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FINAL REPORT:

( covers the period July-Novembenr 19§7)

PROJECT-Technical Assistance for the Regional Planning System of CORDEPAZ

Narmnative Summary of Objetives
GOAL

Accefenate the ﬁegional development of the
Depantment of La Paz, i

PURPOSE

Improve the irwti,ubabnal capacity of
CORDEPAZ with nespect 4o:

I. The preparation of plans

Objectively Verifiable Indicatons of success

Shontly CORDEPAZ wifl hold an internal seminan
at the fLevel of .its Technical Committe to cla-
Adfy the objectives and the nole of the Conrpo-
nation in the develfopment of the Department, as
well as establish the conresponding success 4in
dicatons. -

Indicatons suggested by AID Long-tenm advison.

The 1982 Openration Plan and those 0f successi-
ve yeans, present clearly the Conporaxrions ob
jectives, demons trating how each project §its =
dnto the negional development ptan.

Project achievement and commentany

In general tenms, the Regioral Development Conpcna-
tion of La Paz, CORDEPAZ, punrsues three objectives
sdmubitaneously) .

1.

Increase the numben of direct beneficiaries of
development incentives and suppont grom CORDEPAZ
{the strategy of the Technical and Credif in -
kind Project, PACT,

Creation 0§ a number tc be detenmined ;develop-

ment pofes on zones in which the small garmexr”

productive secton is strengthened through tech-
nical and credit assistence as well as suppont
An community potabfe water artems and feeden -
noads. (The strategy proposed <in the droft 1962
Openations Plan}.

The integnal deveLopment of the nonth o4 the De-
partment.

The draft 1982 Operations Plan defineates the possi-
ble contribution of the 1982 proposed profects to ne
gdonal development as per the second sthategy ouwtli-
ned above. The necommendationhas been made, and Zenta
tively accepted that the Technicat Advisony Committee
be given tne time and oppontunity to review the Plan
40 that, within the time Limits proposded by the MPC,
the project designs can be modified ir acrondance -
with whatever Corponation GOA'. /s azlopted.The Plan's
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The 1982 Openations Plan, and those of successi
ve yeans, contain implementation plans and dis
bursement schedufes to peamit easien golLow-up
and suppont,

Intennalty, the 1982 Operations Plan, and tho-
de of succesive years, ane complemented by ---
other documents which defineate possible pre--
bems and alternative sofutions as well as spe
cific material and othen suppont nequirements

project by project.

objectives and projects internal Logic {8 summarized
using Logframe,

A preliminany depantmental needs-pnoblems analisis -
has been done; this witf be amplified forn some prio-
ity subnegions as a furthen step toward the efabora
tion of a negional devefopment plan in 1952. Thia -
effont should be one of the aneas of futune techni--
cal assistance.

Considerning that no project was the object of a com-
pleté and detailed evaluation that woufd have peami-
ited a well-based (ne) fonmubation 0of {ts objetives

and products fon 1982, the planning effornt was based

on a close coondination/dialogue with profect mana--
gens and supervisons.

Besides just solicitng thein material and human ne-
quinements to continue thein "projects” thein cofabo
nation was enlisted to establish the besr projfect -
plan and onganization that would have a s.ignifdcant
<impact on the small fatmen productive sector. AlLthough
not as well founded as should be expected, each pno-
ject design 48 clear. And aften the programmed annual
project evaluation and aften taking better advantage
0f third party and own data gathering activities, the
sclentific basis should exist in Late 1982 forn the de
44gn of successful and Lange scale projects

The draft 1952 Overations Plan uses Loggrame with its
OVIs, especially with refenence to the time of product
completion. Additionally, it delfineates a querntenly -
disbunsement schedufe. Both of these ane sdignificant
Amprovements oven the 1981 Operations Plan

Histondicatly, the yearnly Operations Plan have had £i-
Lthe practical utility because they Lacked not just

clean impact objectives and, at Least in 1981 a dis-
bunsement schedube, but also due to thein detenminis-
tie¢ and summany natune, that only those proposcd p;u};




ducts wene permitted and the "how" to achicve them

was obvious. As a consequence programming modd§<ica

Lions were contemplated only when a change became

urgent. Funthen, project ollow-up and supenvision

48 very difficult when based on only the yeanly -

Openations Plan. And, in 1981 at Least, 4in spite -

of its existence the menits of the nequienments Am

plicitly approved wene nepeatedly evaluated in se

veral offices all claiming nesponsability fon this.
Finally, due to the structural Lines of- authonity,

Latenel comunication is difficult and needed sup -

port, as fon example, designs and costs gon planned
constwetion, are not communicated on completed 4in

a timely fashion.

