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1.- INTRODUCTION

1.‘.'-.' Background and Reporting Perdod

A8 ‘a consequence of the situation in which the sm:ilL fanmer found himself, and as
a result of various studies and analysis undertaben by the National Seavice of
Community Development, the Economic Mission of the United States o America Ln
Bolivia and various national and international oraanizations, the 13th of May of
1976, the National Service 04 Communitu Development - (SMDC) sianed an Agreement
with USATD/BOLIVIA - GOB/AID 511-97 to hely the development of the faumer organi-
zations.

The Development Progham was to begin on the 24th of March of 1976. The USAID/

BOLIVIA contribution was U$ 10.917.000 consisting 4in a Loan (511-T-055) Kor

U$:7.500.000 and 4in a donation (511-0452) 4on U$ 3.417.000 for ZTechnical assdis-

tance, teaching and initial subsidy for the Coopcratives (Letter of Implementa-

tion No. 17 of profect 511-T-055). The national countervarnt contribution was

ﬁg’pﬂgxx&naxdy U$ 24.000.000, which means the total invesiment of the profect was
*34.917.000.

The SNOC crested within its sthucture, the Uepaitmeit o4 Farmer Onganizations and
within 4it, the office that was to administer the (T "7)C Loan (Rotating Credit to
promote Faumen Onganizations). ,

Ondgiially the project contemplated teclndical and cr2dit supposrt fon small rural
Cooperatives, which would unite £n 10 to 14 central zones 0§ credit servdice,
provision of input and merchandise. At the scme time these centrel zones would
form departinental federaticis and eveatt 18y a natiosal federation.

Howeven; the SNDC and USAID/BOLIVIA soon realized Liat the profect, as 4Lt was
et up, did not have ruch chance of succeeding and {1 October of 1976 the SNDC
ornganized a seminan *o discuss £his problom, 1In iie sendnan £t wat analyzed
and §inally approved, the concept of xhe Iniegral Coopxratives, which would have
economic support that would accelerate ithe Limz Lo neacn self suffdiciency.

The Integnal Cooperative would be onaanized :Mth a Large number of members, and
would provide various types of serwdces. 14 would be Located Ln a relatively
Lange geographical aréa that would take in vaiious mw:al communities and would
have professional administnation padid by the same Cooperaiive. The servdices
would consist in agrnicultural technical assisitance, chedit, provdisdion of Lnput,
commercialization of agricultural preducts and procesdsding wien necedscny.

An onganization of this Lype would benedit by centralizing adaunistrative nes-
ponsibilities, accunulation o4 capital of members, proflls {wom a Largern scale
operation and mar:goi contracted and paid by ihe same Cooperative,

In Januany of 1977 the SNOC approved ofadicially tie new concept cnd, based on
feasibility studies, two integhal cooperatives were organized: The 4inst in
Septemben, 1977, in Punata, Cochabamba, cnd the second in Jctober of the same
year {in Betanzos, Potosi.

Or’May 16¢h of 1978, the SNDC sianed with the Consultont that had been initially
conthacted (ROBERT R. NATHAN ASSOCIATES, Inc.), Amendinent No. 6, io the Agree-
mint ilo. 511-97, extending the contract period unti’ the 15th of May of 1980.

Because of the changes made in the prognam design, the different way technical
senvices wene Lo be provided, and because of the magniiude of the same, this
amendment manks an impontant point Lin tne developnent of the roject., Because
0§ this amendment, all the Technical Advisony aroup was changed, taking into
consideration the new concept of the Integrnal Cooperatives. Therefone, the
perdod of this repont will beain May 16th of 1978 until December 31s8t of 1979,
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the termination date. The preceeding heponts ane in the possession of SNDC and
USATD for nefenence when necedsary.

2.-

Technical Assistance

Amendment No. 6 to the Oniginal Agreement contemplated the particivation of
the following Advisory group, and thein starntins work dates. The dates of
depariure from the country are when thein contract terminates.

(See Tabli # 1) '

As a consequence of the aforementioned amendment the emphasdis on assdistance
changed directly to the integhal cooperatives. The Regional Advisons were
eliminated, with the exception of one 4in Cochabamba, the Advisorn to INALCO,
and the Advisor who was promoting the Fanm Uloman.

The group was kept at 10 Advisons, but each Integral Cooperative had its own
in permanent form. 1In the same mannern short-team assistance was continued
forn profects and specidic needs.

Objective of the Program Stanting 15/5/78

Amendment No. 6 estabLished in Article 11 the following obfectives:

Founding o4 seven stnong cooperatives, from an economic, administrative and
social point of view, ghouped Lin one onganism of second degree. For the ful-
gillment of the obfective the folLlowing activities were to be carrnied out:

(1) Training members, Leaders and professinal personnel of the Integral
Cooperative and its Federation;

(2) Technical assistance and supervision of the Integral Cooperatives, Lin-
cluding extension, infrastructure, cooperative development and accoun-
ting and aud{t services;

(3) Credit to the Integral Cooperatives forn a maximum period of five yeans.
Assistance Lo a small number of rurnal communal ghoups as an intenim step
Lo its thansformation into GARs and Later into the Integral Cooperati-
ves.

(4) Administrative Assistance to the Federation of the Integral Coopera-
Lives.,

ALL of the above would be .implemented based on economic projects 4in
accondance wiln feasibility studies.

Subsequently, the Advisory Group prepared their work progham based on
the estabfished obfectives and activities.
(See Annex No. 2 ),

State of Development and Situaiion of the Project on the 15th of May, 1980

As was pointed out befonre, because of the impossibility to carry out the Pro-
ject as it had been oriainally conceived, the project was changed and the
objectives and goals wene ne-estabfished. Even though Amendment No. 6 made
o§ficial the change, the new strategu had been initiated with the organizing
0f the two cooperatives in Septembern and Octoben of 1977.

However, on the above date, the overall project situation ofdered  the fol-
Lowing Lmage:



1.- Two Integral Cooperatives with scarcely & months of Life.

2.- The promotion of two cooperatives was made very ranidu and the membens
didn't have any clear concept of them, non thein obfectives non fonm of
operation;

3.- The SNDC operated under a chronic Lack o4 éunds to suppwornt the project:

4.- The Depantment of Farmer Onganizations was nesdisted in a growing manner
' by the nest of the pensonnel of SNDC;

5.- Very Little training had been given to employces and directons of the
Cooperatives that were functioning.

6.- There was friction between the Cooperative and SNDC personnel at zonal
Levels;

7.- There was a total dependence (economic, technical, administrative and
Leadership) on the part of the Cooperatives toward the SNDC;

8.- The country was in great political unrest:

9.- The Assesson group continued Lending mone assistance and technical sup-
port to the SNDC than to the Cooperatives:

10.- The Advisory Group had not been able to set up a aroup with uniform
citerda and concepts:

11.- The CROFOC had many deficiencies 4in the areas of supervision, approval
of credit, setting-.p of projects, internal communication, beokkeenina
and proceedingd in general:

12.- Little, on no interinstitutional coordination, even with all the effont
made {n this direction:

13.- There was poor communication between the National Office of the SNDC
An Lla Paz and the reaional and zonal offices, to say nothing of the
Cooperative itself: :

Credit had been used as a means of promotion and thaining of members in
the Cooperatives:

14.

15.- The cooperatives wenre 4inst onganized and then the process o preparing
documents, asystems and proceedings was initiated s0 that the coopera-
tives might have a professional-type administration, Fon example, no
coopﬁhaﬁéve had approved an internal credit negulation, non policies of
any 3

Onders u}ue necelved from “above’ to oraanize two othen Integral Coo-
peratives by a fixed date, for evident political promotion.

16.

Impontant Consdiderations

T would Like 2o point out and present mu cxcuse forn incongruities and perhaps
some 4nexact statements that this nepont might contain. 1In my character as
Advison of an Integnal Cooperative, 1 have not had access, nor a alobal vision
0f the project that was being cannied out,

In the preparation of this repont 1 have studied the documents and infon-
mation available at Robert R. Nathan Associates, Inc. 4n Cochabambha. Many
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materials wene Left with the SNDC in La Paz before the change was made
An the Project.

My obligation to present this nepont was given to me at the Last minute,
and there was no opportunity, not even Lo comment on the contents of the
same, non to Learn from the experdiences and nensonal recommendations of

the previous Chief of Party.

1 take nesponsibility for the contents of same.

11.- WORK PERFORMED

1.-

Administration and Accounting

Integhnal Cooperative Level

The SNDC & INALCO and USAID/BOLTIVIA, 4in thein studies and analysis that
served as a base forn the program, Lidentified as one of the princinal
causes of the fadlure of the Cooperatives, deficient, and in very many
cases, non-existant administration.

From there the Advisory Group met this problem hzad on and aave it much
Amportance, The pretended group to catablish and fortifuy the Coopera-
Lives, to trhain them in the Least possible time and cquip them so0 that
they could compete with success <in the countru in which they were sup-
posed Lo work. The group wanted to make of them economic enterprises
of ample social stmucture, efficiently administrated and subject to
credit at the national and international Leveds,

Because of this the Advisony Group trnied to permanently provide suffi-
clent assistance s0 that the Cooneratives could develop and put into
practice a Professional Administrative system, As a nesult, Gudides,
Forms and Conresponding Manuals wene developed. 1In the same manner, 4in
the visits that the Advisony Group made to the different Cooneratives,
and the pemanent assistance that the nesident advisons provided, theu
contibuted painstakingly and sustematically so that the personnel con-
thacted by the Cooperatives, and its directorns, might analuze and unden-
stand the basic concepts of a sound administration. The Croup took
advantage of the meetings with the Administration Board, Viailance and
Credit 4n order to give practical Lnstruction on aspects nelated to them,
The Work PLan developed and put into practice Lv the Advisony Group and
which was oportunely approved by the National Service of Community Deve-
Lopment, 4is concrete proof of cffonts made in this nespect.

The concrete actions caied out are not wonth nepeating this time as
they can be found 4in great detaif in the quarterly reronts presented to
the SNDC. Nevertheless, fon better follow-up of the materials produced
and whose conresponding copies arz with the SNDC (Department of Farmen
Onganizations) and in the Integhal Cooperatives that participated in
the Prognam, 1 have prepared a £ist as Annex No. 3,

As an impontant component of the professional administration, the book-
keeping in the Cooperatives had an indispensible folLow-un. The Groun
wonked on the nevision of the Bookkeeping Manual previously prepared and
Antroduced the modifications that expericnce had tauaht. These modi-
fications were presented and discussed with the Cooneratives for their
use.

1t took much time, 4in the same mannern, the analusis and studies that:
were made to fustify the acquisition of accountina machines. ULtima-
tely it was deeided to purchase TBM mini-computens, but for unavoidable
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neadons, at the Last moment when the Program was beina thansferred from
SNOC to FENACRE, the acquisition was again delayed.

The Advdiscry Group tried to make the Cooperative Admnust/ta,tou and
bookkeepers understand the concent that accounting is an insthument of

a aood administration and that it has Zo be used to make good deci-
sions. This idea was thansmitted constantiu at all Levels, taking advan-
tage of everu opportunitu available,

AT THE SNDC LEVEL (DEPARTMENT OF FARMER ORGANTZATTONS)

thapA the maforn podnt of our work was the nrestrwucturing and centrali-
zina of the CROFOC Proaham at the Nevarntment of Cooperative Develor-
ment Level, with headquartens in La Paz, This activitu used enomous
nesounces, meetings and talks at all Levels. Once the change was made,
e,&unwaanq the Regional Credit Committces and establishina the Mob.ile
Advisony Teams, the SNDC could not financiallu suprpont the work and the
nesult of the same was reduced to almost 100%.

Aparnt from this activity, a closc contact was kept with the Department
Chief and subbondinate personnel surnonting this work Ln admindistrative
daily tashs such as cash fLows, use and souwrces of funds, control and
hevisdion of documentation on Aubudx.e/s sdanatune and supervision o the
subsiduy agrcements, and in the cmuuzq -out of the Develoyment Plan of
the Tnteanal Coonmaavu mesented to the Executive Secrefanu of Title
TIT - P.L. 480 fon thein financing.

