

the co-op.

(b) Conclusions and Recommendations
Members marketing milk through the co-op are over-
represented in the leadership and thus have a large influence in co-op
' decisionmaking. This factor creates the potential fortinternnl conflict
over the determination of co-op priorities. It also suggests a less- .

thlq-critical attachment by the co-op to dairv-related projects.
Fi-
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Table 22

" STATUS OF LIVESTOCK LOANS IN: REIATION TO MEMBERS
MARKETING MILK BY GAB

COCHABAMBA
i’ M e m b e r 8
RS ©__Marketing Milk j Not Marketing Milk }
" GAB Not Delinquent ]} Delinquent | Not Delinquent|] Delinquent | Not Delinquept Delinquent 1/] Totals
5 | o 16 y - .11 14 27 18 45 .
< 35.6% B.9% AR TA 31.1% 60% 50.0% 100%
No. 17 2 - 2 17 N 21
6 [T 81.0% 9. - 9.5% 81.0% 19.0% 100%
8 | No. 33 6 2 23 19 56 25 81
9 40.7% 7.4% 28.4% 23.5% 69.19 30.S% 100%
T - - 20 12 20 12 P
T2 - - 62.5% 37.5% 62.5% 37.5% 100%
A1l { Mo - - 27 37 27 37 6l
othenH a - 2,29 57.0% 12.2% 57.8% 100%,
[ No. €b 12 81 8l 147 96 243
Totel |5 27.2% 1.9% 33.3% 30.6% 60.5% 39.5% _ 100%

Note: y The delinquency rate as calculated by the co-op is an understatement. See Section III.D.l.c.
on "Credit" for further details. :

g/ Includes one member owing bS 159 and another who currently holds the GOB position of Sub-Secretary -' -
for Peasant Affairs. e DT
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‘ Iherctore; we recommend that project sponsors:

o mlyie .any new .dairy-related project extremely carefully
in terms of financial/economic viability; and

’ ‘o sensitize the co-op leadership to the need to broaden access
" by members to the co-op's decisionmaking process and services.

(3) Extension/Technical Assistance

(a) Description
The Cochabamba IC places a heavy burden on its

extension agents, who are responsible for supervising credit, providing
technical as'sistance in production areas, and providing cooperative
-eduea;:ion. Clearly, the three extensionists of the Cochabamba IC, no
mtt:er." how well-qualified they may be; are inadequate to the task of
ierv:l.dng 1,750 members. Credit is poorly supervised (see III.D.l1.

- Credit). Technical assistance is insufficient to make loens most
productive, even with the support of several -demonstration plots in
barley. and avena established by IBTA's San Benito Expe‘rimn:al Station

'p.nonnel. Co—op survey results support this conclusion.

-Only five' percent of Cochabamba IC survey Tespondents felt they had
:xeuived technical assistance from the co-op; 48 percent expressed
the desire that such services be improved.

_ -Ona ‘problem noted is the tendency to confuse technical assistance,
.swbich members desire, with co~op cdneation, formshich members show
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little interest. Both activities are costly and labor-intensive. Low
member receptivity to formal co-op education and the desire to boost
prodpction suggest that effort be shifted by the IC to technical assis-
tance. Indirect co-op education benefits may also be expected from

this change in emphasis.

b. Conclusions and Recommendations

Current extension and tecnnical assistance efforts
are inadequate. Given the size and financial capacity of the Cochabamba
IC, it might be expected that a larger number of extension agents could
be suﬁported, particularly when it is assumed that greater loan super-
visién would lower delinquency and default rates.

Ve recoﬁend that the IC:
0 hire a minimum of one additional extension agent;

o shift its emphasis from co-op education to technical assis-
tance and loan supervision;

0"'increase efforts to tap public and private sources of technical
~ assistance; and

0 use its extension agents to collect data to assist in and
provide a firm base to the agricultural planning process.
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3. Summary of Weaknesses in Co-op Administration and Internal '\
Control : \

I\t

While much progress in the aggregate has been made since earl}z\

1980, the IC's continue to suffer major administrative deficiencies.
These deficiencles are summarized in Table23 which follows on successi¥

pages. Based on these deficiencies, we conclude that:

|
o the administration of the cooperatives is weak, inefficient, -

and uncoordinated; little procedural standardization exists
and minimal supervision is being exerted at present to
establish an adequately functioning system;

o the accounting activities occupy an umnecessarily large
‘ amount of time and yet function almost as a separate co-op
: component, thereby jeopardizing the overall administration
of the organization;

" o the marketing of input supplies is administered with little
planning even though it has become a principal activity of
the cooperative; and

o the credit system lacks simplicity of design and objective,
leading to poor implementation, both of which contribute
to loan delinquency. We feel that this is possibly the
weakest aspect of the IC's.
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Table 23

ﬂEFICIENCIAS EN EL CONTROL INTERNO Y ADMINISTRATIVO

DE _LAS COOPERATIVAS INTEGRALES

A. ADMINISTRACION

1.

2.

3.

9.

1c.

Falta de manuales de procedimientos conta-
bles y administrativos

No existe fecha en la aprobacion del ul-
timo reglamento de credito

No hay un control adecuado de los ''va-
lores"” (letras de cambio o tftulos de
propiedad) que se encuentran en los
archivos de prestamos.

EL gerente interino cumplia simltaneamen-
te funciones de contador.

El Consejo de Vigilancia no realiza funcio-
nes de cgntrol ni fiscaliza~ion. Nunca
ge reunio.

No todos los empleados que podrfan tomar
parte en supuestas irregularidades tienen
fianza.

. Ios documentos que amparan las iaversiones

no se encuentran bajo la custodia del ge-
rente,

No existe documentacion completa para la
maquinaria, o vehiculos.

1os inmuebles de la CI no tienen sus docu-

mentos legales en orden.

No se presta mantenimiento adecuado a los
vehiculos

No todos los empleados tienen sus contratos
de trabajo.

No todos los empleados tignen sus archivos
con la minima documentacion requerida,
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13.

Ehy uuchas actas de reunionea que no
estan legalizadas por falta de firmas.

B. CORTABILIDAD

1.

3.

No hay rotacion entre los empleados
contables (personal miy reducido y/o
poco conocimiento contable).

Se crean guchas cuentas sin evaluar la
informacion requerida

Lon comprobantes de contabilidad no es-
tan prenumerados en su integridad, o
feltan firmas autorizadas

Lag recaudaciones no siempre se depo-
sitan en el Banco en forma diaria.

Los resimenes de ingresos no siempre
soa aprobados por el contador o son
revisados despues de haberse aprobado

Los cheques anulsdos no tienen archivo
adecuado.

Las conciliaciones bancarias los efectia
1a persona que maneja el efectivo.

. las conciliaciones bancarias no se cruzan

con los saldos de’ Libro Mayor

Las operaciones con el fondo de cambio
son autorizados por el gerente despues
de realizada la transaccion.

El control del fondo fijo de caja chica
es deficiente.

Los documentos que justificsron las re-
posiciones de caja chica no son anulados,

No se deja constancia documentada de los
arqueos de caja o se deja constancia en -
pocas oportunidades.

i
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1L,

15.

16.
17.
18.

19.
20.

a3.

2“.

as5.

26.

.

0o
.\‘ ~\ '
GRAN CHACO  NORTE COCHABAMBA

YACUIBA STA.CRUZ' _PUNATA

El Consejo de Vigilancia ho participa
en los arqueos de caja chica.

No existe manual de procedimientos para

" el manejo de fondos de caja chica.

No se preparan mensualmente estados de-
tallados de las cuentas por cobrar y no
se reconcilian regularmente con los
auxiliares

Ias depreciaciones no se controlan en las
mismas tarjetas del activo fijo

Los activos fijos no tienen polizas de
seguro

No se preparan estados de cuentas por
pagar detallados cada trimestre.

No se lleva auxiliar de cuentas por pagar

No hay presupuestos de administracion
para aquellos gastos que no sean substancia-
dos por el Titulo III

El gerente no explica al Consejo de Admi-
nistracion las variaciones que se presentan
en el presupuesto del Titulo III

No to&os los gastos estan autorizados por
el gergn?e

El Consejo de Vigilancia no realiza revi-
siones de los calculos en las planillas.

Existen errores en la contabilizacién de
los aportes y capitalizacion en las tar-

" Jetas de los socios.

Existen serias deficlencias en la conta-

. bilizacion de los .servicios de maquinaria,

No existe una lista mensusl o anual de
las deudag por cobrar

F
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c.

AIMACERES

1.
2.
3.
k.
S.
6.
7.
8.

9.

No existen brecauaiones adecuadas contra
robos y siniestros en los almacenes.

El control de los inventarios permanentes
es deficiente

No hay documentos de ingreso de mercade-
riea en los almacenes

El almacenaje de las mercaderfas es ina-
decuada.

Los inventarios f{sicos de la mercader{a
en almacen se realiza una sola vez al aflo

No hay procedimientos para dar de baja a
los articulos estropeados.

No existen precios de ventas actualizados

No se tigne un detalle de las fechas de
expiracion de los articulos

Los inventarios en almacenes no estdn
agegurados

" Ninguno de los miembros de la directiva
-de CI participan en la toma de inventarios

Los diﬂéioa acumilados por concepto de

venta no son depositados en breve plazo

Faltan documentos que certifiquen la
salide de mercaderias.

| Hay discrepancias en los precios de venta

pera un mismo lrticulo.

GRAN CHACO NORTE CCCHABAMBA
YACUIBA STA,CRUZ PUNATA -
X X X
X X X
X
X X X
X X. X
X X X.
X . X X
X X X
X X X
X
X X X
X
X



GRAN CHACO
YACUIBA

D. CREDITOS

1.

3.

No todas las solicitudes de crédito son
preparadas con agistencia del extensio-
nista y/o revisadas por el. X

El Comité de Crédito no efectia una revi-
sion de los aportes para aprobar el credito X

El Comité de Créditos no analiza el estado
de las deudas de log socios para aprobar
una nueva solicitud

Bo se solicitan informes confidenciales

de las otras instituciones crediticias en
particular del BAB antes Jde aprobar las
solicitudes, X

Fa se : efectia una revi-
sion completa de la documentacion de cre-
dito antes que se realice el desembolso. X

Las solicitudes de Crédito no incluyen el
detalle de las garantias del prestamo X

Ia mayor parte de los préstamos concedidos
no estén respaldados con los contratos
firmados por los sccios. %

" los contratos de préstamo no tiemen recono-
‘eimiento de firmas,

La meyor parte de los contratos de présta-
a0 no estan debidamente llenados.

Se han efectuado préstamos sin resgpaldo del

. eontrato respectivo X

Existen Letrag de Cambio y Cmtutog firma-
dos por socios que no recibieron prestamos

Hay Contratos de preltlno firmados 'por los
socios sin especificacion del monto adeu-
dado -

1
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NORTE COCHABAMBA
STA.CRUZ PUNATA

X X

X

X X

X X

X X

X X

X X
X

X
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1%,

15.
) 16.

17.

18.
19.

20.

e3.

No bay, explicacion clara acerca del uso
del préstamo y/o los documentos de pres-

. tnm no incluyen datos reales aobre su uso

tnc montos de préstamo aprobados por el
Comite de Creditos y los montos desembol-
sados no son iguales.

En muchos casos el aporte de los socios
es menor con relacion al prestamo recibido

Existen Préstamos por encima de los limi-
tes establecidos por el CROFQC

Se han efectuado extensiones de las fechas
de vencimiento de J.oa socios sin previa
aprobacion del Comiteé de Créditos. Tam-
poco existen soliciti les de extenaion de
purte de los socios.

In tarjetas individuales no indican el
msoato limite de préstamo

Hay diferencias scbre los montos que de-
ben los socios en sus contratos y sus
tarjetas

Los prestamos a corto y mediano plazo

" no tienen o carecen de un control ade-

culdo.

Inl prestamnl otorgados a un mismo socio
estan mesclados en una sola tarjeta y

los saldos aun no cancelados son inclui-
dos en los montos del préstamo nuevo.

No existe un control adecuado por parte
de la CI gobre el uso del préstamo por
los socios

Ios prutmos en mora no estan separados
de lus préstamos corrientes
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GRAN CHACO  NORTE "\ COCHABAMBA
YACUTBA STA.CRUZ ' _PUNATA
24, Existen préstamos en mora cuyo monto

L
\ : \

se puede amortizar con el monto de \

sus aportes X

25. El socio no lleva control de su deuda a : . \
traves de una libreta de prestamos y
amcrtizaciones X X

26. Existen archivos de socios retirados
en los archivos de los soclos activos X X

27. los préestamos concedidos por h'gerenci'.n
no son refrendados por el Comite de Cre-
dito X X

28. Hay deficiencias en el sistema pare de-
terninar el limite de credito para cada
socio. X X X

29. El Consejo de Vigilancia no.verifica la
: ox,ctitml Y legalidad de los montos de
prestamos con los registros de la CI, X X X

30.. El Consejo de Vigilancia no revisa los
docunentos de prestamo. X X X

v
L ]
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IV. INSTITUTIONAL CHARACTERISTICS AND RELATIONSHIPS

A. Iatroduction

Ihc SFO Project is 1n|c1tution111y speaking, one of the more

en-ple: development projects owing to the multiple project funding and

implementing agencies (Seqqe Figure § ).

Part of the task of the current

evaluation is to evaluate the adequacy of participant agency performance

with respect to the ICs and to each other. Specifically, in this

chapter wve discuss and evaluate:

- FENACRE and ONCICOOP in providing technical assistance to

the ICs;
BAB in providing credit to the ICs;

P.L. 480 in providing administration subsidies to the ICs
and to ONCICOOP;

the relationships, where applicable, among BAB, P.L. 480,
FENACRE/ONCICOOP, and the ICs; and

the current feasibility of forming a federation of ICs.

Recommendations are made, where appropriate, at the end of each

section.
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B. National Federation of Savings and Loan Cooperatives (FENACRE)

1. Description
-FENACRE is the executing agency responsible for providing ad-

-ministrative and technical assistance to the IC's participating in the
SFO project. Under the terms of FENACRE's agreements with USAID and
P.L. 480, such assistance is provided directly through a semi-autonomous
office created with FENACRE, called ONCICOC®. ONCICOOP has its own

. separate accounting and administrative systems. In-theory, FENACRE
supports ONCICOOP through supervising ONCICOOP activities and assuming
ultimate leéd. financial, -and administrative responsibility, including
-appointment of staff. Ia practice, this involves minimum expenditures
-of !ENACRE staff time. To date, no staff people from FENACRE's Cochabamba
‘office visited the three ICs to assist them or to access the efficiency
'of ONCICOOP/RRNA staff and/or to review the ICs' administrative credit
~disbursement system. What FENACRE provides is mostly intangible. As
-the most solvent and consistent of Bolivian coop federations, FENACRE
*pmvidu ONCICOOP with & measure of institutional prestige and political
nentrality wvhich, in the Bolivian milieu, is not insignificant.

: hﬁm. FENACRE Teceives a compensacion compensatoria of
-*4b ..1.-‘9.50.000 from ‘the P.L. 480 Title III :prograa for the 20-month

~period ending August 1981.
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FENACRE also receives significant indirect benefits from its
assoclation within ONCICOOP/RENA, particularly in the utilization
of f!Clll administrative capacity. Examples includae:

o Rent of FENACRE office space'to ONCICOOP/RRNA;

0 ONCICOOP/RRNA use (on fee-for-service basis) of FENACRE |
printing facilities;

0 Advertising in ONCICOOP publications; and

o Payment by ONCICOOP/RRNA to have au audit conducted by
FENACRE.

!!NACRE‘has not complied with two commitments required under
its agreement with P.L. 480: (1) the crcation of two new IC's and
(2) the undertaking of a feasibility study for a federation of IC's.
_Both of these items have been held up at the request of USAID,
pending the performance of this evaluation and the evolution.of

U.S.~Bolivian relations.

2. Problems o
".&hc SFO Project expires on September 1, 1981: and for the ICs to
coniinhn.io'function, soms provision for technical assistance is required.
In conversations with the evaluators, FENACRE's executive director
indicated the institution's basic satisfaction with present arrange-
ments placing ONCICOOP with FENACRE, and expressed the desire that

FENACRE®s agraement with- USAID be extended after the curreat project

expires.
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" However, little interest was expressed in FENACRE's taking a more
active role :I.n assisting the co-ops, either directly or through pro-
~wision of resources to ONCICOOP.

" «Tensions exist between FENACRE and P.L. 480 over use of P.L. 480
funds. Because of this conflict, FENACRE would prefer to gain greater
independence from its two funding institutions, USAID and P.L. 480, to
achieve greater flexibility in .fund use. FENACRE would also be
receptive to assuming responsibility from BAB for providing financial

-assistance.

3". _cit_n_él_tusions and Recommendations
. FENACRE fulfills a valuable role. as a "parking place" for the
ptoj‘e‘ct technical assistance unit. However, FENACRE's supervisory
role 1s mot well-defined in substantive terms. In addition, FENACRE
iaoneues real sl{lls in credit administration at a time when the ICs
-are performing inadequately in this area.
Ve Tecommend that steps be taken to:
-. 0. | clearly define FENACRE's current supervisory role;
o "-nxplo.n means to tap FENACRE resources, in particular
axpertise on credit administration and control, as part
-of :any extension -agreement; and

. -0 ‘~gxtend current FERACRE responsibility for:ONCICOOP on
4dateria (approximately two -years) basis.
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C. ONCICOOP .

1. Description
ONCICOOP is the project agency directly responsible for

assisting the IC's towards full financial and administrative self-

sufficiency.

It seeks to gssist in:

member education, in both technical and cooperative
fields, through courses, field visits, training of
extension agents, and elaboration of written materials;

development and implementation of administrative systems
through system design and training of co-op staff and
elected leadership;

‘facilication of CROFOC funding, including elaboration of

feasibility studies of CROFOC credit;

achieving increased coordination with regional, national,
and international institutions;

advising IC's in the implementation of input and product
marketing systems; and

promoting other profitable co-op services.

ONC}COOP is headed by a director appointed by FENACRE, who in turn

is advised by the RRNA Chief of Party. n January 1, 1981,

Tyrone Heinrich, a Bolivian national, assumed the directorship of

ONCIOOOP; replacing RRNA's Miguel Angel Rivarola who remains as RRNA

Chief of Party. Responsibility for project direction is thus moving

in the direction of greater Bolivianization.
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2. Problems

In the past, ONCICOOP activity has been hindered by several

factors, some of which are no longer active. These include:

\J

o Slow start - staffing not completed until March 1980;

o Funding uncertainty - political situation forced vital

suspension of travel from late July through early September

1980; and

o Internal staff conflicts - professional and personal

jealousies & competition/rivalries led to lack of
coordination, leading to new working structure in
September 1980 and March 1981.

The evalustors encountered a number of additional problems and

factors which require consideration should the SFO project continue.

inappropriate staff member skills;

lack of sufficient staff members should RRNA wigpdraw;
inappropriate geographical assignment;

objectives and benchmarks are decidedly overoptimistic;
training materials often too general;

delays in production of written materials; and

obstacles in introduction of computers.

These problems are discussed below.
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a. Staff member skills/qualifications

A number of problems relative to skill levels and

assignments have arisen during the past year and continue to plague

the project. These include:

(1)

(2)

Inappropriate assignment of staff

Individuals have been assigned to tasks for which
they have had inadequate experience or preparation.
For example, in Santa Cruz, deficiencies by ONCICOOP
technicans were noted in both use of existing
agricultural data and in analysis of credit/member-
ship capital information. In Yacuiba, at the time of
the evaluators visit, a young generalist economist
was to be assigned to revise the credit administra-
tion systems and assure better system implementation,
a difficult task under the circumstances which the
evaluators felt to be more appropriate to someone
with greater experience.

Lack of expertise in key disciplines

These include in particular:

(a) Unfilled position of an institutional credit
specialist during 3/4 of the year (as discussed
elsevhere, we have found serious deficiencies in
design and implementation of the member credit
system). Given existing personnel shortages,
ONCICOOP made the decision to use its personnel
in preparing feasibility studies which the
co-ops had proved unable to adequately elaborate,
rather than to supervise credit allocation and
system implementation.

(b) Lack of an experienced agricultural planner, with
proposal writing background, resulting in
deficiant proposals for both the 1980/81 and the
1981/82 agricultural years (as discussed elsewhere,
poor planning capability continues to exist at the
co-op level, even with ONCICCOP/RRNA technican
input, as evidenced by all the 1981/82 plans);

Devres
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“ (e) Lack of a social anthropologist with Bolivian\
experience to analyze, inter alia; \\\

o Role and use of credit in a traditional \
society; \

o Why technologies (e.g.,fumiggggrgg) not
being adapted as planned;

\

o Potential role of women, not only in their
own programs but in strengthening male
participaction;

o Social factors affecting the issue of

individual vs. group ownership of machinery;

@. The organization of participation at the GAB

level;

0 Motivational factors influencing small
farmers on whether to join the IC,

pugticularly group solidarity.