Thenefore, complementarny, implementation documents
are needed to make the yearly Operations Plan ope -
hational apceifically by facilitating a mone effi-
cient management follow-up and supenvision as weft
as eliminating the need to neconstruct the annual

planning to undenstand and {mpLement the summaries
presented to the Planning Ministny; examples ane:

wonk plans, contingency plans, and nequicnments -
detatled by month on quarten 0f expected disbunse-
ment. This should be one of the focuses of futune
(SAID technicat assistance.

Fon the moment, the 1952 plan delineates nequine-
ments quarterly not only to justify the amounts -
subsequently budgeted, but also to peamit napid -
evaluation of the menits of each disbunsement ne-
quest duning the impfementation phase. And the -
needed suppont grom othen offices on institutions
are neconded, with dates, as impontant assumptions.
Finally, the Logframes prepared can serve as a ba
848 fon identifying hey events and the desdign of a
connesponding information and progness foamat spe-
cifdc to each project.
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Howeven it 4s stife necessary to analize with project
managers the probable difficulties they might encoun-

Zen and develop contingency plans. This s contempla-
ted when the nest of the Project Management System 4is
Ampfemented.

Z. Improvement in project design and manage- Every profect is based on an analisis of alten- The suggested project evaluation did not occun due v
ment natives that tends to ddentify the best "pro-  internal junisdiction differences and to other demands
Jjeet" possible, considening accumubated expe- on the personnel of the Planning 0ffice. Consequently

ndence and nelevant theonetical fomulations. it was suggested that the focus of the cumrent projects
be nconiented mone towand making a significant impact
on the small farmen target gnoup via a mone concerted

effont at extension/technical assistance instead of ine

direct production of agricultunal products and the cons

twetion of own productive {nfraestructure by CORDEPAT,

The Logframe of each paciect, when completed adequate-
Ly will permit betten fottow-up/evaluation of the pro-
ject to be implemented in 1982 and in futune yeans via
the PMS. Techniques.

An timely evaluation of current projects has been pta
nned fon 1982 to provide the basis fon whatoven nefon-
mulation of the budget may be neccesarny in 1382 as -

well as fon the 1983 Operations Pean.

Fon the moment, onty the profects that aim towand ex-
ternal financing anre elabonated in sufficient detait
<hat affow anevaluation of its design and of the se
Lection of the aliernative to be Amplemented. In view
of the fact that the Limiting facton in 1983 will be

probably the Lack of funds,greaten advantage of exten
nal financing, especially donations ,should be contem-
plated, Consequently as a bi-product of this mone con-
cientious study and design effort, mone proposed pro-
fects should be mone viabfe and duccessful. Note: due
10 various onganizational problems, some already nefe
sved to, CORDEPAZ ...78 have a neaf budget of own funda
fon 1982 projects aproximately 50% highen than wsual.
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3.

Improve administrative systems

Project management should be characterized by:

A prion analisis of probable digficulties

A principal concern with efecution vis-a-vds
the dimpact objetives, instead of the timely
acquisition of nequienments (minimizing at -
Least the numben of days the profect managen
and on his stagf have to be in La Paz.

A clean agreement 0f nesponsability and -
aphere of control among the different manage
ment Levels,

A timely supervision by program managers and
othens, wivich permits the ddentification of
problems and altennative sofutions tefone -
they neach a cnisis status.

A timely neview and decision by higher mana
gement Levels of modifications suggested By
the diffenent offices that provide project -
go€Low-up and supervision.

The provision of project and general operating
nequirements should be Limely.