One task that nequired dedication and stnength was the Aupnofut adven

to the SNDC to complete and give follow-ur to the necommendations of the
audit nepont that USATD/BOLIVIA cavied out don the profect 4n the second
semesten of 1978 and whose repont was fust findished by the middle of 1579,

AGRTCULTURAL CREDIT (CROFOC)

Cooperative Level

As credit became the mafor activitu in the Cooperatives, the assistance
An this nespect was constant but, at the same time, veru difélcult. The
membens, directons and administratons of the Coone/m,twu saw:the CROFOC
i a very flexible Bight. They had in their mind other proargms that
they had known directed to small farmer groups that had passell without
making any iiesults, othen than a Lange bundle of raper work collecting
dust fon the State.

The ddea that credit is an instrument, perhaps the most nisku, and not
an end v Ltaelf, to raise the income of the small fawmers, ‘. 'was than-
smitted but not alwaus undenstood. ALso the comprlementaru {dea that the
Cooperative would have to use the credit mechanism to capatilize and
{ntroduce {mprovements in the productive process, did not alwdws have
the app/wvaii on the desired undenstanding, Kundamentauu becawxe of zhe
farmen's Lack o4 condidence towards his own Cooperative.

Even 40, the Advdisonu Groun prepared an internal credit standarnd re-
quﬂa,aon fon the Cooperatives that had a Long accentance reju.ad and
even then one Couperative never approved it.

At the same time the fonms and documents necesdaru fon the cnedx,t one-
hation wene desdaned, put into practice and then adapted to the AndLvi-
dual needs. (See Aunex No. 4)



Two Cooperatives nrejected thein Credit Plans fon the perdiod 79/80 fon
a total amount of approximately $b. 53.000.000. The refection 4n one
case was because of the interncl delinouency and in the othen because
of administrative problems. These were CROFOC'S finat nejections,

SNOC_LEVEL (DEPARTMENT OF FARMER ORGANTZATIONS)

The Credit regulation of CROFOC was nevised, discussed, analyzed and
finally approved bu the Credit Committee o4 CPOFOC, This negulation
Ainconporated many concepts and proceedurcs of o sound administration.

Parallel to the above the administrative and onerative proceedures of
the Fund were nevised and ieonganized acconding to the dentralization
of the fund in the Department of Cooperative Nevelopment with thein
headquarters in la Paz.

With the new regulation and the centralization of functions there was

a notable betterment in the processing and arproval of credit even though

many times development crniteria help and service mreceded a healthu
financial practice. This development ciiferia weakened the system of
credit approval, due to the fact that in one case the CROFOC aprmoved
one credit through anothen Cooperative, because the finst was not eli-
g4ible due to internal delinquency.

Reganding internal devartment control, this Ledt much to be drsined
because of poor coondination with the State Bank and a systematic Lack
of conciliations of accounts caused by the delaw in sendina documents
gom the f4ield 2o La Paz.. .

Up to the 30th of November, 1979 the pontfolio wos the foLlowing:

Amount of approved credit ' $b. 94,064,396
Amount of credit disbursed $b. 70.766.706
Amount past due $b. 39.064.646
Amount paid $b. 36.876.511
Advance Payments $b. 2.567.403
Present Loan Pontfolio $b. 29.1024,657
Amount overdue and delinquent $b. 2,188,134 .
Delinquency 4in active Pontfolio ' 7.5%
Histonical Delinquency 6%

Amount owed by Tntegral Cooperatives $b. 28.052.687
Nu. of credits granted s.ince the beginning 103 )
No. of credits on necond 42 ,

We must clear up that one Cooperative had been given various exténsions
that expine in September of 1980 fon an approximate amount of .-

$b. 9.000.000 that ymobablu will not be cancelled. The credit aiven
2o one Cooperative throuoh anothen, fon mone than $b, 2.000.000 became
definquent on the 15th o4 December, 1979 and alse is not included in
this statisticai datum. .

EDUCATTON AND TRAINING
Perhaps the activity that was nealected the most, and had the g/@ea,tut
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Ampact within the develorment o4 the project was the educative and trai-
ning activity.

At the beginning, the Training Advison dedicated himself almost exclu-
sively to the Traininag Deparntment of the SNDC to help promote thein
program on a national Level, {n which only a small part were thaininag
fon cooperatives.

Adtewands the SNOC neassigned the functions of this Advison and neques-
ted thaining to the Cooperatives. Because 04 this, a National Plan was
set up that took in the individual plans o4 the four cooreratives.

Unforntunately, the National PLan was barely carrnied out, The Santa Cruz
Noath, Cooperative cawnied out {ts PLan betten than all the nest even
though they had Administrative and pensonnel nnobLems, The Trainina
Advison nesigned because o4 health problems in June, 1979, Leaving the
education progham even wonse than it was befone, The attempts that
were made akterwands to neplace the Advison all failed, forn various
reasons.

The most impontant activity of this period without doubt, was the cournse
on Administration and Cooperative Management that Lasted don three months. .
The Cooperative Manageas attended this.

The counse was a success in itself, even thouah the impact on the develop-
ment of the profect was minimized in that very dew participants found
jobs in the Cooperatives aftermwand.

With all these antecedents, the infonmation and training did not neach
the places in the niaht way on the niaht fashion necessary, The membens
were, 4n this sense, damaged the most. To the fLack o4 sustematic thai-
ning 4t can be added the diféiculties the Advisory Croup had with native
Languages, worsened by the fact that the SNDC could not support their wonk
with thein technicians, puineipaly because o4 budaetary restraints.

A copy of the National PLan 48 in possession of the Department:of Coove-
hative Development o4 the SNDC. The Depvarntment, unsuccedsdfully, reques-
ted the infommation on the development of the plan from the Cooperatives.
Thein nequest got very Little nesponse, the neason because there was
puinedipally no unified infonmation énom the fourn cooperatives.

INTER INSTITUTTONAL COORDINATION

The SNOC, jodntly with the Advisory Group, caried out strona effonts 2o '
neach an adequate coondination between onganisms and programs .that akfec-
ted the Tntegral Cooperatives. Not much was accomplished in tﬁu respect,

The area of best coondination was within the agricultural sectbr, A
contract of {nstitutional coordination between the IBTA and the SNPC was
sdgned but was never canied out at the 4ield Level.

Another contract was signed with INALCO who, even though theu had bud-
get problems, supported the development of the progham, providing £Legal
chanters to the cooperatives and carrying out auditing. .

At the Cooperative Level also, intents of coordindtion with onqanisms,
Auch as CBF, Development Conponation, FOMO, Methodist Church, ‘Experimen-
tak Stations, & onganizations of farmen promotion, were cavied out. At
the National Level a superposition of roghams and profects, Aupported
bu different national and international oraanisms, could be ndted - such
as BID, Wonkd Bank and USAID. Fon cxample, BID 44 supporting ‘a Fruit §
MLk Development program in the High Valley of Cochabamba with Little
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on no intervention of the Cooperative. The BIP proaram could have a
tremendous impact Aon the future self-sufdiciency o4 the Cooperative

TECHNICAL AGRICULTURAL ASSISTANCE

The wonk of technical agricultural assistance was Limited to what each
Advison could obtain forn the coorerative. 1In cases where the specialiy
of the -Advison was 4in the aarnicultural field, the Cooperative recelved
better sunpont.

The Cooperative that benefited the most in this area was “"Tahuantinsuwuo’
and then 'Cochabamba”. The other Cooperatives depended on Aariculturnal -
Technical assistance that specialized organisms provided. In one korm
or another, in various omportunities, the cooneratives obtained help from
the Experimental Stations o4 Chinofi, San Benito, Toralana and Pairumand,
also from PIL, CIAT, Technical Swiss Missdien (COTESU), Association of
M%k Products, Agnicultunal Bank, 1BTA, MACA and the German and Methodist
(8840n8 .

In the same mannen {international assistance fon the development of dif-
ferent specific projects was obiained, £ike the barkew 4in Tahuantinsuyo.

In June, 1979 the Regionak Advisorn to Cochabamba was moved zo la Paz
and was assigned different functions. He had the principal responsibility
of Lending and coordinating agnicultural technical auuztanc...

In this shont time, various insthuctive Loams were deve,(’_oped.' (Annex
No. 5) The model contract of inter-institutional cooperation was onfu
signed by the Coopenative in Cochabamba, even thouah the neéww are
yet Lo be seen. .

The major probLem that was confronted at the fanmen Level was ‘thwt o4
the Cooperative Extensionists. Within the Advisony Group itself thene
was no uinkonmity of cniteria in the extensionist cooperative nole. As
a nesult, the cooperatives contracted personnel insukficiently prepared
and with confused ideus about their nole within the cooperative.

In this negand, the Advisony group organized and carnied out various
meetings with Extensionists of the Cooneratives and prepared various
educational neponts. Even at that, the role was not totallu unde/vstood

At Last, the Advisory Group agreed that the Cooperative Ex,temx.ow,t
shoutd be a young man, dynamic and with aeneral knowledae on -dgniculture,
credit, administration and cooperative doctrine. Only 10 2o 15% of his
time shoutd be dedicated to wonk appropriate to an aanicultunal extensio-
nist and the nest of his time should be dedicated to other wokb in the
Cooperative. As Agnicultural Extensionists theu should be the: channels
of agrnicultural technical assistance available in the zone of influence
of the Cooperative. Unfontunately, when the Group arived at this
agreement, all of the extensionists had been contra~ted cwteadu with dif-
fernent characteristics.

OTHER ACTIVITIES

Acconding to the contract signed with SNDC, RRNA contracted a- technician
don the carrying out of the feasibility study 4on the Federation of In-
tegnal Cooperatives. The Advisory Group actively particinated in all
2his process. The Study recommended not to comstitute the Federation



yet because of the situation that the three cooperatives were facing at
the moment and the Aounth one had not wet been fonmally onganized.

The Advisony Group cooperated diligently with the CROFOC in the astudy of
all the aprfications approved and raineipallu the study of those that had
been nejfected.

The Advisory Group collaborated 4in the carnying out and nevision of the
Dui-dnnuak /inancial progjections of the three cooperatives that were fun-
ctioning and in the cavrying out o4 the feasibility study o the Gran
Chaco Cooperative of Yacuiba.

With the cooperation o4 USAID and the SNDC the Group evaluated the studies
neatized on possible agro-industrial projects to develop in the Integral
Cooperatives. Unﬂon,tuna,tej_u, once more we had to deplone over not being
able to use these projects, {n that the same were far from satisdactoru
and a Long way 4nom meetina the needs of the Cooneratives., The Coonera-
té;eé had to nedo all these nrofects constituting a waste of time, effont
and money.

The SNDC, with suppont o4 the Advisoru Groun, selected 16 possible places
where In,teanall Cooperatives could be onganized. Duning the contract, it
has not been possible to evaluate the szudies, but they would serve as

a base fon the progress of the 4future proaram. . _

After June, 1979 the Advisoru Group parnticipated and collabordted closely
with the SNOC & USAID in onder to carrny out the evaluation of .the profect
proghess and recently in all the steps that wene taken 80 that the necom-
mendation o4 the evaluation be canrded out night. 04 these steps we will
mention the most i{mpontant oncs: ’

Suppont to USATD in preparing the nevdisdon of the momct that
was presented and approved .in Washington:

Support to SNDC and USAID in the negotiations with FENACRE:

- Suppont to the main Consultant Office in Washington Ain con-
tracting new technicians;

Support fon the contracting o4 national technicians:

Much time was used by the Advisoru Group in the necessary woldz ‘done 2o
close the necommendations of the USATD Audit. As never bekonre, an Auditon
04 USATD produced 16 necommendations with more sub-recommendations. Even
by dint of much effornt in the SNDC, as well as the Cooperatives, by the
date of the nepont, not one necommendation had been closed. The Adv.isony
Group, along with USAID agreed that the necommendation be transderred to
the new Program Executon. .

111,  METHODOLOGY USED

Durning the contract the Group used a mixed and changcable mothodoloéy ac-
conding to the cincumsiances. The same was with the strnategy used bu the
Advisony Group.