(3) Tadiatinguishabiltry between RRNA and ONCICOOP staff
members

RRNA and ONCICOOP técnicos are indistinguishable:in
quality, experience and responsibility. As a result,
RRNA people, with the exception of the director, do
not function in any advisory capacity vis-a-vis
ONCICOOP staff and little skill transfer is taking
place at this level, as originally expected. This
leads one to the question as to whether or not
expatriate technicians are needad.

b. Staffing levels
The RRNA team members, while technically advisory in

teras of work responsibilities, are in practice ONCICOOP staff

menbers. .They carry a significant share of the ONCICOOP workload of
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technical and administrative assistance to the IC's. An RRNA
departure after August 31, 1981, as presently conceivable, will.
further handicap the.technical asaistance effort. ONCICOOP/RRNA,
vhich curreﬁtly has a sufficient number of staff to carry out the
job, does not ilways employ them effectively and does not include

individuals with all the appropriate disciplines.

c. Staff logistics

Assignment of staff to assist the IC's has been
handicappeé by the geographic dispersal of the co-ops as well as the
lacﬁ of staff. The present system, initiated in September 1980, has
as;igned technicians to one co-op, with the intention of rotating
" them after six months to avoid over-identification with the  host
" co=op. Under this system, technicians are based and maintain
rasidence in Cochabamba.

This new system, like the old system where technicians assiatna
cq@cgdl co-opa, suffers from high costs in terms of money and staff
time occasioned by multiple trips between ONCICOOP headquarters in

Cochabamba and the field.

d. Over-optimistic benchmarks
A raviev of the quarterly reports, vhen available, of

1ndty;du41 technicians indicate :hn:‘objoctivca and benchmarks for
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periods have been consistently ovewoptimistic cpd as a result

unfulfilled. Attention must be given to making expectations wmore realistic,
either by lowering projections or, boosting performance, or both.

For example, with the existing staff it has proven impossible to

date to attend all the monthly GAB meetings, and impossible to offer

two cursillos every quarter to all GABs.

e. Training materials

"Co~op education" receives lip service from all project
participanf:s. yet its nature and effectiveness is rarely assessed.
It 1s the consultantg' belief and that of the ONCICOOP director that
:hc.re is a need to improve and customize co-op education materials for
" each co-op, taking into consideration cultural variables and recurrent
" local problems. The px;esent materials are uniform and oriented to
dg,‘theoutuil peoblems. For example, Boletfn Técnico # 9,
 Funeiones v _lg_lgoggilidades', needs to more simply characterize
the tmﬂlid.l of the board, the president, and the manager
llul hmu emphasize that these duties are performed as
-u"!:— to “. not for self-aggrandizement. Nowhere on paper
43 this acknowledged as a common probln.
; .Other m- are equally divorced from reality.
i"ll behﬂ' (I’Q possesses a better style, but still does not
m “m:l.bil:l.tiu in regards to loans. It also needs
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to give more examples about major problems. In "El Gerente", again\\
\Y
. \-‘

3
’:
\

there are no examples.

Manuals in some cases have been prepared using only in-house
FENACRE materials. We feel it would be a .good idea to consult with
other institutions, e.g. Ayni-Ruway, DESEC, ACLO, Agrocentral, to

discuss and adapt/use their materials. |

f. Delays in printing of ONCICOOP materials

ONCICOOP reportedly obtains the required thre@ bids for
printing sefvices, but has consistently chosen FENACRE's in-house
printer due to perceived advantages in terms of convenience,
timeliness, and ability to leverage satisfactory production.
‘However, the large volume of ﬁatcriala generated during the last
‘year have led to backlogs' in several areas, e.g. the co-op
accounting handbook which has been in the shop since October 1980.

Clearly, distributing the workload to other printers should be con-
sidered in light of FENACRE's complete disregard for time.

g§. Introduction of Computers
The introduction of computers iiito the IC accounting systems,
vhile technically desirable and in our opinion still feasible from
the technical and human standpoint (except in Yacuiba as pointed out
below), has been mismanaged from the beginning. The futlure to
consult local computer specialists familiar with Bolivian conditions

has: led to the following problems: Gudersjgee U409 "(}r
k3
" lefbire 75l coMpoi o
. N /{- espet’ ), Fo 2 Mw
138 “hm , Devres
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-computers vere purchased wvhich had relatively small ucmorioé.and
only one disc drive, liuitini potential use; \\g
stabilizers and auxiliary powver supplies, necessary due to the
undependability of rural electric systems, were not included as

part of the original purchase, leading to delays and extra costs;

a complete set of manuals is still unavailable in Spanish; .

the original program design did not include software packages

for key avevs such as inventory and credit control;

. computer courses were offered in July - August 1980, well before
thc.couputctl vere installed, leading to a reduction 1n.:hc training's
effectiveness. To date, the computer at the Gran Chaco IC has not f~4!/‘N

6'0%/‘.

baen instslled and the computer at the Santa Cruz IC is still {n
ics first trials; '

courses were offered in La Paz, where the operating conditions are -
far different from those at the ICs;

the six-week courses, attenued by most of the key IC accounting

. --parsoanal, left the co-ops without the capacity to adequately
:handle the co~op bookkeeping and administraticvn in the interim.

‘In the case of the Gran Chaco IC, this lad directly to s savere
daterioration in IC administration from skich the co-op has yet

€0 Tecover;

Devres
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] bccnu.; the first course did not cover all the specific needs of
the ICs, a second course had to be held in December; and
o the poorly designed credit disbursement system is still not

covered by one of the computer programs.

3. ONCICOOP Relations With ICs

ONCICOOP in the past few months has begun to take a hard line
vith the ICs over operating within project regulations. This asser~
tiveness is a result of project experience aﬁd the decision by the
project coniultativa committee (composed of USAID, FENACRE, ONCICOOP, P.L. 480,
and BAB/CROFOC) that no IC proposal lacking ONCICOOP's approval
wili be accepted by any of the participating institutions. Now,
ONCICOOP has the means, through the withholding of new subsidies and
‘losns as well as the withdrawal of assistance in the preparation of
loan applications, to pressure ICs which may violate program regula-
tions. :In the past, ONCICOOP observed the ICs making mistakes but
luqi its hands tied by lack of leverage and overrespact for co-op
independence (in certain respects, SNDC vas previously similarly tied
by bureaucratic and political conucrainél which borroving co-ops
exploited).
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4. Conclusions and Recommendations
ONICOOP, while in place, operates inefficiently with the few

resources it has been assigned, an'd in particular puts too much em-

phasis on cooperative education and too little on commercial/admini-
strative aspects.

Efforts in both areas have been handicapped by a number of factors
both outside and within ONCICOOP's control. These factors have in-
cluded:

o -assignment of individuals to tasks for which they have been
inadequately prepared;

0 lack of expertise among ONCICOOP staff in key disciplines;
"0 inadequate staffing levels;

0 inefficient staff logistics;

o Lnappropriaqe training material;

o mnismanagement of introduction to computers.

l!lv:!.ng in mind these problems, we recommend that:

0 Adequate staff, in numbers and in areas of expertise, must
. be provided to ONCICOOP. It is essential for the co-ops to
receive timely, expert technical assistance and guidance in
the elaboration of feasibility studies end in the implemen-
tation of projects in new sections. An example of where this
has been done, with some success, has been in the case of
the Gran Chaco IC, where machinery pool specialists have
. been contracted. Because an institution such as ONCICOOP
cannot maintain a complete extension staff, reliance must
be placed at times on short-term experts from outside, ex-
patriate or national. These should include: an agricultural
planner; an institutional credit specialist; and a sociologist/
. anthropologist. The latter could and should be contracted
locally.
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Given the fact that the RRNA team is working as part of
ONCICOOP, not merely advising, the RRNA team should not
be removed at the end of August without sufficient pro-
vision for staff replacement, preferably either through
the addition of new ONCICOOP personnel and/or the con-
tracting of short-term specialists for specific tasks.

ONCICOOP técnicos should be based at co-op sites in order
to minimize travel time and costs, increase ONCICOOP super-
vision, and maintain work continuity. The burden of travel
should fall on the ONCICOOP director and the RRNA advisor.

" Benchmarks should be made more specific and conservative.

Training materials should be made less theoretical, draw
upon Bolivian experiences, and be adapted as possible from
‘existing materials elaborated by other agricultural co-op
sponsors such as DESEC, ACLO, Agrocentral, and others.

Greater emphasis should be put on technical assistance in
administrative/commercial areas.

A local independent computer consultant should be c'ontfacted d? é
to advise on implementation of the computer systems; ‘b‘)

The design of the credit system should be revised before a
softvare package for credit is introduced;

The feasibility of introducing and maintaining a computer

system at the Gran Chaco IC should be carefully evaluated,

given Yacuiba's physical isolation from computer repair
services; and
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o RRNA's role should be modified to one long~term advisor and
selected, experienced short-term advisors as deemed
necessary. Short-term people in agricultural planning,
institutional credit and rural sociology/anthropology
should be brought in as soon as possible to reduce current

problems.

D . Banco Agricola de Bolivia/CROFOC--Performance and Adequacy of
Current Relationships

1. Description
The BAB assumed administrative responsibility for the CROFOC

beginning in January 1980, channelling AID-supplied funds to the
integral cooperatives receiving technical assistance from ONCICOOP .
BAB essentially (1) evaluates and makes loan decisions on IC loan
applicatibps, (2) disburses loan funds to ICs, (3) supervises loan
. use, and (4) collects repayments for eventual relending. Under the
_terms of the USAID agreement, CROFOC funds become the property of
BAB (although they will continue to be lent out to ICs until such

time as USAID and BAB determine otherwise).

2. .Problems
a. Evaluation/approval of loans
buring the first ycar'ot implementation of the BAB/CROFOC/
OMCICOOP system, substantial friction was generated between BAB/
CROYOC on the one hand and ONCICOOP and the ICs on the other over
delays in the cvnluntioﬁ and approval of loan applications. As far

as we could determine, and without gi%ing greater weight to one



factor or another, the resons for these delays appear to include

the following:

o Lack of sufficient prior consultation and agreement
between BAB and ONCICOOP over required substance and
format; .

0 Limitations on ONCICOOP field work due to suspension of
ONCICOOP advisor travel to ICs during late July, August,
and early September due to the political situation;

0 Inexpervience of IC and ONCICOOP staff members in
agricultural planning and feasibility study preparationm,
leading to delays and flaws in submission of applica-
tions; and

0 Delays and errors in analysis of applications by
BAB/CROFOC.

Delays in the loan appiications and review process are typical
of the start-up phase of any project. In the case of the SFO project,
ONCICOOP staff were new and generally inexperienced in feasibility
.ocudy preparation; the full ONCICOOP team did not form until the end
5! March, 1980; ICs were less capable than anticipated in project
étlpatation; data was scarce and use of existing data was minimal;
and one key ONCICOOP staff position (credit officer) was unfilled for
-most of the first year. BAB's requirement for full feasibility studies,
. under these conditions, proved burdensome. These factors undoubtedly
led to the ICs' tendency to exaggerated project feasibility,
financial returns, and individual IC financial needs, which in tum
-msy have made BAB analysis more difficult. Furthermore, BAB initially
sequired these feasibility studies in a specific format, and ex-
hibito& -om; inflexibility vhen applicationgcams in which did not fit
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this totuat.‘ In one case wﬁcrc BAB initially rejected a study as \i
inadequately done (in substantive terms), USAID and ONCICOOP persev%;;d,
and the final outcome (project approval with no modifications) .
suggests that the application contained the correct information but {
not in the form initially desired by BAB. We heard many complaints
of BAB/CROFOC delays which negatively affected timely project imple-~ %
pentation. BAB's response time in the third quarter of 1980 was 30
days, in contrast to the 1l0-day period required by the convenio. One

case in point concerns the Santa Cruz del Norte centro de acopio

project, where an alleged delay resulted from analytical errors on
BAB's part, including one documented error in arithmetic. Because
this project was not approved in a timely fashion, the IC appears

tunlikely to get even half the projected benefit during this year's
harvest now in progress.

The delays, money, and time incurred in the loan applications
‘é!bcCl"in developing countries are often as fimancially and
-pc&cholbgihllly significant ns'thc terms of the loan. Thus, there is
'a constant need to find ways to streamline the process and adapt it to
-small farmer needs. Many problems might have ‘besm resolved more
-quickly had BAB staff had greater flexibility im traveling from La Paz
- 20 OMCICOOP offices in Cochabamba or to IC sites.
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Since last year, much progress has been made in overcoming these
obstacles and problems. ONCICOOP and BAB staff have acquired more
-axperience,BAB's application requirements (in regard to substance and
format) have become less stringent, and communication has improved..
At present, BAB is asking for simple "profiles" of proposed projects.
However, as of our visit, no clear outline or definition of what this
"profile" might be has been agreed upon by the institutioﬁs in-
volved. Moreover, while the need for greater BAB staff access to
ONCICOOP and the field has been recognized, no concrete steps have

been taken to promote this on a regular basis.

d. Disbursement of Funds

Ouce loan applications have been approved by BAB/CROFOC's

.crcdit committee, numerous requirements, including BAB procedural -
‘steps as well as obligations of the ICS, must be fulfilled for the
.ic:-to obtain disbursements of loan funds. These requirements have
_4n certain instances delayed project implementation from several
-egeks to several months. They have prompted individual ICs to re-
quast disbursements in one lump sum rather than in several smaller
-amounts more matchad to IC ' credit or implementation needs.

.They have also cost ONCICOOP and individusl ICs lnrél amounts

-of money {n transport, taxes, commissions, atc. . (OXCICOOP estimates



that it has spent $b 380,000 in taxes, commissions, reproduction etc.,
solely to get necessary permits and approval from different GAB

agencies).

¢. Loan Supervision

BAB's laan supervision responsibility is to assume proper use
of loan funds. Local BAB offices confirm purchases on use on a
spot-check basis, theoretically though four-five visits/year.

Our impression, gleaned from inspection of documents, discussions
local BAB ;taff, and discussion with IC and ONCICOOP staff, is that
present BAB supervision is less-than-adequate at both the individual
member and co-op level. This i3 due in general to insufficient levels
of staff resources (both quality and quantity) and motivation at the

" local level leading to fewer and less effective visits than programmed.
For example, in Yacuiba in 1980?:§AB office had only two loan supervisors
for 750 loans to area farmers. High staff turnover, lack of experience,
administrative chores, and inclement weather made it impossible to
-supervise these and IC l1oans as well. The local BAB office assumed at
'the project's beginning that the IC would supervise and discipline its
-gocios, but that has not happened.

Greater interactics between local BAB offices and ICs is required.
In addition, closer anniylil of existing loan formularios prior to field
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visits voul& probably h.lp'BAB employees to focus on problem areas&\
. hy
ONCICOOP supervises co-op loans more closely than BAB. For example,

-we have observed that it is ONCICOOP which first becomes aware of '
\

improper use of loan monies.

The degree of BAB coordination with IC's in regards to preventing'
duplicative loans to co-op members has varied with the office. In !
Yacuiba, BAB has attempted to compare lists but the IC has failed to
respond. TYn Montero, the co-op has offered to share information but
it was not .until recently that the local BAB office, at outside
initiative, agreed to respond.-

- The lack of coordination between the IC's and BAB can and has led
to instances of loan abuse by members.

Examples of abuses include:

0 Separate loans from BAB and the co-op for the same purpose

. (three instances of this were found in a sample of elected
officials of the Gran Chaco IC);
. o. .CO-op members with delinquent loans from either the co-op or
: BAB continue to receive loans from the other institution
(e.g. the new president of the Santa Cruz del Norte IC,
as of March 20, 1981, is delinquent on a $b 25.147 BAB loan.

With interest and penalities, he presently owes more than
$b 40,000) .

4. Lloan Collection, Delinquency,snd Extension
loans are repaid by the IC's, generally directly to tﬁc local
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BAB office. "As of mid-1986, the total CROFOC loan program includi&é

Vo

loans to co-ops not participating in the IC system which were made EH

prior to December 22, 1979 has . US $§ 2,794,421 in loans out- j
standing, of which 85 percénc is "normal"”, 2 percent vencida, and

13 percenten ejecucidén. Of the 85 percent normal, almost a third,

or 25.5 percent,of total CROFOC loans have been rescheduled for one
reason or another, to avoid default. Heaningful.figures to compare
with this figure will not be available until mid-1981, after the
‘harvest is in and loans come due.
However, it appears that given BAB's current rate of interest
(6%) charged to co-ops, and its low penalities (32 through the first
. 30 days, 4% after 30 days, 5% after 60 days, and 7% after 90 days)
‘relative to the 237 interest .rate available to co-ops in savings
accounts, there is little financial incentive to re-pay immediately.
BAB can authorize loan extensions to co-ops provided that
a;dcqult; justification (excessive rain, pests, or disease, etc.)

.can be documented by BAB/CROFOC or local BAB staff.

3.. Institutional Options-——Future BAB Role
Xssentially three institutional options present themselves at

Zhis point:
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0 Maintain status quo - BAB to remain as administrator of
CROFOC, with minor modifications to make loan process
more efficient: This option has the advantage of re-
qQuiring little additional outlay in resources and the
least apparent risk. ,

0 Move toward greater BAB participation in the SFO Project '
\
\

As proposed by BAB, BAB would receive resources from
USAID and share in promotional work and preparation of
feasibility studies. The alleged advantage to this option
is the speeding up of the process of creating new ICs and
funding new projects, and so utilize existing USAID funds.
The drawbacks include additional outlay for project scaff,
division of responsibility for cechnical and promotional
assistance between BAB and ONCICOOP, and the requirement
to create a new capability within BAB. BAB is a bank, not
" & promotional organization, and lacks promotional technical
assistance experience.

0 Cut back BAB role in administration of CROFOC

This might prove impractical, giveam the existing agreement
between BAB and USAID which gives ownership of CROFOC funds
to BAB. However, the continued separation of financial
assistance from technical and promotional assistance main-
tains many inefficiencies in terms of financial resources
and time. Eventually, it might be advisable and feasible
to channel USAID funds to the creation and capitalization
of an independent Cooperative Bank, including ONCICOOP and
perhaps initially attached to FENACRE but ultimately in-
dependently owned and controlled by borrowing cooperatives.

4. Conclusions and Recommendations
raan/ch!oc has been generally successful in approving and
disbursing loan monies to the ICs. However, the loan process suffers

from:
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delays in approving and disbursing loans due in part to
bureaucratic requirements and failure to fully define
and communicate application requirements;

inadequate loan supervision by local BAB offices at
individual level due to limited staffing and interest;

and

inadequate exchange of credit information between local
BAB offices and the ICs due to lack of interest om both
parts.

BAB should seek ways to speed loan approval and disbursement,

including: -

o

Relocating BAB/CROFOC office to Cochabamba to work more
closely with ONCICOOP and the ICs;

Simplifying the process for authorizing field travel for
BAB/CROFOC staff;

Jointly (with ONCICOOP) defining and simplifying CROFOC
loan application requirements; and

Simplifying and streamlining disbursement procedures,
thereby encouraging disbursements in smaller sums to

-more exactly match individual co-op cash needs.
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E. P.L. 480 Title III Program

1. Description
. P.L. 480/Title III has supported the Small Farmer Organiza-

tions Project through a three-year grant totalling approximately US
$3,000,000. These funds have subsidized the following irrecoverable

project costs:

0 the operating costs of ONCICOOP (including seven staff
salaries);

o - a portion of the operating costs over three years of the
three participating integral cooperatives, diminishing
from 100 percent in the first year to 80 percent and 40
percent in the second and third years, respectively; and

‘0 the services provided by FENACRE.

2. Problems
Support by P.L. 480 beyond August 31, 1981 is in doubt due

principally to budget uncertainties associated with current U.S.-
Bolivian relatious.

- As a binational public imstitution, P.L. 480 must be accountable
to its source of funds and thus in turn requires accountability from
its grantees. A substantial body of regulations, forming part of the
agreement between FENACRE and P.L. 480, describes procedural and
substantive guidelines gor use of P.L. 480 monies.

Devres
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Interpretation of these guidelines has been a continual source of
tension between P.L. 480 and FENACRE/ONCICOOP. On the one hand, P.L.
480 has insisted that FENACRE/ONCICOOP abide al pie de la letra,
vhile on the other, FENACRE/ONCICOOP feels P.L. 480 has been overly
strict in relation to FENACRE/ONCICOOP's purchasing procedures,
types of purchases, and work plan modifications. FENA (E/ONCICOOP
feels it could function more effectively without these restrictions,
and that as an essentially private institution, it should have that
flexibilicy.

In relation to this coﬁflict. it appears that:

.0 P.L. 480 may be motivated by doubts about program efficiency

and effectiveness to take an unusually inflexible stand on

satters pertaining to the agreement between P.L. 480 and
FENACRE;

0 The two institutions have exchanged correspondence which have
been interpreted by each recipient as insulting, biased, and
not, in good faith, intended to further project purposes.

‘An-:accurate estimate of program requirements for future subsidi-s

is presently unobtainable, In particular, the financial uncertainties

facing the IC's, which have been documented elsevhere in this report,

umake it ftui:lclo to attempt to estimate the level and duration of need

for an outside subsidy such as P.L. 480 praesently provides. In the

past, feasidbility studies have been consistently overoptimistic, and
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current plans, as pointed out, are similarly flawed. The degree and
speed of inpieunntion of recommended financial and administrative
reforms is another unquantifiable variable. Finally, the number

and timing of new entraants to the IC system, and their size, compositiom,
and activities, are also currently unquantifiable.

ONCICOOP requirements for outside support also are difficult to
quantify, since they depend upor co-op performance, number and character-
istics of co-ops, and staffing levels.

In particular, the issue of whether tocharge self-sufficient co-ops
on a dues or fee-for-service basis (possibly at some percentage of
the direct costs of providing a particular service) must be examined if

and -when the ICs become financiclly self-sufficient.

3. Conclusions and Recommendations

P.L. &80 provides substantial support to the SFO Project through
~its sdninistzacive subsidies. This support brings in its train certain
spending snd reporting requirements, which in their application have
pmmerated comflict with the project implementation agency. These con-

' !J.icu ased to be resolved if the present institutional arrangements

. _l-:'to m after September 1, when the current project expires.