Internal project evaluation shoutd be based, -
not on the fevel of budgetany execution, but
nathen on the achievement 0f impact objectives
{purpose and goat).

Cunrently, project management in CORDEPAZ 48 chanac-
terized by a struggle fon the timely, and occasiona-
Ly the not so timely, provision of the nequieuments
4mplicity approved in the yean's Operations Plan.
CORDEPAZ probably is notonious forn the Low percenta-
ge of budgeted and neceived funds actually spent.

This discourages a serious dmpact planning effonrt,as
the presumption tends to be that the impact wiflf be
minimal.To a gneat extent, proghess can.be made in -
These indicaton anrea using the othen management -
tools of the PMS as folfows:

- Continue the coondination between the Ptanning and -
Projects Office and the field project impLementation
units, on impnove,the coondination with the Profect
Contrnof Office (Contnof de ( stibn).

- Improve the administrative dystems, especially with
neference to the timely provision of approved ne-
quinements.

- Clanify nesponsabitity by management and suppont £e
vel.

- Fortify the system of profect follow-up and supervd
sdon.

Cunrenty the administrative system and follow-up in
CORDEPAZ 44 not satisfactony with neference to any
of thede criteria (indicatons)

Pussibly, with the netunn to la Paz o4 the Project
Contnol Office (sent fon 4 months to San Buenaventu
aa 1o manage that project) project gollow-up will =
Amprove. Given that only one of thein staff has ha.
PMS thaining, their overall technical and Logisticat
capabilities are an unkiown ,but the 1981 expenience
duggests that this office/activity needs 1o be strnen
gthend both technically and Logistically.
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6.

The dinfoamation system should provide th

e needed The difficultivies of internal coordination and fa-

Anfonmation in a timely fashion to the person who teral communicatior coufd be nesofuved to great ex

will make the nespective decision.

Zent by periodicrt coondination meetings, a clean -
assdigiment of ncsponsabilities, which anre signifi-
cant and challe'ging, and the joint establishment -
of sendious wonk plans (that would clso provide a ba
848 for the genenal operations budget). -

As the nequest of the Conporation's President a -

wonk plan has been presented to up-date in Novemben/
December the administrative procedunes, the .internat
pesonnet manual of duties and nights, and a manual

of brief job descniptions, as well as peamit an eva-
Luation of the Conponation's hieranchy of offices -
and positions. This activity wilf probably be excecu
ted by an outsideadvisony {iun,

1t is impontant to note, howeven, that the estabfis-
ment of an .improved onganizational sthuctune does -
not guarentee Lits effective implementation without a
corresponding plan Lo improve the process of project
gollow-up/suppont/evaluation.

SUMMARY

The Regionatl development Conporation forn the Depart-
ment of La Paz, CORDEPAI has the capability to de-
s.ign profects with cleanr objetives based on a 4tu--
died analisis of alternatives. The need fen a pla-
nning effont that does not teaminate with a yearfy -
Operations Pfan 48 necognized. And tha Conponation -
<8 beginning to up-date its administrative procedune
gon the provision of materials: possibly it will al-
40 clanidy managenial and supe-.isony nesponsabifi-
ties and improve the information system. Funthenmone,
4t is expected that CORDEPAZ wiff defire mone clean-
Py its development stnategy via the efabonration of
a medium term negional development plan in 1952.



The actual project §ollow-up supenvision effonts ha-
ve several deficiencies; futune technical assdistance
showld be concentrated in the area, emphasing good -
project management Zecaniques such as:

- Contingency planning

- A joint project .impfementation plan, clarnifying -
<in greaten detail the nelationships between mate-
nial nequienments, needed Suppont, and the achie-
vement of ihe expected nesults.

- The periodic up-dating of project nequiemments -
(type and dates).

- The identification and nesolution 04 bottlenecks.

- The stnengthening of fateral and upwands comnusnd-
cations and inter-institutional coondination.

In conclusion, CORDEPAZ needs hetp in paoject manage
ment, and until profects are updated oh new ones are
prepared, it can't absorb rapidly any funds USAID -
makes available fon profect Amplementation. Additio-
nally PMS training needs to be up-dated and broade-
ned.