In the beginning, the Advisony Groun acted as an Advisonu team, Laten, Co-
operative personned and aldo the SNOC prefcrred that the Advisory Group assume
majon nesponsibility in the canruing out of the project. The SNOC ‘requested
the Advisony Group to share the nesnonsibility for the execution o( the profect
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and notified the functionaries o4 SNDC and the Cooneratives of this change
0f nesponsibility. Latern, there were onindons within SMOC against this ar-
rangement and they nequested the Advisony Group again to adsume the functions
of Advisons to the profect. :

In one as well as in the other case, the nesults were not aood, fupdamentally
because the SNDC always neserved fon itseld the 4inal decision on all the mosz
dmpontant aspects of the project. As a conscquence of this, even though the
Advisony Group had assumed the shared nesponsibility with the SNOC in the.
carnying out of the project, they never had much strength to endonce thein
necommendations. ALso, on manu occasdions, the decisdions made by the Advisonu
Group were disneaarded by the SNDC, causing considerable damage to the
execution o4 the profect.

The Advisony Grour utilized the following mechanics to trhansmit knowledae and
Anfornmation:

- Courscs, studies and meetings, with the pnew:o'uuu nod{nted out nrobLems.

- Periodic visits to the Cooperatives and particiration in thein Assemblics,
sessions of dinective bodics and meetings of employees -

- PubLication of written indtructions, auides and forms fon the Coorera-
Lives operations and those of the SNDC:-

- Practical Assistance {n the foint preparation o4 plans ok wonk, kinancial
projections and accounting documents;

- Recormendations on diféerent aspects o4 the cooperatives in verbal and
wiitten forms. These recommendations wenre given many times in Lnkorxmal
gathenings and aften work houns.

- Trips to get o know the exterion of the countru:
- Meetings and cowrses at the national Lcvel:

One aspeet that needs to be pointed out as a deficiency in the methodofogy
uded, 48 that the Group were not able to communicate in thein native Language
Zo the membens. The suppont that they had to have 4nom the SNDC and the
cooperatives was insufficient and the Group never could veridu what they were
neally thansmitting to the memhens.

PROBLEMS AND SOLUTTONS

To continue, we will enumerate the mone impontant problems that the Program
was facing and how they were solved by way of the Advisonu Group. The num-
bering does not mean paionity on nelative impontance.

1.- Cooperative Peorsonnel:

From the initiation of the project this was one of the majon obstacles.
Becausde of this difficulty the SNDC provided fon drom thein own personnel
Zo the Cooperative. On a Long-nange scale this provided mone haam than
good, in that the personnel of SNDC wene steeped in the philusophies of
the Service and they did not understand the methods and way of operation
of a private economic enteaprise.

Because of this, there was much tuwnover of personnel in the cooperatives,
Zo the point that in one cooperative duning the year 1979, they changed
managens Aowr times.
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Naturally, this had its nepercussions in the execution of the program
because there was no continuity and all the educational effornt and pro-
motion was Loat. .

. In the Gran-Chaco Cooperative it was {mpossible to ind a Manager and

the Advison, with SNDC permission, took the position. This was mainfu
due to the fact that the salary was below the requinements of a prodes-
sional who would want to move to Yacwiba. Little by Little, the Advdisonu
Group was assisting the contracting of more oualified pensonnel, 4oflo-
wing a menit sydtem in grading, ete. Neventheless it was not possdible

to see nesults 4{nom this wonk with the Cooperative.

The nole of NMational Seavdice o4 Community Develorment

In the beginnina, there was not a clean concent of the rrogram on the
part of the SNDC, non the necessany hnowfedae Lin the peasonnel hespon-
sible fon its execution. From the stant, this was due to the fact that
this personnel parnticipated in the promotion of the 4inst cooperative
with proceedures and norms difdenent and, at times, contraw to the
othens. These people, many times, accentuated and underlined the bene-
fits that the program boasted and did not cxnlain to the farmer suféicien-
Ly what his obligations would be. ALso, as the Coonerative was used as
political promotion, they promised easy credit to the farms in onder to
obtain naridly a good number of members and a considernble volume o4
Loans as indication of success. 1t 48 not harnd to guess what results

this type of farmen promotion produced. j

ALso, the farmens used all kinds of political pressure o obtain fnom
the SNDC (State onganism) concessions and means that were not alwaus the
best fon the proaress of the project. "

1t was a permanent request that the SNOC nssion to the Advisorv Group
technical counterpants so that proéessional RoLivians might work jointly
with us, integrating specialized teams 80 that they continue-the wonrk
stanted when we Leave. This problem was neven solved 4on dikdenent
neasons even thcugh the main cause was the budaetary problLem: of the
SNDC. '

Roke 04 the Advisony Group .
The principal problem of the Advisory Group was that it could not stan-
dandize technical cniteria. Diffenrences of oniain and experdences made
it diddicult to aive both the SNDC and the Cooperatives a unifornm crlte-
nia {n treating didéenent operative and institutional aspectd' of the
Cooperatives. This caused each Cooperative to operate fmos. Lsolated,
from a technical peint o4 viaw, from the othen Cooperatives.’ Each Ad-
viscn became "owner” of "his" Cooperative and concentrated on thein own
problems to the point of defending them against the established policies
0f the progham. ‘.

Even though periodic meetingd o the Aduisory Groun were held:to attempt
2o make proceedures and c/ilteria uniform, this obfective was never neal-
Ly achieved. Perhaps, the principal reason heing that there.was no de-
finite ondentation dnom a technical point of vdiew. :

Cooperative Membens

As was stated hedone, members came to the Cooperative Looking kor
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promises of easy and chear credit. They werc never selected. Even 4n
one GAB 4n Santa Cruz, the Coonerative affiliated minons to complete the
minimum numben 04 membens nequined to constitute this AR (Associated
Base Gnoup).

In addition, we were never able to neach the memberns with sufficient
education and inkommation because of the adonementioned reasons, Fur-
thenmone, the Cooperatives were dormed in zones which had many othen
proghams that had been unsur 248ful in the rast, Leavina, in the future,
members of the Integral Cooreratives a feelina oﬂ ‘what's the use 4in
paying our credit dues £f the Cooperative 44 going to be as unsuccess-
ful as the othenrs".

The genenal attitude oé the Cooperative members has been that of trying
to obtain the most benedits possible with the Least 2hkont or surrort
towands {ts own oraanization. This attitude redlects ueans of. exnen¢ence,
in Lack of condidence and comnrehension in what a Coonerative.heally 45.
At the same time, it also nedlects the irability o program personnel
to neach the membens and provide them with information and education
adequate enough to convince them. Anothen asrect of impontance is that
the Integnal Cooperatives were oraandized 4in zones where there were also
other different Cooperatives that had alreadu been dunctionina land in
many cases, had been unsuccessdul). The members thought that this was
Zthe same thng and they should get all theu could in the wau o4 benefits
out of Lt beforne it also failed.

The only way to sofve this problem, as it was {dentified by the Advisony
Group, was the peamanent education, which did not happen as Lt was program-
med, by the neasons given above. N .

The Directons in the Cooperative

This was anothern principal probLem that denived 4nom the tyre .of members
and the promiscs made to them in the promotion phase. The finat direc-
tons that took change o4 the Cooperatives had had amnle experfence 4in
othen fields that didn'zt belona to the Cooreratives. The directons of
the Cooperatives, at farge, had been Aindicote, neliaious and political
Leadens and in many cases of smafl Cooperatives that had been formed bu
the help of the Land Refonm, to obtain Land and crcdit.

This experdience was moved to the Inteqral Cooneratives where &t was con-
fronted with the concept o4 the prodessional adninistration and the wonk
division as fundamental basis of the Cooperative enternmnise. These
Leadens wanted to manage the Cooperatives as they were accustomed Zo do
and they invaded the administrative field doina the wonk that was not
their nesnonsibilitu, instead o4 dedicating thein speciéic cflonts to do
what was stipulated within the administrative siructure and eétab£44hed
in thein byLaws. ,

ALL the talks that were had, the courses that were onaanized and the
visdits to the Cooperatives, apart fnom the presence of the Advisons 4in
meetings and ondinany sessions of the direetive bodies, was hot enough
2o change this attitude on the parnt of the directons.

On the othen hand, these same dinectors assumed thedr oKliccA'wizh the
ddea 04 proditing &rom the same for thein own rensonal benedit. An-
parently, this pattern o4 conduct £8 sociallu and monallu accented amonag
the farmens, as cven thouah accusations wenre made by remsonnel o the



SNOC and the Advisory Groupr, the some peonfe were nominated aaain te
oceupy places in the directonshin in thein nesnective Cooreratives.
Penhaps, this also 4ollows previous compromiscs assumed bu these Leaders
by wonk on benefits that then could have brought bedore. Nevertheless,
this hupothesis and the one bedone would have to be demonstrated by the
cornesponding studies.

The dincetive bodies that wonbed the hest wene the Administration Boand
and the Credit Committee. The Viailance Committee §the Education Com-
mittee did very Little to KulhifL thein sreciddic Aunctions.

The Auxiliany Administrotion Committees (CAAs) operated very {vreaularku
in all of the Cooperatives.

1t is necessary to emphasize that the CAAs had a double function: 4n
the 4wt place they arne representatives of the membens befone the fGeneral
Assembly o4 Representatives where they clect the Dinccetive Rodies. 1In
this case they @t as ownens o4 thein enterrnise and because 04 this they
adopt the conresponding nesolutions. 1In the second nrace, theu are ad-
ministrative auxilionies of the Manager. 1n this casc they derend on
the Managen fon the channellinag of the diféenent services to the membens.

The CAAs have to understand nerfectlu thein finst function and they have
profited fnom it to impose sofutions that favor individually the membenrs,
on gnoup of members, but very few times did theu Look to the Cooverative
as a whole, when considerina the future. The modidication ok this crite-
nia £ fundamental fon the futurne of the cooneratives because;when ap-
plied, it is convented into erroneous cooperative policlies. The apnli-
cation of this cnitenia in the past, has Leét as a consequence, an ab-
s0fute and permanent dependence, on the part o the farwmerns, on external
sounces 04 financial help, because their cooneratives never caratilized
sufdiciently, in onder to swwdve aften the program terminates, non did
they have suééicient income to cover the cost of an ekficientiadminist-
nation. -

For Rack of intennal contnols, fon Lack o4 accounting, Lack 04 a good
administration and above all, a Lack o4 the concept o4 the need o4 a agood
administration, the agricultural cooreratives 4ailed in thein majonity,

In thansderning these expendiences and these Ldeas to the Intearal Coope-
natives, and 4in confrontina them with concents and difdenent ideas that
had not been sufiiciently cxplained, on that had not been fufly under-
stood, nnoduced one of the gnreatest rmoblems of this rroanram, :

From this concept was derdived the onnosition of the fanmern to-capitalize
thein Cooperatives and to pay 4on the rmoducts and services theuw recedve,
thein just market value. This thrcatened and will continue 40 threaten

Ain the future, the 4easibility of the Cooreratives as cconomic cnter-
prises, self-managing and sel4-suféicient. R

Administhation and Accounting

Even though the SNOC and the Advisony Group dedicated much 04 “theirn time
to movdde technical assistance on all these themes, both o4 them have
suffered serndous deficiencies.

Conconing the Administration, the fundamontal rnobLem has been neaative
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An many cases and simnle Lgnorance Ln othens, of the recommendations
that wene Ledt on discussed in each case.

The most impontant was that it was afmost necessanu to adve a police-
Lype supervisdion in ondern to have them AuléiLll thesc necommendations.

On the slightest carelessness, it was 4ound that the Cooperatives had
stopped fuliilling the basic rinciples o4 internal control., Like fon
example:  The sdianing of bLank checks, the usc 04 cash income: to make
payments, the advances made to purchase on contract services uithout

the connesponding rendering o4 accounts, the handlina of chechina accounts
deparated from the bookkeepina of the cooperatives, deviation. .in using
Loans, ete. ete. Even thouah all these probLems werne promntly discovered
and solutions wenre given, many times they fell into the same earon once
again, even though they knew what the owtcome would be. The rpqufations
and policies arproved by the Cooperatives wene not dully foflowed. The
neason being that they were approved unden pressure and as indisnensable
nequinements Lo obtain credit and subsidu on as a way of pleasina the
SNOC and the Forelan Advisons, but not with the knowledae o4 its useful-
ness, non with suéficient knowledae to use it as an {mpontant toof of a
sound administration.