The ICs and the technical assistance entity will need contained financial
s=pport !'lq!‘-u source for several years to come. The following
ne-nd‘ndcu are udc.z

o e s -
P
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Thlt‘all partiés involved make a stronger effort to communicate
and consult regularly and with greater empathy;

That P.L. 480 consider easing the interprecation of
its regulations affecting uce of funds to permit FENACRE/
ONCICOOP greater flexibility;

That P.L. 480, if funds are available, continue to fund
ONCICOOP/FENACRE, preferably at the levels implied by the
staffing and other recommendations made in this report.
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r. !cdcrati&n of Integral Cooperatives? .
The present agreement between USAID and FENACRE gllowl for the

creation of a federation of integral cooperatives to assume responsibility
for ONCICOOP at the agreement's expirztion- (September 1, 1981).
Alternatively, if no federation exists by August 31, FENACRE will

acquire all ONCICOOP property.

The agreement authorizing an IC federation was concluded at a time
vhen optimistic projects were current in regard to the number and fi-
nanciai condition of the iptcgrul cooperatives. These projections
have since been scaled down. Reality is that only three ICs presently
exist, none of which can be unequivocally judged to be financially and

. administratively self-sufficient. These and other changes since the
_agreemant's conclusion have prompted USAID, P.L. 480, ONCICOOP/FENACRE,
and BAB/CROFOC to éu.stion vhether a federation 6! integral cooperatives
is presently feasible or desirable.
| Thi; section of the present evaluation seeks to shed some light on:
S .Hhh: responsibilicies and functions might a federation assume?

0 What factors have'to be present for a federation to be success-
fully founded and to make sense?

0 Should a federation be created?
It ms been suggested that some co-op leaders desire a federation

for tha "wrong" reasoas, e.g., control of ONCICOOP property, cheaper
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loans, more Q.gotiating pover with outside institutions, leadership
status, etc. On a more principled level, of course, the case for a
federation and IC control of ONCICOOP essentially rests on arguments of
beneficiary control and self-determination.

The counter-argument put forth by project sponsors stems from these
institutions' need for guarantees of proper resource utilization con-
sistent with project goals. This is particularly due to the sponsors’
accountability to their own source(s) of funds.

Ié.is not the evaluators' intention to argue the political or
philosophical merits of co-op control of ONCICOOP or other project
resources. Rather, this report suggests technical criteria to be

_used in determining the advisability and desirability of proceeding
.with the formation of an IC federation as follows:

1. What Responsibilities and Functions Might a Federation Assume?

Much discussion has centered around what a federation might
be and do. This discussion in turn can be divided into:

' o What resources might the federation assume responsibility
for and control?

0 What technical functions might a federation undertake?

What resources might the federation assume responsibilit

for and control?
The federation has essentially been proposed as an organ~

isational slternative to the current institutionmal structure vhereby

UASID snd P.L. 480 have contracted FENACRE/OMCICOOP to provide technical

'
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assistance to the integral coéperatives. The ICs, in this alternative
view, would elect a representative board of directors, with ONCICOOP
as its secretariat, much as savings and loan cooperatives have FENACRE.

The iCs. through the federation, would thus be in the position of
providing technical assistance to themselves through ONCICOOP. The ICs

would more directly influence the provision of technical assistance
through the control of ONCICOOP resources.

b.
assume responsibilicy?

Apart from the current technical assistance and education
functions ;hich ONCICOOP provides to the ICs, additional technical
fuqctions theoretically exist which a federation might fulfill. These
includ~:

0 channeling new subsidies or loans to member organizations;
o facilitating IC imports and exports; and

o purchasing inputs--machinery, pesticides, fungicides, ferti-
lizer, etc. — in bulk at savings to member cooperatives.

Political/informational functions which a federation might perform
include:

0 aggregating and representing common IC interests before other
institutions;

0 exchanging information on common problems of an adainistraive
or technical nature; and

0 assisting the organization of new ICF.
Other possible. functions undoubtedly exist, sand should be deter-

mined through conversastions among the ICs, USAID, and other concerned

t

133



organizations prior to establishing any federation, possibly as part

of an in-depth feasibility study.

The idea was suggested that a future federation play a stablizing/
consdlidating role for member co-ops. However, this concept was not
elaﬁorated in any detail.. Moreover, it appears to imply a disciplinary
function which is likely neither feasibile nor adviseable for a de-

mocratically-run federation to undertake.

2. What conditions are Necessary for the Organization of a Tederation?

For a federation of ICs to form and adequately function, the
following conditions at a minimum should be fulfilled:

o member co-ops should have the interest and initiative to
ascertain the legal and financial requirements for es-
tablishing a federation, through consultation with INALCO,
legal counsel, the Ley General de Cooperativas and other
applicable laws), and financial sources as appropriate;

o member co-ops should be sufficiently numerous and have the
demonstrated financial solvency to support a federation.
In the absence of financial self-sufficiency, USAID or other
organizations should be willing to support it;

o member co-ops should require a sufficient volume of services
(services which by themselves individual ICs are unable to
adequately provide) to justify the federation's existence and
permit the creation of an adequate administration in the long
term;

o a favorable context should exist within the cooperacivé move-
nent and the potential should exist for good relations with
¢co=-op and other institutions, public and private;

0 a federation, under present and foreseeable national political
" conditions, shou.d be able to in luence rural/agricultural
development policies, programs, and projects (USAID/B originally
vieved the creatior of a network of private sector, farmer-owned
cooperative agribusinesses as a counterweight to consumer pressure
groups which, it felt, unduly influenced public pricing policy
for agricultural commodices);
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o ICs should be sufficiently democratic in structure and process
to effectively articulate and represent broad small farmer
interests at thg local, regional, and national level;

0 USAID and other program sponsors must be willing to accept
the formation of en organization one of whose principle ob-

' jectives might well be political lobbying for additional sub-
sidies, either from USAID, GOB, or other internmational donors;
and;

o Sufficient functions must exist which cannot be done at all or
are ineffectively or inefficiently done under existing
institutional arrangements.

3. Should a Federation be €reated?

In ;he interest of stimulating thinking about the desirability
of a federation, some subjective conclusions are presented below.
These conclusions indicate that création of a federation, while
.poslibly desirable sometime in the future, is still premature. Argue-

ments against the present creation of an IC federation include:

0 To organize a federation within the next year, without re-
solving the many administrative, financial, and personal con-
_flict problems that ex :t at the co-op level, would merely
"extend these problems .o the federation level;

* 0 "Skilled personnel are lacking and should be saved for co-op
level functioning. The greatest need exists to expand down-
wvard to assure a properly functioning, participatory IC, rather
than to expand upward; .

0 A federation would exacerbate the tendency toward politicization
of the ICs (for this reason alone, it may be better for
financial/technical staff and project sponsors to retain some
influence);

0 Fev common interests exist, if any, to justify a federation.
* The IO are geographically dispersed and produce different
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agricultural products. Of more immediate concern should be
greater coordination at the local level, such as in Yacuiba,
wvhere the Comit& Inter-Institucional del Desarrollo Rural
(CIDER), composed of various local institutions (including
BAB, IBTA, and CODETAR) lobbies for better government po.icies
for the Gran Chaco region; '

0 A new subsidy for a federation would contradict the objectives
== financial self-sufficiency, businesslike management, etc.
==~ that USAID has been seeking for the last five years;

0 A federation would risk introducing political criteria in place
of technical criteria into the allocation of ONCICOOP's re-
sources;

o Insufficient numbers and financial/administrative self-sufficiency
of member co-ops implies greater costs and outside subsidies,
particularly in relation to the co-op resources available and
the benefits expected;

o Many, if not most, functions of a federation can be accomplished
through other, existing, cheaper means (e.g., export/import
companies). Since IC products and input needs vary, the present
potential for joint purchasing and sales appears limited, and
in any case can be done without a federationm.

New institutional arrangements, such as a federation of IC

should be promoted only when the need is clearly established after

careful investigation. New institutions often face great start-up

costs qnd political/administrative hurdles, and often suffer from the

same problems as existing institutions.

4. Co-op Interest in a Federation
Co-op interest in a federation at present appears low. Only

one individual actually raised the subjact to the evaluators during

their li; weeks in Bolivia. In response to direct questions, two
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co~op prcsidfncs showed no ?csirc to organise a federation, \:
preferring instead to concentrate on local problems. One of cheoe,\ip
fact, confided that iapeciaily during the present political circumséaﬁces,
ONCICOOP advice and influence stabilized the co-op, in particular pr;-
venting the resurgence of p§11t1c31 and personal interests and con- ’\
flict. This individual, while favoring progress towards IC independenhe
and a federation in the long run, felt short-term councerns for stabiligy

and local consolidation should take precedence. With exceptions, a

small sample of individual co-op members felt the same way.

3. Conclusions and Recommendations
In theory, a federation is a good idea. However, it appears

that ii is still premature to.organize such an institution. At amimimum,
a fully functioning federacio; is two years away, and likely more. To
undertake a federation feasibility study at the present time may also
be premature, given the uncertainties of continued funding, co-op
financial performance, and number of system participants. Before a
feasibility study is initiated, at least two new ICs should be created
and efforts to bring other existing ICs into the system should be made.

FYor a federation to succeed, it must have prospects for financial
self-gsufficiency. Any increase in IC membership, through creation of
oev ICS or absorption of‘ existing ICs, will directly assist in raising
the potential volume of federation services towsrds a breakeven point.
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In addition, a requirement for fedcration participation might be set that
each IC exhibit financial independence and pay membership dues to ‘he
federation. In this way, the federation might more quickly achieve self-
sufficiency and at the same time serve as an incentive to more efficient
co-op financial performance.

One step which might be taken at present is the creation of a
consultative committee of IC representatives. However, responsibility
for initiating and funding this mechanism should rest with the interested
co-ops. To be consistent with the project's goal of promoting fin-
anéially and administratively self-sufficient co-ops, USAID aﬁd other
sponsors should avoid conflicting signals which would be sent by
inftiating and approving yet another subsidy. The project, overall,

- 1s on its way towards overcoming the costs of past paternalism, but

the progress is fragile and should not be unnecessarily endangered.
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V. SYNTHESIS OF FINDINGS AND RECOMMENDATIONS
AS TO CONTINUED PROJECT FUNDING

A. Achievement of Project Goal: Extent to Which the Program is
Attaining the Goal of Developing Four Viable and Financially
.Independent Integral Cooperatives ,

The Small Farmer Organization Project has made substantial progreés
towards the original goals of developing viable and financially inde-
pendent integral cooperatives and a system to nurture them. This chapter
summarizes our findings on the extent to which the program is attaining
these goals and the uncertainties which the program continues to face,
concluding with recommendations on the changes required to promote
project success. |

.l. Accomplishments

None of the three ICs evaluated have reached financial self-suf-
ficiency. Our financial analysis (including a performance of a detailed
cash flow analysis and close inspection of co-op financial records which
can be found in Annex 3) indicates particular problems in the Cochabamba
IC, which was expected to be seli-sufficient this year, and in the
Gran Chaco IC. The only IC which to date has substantially met its
‘finsncial projections is Santa Cruz del Norte. Evo; ia this case, how-
ever, no assurance exists that the co-op will reach seif-sufficiency as
projected by early 1981, given the adaministrative problems noted and the

riskiness of the ambitious economic program to be implemented this coming

year.
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In sum, it is our determination that the projections elaborated

by the ICs are to a grenter:or lesser degree overly optimistic and ohght
b

to be revised to better conform with reality, taking into consideration,

in particular, the present limited administrative capacity of each IQ'

2. Future Uncertainﬁies

!
Continued weaknesses in the SFO Project threaten the long-term

viability of the co-ops. These weaknesses have been discussed in detail
in the body of the report but can be summarized here. They include:

o design and implementational difficulties in the credit
systen, leading to higher delinquency rates, especially in
medium-term loans;

0 demonstrated poor planning capabilities, leading to marginal
projects which do not contribute to co-op self-sufficiency;

o overall poor managément in areas of administration, account-
ing, input supply, and projects;

0 government policy uncertainties with respect to milk and oil-
seed prices, diesel fuel price and availability, etc.;

o inck of coordination at local level between IC and local BAB
office;

0 delays in loan approval and disbursement process;

o gaps and inefficiencies in technical assistance; and

0 external funding uncertainties.
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B. Recommendation for Continued Funding

1. Advisability of Continued Funding

Funding for the Small Farmer Organization Project expires on
September 1, 1981. Does there exist both a financial need and a justi-
fication, grounded in USAID project selection criteria, for continued
project funding? The Devres team, based on its analysis of the data
presented in this report, feels that both a need and a justification
exist, and that USAID should support, or arrange for the support of, a
project extension.

As noted above, none of the three ICs presently parcicipatiné
in the system can be described as financially self-sufficient. Nor are
they self-sufficient in administrative terms. Each counfronts serious

_problems in almost every major area of endeavor.

Continued outside financial and technical support is required

to resolve these problems. This support must consist of (1) subsidies
- for the provision of technical assistance services (i.e., operating costs

—..0f ONCICOOP) and (2) operating subsidies for the individual ICs.

. The SFO Project has been an extremely costly one for project
'jlionlorl.- Lack of an early baseline study and sethodological difficulties
in quantifying the benefits of institution-building mske it impossible to
calculate s benefit cost ratio, but it is undoubtedly low. Over the past

five years, the project has not been particularly efficient nor effective,

and the two project asendments in 1977 and 1979 were a response to these
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observed deficiencies. However, the most important consideration f;r
USAID now is not these "sunk costs", but the costs and benefits of K
continued support. - \&
The Devres team believes it is possible to make the co-ops s!lf-
cufficienc, possibhly wirhin the time frame contemplated in the present
subsidy scheme. To do so, USAID should: \
0 assure that increased and improved technical assistance is E
provided to the co-ops; and
o assure, using the threat of cut-off of funds if necessary,

that the co-ops implement the changes recommended in this

report and by technical assistance providers.

2. Changes Required to Promote Project Success

In order to justify continued sponsorship of the SFO Project,

and increase its chances of success, USAID should immediately consider
requiring that:

o the IC financial projections, particularly those of the
Cochabanba and Gran Chaco ICs, be revised;

o planning capabilicties be strengthened prior to the next
agricultural year through (1) provisiom of short-term expert
technical assistance in agricultural planning, (2) integration
of report-writing with planning, and (3) regular generation,
aggregation, and utilization of agricultural/credit data at

co-op level.
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(gz) o 1in all cases, operational plans be elaborated in conjunction
' uith the financial projections, with the object of having a
yardstick to measure present and future activities leading to
financial self-sufficiency;

[gs) o the accouﬁcs of the Cochabamba IC, as soon as possible, be
reconciled with those of BAB/CROFOC so as to determine the
correct amount of the IC's debt;

6 , 0 the credit system of each co-op be re-designed and better
implemented to assure greater control over loan use and amounts
(specific suggestions are presented in the body of the report
and in Annex 5); and

(’7} 0 & resident advisor with considerable experience in institutional
credit and in cooperative process be appointed for the Gran
Chaco IC to implement changes in credit and administration
and to provide a counterweight to the influence of the co-op

president. —

v - —

The Devres evaluation team found it particularly disturbing to find .
eoitinutdgidcficicncics and omissions in areas identified in July 1979 by
a USAID audi:\topott. Annex 6 provides a copy of the audit report's
roco-.ndation;; . These recommendations, alch;m;h overly stringent,
financially b“rd.;.°ff' and in some cases unrcn;}htic. do parallel the
suggestions prcocntcd\ig this report, particularly in\regard to credit,

\ and should be consulted by project staff. _
\ T, ! ‘t\\)(/{
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In the medium term, USAID should consider requiring that the ICs:

-

improve co-op accounting practices (see body of paper for
specific conclusions and recommendations);

improve supervision and, internal control in the input supply
stores (see body of paper for specific conclusions and
recomnendations) ;

improve extension and technical assistance through
[ ]

= expanding extension staff, sh!fting resources as possible
from the office to the field (particularly in the Gran Chaco
IC);

= shifting emphasis from formal co-op education activities to
technical assistance;

- integrating the extension agents into the agricultural
planning process by requiring simple data collection
activities (and de-emphasizing time-consuming reporting
requirements); and

« {increasing the tapping of local technical resources poten-
tially available from MACA/IBTA, CID, Misidén Briténica,
Misién Suiza, private commercial enterprises, and other area
development institutions;

analyze the actual and potential role of women in the coopcraiivc.

and as poslibic create wvomen-oriented programs with the goals of

‘lowering losn delinguencv smons member households and comhattine

social scratification/income diffarantisation within tha cnenna; and
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/J ' 0 promote more dcubcracic, decentralized member parcicipation';hrough:

enforcing regulations against loan delinquency and other

credit abuses by leaders; \:‘
- \
} . = . encouraging leadership turmover and broad geographic and so$io-

economic representation;

- organizing all required committees and councils and providing
practical orientation; :

- providing greater staff support to committee/council functioning,
particularly in the case of the Credit Committee.

', . - - -
— et

3+—1Institutional lssues-
S

2 If USAID intends to achieve the original project goals, it must /

AN

arrange for continued support. The current institutional supoort structure,
linking two project funders (ﬁSAID and P.L. 480) with essentially two
implementing agencies (FENACRE/ONCICOOP/RRNA and BAB/CROFOC), although
unwieldy, appears to offer the potential for providing the broad support
the ICs still require. New institutional arrangements should not be
created without major justification, which in this case do not yet appear
to exist. USAID should therefore seek to extend the current system of
institutional support, consistent with the recommendations in this report.

=
\
lysis in the body of this report indicates strongly that

to organize a fderation of ICs now or the near future (i.e., within two
[ \

years) would be jremature\given the current financial :\e administrative
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7
believes that the goal of Q»fcdcration to eventually assume program re-

o

’l/ /‘ /.
lponsipility'gs & good .one under certain conditions. In this regard,
/ . o ‘
S / . :
the ‘team recnmmends that USAID: X

(L)o encoura~e the formation of a consultative committee, fomposed
of IC representatives, should the ICs endorse the concept and
allocate co-op resources to facilitate meetings;

0 examine the possibility of bringing existing co-ops into the
IC. systen, Qith a view toward more quickly creating the resource
base and demand for services necessary to support and justify a
federation; and,

2 0 develop guidelines for forming an IC-managed federation which

explicitly link this process to the achievement of financial

self-sufficiency by the co-ops.

'% 4. Final Comment

The problems encountered in this project are considerable. How-
ever, given the complexity and diffiirlty of building viable inltitutiong
in the Bolivian milieu, and the ‘ignificnnt progress made to date thanks
to the cfférts of\thc many individual and institutional participants, we

N,

consider it worth tﬁi_additionnl marginal investment required to put the

N
co=-ops on a sound financial and administrative fooZing.

1] -

I /’
' \ . ' Y

/

27 Ayl
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"A.

ANNEX 1
SCOPE OF WORK

General

The Contractor's technicians shall examine the Small \
Farmer Organizations I project to assess the extent \
to which che program {3 attaining the goal of developing
four viable financially independent integral cooperatives;
idencify the key elements concributing to the success

or weakness of che cooperatives and cooperactive

model employed; and make recommendations on whether

to proceed with the integral cooperative model and

if so recommend adjuscments which may be necessary

to ensure the successful promotion of integral
covperactives in the future.

Specific

l. Wichin this broad scope, the technicians shall
focus on che following issues within each of che
integral cooperatives:

4. the cooperative members' underscanding and
exercise of their rights and responsibilicies

b. the function of Basic Associsted Groups (GCABs)
in relacion to their responsibilicy for
coordinating member training courses and .
receiving credic applicacions

Ce. the adequacy of cooperacive directors to promote
the long-term development of the cooperatives and
their compliance with cooperative regulacions,
especially regarding repayment of loans

d. cthe relacionsips between the elected officers,
the salaried employees, and the GABs

6. the establishment and adherence to financial
controla, such as the timely submission of
tinuncial statemencs, ddec uate internsl credit ’
coterols and the maincenance of 4 low race of
Jelinquency at che level of the Cooperative
and at the level ot che memburs.

Devres
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The technicians shall provide che tollowing proje.c-
wide decurminacions:

de

b,

d.

an ~valuacion of exiscing projections for each

IC co reach self-sufficiency Erom outside subsidies
(This will require up-to-dace and realiscic projections
of costs and income and other analyses of che economic
financial and soc.al base of each cooperative.)

an evaluacion of FENACRE and ONCICOOP in providing
cechnical assistance to the ICs, viewed in reildction
to cheir current work plans. The type and amount
of technical assistance which will be nceded, on 4
vearly basis, by each ot the cooperatives over the
next five vears should be determined.

an evaluacion ot che function af BAB in providing
credit to the [Cs by means of cthe revolving credit

fund, including a consideracion of timeliness
of disbursements, the collection of loan
repayments, and the provision of financial
advice co the ICs

evaluation of the adequacy of the relationships
between the BAB, PL48Y otfice, FENACRE/ONCICOOP,
and the ICs with recommendations tor merovxng
these relationships

teview the role and adequacy of cthe PL 4du
Ticle II1 program in providing adminiscracive
subsidies for the cooperatives and for

ONC2COUP and escimate che level and duracion of
continued need for this suppore

the current feasibilicy of forming a federation

of integral cooperatives, including che objectives
of such a federation, its function and its relacion=-
ship to FENACRE/ONCICOOP, as well as to cthe CROFOC
fund within che Bolivian Agriculcural Bank.

a comparison and evaluation of the chree variations
of cthe incegral cooperative model being developed
in the Gran Chaco, Punata and Montero cooperatives,
and an assesscent of the adviseabilicy of using

the basic mo'l¢l in che formacion of addicional
cooperatives."

cee——T
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ANNEX 3
PINANCIAL ANALYSIS !