PRODUCTS OF THE USATD ADVISOR asigned to CORDEPAZ {July-Novemben 19§1)

NOTE: Some of the advice on improvements detaifed have occured eithen simufia-
neously or jointly to CORDEPAZ personnel; the fact that they are mention
ed here does not mean that thein contribution <8 not necognized.

1. Technical Assistance in the improvement of plan preparation.

Logframe is now being used in operation: planning clarifying pro-
feet impact objectives.

The operations planning for 1982 has changed fnom a simple budge-
Xing of continuwing activities as in 19&1 2o foint planning of via
ble and significant small garmen impact, and altemvards the dedi-
nition of activities 1o be excecuted, and finally, the necessary
nequierments [type, amount, and dates).

In view of the fack a timely on-going project evaluation, th: di-
foiculties 2o provide efficient follow-up 1o a sdgni fleant numben
of dispense but small-scale projects, and the wonld-wide experien
ce 0f minimal impact from such profects, a minimum package ap-
pwach 48 being dimplemented. Specifically, Lines of intervention
in the small farmer productive secton are beingclosely coondinated,
preferably in fewen projects, and are being complemented by nunal
noad and community drin*ing waten system ingrastructune, in clean
Ly delined but concentruted zones of operation, genenally those =
where the Corponation 44 actually wonking.

Planning is now a joint activity of planning and operations person
nel, nather than a sequential review of operations’ requedts,

Before the President of the Conponation was changed, a timetable -
forn the elaborati~n of the Operations Plan was presented.

1t was necommended that nepredentatives of the Administrative [Exe
cutive) Office participate not onby in the budgeting process but -
also 4in the obfective setting and activity defimi on process, -
40 that they would undenstand better the "why” of nequierments 2o
be budgeted.

Brief ondientation/review dessions wene given on Logframe 2o nepne-
sentatives of the Administrative Office, Proyect Control Office, -
Program Managers, and Projeet managers as well as the PLanning and
Profects Offdice.

Intensdve technical assitance was provided to the planning team on
clarification of objectives, the delimitation of the nespective -
0V1s, and zero-based budgeting fon the 1982 Operations Plan.

Thaining matenial nas been prepared fon a broaden Laining seminan
on PMS 2o zake place in Decemben.

12 has been necommended that data collection effonts nealized by -
thind panties, such as the Agricultune Ministny, be broadened, to
raovide a mone precise image of the nature and extent of the pno-
bfems in the specific zones in which CORDEPA wilff be wonking in -
1982,

"



- A summany schema fon delineatin a biennial, on medium tewm devebop -
meni sthategy has been presented.

- A document outlining the conceptual §ramework of the Unban Functions
4n Regional Development component has been presented.

Technical Assistance in Project design and Management

- Logframes for all projects for probable impLementation in 1982 have
been elaborated and in several cases interest at the operations fLe
vel has been strengthened in the use of the othen management techn{
ques 4n the PMS. -

- In'June and July project evaluation instruments (30 pages in docu-
ments and guidelines) wene prepared based on PMS.

- Recomendation were made, and models prepared Zo.usc Loggrame fon -
periodic -nogress reponting and nequests for materials.

- The recommendation has been made that more advantage be taken of ex
towal financing, and that "shelved" projects be analized to detfers
mine thein potential, nelative vafve, and the possibility of exten-
nal g§inancing.

~ The necommendation has been made that the other PMS management tech
niques be AimplLemented.

- Fon the DRI-Aroma project, a PMS-Executive Seminan was o4fened, with
emphasis on evaluation and monitoring techniques, that could have -
Led to a greater degree of interinstitutional suppont, but due to -
internal workLoail:, it was postponed until Decemben/Januany. Addi-
Lionally secin, .t the investigation component was making Little
progress, a scheme fon the {inst investigative phase |statistical -
profile] was presented and 44 now being amplified on. Finally, 4in -
view of the fact that the planning team charged with coordinating -
action components and investigation felt that a serious hottlenech
was cooperative ginancing by othen goverment institutions, intena-
tional financing has been necommended {e.g. PL-4§0)

- An all purpose Loggrame fon an Tndustrial Estate has been presented
2o help onient, and select, components of the proposed profect.