A Linmer policy on the part o4 the SMDC and the arplication of sanctions
would have given better nesults. On no occasion was a Coorergtive sus-
pended 4in necedlving subsidics, don example, on 4in the susrensdion of
credit, when they werne 4ound to be 4in violation of some adminidtration
principle on negubation necommended and accepted by the same Cooperative.
Concerning the Accounting, the Advisony Grour éound another nioblem.

By and fLange, the bookkeepers ignoned the necommendations. Iy this case,
the Advisory Group did necommend the dismissina of some bookkeepers fon
thein manifested incompetence. Only in one case was this recommendation
carrnied out, but with a delay o4 almost one iean. -

1t was almost at the end 04 1979 when the bookkeeper of the Coonerative
4n Sante Cruz accepted, grudgingly, the Accounting Plan necommended by
the Advisony Groun and stanted o prepare thein neponts with all the he-
quiements and annexes solicited.

Probably, in the future, a ‘linmen policy, in nefation to alvina credits
and subsdidies, will produce the desined change, when the personnel does not
give the expected nesults. :

Agrnicultunal Credit

Apart fnom what has alreadu been stated ahout the Cooperntives vromotion
policy, it is notewonthu that the same Cooperative saw credit as thein
most Lmpontant activity.

The paradox consisted 4in that they used wrongly this means, on instrument,
to camuu out othen tasks mone proéitable 4on the member and with £eas

nisk fon the Cooperative.

In one Cooperative the interr..l credit neaulation was never approved,
and worse, they gave credit twice to delinquent members fnom previous
campaigns .
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In Tahuantinsuyo this is the sdituation:

Amount in 1977 57 Amount in 1978 Amount in 1979
Approved  Delinquent Arproved  Pelinguent %  Aprnoved TNelinquent %

7.746.663 1.407.419 18.2% 11.312;540 4.613.460 30.8% 7.286.391

In Santa Chuz the finst credit cponlications have not wet exnined. The same armfics
4on Gran Chaco. Cochabamba maintoins a deLinauency o4 around 10%. -

In many cases the credit relation has not been observed bu the, membens ,
non the compulsoru capitalization. And more, the Cooveratives used
thein time and effonts with this service (even thouah had) and nealected
the organization and provision oé the othen services that had heen con-
Lemplated in thein Leasibilitu studies.

CROFOC nolicies, in this sense, were very Liberal and stonted the veru
opposite way. Instead o4 selecting borrowers at the starnt, makina things
mone sevene, they were Liberal and aave monev into full handA 40 that
aftewands, hased on the nesults, they nestricted thein noELcu with the
folLowing damaqe 2o the Coonma,tweé

§.0 Othen Services

Besdides the credit service, it had heen contemninted in the feasdbility
studies of the dilderent Coonmn,tweb the rnovision o4 othen services

a8 commerclalization of agnicultunal moducu provision of aqucw&tuﬂaﬁ
Anput, stoning of the same, and in some cases, {ndustrinlization. MNone
of the Coopo/r.aavu succeeded 4in this ne&nec,t The SNOC imroated fen-
tilizens, that, in snite of initial problems, had ‘aood results economi-
cally Kon the two Cooperatived involved. The next’ yean, fentilizons

were bouaht Locaflu, and the next Zhey rnobablu won't buy anu, ‘using that

which had been P_eﬂt over from previous vearns. In the commmua&.zwtwn
Mznam 0f agnicultural products, not one Cooperative advanced .onc sten.

aps because this was one o the most diflicult {iclds and: Zacbed the

suppont and conviction necessany Zo camry 4t out. 1In the casg of commen-
ciakization of the mifk in Cochabamba and Santa Cruz, this haz Re4t much
Zo be desdired. 1n both cases theu are Losing monew becauAe 04’ the marain

that the Cooperatives have. 1In the case o4 Santa Cruz, theu AuAnended

At since Manch, 1979. The Coonenative wanted to nunatatc Ltidn Oct,

but has again AuAnended it. They obtained a neéniaerated tank Mom

PIL that didn't function even two months.

The Cochabamba Coorerative also obtained a tank and was neqotéatwa

with PIL the éneight and Linishina installation to initiate the man-
keting operation. This service An both Cooneratives will have thein
problems while the price of milk {8 fixed by the Fovernment at poli-
tical 50,\1@&6 and elaboration o4 cheese as a comnetetive item 4/5 ac-

counted fon.

..'

Un until now, the members see the commercialization of milk cw a ne-
quirement to obtain Loans and not as a service of the Coopenative that
might cause them to aain monc. and have a secure manbet. The mowc-
tions prepared by the Cooneratives contemnlate once again ithe ‘rro-
vision of these other additional complementuru services to eredit. The
financing policu o4 CROFOC and the sclective criternia will deteamine
what noad the Cooperatives ane agoina to take 4in the 4duture,
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11.-

12.-

National Political Situation

Undoubtedly, the political situation was an element that subtilu con-
spined anadinst the success of the project. Aften Julu and August o4
1978 the changes in the Mational Nirection o4 SHOC, 4in the Peolonal.
o4fdices and in the subbordinate pensonnel, made Lt almost impossible to
have continuity in the decision-mebina rnocess and 4n the paionitu that
each new director assianed the mofect. Also, as the proonam was sup-
ported by state onganism, the noliticians in the 4ield, held thein cam-
paigns nromisding specLflc actions ok the SMDC in diffenent ficlds, that
had to be 4uldifled , due to pressures hrom higher authonities.

One concnrete promise that affected the Las Pamnas def Leouczana was the
condoning of all the debts of the Lawmens. Luchily. the size of the
promise made Lt8 4uldillment {mpossible.

" The project had to adapt to this cxternal clement and Learn to Live with

4t. Perhans with the trhansien of the rmofect to a mivate {nstitution,
this tune of influence will be consdidernablu neduced, cven thouah it

 would be impossible to eliminate it comnfetelu.

Economic Mission of the U.S.A. in Bolivia

Even though it constitutes a naradox, on many ovportunities, the internal
bureaucracy of USAID was a negative facton fon the develomment o4 the
project. We may cite a concrete case: The requisition of the accoun-
ting machines:- Two yearns after makina the ondainal decision, we ALLEL
had not made the respective purchase! We minht add to this, the 4ne-
quent changes USAID made in technical rnensonned, which also added &ittle
continuity in the develorment of the proaram,

Education and Thaining

As was anticipated, this has been the anea o4 greatest weabness and nen-
haps, the causc of the other alorementioned defddiciencics. A continued
centralized effont, perhans, produces the desired nesults. Neverthe-
Leds, these effonts of education should be accompanied bu concrete exam-
ples on the pant of the Cooperatives in the rrovision of economic sen-
vices usedul to the membens.

Subsidy Prov.isions

The subsidy provision to the Cooneratives has heen badfu handfed since
the beginning. 1n the £inst rlace subsidies wene provided thot did not
neflect nealistically the Coonenative's needs and in the second nlace,
there was a bad concent about this because the Managers tried to “save’
subsidics believina that the ovenélow would stav in the Coonerative and
at £asZ, 4in the considerable delay of these, some of the corrcsrondinag
subsidies forn 1979 were just disbursed in Tanurur, 1980,

Incredible as this mau scem, the neoative impact on the. Cooneratives
was enormous. The Cooneratives were not chle to contract the neccssary
personnel, nor buy the material and couirment contemnlated in the rro-
grnams. A8 a consequence, programs were held un and An some cases eld-
minated totally. 1In the case of Santa Cruz, the Coonerative had o
Somwiouw funds twicd fnom the Rank 04 Sante Cruz de La Sienna, to cover
thein nonmal onerating exrenscs, while awnitina the subsiduw,
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One cannot {insist on the 4ulfillment of the Cooperatives obLigation
when the SNOC also did not fulfill theins. That (s the neason why many
times the arm of the SNDC was weakened in requesting fuldillment ok the
commitments made by the Cooperatives.

V.- SITUATION OF THE 4 COOPERATIVES on December 31 of 1979,

1.-

Integral Cooperative o Services, (Cochabamba Lid.)

The Cooperative was organized in September of 1977. The services that it
was fo provide were the commercialization of milk, credit, corn, marketing,
provision of agricultural input and Technical Assistance *o thein mem-
bers. The Cooperative was organized absonbina warious small milk Coo-
peratives that already existed in the High Valley, assuming thein ob-
Ligations and contrnolling thein assets.

The finst managen was proposed by the SNDC 4nom thein personnel and

was accepted by the Coonerative. Because o4 bad administration prob-
Lems and wrong conduction of the Cooperative, they fined this Managen
after various months, in Feb. of 1979, The fining was a majon unden-
taking and was the object o4 nesentment and bad theatment on the part o
the directons. '

As a conscquence of this bad administration, the Cooperative violated
systematically the ncaulations oé CROFOC, and the recommendations aiven
by the SNOC and the Advisory Gnoup, 80 that the administration. and nc-
counting might be betten. -

The new Manager, that took charge of the Cooperative in May, 1979, had
also been an employee of SNDC and had previously participated in the
promotion and assistance ok the small milk Cooperatives and in'the onr-
ganization of the Integnal Cooperative. Even though thein Manaaer 4is
dubstantially better concerning new ideas, he stilL needs much .duppont

in the administrative field, management o4 personnel, making oé decisions
and development 04 new services. This Coonerative, as well as.the othens,
have suffered with the constant turnover of personned, some voluntarily,
and otherd fined fon incompetence, or Lack o4 understanding with the Mana-
gen. -

The Cooperative has necedved the.lo££ow£ng creddt since {18 beginning;
(See Annex No. 6). : :

Loans to members have been used fon the purchase o milk cows, cultiva-
Ltion of potato, corn, for small antesans, agricultural Amnlements and
small indusitny. :

The internal delinquency 48 $b. 387.356.09 4on credit’ on middle tenms
and $b. 955.549.82 don shont terms, mabing a general total of $b.
1.342.905.91. !

The Cooperative has never taken action of Leaal type fon nepaument of its
delinquent Loans, not even with the oldest ones. The only strpna dis-
position assumed by the Cooverative under pressire o CROFOC, was that
of £ts dinectons who were delinquent, to Leave the directorship-in orden
Zo help the neception of new credit dnom GROFOC, according to the requ-
Lation. '
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The capital of the Cooperative 48 $b. 2.564.556.85. 118 total patrimony
45 $b. 3.827.958. 1t has 1.299 mcmberns. For mone comnlete economic data
sce Annex No. 7.

The servdce of commercialization o4 milk has had uns and downs permanently.
At finst it was commercializing un to 2.800 Litens a dau, but soon it Lo-
wered to 400 Liters per dau and wltimatelu has been nisina aaaén slowly,
This service caudes Losses fon the Cooperative and the fluctuations

ane due fundamentally to the competition that the same membenrs make to
the Cooperative with the sale 04 cheese. This diféicult problem will not
be worked out while the milk nemains at a Low rrice because o4:ipolitical
neasons. Llately the Cooperative initiated the installation of a nedni-
genated tank that they obtained fnom the "Planta de Industrias Lacteas”
(PIL) and they are installing it in a piece of Land outside Punata. The
Cooperative expects that the membens will milk their cows in the aften-
noon in order to naise napidfu the milk volume. j

To operate this service the Cooperative has acouired milk vats and they
Loan them to memberns forn a small 4ee. The Coonerative truck operates
every day on the diffenent GAB noutes, where the milk producers store the
milk. The Cooperative has established stoning centers and hired someone
nesponsible to weigh the mitk, adve out neceipts and clean the vats 4on
a small monthly fee. The truck transponts the milh to the PIL plant, 60
kilometers away from Punata. At the end of the month, the Plant paus
what (s ouung 2o the Cooperative fon the milk bought. At the same time,
the Cooperative paus the membens. From the mrice of the mifk the Coo-
perative subtracts the price of transpont, capitalization, and adminis-
thative costs. 1In some cases, the membens have authonized discounts to
cover thein debts with the Coonerative. The volume 04 sale of milk as-
cended to $b. 1.578.923 in 1979.