Resultados Financieros de las Cls
Introduccidn | :
El andlisis de la asctual situacion finenciera de las Cooperativas ;ﬂte-
grales: "Gran Chaco", "Santa Cruz Norte" y "Cochabamba" (CIs), se ha
efectuado con el proposito de determinar si las CIs han logrado alc;nzar
un nivel de autosuficiencia financiera. ;
Pera el presente andlisis se han utilizado los estados financieros audi-
tados por la Federacion Nacional de Cooperativas de Ahorro y Crédito de
Bolivia (FENACRE) correspondientes a la gestion 1979, (con excepcion
de la CT "Cochabamba" cuya auditoria fue realizada al 30 de junio de
1979).

&
Se han analizado los resultados financieros de las CIs y comgéado con
les proyecciones que se presentaron en los estudios de factibilidaed o
en las proyecciones financieras.
El periodo que cubre este analisis comprende la gestion de 1980 (Enero
1° a Diciembre 31), basado en los estados no suditados y preparados
por las CIs. Este trabajo sin embargo tiene sus limitaciones y no
constituye un analisis completo de todos los aspectos financieros
de los CIs, fundamentalmente debido s la dificultad de obtener la in-
formacion y sl limitado tiempo disponible para su elsboracion.
Zn general la falta de proyecciones con una base mids real hen distor-

siocnsdo considersblemente las posiciones financierss de los CIs y hen cmu-

de.
sado diferencias considerables con los resultados efeetives an cada CI,

1/ Tha cash flov analysis vhich forms the basis of this section vas
pecformed by zlul-ftnto of USAID/Bolivia's Comptroller's Office.

)
<
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Ios resultados actuales de las tres CIs muestran que ninguna de ellas han
alcenzado una posicion de autosuficiencia financiera al 31 de diciembre

de 1980, esta situacidn puede permanecer o empecrar si no se efectian co-
rrecciones en sus planes operativos y si no se toman bages mis reales para

su elsboracion.

1.1. Gran Checo - Yacuiba
a8) Resultados Financieros

Ia CI en Yacuiba he producido une perdida neta de $b 981,935 1/ en 1la
gestion que termina el 31 de diciexbre de 1980. (Ver cuadro 1 ). El1 '
excedente neto esperado para este periodo segun los presupuestos de Ingresos
y Egresos del proyecto de factibilided era de $b 543,376 incluyendo los sub-
sidios para costos de operacion.

El resultado de la CI incluyendo subsidios, intereses ganados bor dinero

depositado a plazo fijo o en ahorro, etc. durante el mismo perfodo <ve el

siguiente:

Pérdida neta 1580 $  (981,935)
Subsidios & 1,741,983

Intereses sobre fondos en ahorro 224,862

Diferencia de cambio 102, 750 2,069, 585
Excedente en 1980 1,087,660

Zs decir que une gran parte de los subeidios (56.4%) fue destinada s cubrir
1a pérdida neta de ls CI.

y 81a tncluir los subsidios, intereses en Cajas de Ahorro y/o diferencias
+de cambio.

e ——
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Llos costos de ventas d§ insumos agricolas durante este mismo per{odo fueion
del 8%, 1o que d1i0 un margen de gannncias bruta de 18%, Considerando que
la Cf soporta la competencia de los comerciantes y por tanto debe regular
sus precios de acuerdc a los existentes en el mercadoy cre?moa que este
sargen de ganancia es aceptable.

Los servicios de la maquinaria agricola tienen costos muy elevados (84%),
sl se toma en cuenta que la maquinaria es nueva, Creemos que :stay costos
se :lncrenentlran considerablemente cuando la mquinaria esté funcisando

se rerd’ afeclacda on

“lu plena capacidad, entonces la CI Wﬂ; sus fu-

turos resultados. (Este punto sera tratado en forma separada en el capi-
tulo relscionado al Pool de Maquinaria).

En la gestion anterior la CI ha logrado recuperar casi el 100% de los
préstamos concedidos a sus socios, su mora ($b 4,500) fue insignificante.
Para los créditos concedidos en la presente gestion se espera una mora
mucho mayor puesto que este afio agricola m'my apormal, esta situacion
afectard necesariamente su posicidn de caja cuando la CI tenga que cancelar
sus obligaciones al CROFOC. Durante la gestidn de 1980 1a CI tenia los
siguientes saldos en efectivo al finalizar cada mes incluyendo los subsidios.
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Sglolos dinero

cads /i Je mas

1980
Enero

Febrero
Marzo
Abril

Mayo

Junio
Julio
Agosto
Septeimbre
Octubre
Noviezmbre

Diclembre

.V
3,087, 964
3,013,977
2,970,940
2,703,294
2,293,789
2,475,954
2,630, Lok
2,101,069
1,306,795
7,365,121
3,143,207
2,475,182

Un detalle nas amplio sobre el origen y el uso de estos fondos se pueden ver

en el cuadro No, 3 .

El siguiente cuadro muestra c‘u’l f.ue' el comportamiento del efectivo en la

Cl.dwvonTe Lo ’csf-'o;v '9 Jo.

1/ ‘Incluye dinero en cajs, caja chica y Bancos.

o ﬁ"

y o
8.
ot
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. COOPERATIVA INTEGRAL DE SERVICIOS "GRAN CHACO™ LTOA

m . ; Cl.llm "o 2
Flufo de- '/ por b perfodo de Eneno 1% Diclembre 31, 1980 (En Pesos Bolivienos)

T ENERD FEBRERO [MARZO  ( ABRIL | MAYO JUNIO  yJuL1o AGOSTO | SEPTBRE  OCTUBRE | NOVIENS. otc'uﬂ
‘hdl» a prlnelelos de nss 2191278 13087984 13013077 |2970940) 2703294 | 2293789 |2475954 | 2630404 | 2101089 | 1306795 | 7365121 | 544320
Ohigen de Fondss ) .

Mlstase cROFOC - : : 3289503
Sabiidios y Donacisncs 391028 . 1000000 | 114885
Intereses aobre préstansy 1% 245 17014 11583 18493 6364 2546 204 149
Ventas y Comisiomes 13307 5266 540 13037 | 16416 | 21686 10673 634 40 176 | 1622
Cuotas de Ingreso y Aportes 12700 12200 5000 1500 12085 6050 5000 13198 11900 | 0300 | 145800 | 35927
Pagos aecibidos de CBF ) 9068 . 1225912 L
ro:z:. aecibidos pox anticipade 3224 8386 | 106345 | 833s2| 135888 | 357705 | 204982 | 225994 17456 177129 | 2731 ] 3870
y
Intercses ganados sobre ahesrss : 14706 9628 | 90716 o . 44108 ‘”“1
Otros ingresos : R B - REEN : 1 -
Fondos gemerados em ef mes 420390 25852 | 126691 89127 ] 179075 | 487901 | 252319 | 268958 |11404s2 V14791215 | 172917 | 116932 )
Jotal efective en el mes 3201668 | 3113816 |S140568 |3050067 | 2882359 | 2781690 |2728273 | 2899362 3241531 |16098010 | 7538038 | 3580180
'_":ui—o de Fondos
Amortizacibe CROFOC 1050458 2153399
Intercses CROFOC 172975 30865 '
Compra de insumos y otrss 84684 17510 | 175487 | .0 - 19596 621 26138 | 99557 | 4s8000]
Equipe agrlcots, heraanientas ¢ otrss 8562907 | 318199 | 49072
" Oastss saawials ds squips agaissta | 31850 | seses 2400 | 5300 -o- 575 5135 18774 | 22409 10042 | 63770 | 7832
Gastos administratives 25189 | 41904 60598 | 78595 | 100033 | s2467- | 2132 16280 | 112664 124208 | 123239 | 164538
Equipo de Oficcna 20184 | 44004 | -o- -0- | -o- -0- -0~ -o- | 100820 | 4830
A-‘mt;:im, pago de obligaciones y | 75415 12590 1" 64746 | 146190 | 471037 | 72207 | 71408 | 743733 | 575599 1104 | 1204982 | 400685
Fondos utilizados en el mes 123704 | 99839 169728 | 376773 | ssssso ; 30573 | 97869 798293 11934736 | 8732889 | 4094831 |1084957
Fondos disponibles & fin de mes 087964 | 3013977 | 2970940 2795223 | 2103769 | 2475954 [2630404 | 2101069 1326795 | 7385121 | 3443207 2475182
OSSP SRS EUOBESEGEEREESS FEESSE NS SR ESErESEESNASEREREESE ..lll’l‘..'..'l‘....l...'..llI... voosssssasbasasssssssd ssssmsw




MOVIMIENTO DE FONDOS

Sal?o a principios de la gestion 1980 $b 2,791,278
Mas: Ingresos de fondos

a) Ventas, servicios, recuperaciones de

credito, intereses, etc. | $ 3,276,128

b) Préstamo CROFOC 13,289,803
c) Subsidios 1,505,988 18,071,839
Total fondos disponibles durante la gestion 20, 863,117

Menos: Egreso de fondos
a) Amortizacion e Intereses CROFOC $o 3,407,707
b) Compra Ge insumos y maquinaria
agricola 9,811,861
c) Costos de administracion, compra

de equlpo para la oficina y pago

de otres obligaciones 5,168, 367 18, 387,935
Sasldo a fines de la gestidn 1980 #b, 2,475,182
. : SN TENENeses

’
El promedio de saldos en efectivo durante 1980 fue de aproximadamente
CrYvae Mo
$b 3 millones, cuyo monto omeidesemes muy elevad- si comparamos con su
cartera que alcanza aproximadamente a $b 1,4 millones. Esta situacién
enpeora durante enero de ;981, puesto que la CI solicitd al CROFOC la suma
de $b. 6,068,430 adicionales para labores culturales y compra de equipo

agricola.

180


http:wdeve.me

2n el anilisis del uso de los fondos al 17 de marzo de 1981 se ha obaervado
que existe la suma de $b 8, 336, 230 en caja de ahorro o a plazo fijo perci-
biendo intereses que varfan del 17% al 22% anual. (Ver cuadro No. ;2' e )
esta situacion muestra que 1a CI h: ’:.—/:"{‘_3 pas dinero de lo que ‘ac-
tuslmente puede usar en propositos de crédito agricola. Los terminoa‘

del contrato suscrito con el CROFOC indican que la CI no podrd invertir
estos fondos en otros propdositos que no sean aqu;iloa especificados en

el contrato, inclusive se establece que.el CROFOC puede suspender los desem-

1

bolsoa si se.evidencia esta situacion. |

Al analizar el Balance General y el Estado de Resultados al 31 de diciembre
de 1980, (Ver cuadrosNos, ¢ :;;_ji) se observa que la liquidez de la CI tiene
una relacion de 1,38 a 1 esta gituacion que no es may favorable, puede em-
peorar, s%;:;ectﬁa una depuracion de los inventarios o de las posibles deudas
en mora as{ como aquellas otras cuentas no my lf{quidas (subsidios a cobrar,
neguros anticipados Yy depositos en garantia) El cociente acido para esta

CI es de 1.16 a 1, esta relacion si bien tedricamente es aceptable, creemos
que puede reducirse considerablemente si se 5:3::3'1. estimaci;o; de la deuds
en mora debido al mal afio agricola.

El {ndice de liquidez de los bienes de cambio nos da un coeficiente de 5.30
. ¢l mismo que muestra un alto grado de movilidad en los almacenes y la impor-
tancia que adquiere en la estructura de la CI.

R 1ndice de los costoa de operacidén (33%) muestra el grado de la eficiencia
administrativa, de acueyds a este porcentaje 18 ™ esti aln my lejos de poder

sv mive/ 8aFtisjacTerio

-alcanszar un-nﬁi---n l‘ﬁilillillil
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%y Fondos CROFOC

Ia Cooperativa Integral de Servicios "Gran Chaco" Ltda., recibid del CROFOC
durante la gestidn 1979 el monto de $b 3,203,867 (Ver cuadrosNos.___y )y
amortizd la totalidad durante el afio 1980, Duranie este periodo solamente
tuvieron un monto minimo de morosidad ($b 4,500).

En septiembre de 1980 se firmo un contrato de préstamo con el CROFOC por

$b 26,529,773 para cultivos ($b 11,594,608) y adquisi~idn de maquimria ($b
14,934,965). De este monto el CROFOC desembolso la suma de $b 13,289,783 en
octubre, 1980 para cultivos ($b 3,219,948) y éara compra de maquinaria

($v 10,069,835), los que f.:ron transferidos a su'cuenta corriente del Banco
en Oruro, agencia de Saéta Cruz, para facilitar sus transacciones de compra
deequipo y otros en ese mercado.

Ia Cooperativa ha efectuado las adquisiciones de los equipo, pero al momento
de esta evaluacion faltaban por entregar 3 cosechadoras adquiridas de la Com-
plﬂil Intermotor BRL (Santa Cruz) a quienes se les pagd anticipadamente el
costo total de $b 1,125,000, la entrega debia efectuarse en diciembre de 1980.
"los Tepresentantes de esta compafiia han manifestado que recién estaban em-
barcando 1los equipos a Yacuiba debido a problemas de demora en la fabrica y
@ las determ naciones de caricter econdmico que tomd el gobierno el pasado
mes de enero, restringiendo las importaciones.

Por otra parte se compraron 3 cultivadoras de la Compafif{a Ciagro (Santa Cruz)
“por un monto de $ 3,652,050, El1 Contrato (noviembre 1980) establece qus el

0ago ge efectuard a la entrega del equipo. Hasta el momento de nuestra visita
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al proveedor, estos equipos no fueron entregados aun, la demora se debid
a que el GOB no extendid permisos para su importacidn, pero que recién se

regularizd esta situacion y lan 3 cultivadoras se remitiran a la Cooperativa

en breve plazo, —,

T ’ ’
No se han adquirido aun 2 camionetas para los cuales se recibio el dinero,

En enero 1981 la Cooperativa recibd un segundo desembolso por $b 2,103.300
para labores culturales (Ver cuadro No _/3 ), de este monto se depositaron
en plazo f£ijo (30 dias) US$ 60,000, equivalente a $b 1,470,600, al dia si-
guiente de recibir los fondos.

En enero 1981 se efectud una transferencia de los foudos de Cuenta Corriecte
a ddposito a plazo f1ijo (90 df{as en el Banco de Credito de Oruro [Agencia
Santa Cruz) por $b. 2,000,000).

En el mismo mes de enero 1981 la Cooperativa solicitd un tercer desszbolso
al CROFOC por $b 4,865,130 para la compra de 3 cosechadoras y 3 trilladoras
los que se depositaron en plazo fijo (90 dfas) en el Banco de Crédito de
-.Opuro (Agencia Santa Cruz) en la misma fecha en que se recibieron los
fondos.

Ios certificados de depdosito a plazo f£1jo no se encontraban en las oficinas
de la Cooperativa aunque gogﬁn la gerencia del Banco de Crédito de Oruro
(Agencia Santa Cruz) éstos fueron remitidos cportunamente.
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¢) Fondos PL 480 Titulo III '
E1l PL 480/T{tulo III (PL 480) durante la gestion de 1980 ha desembolsado

el monto de $b 1,391,023 de un presupuesto de $b 2,467,323 (56.4%), destinado

2 lou‘gastos de administracion y funcionamiento de la CI. El PL 480 tiene su

propio instructivo contable para facilitar los descargos financieros del uso

de los fondos. En nuestra opinion creemos que la CI estd siguiendo las ins-

trucciones del PL 480 y que los fondos asignados por esa oficina se estdn

utilizando para el proposito programado.

Al conzluir la gestién 1980, y de acuerdo al presupuesto programado del

PL 480 para e;ta CI, el monto de subsidio por cada uno de los 230 socios

de 1la CI alcanzo a $b 10,700 -cuyo monto es mas del dcble con relacién al

nﬁmera de socios proyectados para el mismo afio éue fue de 600.

Segin la Carta de Entendimiento suscrita entre el PL 480 y FENACEE, la

primera tiene el derecho de supervisar el manejo de los fondos y las acti-

vidades de las CIs en forma periodica. En el caso de esta 6I haata ahora

. no se efectud una auditoria o una revisidn por parte del PL 480 con excep-

cidn de la revision de los descargos financieros.



CUADRO No. 1
Resultados de ias Coomrativﬁa Integrales sin considerar Subsidios e Intereses
por_depdsitos en Caja de Ahorro durante la gestion que termina en Diciembre
31, 1980 .

Gran Chaco Norte Cochabamba
Yacuiba Sta, Crugz Punata
Utilidad durante la gestion $o 1,087,660 $o 55,7 $b
Menos: otros ingresos
Interés percibido de caja de
aherro y/o diferencia de cam-
bio $ 327,612 124,088
Subsidios 1,741,082 1,429,987
Total otros ingresos 2,069, 595 1,554,075

Pérdida en la gestion g 5321!2:22 $b_(1,498,358) $b
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CUADRO No. 3

FONDOS EN CAJA DE AHORRO y/o PLAZO FIJO AL 17 DE MARZO DE 1981

sesneasn
Ahorro o
Pjazo Fijo
1. Banco de Crédito de Oruro (Yacuiba (US$ 60,000) a un mes
plazo, certificado No, 73/81 (vence marzo 2k, 1981) $v 1,470,600
2. Banco de Crédito de Oruro (Yacuiba) de acuerdo a libreta
de ahorro 500
3. Banco de Credito de Oruro (Santa Cruz)
3.1 Depdsito a plazo fijo (90 dias con vencimiento al
14 de abril de 1981) (No existe certificado) 2,000,000
3.2 ' Deposito a plazo f£ijo (90 df{as con vencimiento al 23
de abril de 1981) (No existe certificado) ' L, 865,130
Total en Caja de Ahorrzo y Plazo Fijo ﬁ 8.;:6,2:0
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CUADRO No. 4

RESTMEN DEL CONTRATO DE PRESTAMO # L06/80 ENTRE EL BAB/CROFOC Y IA

COOPERATIVA INTEGRAL DE SERVICIOS "GAMM CHACO" LTDA

A.
B.
cC.

Fecha de la aprobacidn: Septiembre 26, 1980

Mooto del préstamo

Propdsito del prestamo:

a)

b)

Gastos de Operacidn de Cultiyos
1,485 Has. Soya
729 Has. Man{

'1,550 Has. Maiz

Adquisicion de Maguinaria
5 tractores 120 HP
6 " 60 HP

. b Arados 120 HP

2 Rastras 120 HP
1 Rastra 60 HP
60 HP
3 Sembradoras

1 Arado

3 Cultivadoras

3 Iumigedoras

3 Cosechadpras de aoya

3 Trilladoras de Soya

3 Chatas o0 barandas

3 Tanques de 3.000 litros
; Tanque de 4,000 litros
2 Camicnetas
Herramientas

187

$o €%5,880
N, 834, 726
214,000

$o_ 339,608

$ 683,812
B¥R, 525
4,275
0,410
®,196

8,910

;m, 998

M, 0855
W, 725
90, Lo5
8,271
26,378
®,91.
™, 285

26,529, 773



Total para Cultivo y maquinaria 26, 529,57

D. Desembolsos del BAB/CROFCC

a) Primer desembolso Octubre 8, 1980 : $ 13,289,783
Cultivo de Soya $ 1,808,730
Cultivo de Mani 1,197,018
Cultivo de Maiz 214,200
| $o 3,219,948
Maquiraria y Herramientas $o_10, 069, 855
Total §2 12;2821782

b) Segurdo desembolso Enero 19, -.1981 2,103,300

Iabores culturales

¢) Tercer desembolso enero 23, 1981 4,865,130

3 Cosechadoras $ L,270,725
3 Trilladoras | 59k, 405
$_ 4,865,130
Total desembolsado al 31 de enero de 1981 $ 20,258,213
Saldo por desembolsar 6,271, 360
26,52
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CUADRO No. 5

ESTADO DE LOS FONDOS RECIBIDOS Y AMORTIZADOS POR IA COOPRATIVA INTEGRAL DE

SERVICIOS "GRAN CHACO" LTDA. AL 31 DE ENERO DE 1081

(En Pesos Bolivianos)

189 |

CROFOC
Deserbolsos 1979 y 1980 SNDC BAB
Septiembre 1979 1,931,240
Diciembre 1979 1,272,627
Octubre 1980 13,280, 783
Total fondos recibidos hasta Dic.31,1980 3,203,867 13,289,783
Amortizaciones
Septiembre 1980 (1,050, 468)
Noviembre 1980 (2,153,399)
_Total saldo par pagar al CROTOC a
‘diciembre 31, 1980 .= 13,289,783
Bblcubénsol 1951
Enero 19,1981 2,103, 300
Znero 23, 1981 . 4,865,130
Total saldo por pagar al CROFOC '
e enero 31, 1981 20,258,213
Snunammn

TOTAL

1’ 931’ 2'40
1,272,627

13,269,783
16, 493, 650

(1,050, 468)
(2,153,399)

13,289, 783

2,103, 300
L, 865,130

20,258,213



1.2. Santa Cruz Norte - Montero (Santa Cruz)

Esta CI que tiene aproximadamente dos aflos y medio de funcionamiento’inicié

sus actividades con 543 socios y, al finalizar la gestion de 1980 tenfa

584 socios activos, cuyo capital social ascend{a a §b 2,061,664 y la sitia

segunda en importancia después de la CI de Cochabamba.