- For foun "shelved" projects, Loggnrames have been prepared to facili
tate thein comprchension and evaluation; technical assistance in =
the evaluation and nedesign of one has been provided,

- A document descnibing alternative project programming techiniques -
has been prepaned.

Technical Assistance 4in the improvement of Administrative Systems,

- An evaluation of the felt stmuctune of hesponsabilities within the
Conporation was begun, but due to the imminent change of the Corpo
ration Presddent, 4t neceived Little supponrt.

- On requeat of the Presdident, a work plan to up-date administrative

procedones, the inteanal personnel manual of rights and obligations
and a manual of job descriptions has been presented.
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Specific profect nequierements by type and quarter have been detal
Led with the expectation that it will facilitate the processing of
the nequest gon materials once the 1952 Openrations Plan is approved
and put into effcct,

Several management imporvements in the Planning and Projeets Office
have been necommended: periodic fonmal coondiantion and exchange of
information/experience, the elaboration of a work plan fon project
preparation, the use of the intenine dinrectonship as an incentive -
gon the Limely completion of assigned work, the genenaf ecounage-
ment of initiative among subordinates, and the physdical {ntegration
of the two antagonistic sections.

.In the event that the minimun package approach in selected zones s
adopted, as a folfow-up measure, it has been necommended that at -
Least bimonthly in the zomcs themselves, meetings of project mana-
gers, conresponding program managers, Planning and Projects person-
nel, and Project Control pensonnel be held o ensune project gield
coondination and analize prosect management problems and intha and
Ainter-institutional suppont requinements, as well as up-date the con
tingency planning, -

To provdide more effective foLlow-up to the 1962 Operdtions Plan, it
has been necommended that project supervisons nequire of project ma-
nagens monthly wonk plans which would include details of the nequine
ments fon the following month. This would give the Administrative -
(Executive] Office 30 days to pnovide the nequined inputs. The month
Ly wonk plan would thus be based on the availibifitu of the nequiere
ments nequested in a timely fashion one month previousfy. Fon veny =
costly inputs, requiring bidding on othen complicated acquisition -
procedunes, the Administrative 0ffice, with the profect disbursement
schedufe specifying project requinements, should provide them in a -
timely fashion, but based on acquisition experdence and nequests -
made at the beginning of the yean, Anitiating the process wheneven -
it seems convendient. This would clearly make it thein exelfusive and
appropiate nesponsability to make available project nequirements 4An
a Limely mannen, thus hopefully avoiding fLaten complaints of project
inability o spend.

In view of the fact that oftentimes the defays in input provision -

are due to the feeling of the Controllen's nrepnedentative that the -

requests ane umanianted, it has been recommended that he be included
earlicn in the administrative approval/requisition process. Fon exam-
ple, a meeting at the beginning of the month with his/hen participa-

tion could analize the monthly nequests for materials {(neferred to -
above). 1§ the Controllen's nepresentative were o have an observa--

tion, the clanifying infonmation could be nequested during the acqui

sdtion process, nathen than aftewands when the Conponation nishs =

Losing the price and/on timely acquisition.

1t has been necommended that whenever converdent, the project mana-
gens, on thein staff, directly determine the prices and whereabouts
of inputs needed.
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CORPORACION REGIONAL DE DESARROLLO DE LA PAZ

INPUTS: 08 CORVEPAZ Contrdbution te zhe Pacject (Jubu-Nev 1987

J. Salawy of perscwel (see detall aitached) $b. 419,930
2. CORDEPAZ cpesating costs 15.000
Velucke (donation) $b. 6.u00
Ufgdlce matenial $0. 7.00u
3. Studies-Training matendal $b, 3.200

$b. 436.130
us $.  17.447

Avenias Arce Edif. Sante lssbe! Bloque 4" 2do. Mezzanine - Teléfonos: 367313, 367314 . 867318 - 367216 - Canilla 8107 - Cablas CORDEPAZ - La Paz-Boiwrs