The Cooperative has cultivated a donraging Lot ok oats and {8 &elling them
to thein members with a margin of approximately 15%. 14 the experiment
has good nesults in subsequent yearns, the Cooperative will increase theinr
acreage cultivated, since there 48 an enonmous demand fon fonrage 4in the
winter months. A

The Cooperative stone has been dunctioning inreqularly. The sfone had
been closed oniginally but they neopened it in September o4 1979 and have
approximately 50 different anticles 4on sale. The stone almosd operates
at cost {a gross margin o4 2 to 3%). The total volume o0& sale-in 1979
node to almost $b. 10.000.000, o4 which the sale 04 input occupied almosi
70% and the mle o4 hytosanitary products 20%. The princdoal problLem of
the sake has been the control of inventony, of which fentilizens 4is the
most {mpontant. S

Within this, it must be pointed out, a somehow inegular "operdtion”, the
Cooperative obtained a Loan by which 2o help Tahuantinsuyo. With the
suppont of SNDC, USAID and the Consultant finm, the Cooperative:obtained
a credit to channel to #hn ¢ther Cooperatives, because Tahuantf{nsuuo

was not eligdible to obtain eredit, because of its high internal. delin-
quency. Anound 15.000 of Temik fon a total value o/ around $H,-2.100.000
was imponted. Temix avived Late 4on the planting scason but even 50 they
gave it to Tahuantinsuyo who stored it in one of thein wharehouses. By
the 15th o4 Decembenr, expination date o4 the credit, Tahuantinsuuo had
paid of£ only $b. 450,000, Leavina the xemainder <n delinoucney. At the
same time the Cochabamba Cooperative had 4alfen 4in delinouency to the
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CROFOC. This operation rossibly will hamper the Cooperative in Cocha-
bamba in its histonical necond with the bank and {in the ascowirina o4
creddit don 1981,

Integral Cooperative Service 'Tahuantinsuwo' Lid.

The Coaperative was oraanized on Novomber o/ 1977 in the Las Pampas

de Lequezana, between Sucre and Potos’, with 695 membens. The feasd-
bilitu study established that they were io be a Cooperative of potato
producens with credit services, stonina, marketina, provisdion of in-
put and technical assistance. Latern on, the Coorerative was to mo-
vide credit fon barkey and wheat. The Cooperative stanted with the
same probfem as the cne bedore. An extunctionany ok SNNC took charae
04 the management. He was Lined in May, 1979. Even thoush his fining
was Lon didferent neasons the nesults in the Coorerative were the same.

The CROFOC credit neaulations tpre ianoned and "powea' credit was aiven
2o Dinrectons.

The Credit Committee and Counsel of Vigilance never {unctioned, and it
was the bookceecper that gave out credit,

The Administration and Accounting had to be nedone because o4 book-
keeping and rroceédure ernons that were found. This could be attribu-
ted in part to the fact that the Advisons assigned to the Cooperative
had Little experience in bookkeering and administration and theu spent
thein time fontifying the technofogical package of the Coonerative.

The principal problem that this Coorerative {8 confrontina {8 delin-
quency, o the point they didn't aualidy fon credit in the rerdiod 7 /80,
Before this the credit proceedings and controls were dedinitely deficient
and they gave credit to members that had been delinauent on fwo pre-
vious occasdions.

The Coorerative with the suppont of SNDC, imponted 4entilizer and this
constituted great impulse in that it produced aneat surplus in the
78/79 campadian. 1In Zthe next camraian, because of the rhoblems that
had begun in the Coorerative it was not rossible to appnove a credit
with sukficient anticiration and the Cooperative had to buy dentilizens
Locally. The net mangin was Less but the Cooperative served thein
membens. 1In 1979/80 the Cooperative did not cualifu as a CROFOC bonr-
nowen and that is when theu akdected the operation with the Coorerative
0f Cochabamba.

14 the Cooperative would solve their delinquency rrobfems, theuw would
have a means of extrnaondinary income: the impontation and sale of fen-
tilizens, With this activitu alone the Cooperative could be rapidlu
selh-suidicient,

The Cooperative was not abfe to put into practice a credit nequlation,
nor any tpe of dinternal negulation, causina this act a permanent dis-
orden in the administrative duties and proccsses.

Perthaps, one o4 the mone imnontant problLems of this Cooperative. is

that o4 the dinectons. Apant dnom the others, the Cooperative, has not
been able to separate itself 4inom the Leadens that have condused the
Cooperative with a sindicate on with some pranticular foam o4 political
party. Besdides, the administrative and control hodics have alwaus
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functioned Zogether, ignoning the work division cstablished in its bufaws
and the specific functions for each one of them.

The Cooperative has 1.448 memberns o4 which £0& neceived credit in 79/%0,
On the otherhand, 6:0 memberns have not neceived credit because of thein
delinquencu. ;

The credit service has been the most impontant 4on the C’oonma,téue, even
though 4nom he point of view o4 the income it produces, this seems doub

4 -

The Cooperative gave to its memhons $b, 7,746,663 in 1977, 11,342,540
An 1978 and 7.286.391 in 1979. 04 the Linat credit, there {8 still $b.
1.407.419 Zo be collected and énom the second a total of b, 2,613,460,
The £ast 79/80 credit has still not exmined. The total delinquencu
nises 2o the beautiéul sum of $b, 6,020,279, which is 31.6%., -

With a strong credit recuperation program the Coonerative has recovered
around $b. 7.000.000 in 1979, which i8 the amount that was aiven in Loans
fon the perdod 79/80. This Loan exnines in Sentember, 1980,

The potato warehouse, that was built with donation funds dnem the SNDC,
are 4inddhed, even though fwo yearns Late. The yroaram of banZeu Feen
has not been able to be imnlemented, even thouah thew had a sure markef.
Neither have they been able to initiate the process of impontation of
fertilizen, thus, the item of ancatest Lncome to the Coorerative, i8 not

operating.

Concerning the princiral item o/ production 04 the memberns - this is
being confronted with problems of nematode, also Lnom a Lack of .availa-
bility of seeds 4nce /nom vinus, and afso the need to nevise the utili-
zation o4 fentilizens. :

The membens have rot wet shown o thue spinit of coonernation, on the
contrary they have shouin themselves to be individuclists. This tempenr-
ment. £is accentuated among the definouent membens. :
Directons, as well as members, have been thying to take ovenr Zhe Coope-
hative, in onder o Leave the admindistration in the hands of £eflow nem-
bers. This attitude especially became monc evident at the cnd ol 1979,
when the employces o4 the Cooperative, with rmessurc dnom the Advisony
Group and the CROFOC, stanted an agancssive camnaian oé Loan recupera-
Lon.

The capitalization of the Cooreratives nosc to &b, 2.476.732. i'fhe balance
of extornal Loans 48 $h. 12,165,589, See Annex Mo. 2, f

Service o4 Integral Coorenatives, Santa Cruz-Month Lid.

This Cooperative was onaanized in Septemben, 1978 with a Little monre
than 500 membens and has kept at this Level bu decision of the directons.
The aims, obfectives and activities o4 this Cocrerative are simifar io
those of Cochabamta. -

In this Cooperative, mone than 4in thé othen two, nolitics were Lnvolved,
especially during the promotion and onganization stage. The dav of
thein inauguration, the Aanicultunal Ministens presented them with d
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sdmbolic check fon mone than $b. 11.000.000, that has still not been
approved. What 48 more, the Coorerative had not yet initiated.thein
operations, non hired any personnck.

The Managen was contracted adten the 1st of Oct. (ex-4unctionany o4
SNDC) and the credit disbursement awived the i3 of Octobor.

The Cooperative has managed to arprove and arplu, to a Larae extent,
political and adminisinative regulations that should have Lacilitated

a good administhation; nevertheless, the same problems of Leaders of the
other two Cooperatives made {mpossible the decisdion-mahing rrotess and
the impLementation of services and policies that had alreadv been ap-
proved. Because of this, the Cooperative chanaed 4 managers in 1979, and
a good number of inferion personncl. .

The Accounting has been maintained nelatively up to date, even thouah
with enrons. The prineipal problem has been the contr®e of {nventony.

In 1978/79 the Cooperative obtained thein finst credit 4nom CROFOC don

$b. 3.509.000 and 4 79/80 CROFOC nejected a milk mrofect fon aporoximately
$b. 43.000.000. The CROFOC author ‘zed the reutilization of necoveru £rom
previous credit.

The milk-manketing service, and the financing of cattle has prgeticallu
been unsuccessful in the Cooperative. The new Kinuncial projects that
were predecnted to SNOC in the Last days of December provided 4on aix
diffenent activities that helped achicve the Cooperative seld-pudéicien-
cy in four years. Unfortunctely, all this wornk will have to he. nevised
because of the economic measures that were dictated by the Superion
Government at the end of the wear and that affected the cost aund income
04 the Cooperative. Duwiing all the kinst yean of Life of the Cooperative
the only senvices provided were credit, provision of innut on credit and
the commercinlization o4 milk. The Latter caused Losses 2o the. Coope-~
rative and was intevwyited and neinstated on various opporntunilies.

The Cooperative obtained on Loan a neknigeration tank kor the ‘stoning of
milk, but the place in which it was installed was a decision tahen, based
on the interest of the presddent o4 the Cooperative, and not takina into
account the inferests of all the members. 1In Manch, 1979 a aroup oé 60
members separated from the Cooperative and nevived the Associdfion of
mikk producers of Yapacani to compete with the Cooperative, niincipallu
because 04 friction between directors and a ncaative feelina oi. the part
of the members to capitalize thein Cooprerative and to aive a smafl dec
2o cover part of the administrative costs, The membens of GABs:. 4, 5, 6,
7 and 8, aftern neceivina credit, have nemained comnletely {nactive.

Y
The Cooperative has expelled 7 dinectors that were competina w.f,th the
Cooperative, but did not know how to treat the nest of the memberns that
had reactivated the old milk association. o .

In this Cooperative, as in the othens, the CAAs did not undensfand thein
neal functions. They assumed thein functions of nepresentativés of the
members and in this way had the administration of the Cooperative adopt
measunes fon thein own benelit on don a group of members, but then did
not act as channels o4 services don the Cooperative, on to the ondens

0f the administration.

With the new Manager contracted adten October, 1979 and the new Adminis-
tration Counsel, that emenaed drom a stormy Assemblu, there 447 mone hone
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for the Cooperative. The Cooperative has 546 memberns, and as the Linst
Loan will expine the 13th of Aprnil, 1980, it does not have delincuency.
Fon better economic datum see Annex No. 9,

4.- Integnal Cooperative 04 Services "Gran Chaco’ Ltd.

This Cooperative was oraanized 4in July of 1979 with 43 membens.

The promoiion o4 the Cooperative Ata/vted An Jaruany of 1979, adving
emphasis in the obLiaations of the members and in the Auppon,t that theu
themselves should aive to the Cooperative, instead of pnomoanq crnedit,
conveniences and benefits of the onganization.

In the same manner, the fundamentals of the credit rolicy were 'délle/ten/t,
sdnce Lt was promised 5 X 1 and not 20 X 1 as had been made with the
othen cooperatives. The nequisiter of akiliation were made mone umd
and also the nequisitcs of capitalization.

The £ong promotion stage and oraanization guaranteed a good nreparation
of the few membens that would accept all the obLiaations that wene
nequired for afdiliation, because of which it {8 hoved this Cooperative
will not have the same problems that the others had. Another fundamental
variation was that the Advisor of the Cooperative was in it since the
4inst day o4 the promotion.

The Cooperative will provide principally the service of agriculiural
mecanization with a pool of machines fon the cultivation of soybeans,
corn and peanuts. Additionally theu will provide credit of aahicultural
production and technical assistance fon the. same vroducts. The feasi-
bility study of the Cooperative established the point o4 eou,cabuum

04 the 4th year of owenation of the Coope)l.a,twe

The punupa!i problem that confronts /thu Coopenative 44 the cumac,unq
04 a Manager and o4 one on two functionanies, This difficulty caused
the Advisoru Group 2o necommend that the Advisons assianed to the Coope-
rnative assume these functions temporanily.

A1;hc commerclalization of soybeans 48 sceure with the 048 PLant oﬂ Vitla
ontes.