Las dreas de actividad en las que la CI hab{a proyectado trabajar eran las

siguientes:

a) Credito de ganado lechero, b) Crédito agricola,

¢) Repros

ductores de porcinos, d) engorde de porcidhos, e) Planta mezcladora de

alimentos, f) Comercializacion de insumos y productos, 'y g) Crédito para

maquineria agricola.

las proyecciones para 1980 fueron bastante cercanas e los resultados obteni-

dos en el aflo, tal como se muestra en el cuadro No. l&

CUADRO No.1lé

( En Pesos Bolivianos )

Credito Lechero
Credito Maquinaria Agricola

- Comercializacion y Crédito Agricols

Menos: Costos de venta

Utilided Bruta

Resl

245,288
4,187,535
2,362, T76
6,795,599
6,043,565
-

Proyeccion
247,076

4,126,000
1,183,160
5,556,236
4,773,239
122307

Diferencia
(1,788)
61,535

1,179,616

1,239,363

1,270, 326

¢ 30,963)

n coyto proyectado fue de 89% del total de las ventas Y el resl ruo{ de

86%.
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8in enblrgo,cunndo se consideran los costos de operacion, el resultado de

la CI se transforma en una perdida de $b. 1,498,358 1/ (Ver Cusdro No. 1).
Sin embargo el resultado negativo esperade para este ailo fue Qe $b 2,930,124,
sin incluir los subsidios y los intereses en ahorro. Eata CI hs proyectado
llegar a una situacion de autosuficiencia finsnciera en 1982. Creemos que
con los ajustes necesarios sobre bases mas realisticas en las areas de sus
actividades, puede alcanzar este objetivo en el plazo fijado, siempre y
cuando no influyan factores exdgenos.

El resultado de la CI para la gestion de 1980 incluyendo los subsidios y

los intereses ganados por dinero depositado en ahorro es el siguiente:

Pérdida neta 1980 $  (1,498,358)
Subsidios . $ 1,429,987
Intereses sobre dinero en ahorro 124, 088 1,554,075

Excedente en 1960 !2 55,77

El 95.4% de los subsidios fue destinadc a cubrir el déficit de la CI.
Al anslizar el sistema de credito de esta CI se ha observado que no existe
un procedimiento adecuado para determinar los saldos en mora. Este problems
surge especialmente cuando un mismo socio tiene simultamente, préltluo ]
corto y a mediano plago. Ia CI para el control dispone de una sola tarjetas
la misma que no muestrs los vencimientos, este dato tampoco aparece en los
contratos,

. Se ha observado también que la falta de informscidn entre el Banco Agricola

uupdo'ocllionnr que un socio de la CI que ya obtuvo préstamo para un pro-

1./ -84n 4neluir los subsidios y los intereses percibidos en Caja de Ahorro.
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i

posito puede adquirir otro prestamo del BAB para el mismo proposito. mSes

-

P
\

\

!

Si no se oorrigen estas deficiencias, creemos que la cartera en mora:de

, \
la CI va a ser importante y dif{cilmente podra cumplir con su plan dﬁ

amortizaciones al CROFCC.
e

|

(E1 Salance al 31 de diciembre de 1970 no muestra el monto de la deuds en

mora precisamente porque no existe un procedimiento pars determinarlo.

La posicion del efectivo al finalizar cada mes durante la gestion de 1980,

incluyendo subsidios e intereses percibidos por dinero en caja de ahorro

fue la siguiente:

1980
Enero
Febrero
Marzo
Abril
Mayo
Junio
Julio
Agosto
Septiembre
Octubre
Noviesbre
Diciesbre

3/ Incluye dinero en Csje, Caja Chice y Bancos.

’
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Pesos Bolivianos
Saldos de dinero
cada fin de mes 1/

1,639,736
1, 500, 770
1,656,002
1,011, 749
991,435
949,973
486,575
221,93
2,190,126
1,106, 470
6, 496, 536
2,062,981



Ver el Cuadro No.,4 del Flujo de Fondos scbre el origen y su uso.

El Cuadro No.l7 nos da el resumen del movimiento de fondos durante la

gestion de 1580:

CUADRO No. 17

MOVIMIENTO DE FONDOS

(En Pesos Bolivianos)

Saldo a principios de la gestidén 1980 865,135
Mis: Ingresos de fondos

a) Ventas,servicios, recuperaciones de

crédito, intereses, etc. 5, 397,919

b) Prestamo CROFOC 8,962, 570
c) Subsidios . 1,8 16,232,885
Totul fondes disponibles durante la gestion 17,098,020

Menos: Egrescs de fondos
a) Amortizacion Intereses CROFOC 1,052, 540
b) Compra de insumos y maquinaria agricols 6, 762, 326

¢) Costos de operacion, compra de equipo,

uuebles y pago de otras obligaciones 7,220,173 15,035,039
Saldo a fines de la gestion 1980 2,062,981

El promedio de saldos en ‘efectivo, después de deducir fos fondos de cambio y el
de Caje Chica fue aproximadamente de $b 1,6 millones, este saldo comparado con
1a Cartera al 31 de diciembre 1580 fue aproximademente de un 17%. Como quie ra

-
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que en este saldo estd iambién inclufdo las subvenciones del PL 480, y el
promedio mensual de préstamos durante esta gestion fue de $b 791,000, cree-

mos que el saldo en efectivo se encuentra en nivel aceptable,

Por otra parte, en el analisis del Balance General y el Estado de Resultados
al 31 de diciembre de 1380 (Ver Cuadros Nos. 8 y 9), el {ndice de liquidez
de la CI no es mxy alentador alcanzando la relacion de 0.99 a 1, la si-
tuacion empeora al efectuar la prueba de acido, cuyo resultado es de 0.77

a 1, sdemis esta ;elacién no esta afectada por el monto de la deuda en mora
1a cusl disminuirf{a ein mucho mis su relacién de liguidez.

Ia liquidez de los bienes de cambio da un coeficiente de 6.55 que muestra
un ilto grado de movilidad en inventarios. Nuevamente se ve que en esta

CI las actividades de compras, inventarios y almacenes han alcanzado una
gran importancia en sus actividades motivo por el cual es necesario mejorar
su edministracion.

El -{ndice de los costos de operacion para esta CI fue del 27%, el mismo
que indica que la administracién ain no ha llegado a alcanzar su nivel
aceptable.
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4) Fondos CROFOC " !
Ia CI "Senta Cruz Norte" Ltda. recibio un prestamo inicial del cnor\?d/srmc
gor $b 3,500,000 para credito agricola y labores de lecheria. (Ver Cuadro
Fo.ll ). Amortizd $b 525,000 en abril 1980 y por el saldo renegocid c\:on el
CROFOC/BAB, debido a dificultades confrontadas en las recuperaciones? el
vencimiento de esta cbligacion se cumplfa en junio 1981, las nuevas amor-
tizaciones se _efectuarin en cuotas de $b 595,000 cada junio a partir de 1981
hasta 1985, y los intereses cada semestre a partir de diciembre 1980 hasta
Junio 1985.

En septiembz.'e de 1980 la CI y el CROFOC/BAB firmaron su primer contrato por
el monto de $b 4,833,150 para gastos de operacion y cultivo, mejoras semi-
permanentes y destronque. En.noviembre 12, 1980 el BAB aprobd la solicitud
de los repregentantes de la Cf para cambiar los ;::-:: de inversion y el
namero de hectareas a cultiv;arse aunque no se modifico el monto total del
préstamo.

De este total el CROFOC/BAB desembolsd hasta marzo 20, 1981 (fecha de nuestra
evaluscion) $b 3,611,400, no existe una fecha fija para el desembolso del
saldo de $b 1,221,790. las amortizaciones de este préstamo empiezan a

partir de octubre de 1981 con un monto de $b 3,406,150 y luego en cuctas

de & 475,000 hasta 198k,

El 24 de octubre de 1980 la CI y el CROFOC/BAB, firmaron un segundo contrato
por el monto de $ 16,5&5,“&3 del cusl se desembolsd $b 6,092,150 para cubrir
-1 60% de los gastos de infraestructura, cuyas amortizaciones deben empezar

--.a efectuarse en octubre 1981 hasta 1986 (6 aﬁo- plago).

yo
'S
wd
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En nuestra visita al CROFOC/BAB (agencia provincial) se nos indicod que esta
oficina efectud la primera supervision en octubre 22 al 25, 1980, con rela-
cidtn al desembolso de $b 2,650,000 correspondiente al ler prestamo, compro-
bandose que la utilizacidn de los fondos alcanzaban al 72%. Por etra parte
observaron que los creditos para destronque y preparacion de suelos (nor-
malmente a amortizarse en 4 afios) se estaban concediendq:blazos de 18 meses
solamente, esta situacion, se nos indico que causaria problemas en las
Tecuperaciones y aumentaria la mora de los préstamos. '

En esta CI también se estan utilizando fondos del crédito para depositarlos
en ahorro con el proposito de obtener intereses mayores a los que cobra

el CROFOC/BAB, al 31 de diciembre 1980 estos fondos aacendign a $b 849,437 y
durante la gestion de 1980 la CI ha percibido un total de $b 124,088 de intere-

ses por este concepto.
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c) Fondos PL 480 Titulo ITT
El presupuesto del PL 4BO para la gestion de 1980 fue de $b 2,700,377
destinado a cubrir gastos de la administracion e inversion.
Al finalizar la gestion de 1980.13 CI ha utilizado el 99.7% dél presupuesto
de gastos administrativos, pero no ha podido utilizar los fondos para in-
versiones. En realidad la CI adquirid 2 camiones por un precio total
de $b 830,000 (el presupuesto fue de $b 1,267,000) pero hasta la fecha
de esta evaluacion, los documentos que legalicen la propiedad a nombre
de 1a CI no se han podido obtener de los vendedores (colonizadores bra-
silefios en el area de Puerto Grether). Segin fuf{mos informados el do-
cumento que falta para legalizar la compra,es la pdliza de importacion
que se encuentra tramitandose en la ciudad de La Paz. Mieatras no se

.,+.-.:3wa' ol vso de

tengan los documentos de compra en orden, el PL 480 no pedeheubiftasr
los fondos presupuestados.
De acuerdo a los documentos revisados, creemos que la CI estd siguiendo
las instrucciores formuladas por el PL L30 para el usoc de estos fondos
¥y en nuestra opinidn éstos estan siendo utilizados en los propdsitos
progfamndoa.
Al concluir la gestion de 1980, y de acuerdo al presupuesto programado
del PL 480, el subsidio para cada uno de los 584 socios fue de $b 4,624
cuyo monto var{a may poco ($b L4,500) con relacion a los 600 socios pro-
Yectados para ese mismo aio,

E1 PL 480 tampoco efectud una revisién é°cerca del uso adecuado de los fondos

asignados a esta CI.
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1.3.

Cochabamba Ltda. - Punata (Cochabamba _ ‘

El capital social de esta :CI'ai finalizar la gestion de 1980 era c;e'
$ 3,732.798 correspondie:ite a 1.597 socios distribuidos en 20 GABs,
lo que ;Ia un promedio de aporte individual aproximado de $b 2,337, | ,
Ias dreas de actividad en .las que la CI habi{a proyectado trabajar er%n
las siguientes: a) Cultivo de papa, b) Cultivo de maiz, ¢) Cu.ltivo'l
de avena forrajera, d) Compra de yuntas, e) Compra de motobombas, f):
Compra de cerdos y g) Compra de ganado lechero. .

Ias proyecciones para el affo 1980 fueron muy optimistas con relacion a
los resultados efectivos obtenidos en ese aiio, debido a falta de bases

mas reales para su proyeccidn segin se muestra en el cuadro No. 18

CUADRO No. 18

PROYECCION DE INGRESOS Y COSTOS
(En Pesos Bolivianos)

Real Proyeccion 1/ Diferencia

Venta de Insumos ' | 3,193,180 22,030,500 (18,837, 320)
‘Ventas Leche 1,43k, 323 4,428, 000 ( 2,993,677)
Avena Forrajera Lo, 643 615,000 ( 574,357)

Alimento Concentrado 42,887 Ehg,soo é 302, 713)
Ingresos por ventas » 741,033 27,419,100 22,708,067
Menos: Costos de venta 3,1‘12,7&1 26,276,680 ﬁaa,ug,eeoi)
931,2 1,142,420 211,178)

Ingresos financieros y

Cuotas de ingreso 1,401,231 3,951,023 ((2,549,7%2)
Ttilided bruta : 2,332,473 5,093,443 2, 760,970)

Luando se restan los costos de operac:lén J;’ht.mlidades brutas, el resul-

tado de las operaciones reales cambia para conwertirse en une pérdida neta

.7

A/ . Fuente: Proyecciones de la Cooperativa Integral ds Servicios "Cochabamba'

"Itds. Punata-Bolivia pars los affos 1979 - 1981

Devres
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de $b 1,223,718 2/ (Ver cuadro No. 1).

El resultado negativo esperado para esta gestion fue de $b 1,107,376 sin
incluir los subsidios y los intereses a ganarse por dinero en caja de
ahorro.

Al comparar los costos de ventas sobre sus ingresos se ha observado que
1la diferencia entre lo real (80.2%) y lo proyectado (95.8%) no es muy sigr
pificatived sin embargo al comparar los gastos reales de operacion con
relacion al total de ingresos se observa una brecha considerable con lop

proyectado (58.5%§ contra 19.8%), segin se muestra en el cusdro No. 19

CUADRO No. 19

CUADRO COMPARATIVO DE COSTOS
En Pesos Bolivianos

Real  Proyectado

Ingresos por ventas 1980 4,711,033 100% 27,419,100 120%
Costo de Ventas _3,779,791 __ 80.2% 25,276,680 95.8%
Ingresos Totsles 1580 6,112,264 100% 231,370,123 100%
Costos de Operacidn 3,573,234 58.5% 6,200,819  19.8%

El resultado real de las actividades de esta CI para la gestion 1980,
incluyendo los intereses ganados por dinero depositado en caja de ahorro

fus el siguiente:

Perdide neta 1980 $ 1,223,718

Subsidios ' $b 525,708

Intereses sobre dinero en shorro i 60,301 1,166,000
' Férdide 1iquida en 1980 | $ 57,709

.2./ -81n dncluir los intereses ganados en Caja de Ahorro y subvenciones.

¢

t
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1os annxo; 10 y 1ldel Balance General y Estado de Ganancias y Péerdidas
muestran con mis detalle la estructura financiera de la CI durante los .
aflos que terminan el 31 de diciembre de 1979 y 1980.

Durante la gestion de 1980 ,ﬂ CI efectud una reserva para las cuentas
incobrables h $b 298,617 equivalente al 20% de las dedudas en mora.

El Cuadro No.20 nos muestra la composicion de las deudas en mora.

CUADRO No. 20

DEUDORES MOROSOS
(En Pe Pesos Bolivianos)

largo plago ' 333,288
Corto plazo \

Gestidn 1977 49,129

Gestidn 1978 332,730

Gestion 197§ 727,939 1,100,798
Total deuda en mora 1,443,086
Castigo 20% sobre deuda en mora - 288,617

El monto de $b 288,617 se aplicd integramente a los gastos de operacién
en la gestion 1980.

El porcentaje de deude en mora con relacion a la cartera total a: 31 de
diciembre 1980 asciende al 13.5%, sin embargo este porcentaje puede ser
eun mayor, -pwque la CI no ha dete:-1inado los saldos en mora de las

otras cetegorias de préstamos (Emergencia y Fomento agro artesanal).


http:Gentl.6n

La posicidn del efectivo al finalizar cada mes durante la gestion de 1980.

incluyendo subsidios e intereses percibidos por dinero en caja de ahorro

fus la siguiente:

1980

Enero
Febrero
Marzo
Abril
Mayo
Junio
Julio
Agosto
Septieabre
Octubre
Noviembre
Diciembre

Pesos Bolivianos
Saldos de dinero
cada fin de mes 1/

2,422,873
1,658, 715
2,066,883
1,930,295
2,168,151
2,137,388
4,379,320
4,982,939
1,501,110
9,940,073
9,259,430
8,411, 365

l

1
1

!

Para un detalle mayor sobre el origen y uso de los fondos ver el Cuadro

Ko. §

1/ Incluye dinero en Caja, Cajs Chinca, y Bancos
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El promedio de saldos en efectivo, después de deducir el fondo de Caja Chica
para el primer semestre fue aproximadamente de $b 2.06 millones y para el
segundo semestre de $b. 6.41 millones, estos incrementus durante el segundo
semestre se deben a las amortizaciones de laa deudas por parte de los soclos
de la CI, al desembolso del préstamo CROFOC/BAB y a la recepcion de las
subvenciones.

Ia CI debe efectuar amortizaciones al CROFOC/BAB hasta septiembre 1981
aproximadamente por $b 13.9 millones, pero de acuerdo al flujo de fondos
creemos que sera dif{cil que pueda cumplir con esos compromisos debido al

mal afio agricola soportado en la region.
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5) Fondos CROFOC
Los fondos que recibid la CI "Cochabamba" Ltda. fraron principalmente para
actividades de lecheria, cultivo de papa, importacidn de fertilizantes y otros.
El CROFOC/BAB tiene registrado en sus activos un saldo por cobrar .(al 31 de
diciembre de 1980) de $b 19,204,305, sin embargo los libros de la CI muestran,
o esa misma fecha, una deuda de $b 19,599,036, (Ver cuadro No. 16).
Hasta el 31 de diciembre 1980 la CI y el CROFOC firmaron cinco préstamos, cuatro
de ellos se firmaron con el SNDC cuando ellos administraban estos fondos, el
ultimo fue firmado con el BAB a principios de octubre de 1980,
Los cuatro primeros contratos de préstamo fueron transferidos al BAB a fines
de febrero de 1980,entoncea. la CI renegocid los vencimientos de los tres pri-
meros contratos a un plazo mayor debido a problemas de iliquide'z por malos aiios
agricolas,
el quinto contrato firmado entre la CI y el CROFOC/BAB .‘;‘por el monto de
$b 15,323,800 de acuerdo al detalle siguiente.

PRESTAMO 5/80 CROFCC/BAB

(En pesos bolivianos)
Fecha de suscripcion: Octubre 2, 1980

Moato: 15,323, 500
Propdsito:

a) Cultivo de §00 Has. de papa 12,901, 300

b) Compra de 140 yuntas 2,240,000

¢) . Compra de bombas para agua I&EEOO
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Desembolsos: .
ler desembolso Octubre 9, 1980
a) Preparacién de suelos, aiembra) @ compra

de insumos y rertilizqntea para cultivo

de 800 Has. de papa 9, 642,500

b) Compra de 1LO yuntas 2,240,000
¢) Compra de bombas para agua 182, 500
12, 065,000

Seldo por desembolsar 3,258.800

15 800 15, gj‘ 800

El plago de pagos para estacbligacion se vence cada semestre empezando
en septiembre de 1981 y concluye en septiembre de 1983.

Er nuestra visita a la agencia provincial del CROFOC/BAB se nos indicd
que o8 muy diffcil pars ey agencia efectuar supervisidn scbre el uso

de los fondos puesto que en el momento no disponian de las facilidades
necesarias tampoco del personal suficiente para que efectiie esas labores.
Nos comunicaron que no tenian toda la informacién de control con relacidn
el préstazo otorgado por el CROFOC/BAB a la CI, aparentemente esos docu-
mentos se encuentran en la oficina Regional de Cochabamba, esta situacion
preocupa a los funcionarios de la agencia provincial de Punata puesto
que carecen de la informacion completa para tener un control mis exacto
de lss operaciones de 1la CI. .

Zn wsta CI también se estdn utilizando fondos del crédito en depdsitos

‘de-aharro con el proposito de obtener intereses mayores al que cobra
3

v . U
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el CROFOC/BAB, al 31 de diciembre 1980 los montos en caja de ahorro ascendian

a $b. 6,456,782 y durante la gestion de 1980 la CI ha recibido intereses por

un total de $b. 640,300 y desde su iniciacidon este monto alcanza a $b 837,166,

Ia cliusula 3ra. del Convenio de préstamo con el CROFOC/BAB indica que ni

la CI ni sus socios podran utilizar estos fondos en operaciones distintas a

las establecidas en el contrato y en caso contrario el CROFOC/BAB suspendera

.1os degembolsos y cobraria la suma adeudada como si los plazos se encontraran

vencidos.

e) Pondos PL-480 Titulo III

El presupuesto aprobado del PL LSO para la gestidén de 1980 fue de $b 1,350,000

para financiar los sueldos de los empleados ($b 223,000) y Ja compra de bienes

de activo fijo entre ellos la adquisicion de un camidn ($b 1,127,000). Al

31 de diciembre de 1980 lu CI ha util?:do $ 525,708 de un total anticipado

de $b. 827,295, el saldo por desembolsar a esa misme fecha era de $b 522,705.

De acuerdo a los documentos revisados, cresmos que la CI .enti siguiendo las .

ingtrucciones formuladas por el PL 48O para el uso y manejo de estos forndos

¥ que 1a utilizacién de €stos estin de acuerdo con el presupuesto aprodado.
emsdio de!

Elpsubsidio del PL 480 para cada uno de los socios de la CI (1,597 en total)

fue de $b 845 correspondiente a la gestidn de 1980.

|



CUADRO  No. 1l

h——

Resultados de las Cooperatives Integrales sin considerar Subsidios e Intereses por
dcgc'ni.toc en Caja De Ahorro durante la.gentic'm que termins en diciembre 31, 1280

Gran Chaco Norte Cochabamba
Yacuiha Sta. Cruz Punata

Utilided o (Pérdida) durante
le gestion $ 1,087,660 55,27 $ (  57,709)

Menos: otros 1ngfecoa

Interés percibido de Ceja

de Ahorro y/o diferencia

de cazbio $ 327,612 $v 124,088 $o 640,301
Subsidios 1,741,983 1, 429,987 525,708
TOtal otros iangzresos 2,069, 595 1,554,075 1, 166, 009
Rirdide en la gesticn $o_(981,035)  $b(1,408,356)  $b (1,223, 718)


http:981.9.35
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CUADRO FNo. @
a,.,ocrdff-'ﬂt / nfcyra/ o/a Servriaies ”frjtﬂ Chaco * L Vda

"FODOS EN CAJA DE AHORRO y/o PIAZO FIJO AL 17 IE MARZO DE 1981

:L -Banco de Crédito de Oruro (Yacuiba (US$ 60,000) a un mes
Tlazo, certificado No.. 73/81 (vence marzo 2L, 1981)
2. Banco de Crédito de Oruro (Yacuiba) de acuerdo a libr;ta
de @or:o
-3. Banco de Crédito de Oruro (Santa Cruz)
3.1 Deposito a plazo £ijo (90 dias con vencimiento al
| 3k de abril de 1981) (No existe certificado)
3.2 Depoeito a plazo £1jo (90 dfas con vencimiesto al 23
de abril de 1981) (No existe certificadd)
1:0&:1 en Caja de Ahorro y Flazo Fijo

207
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NOTAS DE FLUJO DE FONDOS

1.

2.

Todos los datos fueron obtenidos de las transacciones realizadas por las
-cooperativas y aun no auditadas.

Se han tomado en cuenta solamente aquellas transacciones que implicaron
toviniento de fondos.

Ios fondos disponibles al finalizar cada mes incluyen dineros en Caja,
Bancos, Caja Chica y Fondo de Cambio (si la Cooperativa opera con estg
cuenta).

Se han combinado muchas cﬁentaa similares para mostrarlas en una sola
mas genérica.

Los saldos mensuales de féndoa en cada cuenta bincaria, fueron recon-
ciliadas con los libros de las cooperativas,

Se han revisado muy poéos comprobantes para verificar la exactitud

de las transacciones.

211 Devres



CUA]?RO NO, é

COOPERATIVA INTEGRAL DE SERVICIOS "GRAN CHACO" LTDA.

BALANCE GENERAL

AL 31 DE DICIEMBRE DE 1979 Y lﬁo
En Pesos Br"ivianosa

Activo
Corriente
Efectivo en Caja y Bancos
Pragtamos Varios Corto Plago (Neto)
Intereses y otras cuentas por cobrar
Inventarios

Anticipo compra equipo

Otros activos

Subsidios a Cobrar

Equipo, vehiculos, mobilierio, etc. (Neto)

Total del Activo -

Pasivo v Patrimonio
Corriente
Intereses y otras cuentas por pagar

. Gbligaciones por pagar
Total del Pasivo

Satrizonio v Reservas
Certificado de Aportacion
Capitalizaciones
Donaciones y Excedentes a distribuir
Foodos de Reserva y Previsiones
Capital Irrepartible

Total del Pasivo, Patrimonio y Reservas

212

2,791,589
461,015
31,136

i

50,116

3,550,788

—96,357
203,867
00,22
130,600
k1,910
15,551
0

—2
3,550,788

2,475,182
1,369,203
748,764
k12,124

5,005,293

1,125,000
131,856
366,086

413,335
'1;.;3"'_,0 36,277

16,0&1,270

3,615,203
10, 060,835'
13, 685,03

129,478
1,563,370
58,046

._._2%422£
2,356,532
16,oh1,27o



CUADRO N° ¥ 7

COOPERATIVA INTEGRAL DE SERVICIOS "GRAN CHACO" LTDA,
ESTADO DE RESULTADOS

POR LOS PERIODOS QUE TEMINAN EN DICIEMBRE 31, 1979 Y 1280
En Pesos Bolivianos

1_9 7 9 1 9 8 o
Ingresos netos de operaciones 420.509 2.154,298
Menos: Costo de Ventas y Servicios L02.799 1,665,945
Gastos Financieros 361.0L2

Castos Administrativos 161.096 563.895 1,189.079 3,236.066

Total péerdida en operaciones sin
considerar subsidios y otros

ingresos financieros (143.386) (1,081.768)
Otros ingresos no operativos (Neto) 221,140 ‘_ . 2,160.428 1/
Utilidad durante la gestion JL.I54 1,087.660
T

.’./ Incluye intereses percibidos por dinero depositado en Cajas de Ahorro y diferencias
de cambio $b 327,612.00. Subsidios $b 1,741,983, Cuotas de Ingreso $b 27,200.00,
otros ingresos $b. 100,905 y varios gastos $b. (28,272).

Devres
213


http:27,200.00
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CUADRO N° 8

COOPERATIVA INTEGRAL DE SERVICIOS "SANTA CRUZ NORTE'" LTDA.

BALANCE GENERAL

AL 31 DE DICIEMBRE DE 1979 Y 1980

Activo
Coarriente
Efectivo en Caja y Bancos.
Préstamos Varios Corto Plazo
Intereses y otras Cuentas por Cobrar
Inventarios
Equipo en Transito

Préstamos a Mediano Plazo

Inversiones

Subsidios por Cobrar

Otros activos

Inmiebles, terrenos, instalaciones, eguipo,
vehiculos, mobiliario, ete. (Neto) ‘

Total del Activo

Pasivo y Patrimonio

Corriente
(hligaciones por Pagar - Corto Plazo
Intereses y otres Cueatas por Pagar
Total del Pasivo Corriente
(bligaciones por Psgar - Mediano Plazo
Otros pasivos
Total del Pasivo

-Patrimonio y Reservas
Certificados de aportacion
Aporte Comercializacion leche
Donaciones
Fondos de Reserva
Excedentes a reinvertir

Total del Pasivo, Patrimonio y Reservas

214

1979

865.135

1,538.459
330.398
210,000

2,943.902
808.959

22,000

890.332
49,417

873.677
5,588.377

3,500,000

agh:BB;

1980

2,062,901
1,818.956

491,687
1,300,548

336.000
,010,092
7,861,829
22,000

429,195
36.810

1,461.475
15, 821.k01

5,845,600

223.728
,069.32

»092.150

15;5%%?%%%

2,061.664
2L.778
603.357
827.835

49,783
15,821.&01


http:15,821.o1

CUADRO N°© 9

Cooperativa Integral de Servicios "Santa Cruz Norte" Ltda.

Estado de Resultados

Por los perfiodos que terminan en Diciembre 31, 197 1980
ZEn pesos bolivianos;

Lo 1o 4l
Ingresos netos por ventas y ser- i,\
vicios 1,556.881 6,795.599
Intereses 425.790 1,982,671 _607.319 17, ’{02, 018
Menos: |
Costo de Ventas y Servicios 1, Lok, L75 6,043,565
Utilidad bruta en operaciones 578.196 1,359.353
Menos:
Gastos Financieros 214,181 41k,506
Gastos de Operacion 1,711.423 1,925.604 2,574,467 2,988.973
Total perdida en operaciones sin ‘
rescs cinaneteros | (1, 347.408) (1, 629.620)
Ctros Ingresos no operativos 1,3M.743 2/ 1,685,337 2/
Utilidad durante la gestidn _ 2k.335 JTL7

aotas:

1/ Incluye subsidios $b 1,312,638, cuctas de ingreso $ 1,350 y otros ingresos
a 57’7550

2/ Incluye subsidios $b 1,429,987, cuotas de ingreso $b 6,300, intereses sobre
-ehorvos $b, 124.088 y otros ingresos $b. 124,962,

218 Oevres



"CUADRO N° 10

COOPERATIVA INTEGRAL DE SERVICIOS "COCHABAMBA" LTDA.

BALANCE GENERAL

Al 31 de diciembre de 1979 y 1980
(En Pesos Bolivianos)

ACTIVO
Corriente
Efectivo en Caja y Bancos
Préstamos varios corto plazo
Intereses y Otras Cuentas por Cobrar
Inventarios

Préstamos a Mediano Plazo
Otros Activos
Equipo, vehiculos, mobiliario, etc. (Neto)
Subsidlios por Cobrar
Total del Activo

PASIVO Y PATRIMONTIO
Corriente
(oligaciones por Pagar Corto Plazo
Intereses y Otras Cuentas por Pagar

(ligaciones por Pagar a Mediano Plazo
Anticipo USAID/B
Anticipo Titu..o IIT - PL 430

Total del Pasivo

PATRIMANIO Y RESERVAS
Certificados de Aportacion
-Donacicnes USAID/B
Otras Donaciones y Excedentes a Distribuir
Foodos de Reserva

1979

2,181.715
6,961,381
2,674,957

2,280,184
o7 es
3,671,178

58,825
619 »927

9 %ﬁ'aag
9 3:23 ,1%0

5,029,930
1802000

£

2,564,557
540,287
637,363
142,747

3,085 554

Jotal del Pasivo, Pstrimonio y RuemnlBIm‘oaz

i
216 |

1980

8,411,367
10,606,450
3’175pb76
436
23,1690,72

2,654,956
482,900 -

16, aog, 727
1
16, 5&3‘, 8‘98

3,577,794

T

20 P

3,732,798
540,287
1,286,922
431,364
5,991,371

26,960,356


http:Reerva18,773.02
http:2,181.71

‘CTADRO  No. 12

L

ESTADO IE 10S FONDOS RECIBIDOS Y AMORTIZADOS POR IA COOPRATIVA INTEGRAL DE

SERVICIOS "GRAN CHACO" ITDA. AL 31 DE ENERO DE 1981

(En Pesos Bolivianos)

CROFOC _

Desesbalsos 1979 y 1980 SC
Septiembre 1379 - 1,931,2L0
Diciesbre 1979 1,272,627
Octubre 1980

Total fondos recibidos hasta Dic.31,19680 3,203,867
Amortirzeciones

Septiewbre 1580

" Noviembre 1980

Total saldo par pagar il CIOTOC &

(1,050, 468)
(2,153,399)

diclembre 31, 1580 ym
Desembolsos 1981

Enero 19,1981

Enero 23, 1581

Total saldo por pagar al CROFOC i

e enero 11, 1581

217

BAB

13,269,783
13,289, 783

13,289, 783

2,103,300
.44, 865,130

20,258,213

 Tomar
1,931,240
1,272,627
13,289, 783
16,493,650 ..

(1,050,468)
(2,153,399) |

13,269,783

2,103,300
L 130

20,258,213




CUADRO No, 13

RESUMEN DEL CONTRATO DE FRESTAMO # 406/80 ENTRE EL BAB/CROFCC Y IA
COOPERATIVA INTEGRAL DE SERVICIOS "GRAN CHACO" LTDA

A. TFecha de la aprcbacién: Septiembre 26, 1980
B. Monto del préstamo ' . $ 26,529,773
C. Propdsito del préstamo: '

a) Gastos de Operacida de Cultivos

1,485 Has. Soya’ L $ 6,545,880
729 Has. Man{ 4,834,728
1,550 Has, Maiz _ 214,000
$ 11,594,608
b) Adquisicion de Maquinaria
5 tractores 120 HP 3,683,812
6 " 60 EP " 2,UT2,525
b Arsdos 120 HP 724,275
" 2 Bastras 120 HP 589,410
1 Rastra 60 HP . sk, 196
1 Arado 60 HP 89,910
3 Semdbradoras 501,998
3 Cultlvadcras . 224,775
3 Tumigadoras 161,089
3 Cosechadoras de soya k,270, 725
3 Trilladcras de Soya 594, ko5
3 Chatas o barandas . 428,271
3 Tanques de 3.000 litros 196,378
1 Tanque de u.ood litros 88,q11
' 2 Camicostas | T1k, 285
Berramientas : : 140, 000
® 1h,934,965

!



Total para Cultive y maquinaria

D. Desembolsos del BAB/CROFCC

)

b)

e)

Primer desembolso Octubre 8, 1980

Cultivo de Soya $ 1,808,730

Cultivo de Mani 1,197,018

Caltivo de Maiz 214,200
g’ 3,219,948

Mequineria y Herramientas $o_10,069,815

Total 2 12‘282‘782

Segundo desembolso Enero 19, 1981

Iabores culturales

Terver desembolso enero 23, 1961

3 Cosechadoras $ 4,270,725

3 Trilladoras 59U, koS
$ 4,865,130

Jotal desezbolsado al 31 de enero de 1981

Saldo par desexbalsar

219

$ 26,529,573

# 13 289,763

2,103, 300

4, 865,130

$ 20,256,213
6,271,560
£2652,70 B 26,2071




. CUADRO

‘Estedo de fondos recidbidos
Cruz Norte Ltda.
En Pesos Bolivianos

Desembolsos 1978-1

Qctubre 13, 1978

Septiembre 11, 1980
Noviezbre 13, 1980
Noviembre 18, 1980

- Total fondos recibidos a Diciembre 31, 1980

Amortizaciones

Abril 17, 1980

Total saldo por pagar al CROFOC al .
11 de diciembre de 1980

Jesezbolso 1981

Marzo

Total s=ldo por pagar al CROFOC al
27 de marzo 1981

No, 14

amorti-

7ados por la CI Santa

—'L—_B'—

de enero de 1081

CROFOC

|
'

SNDC BAB TOTAL

3, 500,000 3, 500, 000
2,650,000 2,650,000
220,600 220, 600
6,092,150 6,092,150
3,500,000 8,962,750 12, k462,750
(525,000) 25, 000
2,975,000 8,962, 750 12,937,750
__740, 800 740,800
2,975,000 703, 550 12‘678. 550

Oevres



CUADRO No. 19

Estado de Fondos recibidos y amortizados por la Cf Cochabamba Ltdes., 8l 3
de diciembre de 1251

Desembolso de prestamos
1/80 CROFOC/SNDC

2/80 CROFOC/SNDC

3/80 CROFOC/SNDC

4/80 CROFOC/SNDC

5/80 CROFOC/BAB

Total fondos recibidos a diciembre 31, 1980
Amortizaciones

Préstamo 1/80

Prestamo 2/80

Préstamo 3/80

Préstamo 4/80

Mas: Ajuste en 1libros Diciembre 31, 1980

Seldos gegin libros

221

Segun CI cng:'gg?ma Diferencia
5,029,930 4,212,877 817,053
2,193,360 2,193,360
2,026,010 2,026,010
5,293,830 5,293, 830
12,065,000 12,065,000
26,608,150 25,791,097 817,053
1,452,142 628, 381 823, 761
394,000  (394,000)
656,871 270, 581 396,290
5,306,739 5,293,830 12,939
7,425, 752 é,3586,7%2 838, 960
19,182,398 19,204,305 (21,907) <
416,638 416,638
10,599,036 19,204,305 394,731



ANNEX 4
ADMINISTRATIVE ANALYSIS1

2. Andlisis de Asvectos Administrativos y de Contabilidad

El andlisis administrativo de las tres CI indicadas mas adelante muestran
- que existen.muchas.deficienciaéespecialpente en lo que se refiere a sus
controles internos y otros, due.impiden el adecuado funcionamiento de

las CIs. (Ver anexo No. 6 ),

2.1 Gran Chaco - Yacuiba

De las tres CIs analizadas, posiblemente ésta sea la mas problema-
tica. Si bien esta CI opera aproximadamente desde mediados de
1979 y la consideramos relativamente nuev.;, creemos que la expe-
riencia adquirida en el funcionamiento de las otras CI no fue ab-
sorbida por ésta o no fué aplicada en su integridad. Un analisis
mas detallado de las observaciones se describen a continuacidn.

- a) Consejos y Comites

No funcionan adecusdamente y en algunos casos como el del Con-
sejo de Vigilancia no se ha reunido ni una sola vez desde que
la CI estd funcionando. Creemos que las personas que integran
estos Consejos y Comites carecen de una adecuada educacion
cooperativa, desconocen los estatutos de la CI y no saben

sus funciones especi{ficas.

b) Gerencia y personal

La CI ha cambiado 8 gerentes hasta la fecha de esta evaluacion,
ademds hemos sido informados que el actual gerente tiene in-

tenciones serias para dejar la CI en muy breve plazo, Esta

i/ This section was drafted by Raul Pinto in consultation with the
Davres evaluation team. Much of the analysis 18 incorporated in
the body of the evaluation report.

!
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aituacién, lamentablemente ha impedido un desenvolvimiento ar;t
.monico en la administrgcién, no ha existido un proceso de con-|
tinuided y légicamente ha sido uno de los puntos mis débiles \
" de la direccion de esté CI. De los 8 gerentes, 3 de ellos
fueron despedidos, uno renuncio, 4 fueron nombrados en forma
interina por poco tiempo y el ultimo es muy posible que re-
nuncie.

Creemos que entre las razones mas determinantes para este
cambio tan numeroso de gerentes fue las desinteligencias sur-
gldas entre los Consejos y la Gerencia y/o posiblemente cier-
tas 1rregularidédes en el manejo administrativo, De subsistir
esta situacidn, creemos gue la administracion de la CI en su
conjunto va a tropezar c6n una serle de problemas que muy
diffcilmente podrim ser corregid-s en el futuro.

El soporte de la estructura de la CI (Ver organigrama) es*a
integrada por siete funcionerios en la planta administrativa,
dos extensionistas y siete en la maestranza, ademas existen

7 operadores de maquinaria agricola y 4 ayudantes con carécter
eventual.

Creenés que en la planta administrativa hacen faita funciona-
rios con mAs experiencia y mayores conocimientos para dar un
mejor soporte a 1a'contadbra que ejerce el control de la rarte

"administrativa.
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c)

Ia maestranza esta a cargo del ayudante de mecanica debido a que
no hay.un administrador o un jefe mecanico. E1 analisis de la

experiencia y calificacidn de los operadores de la maquinaria

" “agricola fue’ muy diffcil,puesto que si bilen éstos tienen al-

guna experiencia, no podemos afirmar que sea precisamente en

el manejo de equipo agricola .

Contabilidad

Existen varias deficiencias en el control exacto de las diversas
transacciones de la CI, especialmente aquéllas que se refieren

@ la contabilizacion del servicio de maquinaria agricola. Al

: momento de hacer esta evaluacidn se han encontrado recibos no

contabilizados por aproximadamente $b. 400,000 (134 recibos).

Se ha evidenciado que no existe un adecuado flujo de esta in-
formacion a la oficina de rontabilidad para su registr6 opor-
tuno.

No existen controles adecuados para las operaciones de caja
edministradcs en los almacenes y no se pueden determinar si
todss 1las transacciones efectivamente realizadas fueron con-
tabilizadas.

El éroblemg mas cr{tico creemos existe en el control de prés-

(ver seccienes anleriures
tamoﬁ'\ Se han observado series de transacciones que no tienen
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d)

_
un regigtro cronélégicp de fechas, hay registro de operacioneé'
que fueron contabilizaaas después Qe haber transcurrido muchos\w
meses, El diseflo de 1;3 tarjetas impiden controlar los limiteii
de créditos. No se efectiian reconciliaciones de esta cuenta \
en forma mensual. 4 :
No existe supervision de las actividades del encargado de estas
tarjetaas por parte de la contadora.

Por otra parte, la informacion finénciera no se prepara oportu-
namente, al momento de esta evaluacién,faltaban los informes

de enero y febrero 1981 y la contabilizacion estaba parcial-
mente registrada. En cuanto a la teneduria de libros, creemos
que es aceptable aunque se ha observado la creacidn de muchas
cuentas que en nuestra 6pini6n deberian agruparse con otres
similares.

Almacenes

El almacén de la CI esta ubicado en la localidad de Campo Pajoso
aproximadamente a 4O kildmetros de la oficina de la CI, Este
aluic‘n forma parte de una estructura de propiedad del Banco

del Estado que alquild a la CI para uso de almacenes, maestranza
Yy oficinas,

El control de las existencias es deficiente. Los ingresos de

mercaderias como las salidas no tienen documentacion de res-

paldo coherente, El control al contado de las ventas que
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£)

efectia es_deficiente, .los registros no estan al dia
¥ loa documentos de salida de las mercaderfas no estdn adecuada-
mente archivados. Es muy diffcil determinar la existencia en
los libros para comparar con el inventario f{sico. Este alma-
cén se encuentra en un extremo de la propiedad y no ofrece las
geguridades adecuadas para el resguardo de los bienes,

Compras

No e;isten manuales que indiquen los procedimientos para las
compras. Durante la gestion de 1980, la CI ha efectuado adqui-
Siciones considerables, especialmente en equipos., No existen
historial completo sobre estas adquisiciones, alguna de la
documentacidn se encuentra junto con el comprobante de con-
tabilidad, la mayoria no pudo hallarse en los archivos

de la CI, se cree que gran parte de esta documentacidn se en-

‘cuentra en un archivo cuyas llaves tampoco fuéron habidas,

'No. se ha poaido encontrar a-chivos de las compras de insumos,

muebles, vehiculos, etc. para evaluar el grado de correccién
en sus procedimientos.

Miguina de Contabilidad

Ia CI tiene um wmini computadora IBM que opera en base a disque-

tes. Este equipo ain no fue instalado ¥y no se tiene ain
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ningune experiencia sobre sus resultados.