The futwre of the Cooperative depends on the fact that the maclu.neA be
An the Chaco on the expected date (March/Apnil o4 1980), o

By the 318t of December the Cooperative had 95 members., The aanital of
the Cooperative is $b. 172.519, The total of its patrimony is $b.
250.264. The Cooperative obtained a finst cnedit fon $b. 5,339,801 o4
which $b. 3.203.866 has been disbursed by the 31s% of Decemben.

The naw methodology approved, cxclusion of nolitics, betton Aeuecuon
of members, and the systematic education of the Aame on thein prineipal
obaqa,uoms fontells a betten future for this Cooperative. For betten
economical datum sce Annex, No, 10, o

V1 RECOMMENDATIONS

PMhapA the principal necommendation of the Advisonu Croup, annived a&te/t
various meetings with technical personncl o4 SNOC and USATD/BOLIVIA, mLahzt be
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the cause of the editinag of thein kinal nenont at this opnontunity. _The necom-
mendation {ndicated that the SNIC had already completed their initial nole and
that they had to give way to the second staae, which was aivina oprottunity

2o a private onganization, 80 that it miaht continue with the exccution of the
project. In this case, as o Federation o4 Inteanal Cooperatives s1s prematunre,
a thans.itory solution was chose which wes the forming of an of+ice attached
2o the National Federation of Cooperatives of Savinas & Loan (FENACRE). Mever-
theless, it would be wonth pointing out the Koflowina necommendations:

1.-  Fon the future, before initiating a promotion and onqanizationvoé new
Cooperatives, all the infrastructure necessoru (human resources, mate-
rniaks, paperwonk, ete., Lists) must be neady bedonehand.

2.-  The introduction of politics in the promotion, onaanization and functio-
ning of the Cooperatives must be avodded.

3.-  Sufficient time must be given that the memberns might understand cleantu
thein aims, objectives and, above all, thein obZigations to the: Coope-
rative. _

3.-  For the future, the Consultant Finm, on better, the consultants, should
be mone homogenious in thein experience and knowledae and there should be
a person who fixes and determines the directions and policics to be fol-
Lowed without hesitation.

5. The nesponsibility of the carrying-out of the profect and that:of decisions
made, should dall on the same person on {nstitution. N

6.- Betler places in which to organize the Cooperatives must be selected, es-
tablishing from the stant, nequisites of seflection of Leadens .that will
avodd the probLems of the past. -

7.-  The feasibility studies should Lnclude n&t onfy the economic adpects,
but also the social aspects, attitudes of Loadens and potential membens,
and the organizations that worked in thein place and their nesults.

.-  The heasibility studies should contain economic datum on the potential
members that wilf serve as a future base to determine the <impact of the
Cooperatives and the program in the farmer participation. E

9.-  The Cooperative must view the 4armer as an economic unit nd bﬂomate
proghams of runal administration. ‘

10.- The credit cniternias should be ondered, so0 that 4nom the beginhing, they
are stricter and when the clientele £8 known, the nules then might become
monc fLexible. .

11.- Prinedpal {mportance must be given fo education and trainina 04 the Coope-

natives, without skimping on funds, non effont, even though they miaht
seem useless and repetitive. b

shoutd be studied carefully.
VI1.-ACHIEVEMENT

12.- The transpontation sustem, communications and preparation of Anformation

l.- The most impontant is the onganization o4 the dour Cooperatives, that even
’ with problems, they continue to function. '

.-  We belicve that the concept of the Integral Cooperatives £is vL&bte,tyen
Zhough 4t might be needed to make some adfustments, and chove all, revise the
fonm of thein impLementation.
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Even though there Z8 opposditicn and many problems, a capitalization
systom was eatablished. This Ausiem, 4n fwo and a helf vears, sdnce tha
onganization of ch Linst Integhad "oone/ta,twc. has permitted the capd-
talization to small hanmers o4 menc than $b. 5.000.000, something that did
net even cxist bedon..

Experience was aained in ruwal Bolivia, permittina ithe next Cocparatives
tc be onganized, noil sukherning the samc compidcations,

ALL the administrnetive accounting and intornal coninol sustems, as also
the pertinent neculation, is needu fon the study and approval of the new
Ccoperotives that will be doamed.

1t 48 alneadv noticeable, a mafon consclence and nowfedac on the pont o
the direetons and impioyees on thein ndahts and obiigations and the foam
04 complcting thein functions.

Directons, as well 24 cmployces, are Atantine to uvte the adrdinistrative
Anstruments fon thein own use and not cs requirites to obtain creddif.

The same Coopcratives have taken into account the problor that delinquency
causes and arc commencdna to take means to noduce this in the fufure,

Thene 48 conscdence of the dmpontance of the Cooverative intearation as
a mechanism to Look for soiutions fon Coorerative membenrs,
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ANMEX No 1
LOCATION POSITION PROPOSED ARRIVAL ARRIVAL DATE CONTRACT TERMINATION
DATE DATE

La Paz Chief of Panty 1/7/78 1777778 31/2/79
La Paz Training Advison 15/5/7§ 29/1/78 4/8/79
La Paz Promotion Advison

Farumen 15/5/78 * 15/6/176 11/11/78
La Paz Credit Advison

Cooperative 15/5/78 * 24979777 31/12/79
Lla Paz Administrative and Fina-

neial Advison 15/5/78 * 29/1/78 31/12/79
“a Faz INALCO Advison 15/5/18 14/2/77 31/12/78
Cochabamba § Sucke Regional Advison (2) 15/5/78 ** 1/8/76 30/4/79

Cooperative Advison 2/4/77 31/5/77
Cochabamba Cochabamba 15/5/78 20/10/78 31/12/79
Betanzes Tahuantinsuio 15/5/78 ** 15/11/78 15/8/79
Montenro Santa Cruz 1/9/78 §/6/78 31/12/79
Yacuiba Gran Chaco 1/9/78 5/11/78 31/12/712
La Paz Advison - Coffee Production 1/10/78 1/4/78 4/5/78
La Paz Advison in Coorerative

Agrnicultunal Extension  ----- hid 1/5/79 31/12/79
NOTE: * Previously employed Advisor and continuing aftemvards

b One <n Sucre and the other in Cochabamba. The one from Sucre hefped the Betanzos Cooperative.
The one §nom Cochabamba continued in his functions until 30/4/79 when he was moved to la Paz.
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WORK PLAN

GENERAL OBJECTIVES

Integrate the Agricultural Coope)mti"e movement of wide scope into an Integraf Cooperative

National Otganization that as a suppyrtive instrument

assist the economic and social develppment of the Bof«w..an {aumenr.

thz effiliated cooperatives, might

SPECIFIC OBJECTIVES COMPLETION DATE

COMMENTS

1.

Feasibility Study

A.- GOALS
1. Canry out the feasibility siudy 6/30/79
{on the Federation of Integril
Cooperatives.
12/31/79
2. Establish a process useful for 12/1/78

carnying out feasibility studies
fon new Integral Cooperatives.

A shont-tenm councellor was hired forn this purpose. The nepont was
neceived on time. The main conclusion contained in the repont was
that in view of the probferm: in the cooperatives it would be premature
1o establish a {ederation.

Based on an evaluation of the progrnam, the conclusion aniived at was
that the project interest would be bettern {ulfilfed transferring Lo
FENACRE. Pnivate Institution not subject to the &/mitations of person-
nef nor to budgetary probLems confronting the SNDC.

16 studies on basic information and § feasibility studies were com-
pleted. These will be checked to detenmine whether they contain basic
datum adequate to measure the economic impact.

This wiff be checked by the Integral Cooperatives National O0ffice
(ONCICOOP) estal:-8ished with Fenacre and wilf be checked to deteamine
whethen they include basic datum, adequate to measure the project
Ampact on the Life of the farm membens.



SPECIFIC OBJECTIVES :

11.

K|
Fortigization of the Integral iCoop: watives
{0 attain Lhein cronomic and cHmiu strative
stabibity and the integration lof thein membens
and thein activities. f

]

!
A. GOALS: Cconomic Selfsufficiency

1. That each Integnat Cooperative carny
out a profect of their economic operations
every 3 yeans that might show how apt
Zhey are to attain selfsufficiency,

2.- That each Integral Cooperative carry
out a -yearly work plan, based on the
3-year projections.

B. GUALS: Professional Admuiistration

1. That each Cooperative will establish a
mechanized accounting system, that will
accownt §cr operational nesults fon each
activity.

4/15/79

4/15/79

10/1/79
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Profects were prepared fcn each of the 3 cooperatives. These

will be checked - in Octubesr 79, to incfude commercialization and
other practical profects, such as chzesc processing plants, food
processing, ete. The studies were compleled in September of 79
but it was detenmined that ther were superficial and unsatis-
factory. The Cooperatives ane tuiing to check into these studies. .
Work plans were developad fon the Cocperatives of Santa Cruz and
Tahuantinsuyo. Cochabamba does not have & work plan. The three
cooperatives did not u : ¢ ~onk plan because of the problems alread
discussed in zhe repont, ii spite of the effonts put fonth to
accomplish this, ONCICOOP wifl woxk with each cooperative on
development of a nealistic wonk plan fon 1980, )

An Account book was prepared and 48 i process of distribution.
The book uses unifonm nominclature fon accounts and modernizes
the entine system. 1t wile give an analysis of each activity of
the cooperatives. Also a fonmula was designed to help the
cooperalives make these unalusis. As was indicated in the
nawvative portion of this repoat, the cooperatives wene sfow to
adopt this suystem. ONCICOOP willf have waiys of assuning that the
dystem L5 being used.



Establish in each cooperative a undiform 10/1/79
accouwtting system. ;*
|
That each ccoperative have a sgstem of
foumation and analys (s to facilitate
decisdion making on the part of ‘the Managen
and Adnindstrative Counsel
That each cooperative might have estabfished 5/15/79
methods fon elabonation, cariying out and
control of the yearly budgets.
That each cooperative might have negula-
Lions that controf:
~-Pensonnel, wonk deserniption and con-
tracts
-Equipment, including vehicles
-pen-diem
-credit
-purchases and supplies
-othens
That each ccoperative have the necessary = ------
intennal controls to take care of Coo-
perative gocds.
That each cooperative have bonds for thein 5/1/79

persomnel that manage Cooperative gunds
and that they have the necessary insura-
nee to take care of their goods.

Analyze the possibility of estabLishing an
{ngonmation system of prices to reach a
better market for the commercialization
o4 member preducts.

e ) and
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The use of the abovementioned account book, wifl have as a nesult
a wid form accounting sgstem. The approval and use of this sgstem
Wikl be put into practice in the next few months.

At the end of Manch a guide was distnibuted to helfp make the monthey
neponts. An agreement was nreached that the monthfy nepont would contain
statistics, and the naviative nepont would analyze the condition of

the cooperatives, they weuld be given 4 times a year. To date the
nanvative neponts have not been submitted to SNDC.

A guide was made for the preparation, controf and evaluation of
budgetany incorme and expenditunes in March.

A control guide for inventory was prepared and distributed to each
cooperative.

Because of excessive change of personnef in the cooperatives, only

the cooperative of Santa Cruz fulfifled these requinements. The
Advisony Gnoup brought this to the attention of the other cooperatives,
since this s the most {mpontant pre-nequisite contained in the CROFOC
credit policy. To date all the cooperatives have bonds for thein

key employees.

This wilf be included in the projects for the coming year.



c.

GOALS:

Efficient Seavices

That ecach cevperative have an ¢fficiont system
te approve caedit fou the member and effective
proeccedutes fon the nccupc.m.fia‘n of credit.

I

Establish effective pruceedunesi of administration
of credit in each cooperative.

That each cooperative have machines in good
condition and practical in onden 1o acquine
and provide <ncome forn their membens.

That each coopenative have a technical agnicultunal
assistance plan that will penmit technological
change that will benefit thein membenrs

That each cooperative have a practical com-
merccalization program

That each cooperative establish mechanization
servdices when they are necessany.

That each cooperative might have agro- in-
dustrial thansformation projects so that the
memben and the cooperative might obtain betten
use of thein econcmic openations, according to
the necessany potential.

6/15/79

6/15/79

6/15/79

6/15/79

6/15/19
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The CROFOC cnedit pelicu was deastically nevised and approved
i Marcl of 1979. A medel policu fon cooperatives was prepared
and distributed to the cooperatives and was used fon the requ-
Lations of the coopesatives.

The abovementioned model will estabfish proceedunes fon the
admninistration of credit project.

A guide and formula were prepated for the administration of a
cooperative center forn distribution of agricultural income.

In June a negional president advison was transferred to La Paz
giving him nesponsibility to develop agricultural extension
plans in each cooperative. Two meetings wene held with exten-
sionists to develop a method for these pfans.

Tahuantinsuyo stanted the cunstruction of experimentation

sheds, the which, <4 satisfactory, will fead the devefopment

0§ the commencialization program. Cochabamba and Santa Cruz are
cavying out thein milk commercialization programs. Commercia-
Lization programs ane generally behind in schedufes.

To date the only machinery that is being used on a wide scale
48 4n Yacuiba. Other cooperatives should give machinery Loans
Ain thein genenal credit program

A gnoup of 4 Bolivians wene hired to prepare 3 feasibility studies
cheese plants, food mills, ete. 4in the Santa Cruz and Cochabamba
cooperntives. 1§ it is feasible these projects will be incorponated
4n the 3-yean nevision of the projects. Tahuantinsuyo cocperative
made a study on barley, and £{f commercialization adjustments can

be made a small processing plant wilf be built in 1950.



D.
l.-

That each cocperative, accond’ g 1v thein
necessity, hkeve a program of n lchanization
services, whenever these ane e ltabtished.

GUALS  Cocperative Training
That each ccoperative might haje an activity 1/1/719
plan for tiaining that will allow good fun-

etioning of GAB's and the various comnittees

and counsels, to achieve active partieipation

grom the members in cooperative activities.

That the petsomel hired fiem each cooperative
be trained for the fulfitlment of his furc-
tions and to Lead the membership counses,
commitiees and counsels.

st ewd
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Wikl be included in the projects of the coming year.

A plan was developed fur each coopetative at the beginning of
the yean. 1In the Tahuantinsuo and Cochabamba eooperatives
the program £8 gneatly behind schedule.

In spite of these hindrances, manage: courses of the coopera-
Zive (3-monti 187aeli program) extensionists and dinectors of
cooparatives were caviied out. 1In view of the constant changz of
administrative personnel, Little progness of Zraining was made
forn them Lo conduct.



11.
12.
13,
14.
15,
16.
17.
18,
19,
20.
21.
22.

ANNEX N°3

LIST OF MANUALS, TNSTRUCTIOM SHEETS, GUIDES AND FORMS
DEVELOPED BY THE ADVISORY GROUP TO FACILITATE THE PRQ-
FESSTONAL ADMINISTRATION '

Guide dorn the elaboration and exectidlon of the Work Plan,
Gudide fon the elaboration of the tri-annual financial profections.
Guide fon the fonmulation and presentation of monthly work information.

Guide fon the fowmulation, carryina out, control and evaluation of Lncome
and expende budaets.

Guide forn the managing of an Lnput stonre Ln the Cooperative.
‘ulde fon the management of Pettu Cash.

Forms fon the pernmanent controf o4 Lnventory Lin warchoudesd.
Project of Reautation fon Per diem and travel expenses.

Model of a new catalogue of accounts that enablfe bookkeepina by areas of
activity.

Instrwetion and fonms kon the monthly elaboration of accounting reports
and analysis of nesults by areas of activity.

Instruetion and donms fon the control of delinquency and Cuarantees,
Models o4 Wonk Contracts fon the Cooperative personnel.,
Deseniptions o4 functions fon all the pernsomnel o4 the Cooperative.
Regulation for the utilizing of a Management Checking Account,
Regulation fon the utilizina o4 an Exchange Fund.

Instwuctives for the auditing of cash and other 4unds.

Regulation of utilization of the Sade Box.

Model fon EmpLoyce Application.,

Regulation forn the contracting of personnel.

Regulation forn the operation, use and controf od moton vehickes.
Regulations on the usc and controf of check hooks and vouchenrs.
Reaulation forn the functioning of the Executive Committee.
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ANNEX N°4

LIST OF REGULATIONS, FORMULAS AND INSTRUCTION
SHEETS PREPARED BY THE ASSESSOR RROUP

CROFOC Credit Regulation.

Model Credit Regulation for the Cooperatives.

Credit Applications.

Promisony notes.

Model of notes of Meetings of Credit Committees.

Tnstwctions on how to anafuze a Loan.

Tnstructions and fomms on contrnol of delinquency and auarantohrs,
System of Collection.

Application forms for waiting, extension and amplification of credit.
Fonms fon the establishing of a pay plan {or membens,

Forms fon the Agrnicultural Credit Plan.

Forms fon the presentation to CROFOC on the way credits are being utilized.
Control of cash disbursements.
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"ANNEX N°8

INSTRUCTTON SHEETS, FORMS ANP. OTHERS HEMiRED
BY THE APVISORY GROUP FUR TECHNICAL,
AGRICULTURAL AND EXTENSIONIST ASSISTANCE

Hanpal fon Extanslonidts.
Fota for Aprdautiural Plamning,

" Phoceedurs fon the preparation of PEANMMS.

Procceduns 4 fhe collection of Loand &y Endamiionidth.
Repoat foumd {oh Fatm wisit.

Foams fon decbining Aarvedts.
m‘adcthoﬂwMolemwum»
Foum for the eatubliihing o4 corth vf Pasduation,

Forsh of Repistralion ¢f Inversions,

Guidebines 2o ounnlewuuumm.m
MM of Coopeaatives, o

Technioal bublotin on the Cultlvation o Podutond,
Agrsement Modal of Anten-instioatisnal aserdimation.
Conduact Modet off 402 of Asnicalturat pheducts,



INTEGRAL COOPERA

FVE OF SERVICES, COCHABAMBA LTD.

OBLIGATORY BALANCES TO PAY

MEDIUM AND SHORT TERM TO 30 - 4 - 80

9.070.311,30

ANNEX N°6
- TERMS CROFOC LOAN AMORTTZATION BALANCE SHORT TERM | BALANCE MEDIUM TERM
77/18 Shoat Term 1.709.650,50 _ 0 — 1.709.650,50 — 0 —
Medium Term _ — _ 0 — _ 0 — _ ——
78/19 Shont Term 6.966.052,00 2.902,771.17 4.063,283, _ ——
Medium Tenm 5.828.000,00 _— — N 5.828.000.00
79/80 Shont Tenm 13.895.467,24 10.598.087,27 3.297.319,97
Medéun Tenm _ — 1.674.643,96 4.153.356,04
Totals Amontizacions
Shont Team 22.571.169,74 13.500.858,44 9.070.311,30
Medium Tenm . 5.828.000,00 1.674.643,96 4.153.356.04
Totals 28.399,169,74 14.012.331;73

4.153,356,04

Punata, 26 of May of 1980
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GENERAL BALANCE T0 31/12/7

9 ANNEX No 7

INTEGRAL COOPERATIVE OF SERVICES "COCHABAMBA LTD." PUNATA

ACTIVE IN CIRCULATION ACTIVE
Cash 67.059.50
Cochabamba Bank Savings Acet. 1.175.429.12
State Bank Chechking Acct. 98.554.52
Amendcan Bolivian Bank 104.655.34
State Bank Savings Acct. 723.018.41
Petty Cash 6.000.00
Judicial Charges Petty Cash 2.000.00
Short-Term Loan to Charge 6.499.036.44
Loans to be charged to par-

Licular persons 26.050.00
Emengency Loans to Members 265,295.20
Emengency Loans to particu-

Larn persons 5.000.00
Accumibated Interest chargeable

with terms 296.306.44
Inventony Tncome 2.230,008.00
Inventony Gain 9.800.00
Centified Purchases 6Iwrn Cou.- 4
trhibutions. 500.00
Insunance Claims 3.185.00
Uncollectable Accounts 26.170.00
Fodder in Cultivation . 49.296.00
Tnversions 30.400.00
Company Cultivation 1.755.00
Changeable Accounts 1.977.855.68
Changeable Interest 109.086,41
Agnicultural Craftsman

Development Loan 166.000.00

FIXED ACTIVE

Moveable Office Equipment 197.225.80
{-) Depreciating Stock. Ac-

cwnube*'d 0ffice Equipment (-67.747.24)
Vehice. . . .
(=) Depreciating Stock. Ac-

cunulated Vehicles (- 221.452.89)
Miek Equipment 7477700
(-) Accumulated Stock Milk

Equipment (- 39.891.77)

Agnicultunal Equipment

Loan to Charge Long Term
~nCcamuietd Intenest to duutge
Long Team

Subsidies to Change

ACTTVE DELAVED

(- 903.12)

Advanced salaries 11.500.00
Insunance prepadld 5.564.00
Advanced PLatfonm Construction 3.800.00

Pre-paid transpontation 15.000.00

129.478.56
454.892.11

34.325.23

830,88
3.671.178.39

252.657.38
316.258.14

13.877.541.16

4.859.620.69

35.864.00
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232

233
234
235
240
241
242

PASSIVE

PASSIVE IN CIRCULATION

Payable Accounts

Time Payment ObLigations
Accumulated Interest. Pauable
Short Tem

Deposit Accounts

Safekeeping Funds

Payable Salanies and Benefits

. Net Payable

FIXED PASSIVE

Obligations for Long-Team o

Payments

Accumulated Interest, for Long-
Term Payments

DEFERRED

Advance Payment USATD/BOLIVIA

CAPITAL AND RESERVE

Surpfus to Distribute

PLUS: Surplus 1979
Contrnibution Centificates
Donations

Capital Donated USATD/BOLIVIA
Social Benefit Reserve
Reserve Fund

Assistance § Social Prevision Fund

Education Fund

ANNEX N°7 Cont.

34,888.24
9.513.220.12

9.558.03
2,290.70
6.909.69

95.899.00
5.306.80

5.029.930.25
10.060.06

180.000.00

472.862.65

9,668.080,58

5.039.990.3T"

180.000.00

3.884.954.96
150.500.85  623.363.60
2.564.556.85
14.000.00
540.286.99
6.400.00
77.912.94
38.956.46
19.478.22

18.773.025.85

- Punata, Decembex, 1979
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ANNEX N°7

Page N°3
INTEGRAL COOPERATIVE SERVICES
"COCHABAMBA LTD."” 'PUNATA
STATEMENT OF PROFIT AND ‘LOSS
INCOME 7.680,572.68
Sale of Input 7.680,572,68
Sale of Food Concentrate . 91.641,90
Sale of Mitk . 1.578.923.80
Sale of Food Concentrate Bags 825,00
Sale of Bran 54.00 .
Sale of Mikk (Cattle Imponted) 597.00
Sale of Stock 13.757.00
Sale of Agrnicultural Equipment 72.292.70
Sale of Boohlets 150.00
Sale of Potato Seed 13.750.00
Sale of Oat Fodden ' 9.600.44
Sale of Oat Straw Fodder : 910.00
Sale of Veterinany Products 307.00
Sale of Phytopathology 2.020,395.70
Sale of Domestic Products 1.421,00
Sale of Alfalfa Seed , 260.00
NET SALES 11.485,538.22
MINUS: COST OF SALES:
Purchase of Input 6.319.810.00
Purchase of Agricultural, Equ&pment 106.884.00
Purchase of Milk 1.298.008.83
Purchase of Food Concentrate 94.090.00
Purchase of Veterinary Products 15,362.54
Purchase of Food Concentrate Containers 6.296.00
Purchase of Phytopathological Products 2.124.630.10
Punchase of potato seed 15.750.00
Purchase of Domestic Products 2.120.00
NET PURCHAS(s: ) 9.982.951.47
PLUS: Initial Input Inventony 2,004.081.%0
PLUS: Tnitial Stock Inventory 69.886.53
12.056.919,00 )
MINUS: Final Input Inventonu 2.230.088.00 :
MINUS: Final Stock Inventory 9.800.00 2,239,888.00 -9.817.0%1.80
Gross Sale Mangdin . .668,506.
MINUS QOERATIONCOSTS
Ganeral Expendes 111.698.25
Salanies and social benefits 1.116.9%6,.47
Progessional Honons 3.000.00
Per diem and personnel expenses . 11.242.80
Per diem and directon expenses 21.243.80
Lubricants and Combustibles 24,964.50
Rentals and services 47.588.90
Office materials 53.462.40
Licenses, insurance and bonda 12,773.20
Ah4ntenance and vehicle repain 55.334.37
Education and Social Expenses 8.117.30
Interest above obligations 613.809.57
Miek Association Product Contributions 5.586.80

Rent of Photocopien 1.035.00
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Advisony Expenses

MiEk Expenses

Food Concentrate Expenses

Oat Fodder Exvense

Input Expenses

Phytopathofogical Product Expenses

Accumulated Depreciation of Mitking Equipment
Accumulated Depreciation of Agricultural Equipment
Accumulated Depreciation of Vehicles

Accumulated Depreciation of Office Equipment

PLUS: OTHER INCOME:
Accrued Infenesl
Punitive Interest
Income Payments
Other Tncome

Vanious Costs (Subsidies)

ANNEX N°7 -

80.000.00
283.730.00
1.966.71
2.100.00
240.510.00
258.549.60
18.554.25
433.50
135.269.00
49.306.45

Page 4

oy

17.160.76
1.973.85
7.200,00

'4.074,53

135.23

16.250.14 -

-1.676.802,5
HEE A 4 i

3.157.182,87
(1.488,676,45)

e ——————————

r
-
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INTEGRAL COOPERATIVE "TAHUANTINSUYO" LTD.