Ia contedora y el auxiliar de contabilidad fueron entrenados
pars la operacion de esta méquina y recibieron también un'
limitado curso de programacidén. Se espera que esta mini

computadora esté instalada a fines de marzo de 1981,
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Santa Cruz Norte - Montero (Santa Cruz)

Aunque muchos fueron los esfuerzos destinados a solucionar los problemas de
caracter administrativo, muchos de ellos subsisten en la actualidad., La |
mayor parte ya fueron enunciados en las auditorias que practico FENACRE
(12/31./79), pero por falta de un adecuado control no se han logrado corregir
todes las observaciones puntualizadas en ese informe. A continuaciodn se de-

tallan en forma general las deficiencias administrativas mis significativas.

a) Consejos y Comités

En esta CI tampoco estan cumpliendo {ntegramente sus responsabilidades,
especialmente en cuanto a las funciones del Consejo de Vigilancia y del
Tesorero. Una observacion similar fue realizada por los auditores de
FENACRE,

Durante nuestra evaluacion no se pudo revisar la documentacidn de los
Consejos y Comités porque precisamente esos dias deo{a realizarse la
Asamblea Anual de la CI y tanto los libros de actas como la documenta-
cion de respaldo estaban siendo utilizados por la Directiva en la pre-
paracion de su informe,

t) Gerencia y personal

Esta CI al igual que la de "Gran Chaco" también tuvo problemas en le
nominacion de sus gerentes. Desde el afio de iniciacidén de sus activi-
dades (1978) hasta la fecha,cuatro gerentes fueron nombrados (uno in-

terino), el ultimo gerente, afortunsdamente continia en sus funciones
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desde oct@brg'de~1979 hasta la fecha (17 meses), los otros gerentes ad-
min;atgagsn.lﬁ éI cada uno un promedio de 3 a 4 meses. Con excepcion

de ggtos ﬁi#imos 17 meses, la CI anteriormente no tuvo continuidad ad-
ministr?tiva. Con el apoyo de los asesores de ONCICOOP y con ciertos
ajustes en su estructurs administrativa creemos que esta CI puede tender
hacia una administracion aceptable.

la estructura organizativa de la CI muestra ocho funcionarios en el area
administrativa incluyendo a los siguientes: Contador, encargado de com-
putadora, céJero almaceneros (2), secretaria, mensajero y chofer.

Existen tambiéﬁ dos veterinarios y dos agronomos. El organigrama

actual de la CI muestra la existencia de cinco departamentos: Contabi-
lidad, Transportes, Comercializacion, Produccién y Agropecuario. En la
actualidad no existen esos departamentos y la administracion en’ general
s2 la realiza por medio de la gerencia y contabilicdad.

Zn la CI hay nueve "folders" con los antecedentes del personal de un
total de 13 funcionarios, en la mayor parte de éllos no nay documentos
que certifiquen la calificacion y experiencia profesional, especialmente
para aquellos funcionarios encargados de las actividades de la gerencia,
agronom{a j veterinaria,

Se ha evidenciado también que las funciones del contador se ven restrin-
gidas porque gran parte de su tiempo debe dedicar a labores de teneduria
de libros, descuidando ill;lllllib otras funciones mas especi{ficas y de..
mayor beneficio para la CI, Un mayor soborte en la contabilidad a traveés

de un auxiliar calificado podria solucionar la presente situacion,
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») Contabilidad

Se ha observado que los estados financieros no refL;aan exactamente la
situacion financiera de la CI, especialmente aquellss relacionadas a la
determinacidn de los préstamos de'cdrto y mediano plazo. Existé bag-
tante dificultad para determinar el tipo de préstamo, y para obtener
las fechas de vencimiento de lag obligaciones se deben recurrir a las
hojas de pago. la forma y fechas de pago no estan en muchos casos re-
gistrados en el contrato, puesto que muchos de ellos fueron firmados en
blanco. El problema es aun mayor cuando no existe la hoja de pago, de
38 casos observados, el 23% no tenf{an este documento,

También se ha cbservado que no existe un control adecuado para las opera-
ciones de caja administradas en los almacenes, es muy dificil de deter-
minar si las transacciones contabilizadas incluyen todo el movimiento
de almacenes,

Ia contabilidad se registra en base a efectivos, sin tomar en cuenta
los gastos incurridos en una gestidn pero aun no pagados, es decir,

no se crean cuentas de provision para las obligaciones contraidas.

No existe uniformidad en la presentacion de los Estados financieros

Yy sus anexos’ademis' la informacidn no se presenta oportunamente.

Al momento de esta evaluacion (Marzo 19, 1981) recién se estaban in-
cluyendo transacciones al 31 de diciembre 1980. No exist{an informes
para enero y febrero 1981. En esta CI también se observd la creacién

de muchas cuentas que bien podrian agruparse con otras similares.
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.} Almacenes ' L

: : . s
Esta CI tiene dos almacenes ubicadgs en la localided de Puesto Fﬁ?'
: \

o8
i

ndndez y en Yapacani abroximadamente 45 Kmy 75 Kn de la oricidé
# Montero, respectivamente, Hemos realizado la visita-v;q;e almace'n\\
de Puesto Fernandez que de ;cuerdo al contador de la CI es dw mas gra&de
entre los dos. Este almacén consiste en dos habitaciones en muy mal
estado de conservacidn,cuyo espacio Gtil total es de aproximadamente
10 a 15 metros cuadrados. No existen estanterias para el almacenaje
apropiado de la mercaderia, la mayor{a de los articulos se encuentran
en el piso en forma desordenada. Existen semillas que estén infestadas
Junto con otras que aparentemente se encuentran en buenas condicones.

Sus controles internos son muy débiles,.hay muchos articulos entregados a los
-veterinarios para su venta qﬁe no estén respaldados por la documentaciédn
respectiva, Se ha evidenciado que falta un control adecuado de las exis-
tencias, no se han utilizado principios basicos para el mantenimieato
maximos y minimos de las cantidades almacenadas. EL caso concreto fue

la compra de 600 fumigadoras durante la gestion de 1980 que al finalizar
esa gestion solamente se habiayvendido 76 unidades. $e ha ob-
servado la salida de artfculos sin que existan los ingresos a almacenes,
4aubién se han evidenciado que algunos articulos f{sicamente existentes
en el almacen no fueron ingresados a sus tarjetas. No existen precios
ectualizados para la venta de los productos y los recibos de ventas

no estan controlados mediante una secuencia numérica. Segin se nos

informo la rendicién de cuentas de los articulos vendidos se efectia

3

]
.

b
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e)

aproximadamente cada 15 d{as, la misma que es presentada al Cajeyd para
su revisida. Si bien se prepara este detalle, de acuerdo a lo obgerva-
do, no existe seguridad de.que efectivamente todas las transaccion%%

de venta al contado pudierén ser inclui&as. \A

No se pudo efectuar una prueba del control de iaventario permanente:&e-
bido a la falta de documeni:ac;én.

Finalmente, este almaceén no cuenta con los medios de seguridad minimos,
una de las puertas que comunica al predio del dueilo de Q;;:a;sté ave=-
riada y el acceso al almacén es sumamente facil a través de esta
puerta.

Compras

Al igual que en la CI Gran Chaco de Yacuiba esta CI tampoco tiene manua-
les de procedimientos para efectuar sus adquisiciones., Estas operacio-
nes se encuentran concentradas en manos del gerente, quien juntamente
con el Consejo Administrative deciden las adquisiciones.

turante la gestidn de 1980 se han efectuado compras importantes de ma-
quinaria agricola, veniculos, etc. pero no hemos podido analizar los
procedimientos que se han seguido porque la documentacion estaba en
poder del gerente quien en los dias de la evaluacidn se encontraba
demasiado ocupado preparando su informe para la asamblea anual.

En cuanto a la venta de productos, hemos sido informados por el contador
de la CI que los coatos de insumos adquiridos son recargados con un 20%,
de acuerdo a instrucciones de la gerencia, lamentablemente no tuvimos

oportunidad de conversar con el gerente para que noa explique la

ccmposicion de este recargo,

5
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<) Méouina de Contabilidad
Esta CI esta equipada con una mini éomputadora IBM que opera en base & disque-
tes. Si bien el equipo se encuentra instalado, aln no se encuentra en
pleno funcionamiento, "A la fecha de esta evaluacidn se estaba intentan-
do cbtener el Balance General y el estado de Gananclas y Pérdidas al
31 de diciembre de 1980, sin embargo se ha observado que no existen
todavia los programas para contabilizar las cuentas por pagar y cobrar,
inventeario de.tienda y equipo,control de.préstamos, control de aporta-
ciones, control de morosidad, planillas de sueldos y otros. Al momento
disponen solamente del programa para el Balance General y Pérdidas y
Ganancias, Consultado con el contador y el operador de la miquina,
creen que sera conveniente llevar, por perfodo mids o mencs de 6 meses,
ura contabilidad manual y otra mecanica hasta que se incorpore toda
la contabilidad a la maquina y se tenga prueba que los resultados

son los correctos.
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2,2 Cochabamba Itda, - Punata (Cochabamba)

Entre las tres CI analizadas ésta parece ser la que tiene una estructura

administrativa mis sdlida que las otras, sin embargo, aunque esta CI estd

en funcionamiento desde 1977 existen varias deficiencias que y& fueron

enunciadas en las suditorfas anteriores pero que ain subsisten sin so-

lucionarse {ntegramente. A Continuacidon se detallan en forma general las

deficiencias mis significativas,

a)

b)

Consejos y Comites

¢ndmc”ﬂ
Los Consejos y Comites de esta CI tampoco estén cumpliendo “_-
sus fesponsabilidades, especiaimente el Consejo de Vigilancia y el Comi-
te de Créditos. Los documentos y los libros de actas no pudieron ser
revisados porque durante los dfas de la evaluacidn deb{s también rea-
lizarse la asamblea anual y estos documentos estaban siendo utilizados
por los directivos de la CI. Sin embargo se ha mtado que el Consejo
de Vigilancia no sfectia la verificacion de la exactitud y legalidad
de los montos de los préstamos ccn los registros de la CI? tampoco
reviss regularmente los documentos por cobrar v las garantias cola-
terales que se tiene en los archivos de préstamos.
En el caso del Comité de Créditos, éste no revisa y no refrenda aquellos
creditos concedidos directamente por el gerente de 1laCI, El Tesorero
de la Cooperativa tampoco interviene en todas las actividades en que
Su presencia es requerida, como el caso de toma de inventarios.
Gerencia y personal
El organigrama de la CI no muestra exactamente la estructura organica

actual, por ejemplo, en el caso del encargado de almacén (tienda) en
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c)

la actuslidad depende del administrador-contador, igualmente el encar-
gado del control de acopio, sin embargo en el organigrama se muestra
como personal independiente de la administracidn. Aunque el organi-
grama muestra la existencia de un encargado de Planificucidon y movi-
aclva/me nTe Aa
miento de recursos, cammemsebwed-ided no 3 una persona con esas
funciones., Por otra parte existe en la CI una seccidn de control de
préstamos, la misma que no aparece en el organigrama., Estas y otras
deficiencias hacen muy diffcil evaluar el funcionamiento de la admi-
nistracion general de la CI.
En la ¥evisi6n de los documentos del personal que forma parte de la
CI se ha observado que los tres funcionarios integrantes de la parte
contable (sin incluir créditos) tienen cursos de contabilidad o de
edministracidn aunque carecen de la suficiente experiencia. Uno de
lcs extensionistas trabajo con el Institutn Boliviano de Tecnologie
Agricola (IBTA) durante los eflos 1978 y 1979, otro de ellos no tiene
experiencia previa y del tercero no existe documentos en la CI., De
los 15 funcionarios de la CI, solamente 7 de ellos tienen documentos,
aunque en muchos casos se encuentran incompletos (falta de contratos

de trabajo, contratos 314}1rmas, falta de documentos que certifiquen

su calificacion, etc.).

Contabilidad

Los registros y 16- estados financieros no reflejan exactamente la

situacidn real de la CI, Los préstamos a corto y largo plezo no
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d)

estan claramente determinados. Los deudores en mora se encuentran
Junxament; con los créditos normales y no se muestra en el Balance
General el monto de esta deuda, No existen reconciliiaciones de saldos
con el CROFOC/BAB.

la presentacién de los libros de Contabilidad y los archivos de estados
financieros son aceptables, aunque el disefio del libro Diario y la
existencia de muchas cuentas no facilitan el andlisis contable.
Almacenes

Esta CI tiene dos almacenes, en uno de ellos funciona la tienda para
la venta.de los articulos a los agricultores, ésta se encuentra en e).
mismo sitio donde funciona la oficina de la CI, el otro esta ubicado
en un area donde funcionara las nuevas oficinas ¥ un poco alejado del
centro de la poblacion, en este almacén se guardaran los fertilizantes,
Temik y otros.

El control de existencias y la documentacion de los dos almacenes

se encuentran centralizados en la tienda, Durante le evaluacion

se ha observado michas deficiencias en su control. No existen do-
cumentos que respalde el ingreso de la mercaderfa. las tarjetas

de control del inventario permanente no muestran un registro ordenado
¥y coherente. En una misma tarjeta se muestran salidas de la merca-
deria con precios distintos, tampoco se registran (en muchos casos)

el niimero de la nota de ingreso o de salida. Hay tarjetas duplicadas

que muestran distintos movimientos.
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El tunciona}io encargado dé este almacen nos informd que se hizo éé;go

en octubre de 1980 y que no encontro tarjetas o éstas se encontraba
\

muy disperses. Al momento de entregar el almacén por el anterior

empleado se hizo un inventario, pero nadie se preocupd de revigar

y averiguar las diferencias existentes.

Los dineros por ventas al contado no son depositados en el dia ¥ no
existen medios aceptables de seguridad para guardar estos fondos, Se
ha constatado la existencia dé dinero por este concepto en la gaveta
del escritorio del encargado del almacen,

" Por otra parte, se ha evidenciado que el almacenamiento de los art{cu-
los es inadecuado, muchos de ellos se encuntran en el piso en forma
desardenada. El almacen que se encuentra en el sitio donde funcio-
nardn las nuevas oficinas coptrolaré la existencia de semillas, fer-
tilizantes y Temik, sin embargo, en la actuslidad se curece de un
ariterio basico pera el almacenaje de estos productos puesto que la
mercader{a {en bolsas) se'encuentra apilade sin que exista espa-
cios para su ventilacidn, para realizar recuentos f{sico7fbara efec-
tuar despachos bajo el principio "primeros en entrar primeros en sa-
lir”, Ademas creemos que durante la época de lluvias, el agia puede
penetrar ficilmente a través de unayventanas que se encuentran sin

vidrios.
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e) Compras

£)

En esta CT tempoco existen manueles de procedimientos para sus ad-
quisiciones. No hemos podido efectuar una evaluacidn de las compras
realizadas por la CI, puesto que no existe un archivo separado de
estas actividades.

Se nos ha informado que las transacciones de compra las realize ' di-
rectamente el gerente con los directivos de la CI.

Maquina de Contabilidad

Ia mini computadora ain no estaba operando plenamente. Hemos sido
informados por el operador de la maquina que cuando hay cortes de
energia se pierde la informacidn procesada.

Fsta CI tiene los programas para la contabilizacion de los diarios

y mayor, y puede obtener balances de comprobacidén periodicos as{ ccmo
puede obtener el 3alance General y el Eetado de Perdidas y Ganancies.
Se puede contabilizar los prestamos otorgados, el inventario de los
articulos en almacenes y el control del activo fijo.

Ia CI tiene dos funcionarios que han recibido el entrenamiento sobre
la operacion de esta mini computadora. pero los resultados podrdn

ser evaluados recién cuando se haya procesado por lo menos un semestre

de actividades.
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ANNEX 5

SUGGESTIONS FOR REDESIGNING INDIVIDUAL MEMBER RECORDS ' J

1. Membership Share Cards

The three IC's keep individual records, using virtually the

same form, for membership shares and outstanding loans. The best

designed form in relation to membership shares is the one used at

the Gran Chaco IC. It is the only form that has a separate column for

loan capital, the 10Z requirement that all co-ops use. This amount

is and should be kept separate from membership shares until the

existing loan is cancelled. The other two co-ops confuse things by

adding the required loan capital directly to the amount for membership

shares. The only design fault with the "Gran Chaco" certificate is

that there is no separate debit and credit column for the required

loan capital.

Due to the possibility of a member having more than one loan, a

membership card should be maintained but redesigned. The basic in-

formation recorded should 1qc1ude:

t %
b.
c.
d.
8.
£.
g
h.

Member's name

Member's number

Date Column

Description column

Receipt number column

Voucher number column

Debit, credit and balance colummns for loan capital
Debit, credit and balance columns for membership shares
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2. Loan Cards . H

- There exists a great deal of confusion among co=-op peraonnél \{'

. . \\I
about how to maintain loan cards. In some cases, an individual member: °
has a.card for each loan and in others he/she has only one card for
two or more loans. In additibn, on the loan card, there is no place .
to maintain a running balance or specify the limit of credit as
specified in the loan contract. There is no provision for specifying
the date of the next payment nor the amount of a member's membership
capital. A redesigned loan card should list:

a. Member's name

b. Member's number

¢. Loan term

d. Number of loans

e. Membership shares

f. Date column

g. Description column

h. Receipt column

1. Voucher column )

J. Debit, credit, balance columms for amount loaned

k. Runaing balance column of loan not dispursed

1. Interest payment column

The first five points should be part of the loan card heading. In

regards to membership capital, it could be recorded followed by the date
(e.g.,8b 4,000 - 1/1). One line could be utilized for that purpose.
In addition, one card should be prepared for each loan. This fact
alone means that a reference number has to be included on each loan
card. This can be accomplighed by always changing the base number
when opening a new loan. For example, if a member already has two

loans numbered 1 of 2 and 2 of 2, the second number will have to be
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changed to 3 upon the introduction of the third loan.

Specifying the loan term is important for payment dates, since for
medium-term loms, payments are due every six months. Accounting
personnel chould enter the upcoming payment date on the loan card as
vell as the amount of capital due. Loan_payment dates should be
documented in the loan contract.

The redesign of the loan card should be carried out at each co-op.
The staff handling the cards should understand the current design
deficiencies and then suggest the changes to be made.

Other miscellaneous measures to streamline credit administration
include:

0 Withdraw and file separately the folders of retired members;

o Separate land titles used as loan security from loan contracts
and file under lock and key;

0 Eliminate practice of calculating member loan interest on
monthly basis; and

o Cancel smz)ll debts of delinquent members with their
aportaciones where amount owed is smaller.
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RECOMMENDATIONS OF AUDIT REPORT FOR SNALL FAR'ER ORGJ\NIEATI.O.\'S .
USAID LOAN 511-T-055 AND+GRAMT 511~0452 (AUDIT PEPORT
NOVBER 1-511-79-22, JULY 28, 1979) .

.. LISTIKG OF RECOMMENDATIONS

Recosmendation No. 1 . . . .

. Ne recommend that the USAID ensure that (1)

a project evaluation of goal achievement be per~
formed and (2) NCOS establish procedures to ensure
that reliable baseline data 1s included in future
feas{bility or other studies for ICs so the inccme
effects of the AID and GO8 investment in the project
can be more accurately determined.

Recormendation No. 2

¥e recommend that the USAID analyze and revise
t!‘n Toan/grant budget to reflect current project
plans.

Recormendation No. 3

Ne recommend that the USAID ensure that NCDS
require RNA to explore areas of technical collabora-
tion with CID, the Swiss Mission, and IBTA that would
be usefyl to improve agricultural preduction and to
develop joint implementation plans to achieve these
objectives.

Recarmendation No. 4

He recanmend that the USAID ensure that NCDS
establish an adequate planning znd centrl systen
for IC operatians which should include (1) standard
formats for IC financial statements which would
show the gross profit or loss for each activity, (2)
the same standard format as used for the financial
stateszents for budgetary zrojections included in
Teasfibility studies, Toan requests and 3-year budget
submisstfons, (3) 3-ysar budget sutmissicns prepared
esch year and supported as needed by detailed opera-
tional plans and feasibility studies, (&) a change in
the acceunting cycle from a calendar year to a crop
year bas{s, (5) a system for estimating yields for
small farmer production financed with IC loans, and
(6) budgetary control reports prepared by the ICs on
& quarterly basis.

Recormendation No. § .

Ne recormend that the USAID ensure that NCDS (1)

{re each cooperative to submit quarterly reports
which compare CROFOC funds disbursed and the quantities
of inputs financed to the uses authorized by CROFOC in
loan documentation and (2) verify that the IC in
Cochabamba fully uses the long=-term CROFGC loan of
$291,400 for long-term loans as required or return the
unused funds to KCDS.

Racomencation to. 6

We recosmend that the USAID ensure that NCDS (1)
keep records to accunulate the cost of each course
given showing the USAID and NCDS contributions, (2)
obtain data on planned courses given at the GAB level,
(3) estadlish a system to evaluate each course given (4)
prepare a schedule of courses to be given by the mabile
tratning teams, and (5) submit to the USAID in its
Quirterly progress report a) data which compares courses
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planned with courses given, b) the total cost of
the courses along wish the USAID and NCDS contrie

. butfons, and c) an explanation for slippages in the
fmplementation of the pian. )

‘Recommendation MNo. 7

We recommend that the USAID ensure that NCDS
update 1ts project accounting records and establish.
adequate precedures to maintain fts records on
current basts in accordance with sound accounting
principles.

lecmen&ation No. 8

We recommend that the USAID ensure that NCDS
comply with the annual audit requirements established
in Section 4.09 of the loan agreement and [mplementa-
tion Letter No, 1. :

Recommendation No. 9

We recormend that the USAID ensure that NCDS
work with the ICs in Cochabarba and Santa Cruz to
develop detailed operational plans to expand exist-
ing activities and start new ones that will provide
for the financial self-sufficiency of the ICs.

Recormerdation No. 10

Ne recormend that the USAID ensure (1) that the

.JCs in Cochabamba, Potosi and Santa Cruz suspend cash
disbursenents to farmers until effective controls are
established to ensure that loan proceecs are used for
intended purpose and assets furcnaseg with loan funds
are not sold by the farmers (2) that the IC in Cochabamba
undertake a program to encourage the farmers to sell milk
to the IC as required (3) that ths ICs establish controls
to recover or prevent future disbursements of loan funds
in excess of actual neecs (4) that the iCs in Cochabamba
and Potos! take 2n inventory of dairy cows and Cxen
purchased with loan funas and mark them with identification
tags (5) that the ICs in Cochabamba and Potos{ cetermine
what sanctions should be taken against farmers who did not
purchase cows and oxen as required (6) that the system
proposed by the IC in Santa Cruz to control the sale of
datry cows {s adequate (7) that the IC in Cochzbamba take
an inventory of statles constructed and ensure that stables
not yet built are censtructed as required or declare in
default that part of the loans givan for stables (8) that
the ICs in Cochabarba and Potosi make no further lcans to

- farmers until the loan agreement formats are sodified
9iving legal recourse to the ICs in the event funds are
-20C used for authorized purposes or the assets purchased
are sold by the farmers and (9) that the ICs in Cochabamba
and Potosi completely fill out the loan agreements with all
vequired data prior to the signing of the agreement by the
borrower and that the borrower receives a copy of the

Agreenent,
datfon No. 11

Ne recommend that the USAID ensure that KCDS (1)
~gbtain Information of leans that IC members might have
with the GOB Agricultural Bank and other srganfizations,
(2) require the ICs to obtain data on the loan applica~
~¢ions from farmers of their outstanding debts,
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Recomendation Ho. 12

Ve recommend that the USAID ensure that the
sodel credit requlations recently drafted by NCDS
are adopted by the ICs.

* Recormendation No. 13

Ne recommend that the USAID ensure that HCDS

. 1cllentify the staffing needed by the ICs to provide

adequate extension services to the program and
ensure that these needs are satisfied.

Recormendation No. 14

We recommend that the USAID ensyre that
independent financial audits are performed of
the IC operations as of December 31, 1978, The
scope of such audits should include a review of IC
{nternal controls and compliance with credit regula-
tions and other program requirements.

Recommendation No. 1S

We recommend that the USAID ensure that NCOS
and IBTA {dentify areas where IBTA cculd realistically

—provide_assistapce_to the project and revise the NCDS/

IBTA agreement signed on April 27, 1976.

Recommendation No. 16 _.

We recommend that the USAID ensure that MCOS (1)
revise the overall implementation plan for the project
and (2) formally ask the contractor to sutmit a revised
quarterly work plan with each grogress report.

Recommendation No. 17

Ne recommend that the USAID ensure that hCDS (1)
submit {ts quarterly progress report on a timely basis,
(2) expand its cuarterly pragress report to inciuce, (a)
a comparative avaluation betvieen project procress and the
implenentation plan, (b) reports on the implcmentation of
the programs of training and technical colladoracien, (c)
1C budgetary ccntrol reports, and (d) control reports on
the use of CRCFOC loan funds by cooperatives, and (3)
expand {ts monthly report on CRCFOC loan operations to
tnclude (a) a comparison between interest falling due
and delinquent interast, (b) an explanation of the causes
of loan dalinquencies and (c) a summary of the cash
receipts and disbursement of the CRCFOC fund.

Recormendation No. 18
Me recomend that the USAID (1) estadblish procedures

=% ensure that NCDS estimates of CROFOC funds to be dis~

.

bursed and received are accurate in order to reduce the
average ronthly cash balance of the CROFOC fund to a
redsonable level and (2) revise the form to be used by
NCDS to request USAID disbursements for the CROFOC fund
to eliminate the procedure” thit increases estimated -
requiresents by 50 percent.

ReCOAFAINLISA NS, 1T

!
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basis accounting machines suitable for the present and
future needs of the ICs.
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ANNEX 7

List of People Met in Bolivia
(apart from IC staff and membets)

ONCICOOP/Robert R. Nathan.Aséociates (RRNA) Advisory Team (as of March'ks, 1981)

Director/ONCICOOP \
Tyrone Heinrich t

Chief of Party/RRNA
Miguel Angel Rivarola

Administrative Advisors
Oswaldo Garcia

Darrell Johnson (RRNA/ACDI)
Dale Key (RRNA)

Extension and Education Advisors
Edgar Castafneda (RRNA)

Herman Mufioz

Hugo Villarroel

Economist/Credit Specialist
Javier Greagoriou

Other individuals met:

Bryan Anderson, Anthropclogist, Durham University, England

Eloy Anello, Director, Fundacidon Integral de Desarello (FIDES)

Gary Bayer, Project Officer, USAID/Bolivia

Malcolm Butler, Director a.i., USAID/Bolivia

Dudley Conneely, Advisor, Cooperativa Agricola Integral de Mineras (CAIM)
Jorge Dandler, Centro de Estudios de la Realidad Economica y Social (CERES)
-Colin Sage Davies, Geographer, Durham Univeristy, England

Nicolas de Jonchoeré' FAO Agricultural Economist, Santa Cruz
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Robert C. Flick, Project Development Officer, Agricultural Cooperacivé
Development Insticute :

Donald Foster, Consortium for International Development

Howard Handler, Project Evalugtion Officer, USAID/Bolivia

Tyrone Heinrich, Director, ONCICOOP

Ken Johnson, P.L. 480 Title III, USAID/Bolivia

Robert Leon de Vivero, USAID/Bolivia

Kevin Kelly, USAID/Bolivia

Robert Kunkel, Potato Expert, Consortium for International Development
Reynaldo Marconi Ojeda, P.L. 430

Fadrique Muhe; Reyes, Executive Director, P.O. 480

Pancho Otero, Desarrollo Socio-Econémico (DESEC)

Harry Peacock, Director, San Julian Project, Fundacidn Integral de
Desariollo (FIDES)

Raul Pinto, Comptroller's Office, USAID/Bolivia
Ingeniero Quiroz, Servicio Nacional de Desarrollo de Com idades (SNDC)
Miquel Angel Rivarola, Chief of Party, RRNA Advisory Team
Edwin Salinas, Director CROFOC, Banco Agri'cola de Bolivia
Jose Sanjines Montan, P.L. 480
Margaret Savino, Rural Sociologist, Cochabamba
Tom Stillwell, Consortium for International Development
-Marco Antonio Tellez Rivero, Gerente General, FENACRE
- James Thomas, Chief of Party, Consortium for Intermational Development
--Robert Thurston, Chief, Rural Development, USAID/Bolivia

Mr. Van Doren, USAID/Bolivia
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Jaime Via U., Vice President, Bank of America (Santa Cruz)

fTb@ Wilde, Robert R. Nathan Associates

In addition, we spoke¢ with manv individual co-op members and others
who provided useful insights into the SFO Project.

| ' 247 ! Devres



ANNEX 8

ELECTED LEADERSHIP (1980 - 198l), STAFF, AND

ORGANIZATIONAL CHARTS FOR THE '"GRAN CHACO",
"SANTA CRUZ DEL NORTE", AND "COCHABAMBA"

CONSEJD  OE

IKTEGRAL COCPEPATIVES

OIRECTORES

COOPERATIVA INTEGRAL "GRAN CHACO LTDA."

CONSEID OE AOMINISTRACEONS

presidente
Vice-prasidente
Secretario
Yesorero

yocal

Jusn Quispe Rueda

Ramiro Gumiel Calar:zg
AQapiteo Agrada gmonte
Oomingo murgufas Ferndndez
Kufino Vallejoe Rfos

CONSEJN NE VIGILANMCIA:

COMITE DOE CRENITD:

Alberto Rufz pizarro

victor villagas Ledn
tnocencio anaqufn montes
Antonio Saldafa velfsque:
Casto Gandarillas maldonado

Peetor Urigeda Espinoze

Osvaldo Ortfz ayarde
Eugenio “Yrozco Cerdozo
v{ctor Tejerina nrdofiez
Zenén avilds Tarifa

PANPALRIRRPRSNG NSRRI
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(1980-81)

Campo Pajoso
Campo Largo
Campo Pajoso
Cortaderal
Campo “rande

Saladfllo
Tatarenda
Campo Grande
Canto del Agua
Tatarandas

Colza

van leidro
Carapar{
Corapar{
Tatarunda



NOMENA

DEL__ PERSONAL

COOPERATIVA INTEGRAL "GRAM CHACO LTDA."

OFICINA CENTRAL ~=~YACUIBA:

Gerente

Secretarias
contadora

Cajoro

Auxilier Contable
Auxiliar de gficina
Chofer-Sereno
Extensionista

Comercializador

arcfl Vésquez Montellano
Helgs Molins de Dolz
Rosa Mordn GonzSles
Carlos Villarrael Sudrez
merio Trujillo Riveros
Ramiro taTorre Gemio
Alfredo Sahonero Solf:z
Avelino Beldiviezo Hoyos
lsmael sufrez Guerrero

MACSTRANZA =CAMPOH PAJOSCO:

fodaguero

Ayudante de Mecénico
Sercno

Operador

Operador

Operador

Operador

psblo marks Térrez

Frenz Térrez Coro

“uan Morsles Pérez

angel Crdz arenas

Marctal Valle jos Barrisntos
Carmelo Vallojos Vallejos
gesilio Vfsqusz Meredia

BRBRRBRBERLR B BHRS DR HRH SN
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DIRECIIVOS DE TA COOPECATIVA INTEGRAL DI STRVICIOS
SANTA CRUZ -  MORTE LTDA.

COUSEJO_DE ADMINISTRACCION

W Do . GEEEND

CARGOS NOMBRES_Y APELLIDO G.A.B. TERMING DE MANDATO
PRESIDENTE : Benjoemin Arana, 12 81
VICE-PDIZ ¢ Franeisco Lrnez, s 81
SECRET/RIO: Mario Bustaomante, - . 3 81
TESORERO Vitaliano Nogales. 11 81
lo.VOCLL: Demetrio Guillen. 10 81
20.,VOCLL: Crisdlogo Valencia, 7 81
30.,VOC.iLs Basilio Condo, 11 81

CQUSEJO DE VIGILLICTh.

CHEERAG- @ (RN WD VRO B WM AP TN ¢ e

FRESIDENTE:  Juan Perez O, 10 81

SCCRBET/RIO:  Lndrés Mendoza. 9 81

VOCLL Francisco Szlguero, 5 81
COMITE DS  CREDITO

FESIDENTE:  David Ntldoncde. 2 81

:I_ZCRET.’.RIO: Monuel Chomhi, 12 81

"CC.L: EBustaquio Serrudo. L 81

slontere, 15 de ilzrzo 1,980
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COOPERATIVA INTEGRAL DE SERVICIOS

, *COCHABAMBA* LTDA.
1 FERIONELIA  NRIOICA Ne. T2
PQNATA ~— BOLIVIA

BE-RBER SELEIBIAZTEREEAREIERRE

NOMINA JE CIRECTIVOY GCiSTICN 1980
BEREBR BE. B

* e

- CONSEJO OE ADMINISTRACION

l.= Guide Oelgacillo IRESIHL TR

2.= Federico Arispe VICE PRECSIDENTE
3,= Mar{a Gonzales ZECRET. IR

do~ Jos$ Vasquez TESORERO

Se~ Manuel Villarroel YGCAL

6.~ ARparicio Flores : VCCAL

7e= Felipe Celgadillo VCCAL

CCNSEJC 2E VISILANCIA

le= Vitaliano Gonzales PEESIDENTE
2.,= Paslo Cano SECNETATIO
3= Gregoric Terédn VOCAL

COMITE DE CREDITO

l.= Nicémades Claros PRESISE S TE
2.= Hilarion Hinojosa SECAETA10
de= Jaleriano valle}os voCAb

CMITE €0 Crricy

le= P2ané Garcia Pi781 €. TK
2= 3Salomén Torrico CLIRETARID
3e= Julio Rojas VIO

sunata,y Narzo 1631
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COOPERATIVA

1."

2.
I
4,=
5em
6=
Tom
T
o
10.~
11.-
12.-
13-
14.-
15.~

*COCHABAMBA®
PESSONERI  MRISICH e MwT2
PUNATA — BOLIVIA

INTEGRAL DE SERVICIOS

LTDA.

NOMTINA

mams -B-.-S-.ﬂﬂt.tlltlsﬂ‘ﬂa;--

COOPERATIUA INTEQRAL 22 €°=VICI0S

BEREERERENEEIEEEEANEERBRANEEBR N

WCOCHABAMEA" LTDA, G&QTION 1980

BEEREErEEISESRSE

Emilio Cano Escobar

Addn Pary Ledazma

Angel D&vila Gutiarrez
Primo Zeballos Grigeda
Jaime Gémez Claors
Antonio Florido Camacho
Germén V8squez I,
€liseo Farriandez Arnéz
Estela Terracras Vargas
Lily Claros Giznén
Chela Aquilar Delgadillo
Antonio Yillarroel M,
Cemetrio Camucho C,
Eufr .cio Orzllana
Pacifico Villarzcel M,
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ANNEX 9

SCOPE OF WORK
Robert R. Nathan Associates

A. Chlef of Pariy
The Chicf of Parly will Le based in the offlice of the hest agrncy

and will be the only member of the advisory ‘group te maintain. direct
contact with the host agency. He/she will:

1. Direct coordinate,and supervise the activities of the expatriate
and national members of the advisory group in order to achieve project

.goals.

2. Manage the office of the advisory group/implementing team and
assure that the office is functional.

3. Conduct periodic on site evaluations to assure that adviscory
group members arc satisfactcrily performing thelr duties.

4., Provide technical assistance as required to the host agency.
5. Prepare, as required, scopes of work, work plans, and reports,

6. Ensure effective communication between the edvisory group,
the host agency, and USAID,

- T« Be responsible for the supervision of management contracts
with the Integral Cooperatives.

8. Guide preparation of feasibility studies for new services,
nev integral cooperatives and for future federation structure,

9. Recruit and hire, in consultation with the FENACRE Manager,
the Director of the Decentralized Office snd assist him/her to re-
cruit and hire other personnel.

10. Participate in meetings of the consulting committee of Inte-
gral Cooperativee,

11. Prepare quarterly reports detailing the current status, pra-
gress and protlems of the program, and cupervise preparation of werk
plans for each team member,

a2. The Chief of Party is ultimately reaponlib.e for the conduct
of the entire prograa.

256



n.' Administrntion[Credit Advisors

Two Administration/Credit Advisors will work directly with the
Integral Cocperatives; no duties at the national level with the
hogt agrncy are contemplated for these advisors, They will be re-
quired to travel approximately 50 per cent of the time. The Ad-
minictration/Credit advisors will work with naticnal counterparts.
The counterparts will complement the skills of the Administration/
Credit advisor and will be responsible for tasks similar to those
assigned to the expatriats advisors.

Assist and advise the Integral Coopcratives in the following:

1. Implement aud monitor a uniform accounting system in the
integral cooperatives. .

2. Develop and implement a system of professional administration
in the Integral Cooperatives which includes a personnel policy,
pricing policies, information systems, budgets, internal ccntrals, -
etc.

3. Insure that individual cooperative employees have an under-
standing of their specific duties and are able to effectively carry
them out,

. Assure that cooperative accounting is current.

5. Train the salaried perscnnel of the Integral Cooperative as
= 11 as the odninistrative council, the vigilance committee and the
ceodit committee concerning administrative and credit matters,

t. Assist In the commercialization of the cooperatives production
o the procurement of agricultural inputs.

o licare that the cuoperative wbides by internal and national
it tegulations,

Frepare and Liplement a uriform crelit syst.e for the Intcgral
¢ ¢ ivig inclucing appropriate vaperwork,

‘e Asdure that the Integral Corperatives have an apjropriate
booemy il el'ficlent system for credit recovery.
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10. Coordinate closcly with the training adviscr tc ensure that
coopcratlue_extepnsionists are adequateoly propared for crodit planniee
and credit recovery.

11. Assure that sublonn requests reflect the needs of thr campe-
sino3, are reasonable and are efficient.

12,  Review cooperative credit requests and monitcr cooperative
credit activities,

- 13, 'Contribute to both cooperative aud national tralaing courses
as required.

14, Prepare quarterly reports dctailing the currcut status, pro-
gress, and problems of his efforts, and prepare quarterly work plane,

15. Perform other duties as assigned by the Chief of Farty.

C. Training Advisor

The Training advisor will work directly with the Integral Co-
o,crative membership and with the extension agents. No duties at
the national level are contemplated for this advisor. This advisor
will be required to travel at ieast seventy-five per cent of the
time, The Training advisor will work wich a national counterpart
who will complement the skills of the Training advisor and who will
perform similar duties as the Training advisor.

The duties of the Training advisor are as follows:

1. Assure that all training activities in each Integrai Coopera-
tive are both developed and carried out effectively. The focus should
te on training cooperative extension agents and on cooperative members
at the COB level.

2. Prepars and implement cooperstive and agricultural tiaining
programs at the appropriate level for the specific target group.

3. fsaist the cooperative extension sgents in developing appro-
priste packages of sgricultural practices,

L. Assist the cooperative extension agents in developing and
implementing practical work plans.
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5. Participate with cooperative extension agents in tralning
activities to ensure their proper execution.

0. Present quarterly reports detailing the current status, pro-
rress and problems of the training effort, and develop quarterly
«~ork plcrs.

7. ?repare appropriate materials, as required, for training.
. 8 _Eg;(bgn'otpgr_tgsgatgs,qqs&gggdrbyzgpe:Ch;er.of,iprty.-
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ANNEX 10

ADDITIONAL ISSUES FOR USAID TO CONSIDER
WHICH FALL OUTSIDE THE PRESENT SCOPE OF WORK

Given the qonploxity of the SFO Project, there arise a number of

issues, not all of which fall within the scope of the present evalua-

tion. Some of the questions and issues which we didn't have time to \
‘2

exanine in depth but which should be considered by USAID include:

(1) IC "banking" ofCROFOC funds. We noted that a major reason

the co-ops have made progress toward financial "self-sufficiency” is
that they earn large amounts of interest income from the subsidized
funds loaned cheaply by CROFOC. If it were only a simple matter of
earning interest on the CROFOC funds for the short time between re-
ceipt of funds from CROFOC and disbursement to individual members,
the dollar anéunt could be small. However, this is not the case. The
temptation to take advantage of the wide disparities in interest rates
has led to the development of -several tactics to increase the amount
of cash on-hand, which is then 3¢pooit¢d in commercial bank savings
adccounts at 23 percent 1ntcreot; Income from these accounts thus
constitutes a form of hidden subsidy. The tactics observed include:

(a) the ICs request more funds than are needed, banking

the surplus for the term of the loasm;
(b) the ICs request funds earlier than needed and repay

thes as late as possible; and



(c) the ICs don't adjust their request downward when
they find mid-way through a project that they don't
require the full amount of an approved request.

(2) Subsidized Interest Rates. Given current inflationary

conditions in Bolivia, the 18 percent nominal interest rate charged
co-op members is highly negative in real terms. As » result, CROFOC
is rapidly decapitalizing. At the moment, this is not a problem,
since the demands on CROFOC are well below its curreut capacity, but
should inflgtion continue at its present rate and should several

new ICs enter the system, the CROFOC will soon have to ration its
credit. How soon will this occur? Should CROFOC and the co-ops

raise their interest rates? How does the fact that BAB prasently
loans money to small farmers at 14 perceat Influence the ICs' ability
to vary 1nter£st rates?

(3) (Criteria for the Selection of IC Sites. It appears that

IC sites have been selected based not on economic/financial feasibil-
ity nut on political or other considerationc. This has made it wora
difficult for the IC system to function efficiently, and in partic-
ular for ONCICOOP to provide technical assistance efficiently.

The fact that the existing ICs, Tahuantinsuyo, and the two
proposed ICs in Yamparaez and Rio Abajo occupy different departments
sugiests chat project staff desire to achieve some sort of geographic

balance. However, this geographic dispersion makes it more costly
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in staff time and money to provide technical assistance. Distance and
differences in production make it imp&saible to regularly share exper-
iences or pool resources in a systematic fashion.

In particular, the IC in Yacuiba is isolated and, during the rainy
season, often 1naccessib1e; duch staff time has been lost irn unsuc-
cessfully seeking to reach this Ié (as the evaluators can attest through
persoral experience). In addition, such physical isolation has made
difficult the introduction of computers. In particular, timely repair
of the Yacuiba computer may regularly be unobtainable.

It also appears that, beginning with Yacuiba, selection of new
ICs took place with no comparison of alternative sites. The major
factor in Yacuiba's selection appears to be that the government-owmed
oil processing plant was operating at only 14 percent of capacity and
desperately needed agricultuzal suppliers. The problems of the Gran
Chaco IC demonstrate the pitfalls of relying on external criteria in
promoting new cooperatives.

(4) Machinery yse--Cooperative vs. Individual Ownership. A more

in~depth analysis cf the advantages and disadvantages of communal and
incividual ownership of agricultural machinery needs co be porformed,
pechaps jointly by an sgricultural economist and a rural sociologist.
Both technical and social criteria need to be applied. Technical
factors may include:

0 land characteristics (size, distribution, quality, etc.);

‘o machinery characteristics;
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o availability of fuel, repair services, and member/co-op
driver and maintenance skills;

o wmachinery costs and financial terms, etc.
Social factors include:
o member attitudes (perceived need as a function of
land characteristics, preatige, income potential,
etc.;

o maintenance capacity and attitudes;

o potential for increasing/decreasing social stratifi-
cation;

o group cohesion/history of use of tractors; and

o potential for increasing/decreasing internal co-op
conflict.

(5) Relationship of ONCICOOP with the Tahuantinsuyo IC. What

addicional lessons can be learned from the past and current relation-

ship of the Tahuantinsuyo 1C with the ONCICOCP system?
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