GENERAL BALANCE TO THE 28TH OF FEBRUARY, 1980

ACTIVE

ACTIVE CIRCULATING

3. - Cash

7. - State Bank

11. - Bank of Potoss

15. - Petty Cash

19. - loans

23. - Changeable Accounts

27. - Changeable Member Loans

31. - Chargeable Accumulated Interest
43. - Chanrgeable Tnsurance

75. - Off4ice gear

FIXED ACTIVE

53, - land :

55, - Fuwmitures and Houschold Goods 233.551.54

121. - Accumulated Furniture and Houschold

Goods Depreciation (39.806.97)
57. -+ Sheds
59, - Tooks - 8.478.00
123, - Tool Accumulated Depreciation (3.026.00)
61. - Vehicles . .
125. -  Vehicle Accumulated Depreciation  (96.255.88)
63. - Equipment § Installation - 973,
127, - Equipment and Installation Ac-

cumulated Depreciation (18.611.29)
65. - Construction Machines . .000,
129. - Construction Machine Accumu-

Lated Depreciation ( 3.599.99)
67. - Ceonstwction

ACTIVE DEFEARED

39. - Secunity and Bonds Paid in Advance.
35. - Expenses paid in Advance

ACTIVE, OTHERS
77. - Advances

TOTAL ACTIVE

A TR ———

ANNEX N°8

124.091.53
£1.151.05
13.303.80

3.000.00

13.056.464.02
645.052,22

141.251,67

1.499.588.46

125.707.55

24.095.30

15.000.00
193.744.57
157.034.88

5.452.00
321.838.43

124.366.89

8.400.01

1 263.943.47

19.537.08
18.421.00

423.80°

15.683.705.60

1.089.780.45

;-
RS

37.958.08

423.80

.. 16.811.867.93
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GENERAL BALANCE TO 31/12/79

ANNEX N°9

SERVICES OF INTEGRAL COOPERATIVE SANTA CRUZ NORTH - LTD.

ACTIVE
CURRENT ACTIVE 4.665.282.08
Cash 10.478.17
Checking Account Bank Santa Cruz 21.319.89
Savings Account Bank Santa Cruz 809.336.16
Petty Cash 4.000.00
Changeable Memben Loan C.P. 1.538.458.51
Chargeable Member Loan M.P. 808.956.00
Member Changeable Accounts 10.810.00
Othen Chargeable Accounts 32.559.04
Chargeable Accumulated Interest 210.534.17
Invensdons 22.000.00
Tnventony 210.000. 34
Chargeable Interest Bank Santa Chuz
pertaining to Savings Account 76.494.64
Change Fund 20.000.00
Chargeable Subsidy S.N.D.C. 890.331.56
FIXED ACTIVE 978.677.25:
0f4ice Equipment 161.631.33
Accumulated Depreciation 0ff<ice Equipment {33.505.69)
128.125.64
Vehicle 658.020.49
Vehicle Accumulated Depreciation (74.381.34)
‘ 583.639.15
Veterinany Equipment 2.195.00
Accumublated Depreciation Veteranary Equip. (1.245.82)
Mélking Equipment 281.303.90
Accunuwlated Depreciation Milking Equipment ( 5.340.62)
OTHER ACTIVE T 49.417.20
Commencial Rice Fund 49.417.20
TOTAL ACTIVE 5:493.376.83
e
Montero, December 31, 1979
PRESIDENT IREASURER MANAGER

Prepared by Licensed Zenon Siles F.
BOOKKEEPER



PASSIVE

CURRENT PASSIVE
Member Payable Accounts 24,521.47
Non-Member Payable Accounts 16.473.65
Payable Loans C.P. 3.500.000.00
Accumubated Interest Payable C.P. 255,492.02
SNDC Advance 98.400.00
CAPITAL AND RESERVE AND PROVISIONS
Donation Certificates 657.521.50
Commencial Mith Donation 30.440.97
Donations 678.594.53
Reserve for fab. Loan 60.439.53
Provision for Non-Payable Loans o 221.843.73
OTHER PASSIVE
fund in Safekeeping 25.530.29°
Equipment in Safekeeping 105.000.00
Inventory Difference 6.256.50
Legal Reserve Fund 10%
Education Fund 5%
Social Assistance and Prevision Fund 58
Excessive for Redlnvestment

TOTAL PASSIVE

Montero, December 31, 1979

PRESTDENT TREASURER

ANNEX N°9
Page N°2

| 3.894.887.18

1.648.840.26

136.786.79

1.286.23
643.11:
643.11

10,289,85

S ——————————

5.693.376,57

MANAGER
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ANNEX N°9

Page N°3
STATE OF RESULTS :
TO 31/12/719
Sale of Mitk 852.011.09
Store Sales : 231.369.50
Sale of Stock ~'473.500.00 1.556.880,59
Sake of Mitk 768.048.99
Store Sales . 201.526.11
Safe of Stock 494.500.00
1.763.075. 10
plus initial {inv. ° 150.400.00
T.814.475.10
Minus §inal inv. 210.000.34 |
w
Gross use £n operations © 1.404.474,76
: T52.405.83
on Expense 1.460.785.41
Financial Expense 214.181.25
MiLk Commencialization Expense 110.765.99
Rice Commencialization Expense 9.000.00
Stone Expense ' 5.796.59
Stock Expense 7.512,00
Prov. Expense Non-Payable Loan 117.370,88
Cotton Production Expense 192.50 1.925.604.62
P2us Income
Tntenes® Recedlved 425.790.15
Income Payments 1.350.00 :
Other Income 57.755.12 '484.895.27
Operational Losses (T.Z88.303.37]
PLus Subsidy ATID/SNOC S 1.312.638.21
Escess - Period/79. .334,
Minus period Loss/78 : 0 11,472.39

Excess 2o distrnibute

Tegal Reserve Fund 10% 1.286.23
Education Fund 5% 643.11
Assistance and Social Prevision Fund 5% 643.11

. Escess to regnvest : 10.289.85
12.862.30

Montero, December 31, 1979

PRESIDENT TREASURER MANAGER


http:12.862.30
http:10.289.85
http:Educat.on
http:1.286.23
http:11.472.39
http:24.334.69
http:I12.638.11
http:4*4.895.27
http:57.755.12
http:1.350.00
http:425.790.15
http:1.925.604.62
http:117.370.88
http:7.512.00
http:5.796.59
http:9.000.00
http:110.765.99
http:214.181.25
http:1.460.785.41
http:Expen.e6
http:1.404.474.76
http:210.000.34
http:150.400.00
http:494.500.00
http:201.526.11
http:768.048.99
http:1.556.880.59
http:473.500.O0
http:231.369.50
http:852.011.09

ANNEX N°10

GENERAL BALANCE TO 31/12/79
SERVICE OF INTEGRAL COOPERATIVES
"GRAN CHACO" LTD. YACUIBA

ACTIVE

CIRCULATING
101 Cash and Banks 2.788.088.52
103 Petty Cash 3,500.00
104 Cha.ageable Loans Association C.P, 461.015.50
106 Chargeable Subsidies 11.480.04
107 Changeable Accumulated Intenest 11.480.04
108 Inventony:

.1 Stone 198.335.60

.2 Seeds 7.946.30

.3 Innoculations ©10.650.00 216.932.00
110 Store pirchase advance : 4.230.00 3.500.372.16
FIXED )

123 Moveable Fumniture and O0ff<ice Equip. 51.491.50
143 Depreciation Reserve Moveable Fur-

niture and Ofdice Equipment (1:375.32). ° 50,116.18
TOTAL ACTIVE 50830
------------ -
PASSTVE
CIRCULATING ' .
ayable Accumubated Interest 34,498,18
207 Payable Services . 61,460,00 .
208 Payable Expenses 399,00 96.357.18
FIXED
211 Loans to pay CROFOC ~3.204,866:80  +3.203.866.80
TOTAL PASSIVE ' 3 .300.223.98
CAPITAL AND RESERVE
231 Non distributible Capital 62.203.09.
232 Donation Certificate 130.600,00
234 Reserve Fund (108). 7.775.39.
i e —SETHNPTon Fund (5%) 3.887.49
236 Previsdion and Social Assistance
Fund (58) 3.887.69. . . . ..
242 Capitalization ©_41.910:50  __250.264.36

TOTAL PASSIVE AND CAPITAL RESERVES 3 550,488, 34
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SERVICE OF INTEGRAL COOPERATIVE

"GRAN CHACO LTD., YACUIBA"
STATE OF RESULTS
SALE OF PRODUCTS AND SERVICES:

ANNEX N°10 Page N°2

301 Stonre Sales 54,00
306 Seed Sales 120.198.00
308 Vaccination Sales 19.512.00 139.764.00
.1 Plowing 047,
.2 Cultivator 77.782.50
.3 Planting 16.915.00 280.745.00 420.509.00
Minus: COST OF SALES AND SERVICES
401 Store Purchases 198.389.60
406 Seed Purchase 113.129.00
408 Innoculating Purchases - 25,200.00 336.718.60
422  Mechanization Services,
.1 Plowing 184.250.00
.2 Cultivaton ’ 76.610.00
.3 Planting 16.700.00 277.560.00
(-] Final Inventony:
Stones 198.335.60
Seeds 7.946.40
Innoculations 10.650.00 216.932.00 397.346.60
GROSS EXCESS 23.162.40
Minus: DIRECT EXPENSES:
501 Store Expenses 1.277.00
506 Seced Expense 3.990.00
508 Tnnoculation Expenses 185,00 5.452.00
OPERATIONAL EXPENSES
531 Admindstration Expenses:
.1 Salaries and Social Benefits 80.833.50
.2 Professional Honons 450,00
«3 Per diem and Personnel Travel
Expense 5.759.36
«4 Per diem and Director Travel
Expense 10.369.40
.5 Lubricants and Combustibles 5.626.62
.6 Rentals and Senvices 23.715.49
.7 Vanious Office equipments 20.458.30
.8 Licenses, Indurance 6 Bonds 9.012.96
.9 Bidg. § Inst: Maint. § Repain 1.341,00
.10 Vehicke and Office Equipment Main-
ZLenance and Repain 206.70
11 Vehicle and 0ffice Equipment
Depreciation, 1.375.32
.15 Vehicle Maint. § Repain 1.947.50 161.096.15
OTHER NON-OPERATTONAL INCOME
601 Intenest 30.132.29
603 Subsidies 218.219.60
604 Various Incomes 0.40
605 Income Payments 19.000.00
606 Discounts Obtained 2.520.00 269.872.29
Minus: OTHER NON-OPERATIONAL COSTS:
701  Infenea 34.498.18
702 Education and Social Costs 13.117.50
703 Legal Proceedures, Loans and
Regristrations 286.00
704 Shipping 6 Moving Costs 831.00 48,732,468 54.591.46
EXCESS NET 77.753.86
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