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J. Introduction.

This document presents the findings and recommendations of a two-
week review of USAID/Bolivia's Rural Development Planning Grant. The
review was conducted from November 5 througzh November 19, 1981. The
review was not an evaluation cf the project in a formal sense. Rather,
past project experienc was examiﬂed with a view toward making recom-
mendations as to how to focus the project in the future, allowing for
the possivility ihel the project could be ‘extended and expanded.

In the wain, we believe the conclusions and the overall thrust of
this report are well founded. Given the brief tiﬁe at our disposal,
hovever, rlus tle féct that much of this time was absorbcd in meetings -
and in iravel to the various DICs, we wére unable to check many thinés
ou£ and we may be in error in certain particulars. If this is the case,
we epoleogize for going on impressions. Even as of this writing, we
were continuing to learn more and more about the praject but, as with
any report, the time had come to draw our review to a close and comuit
our collective thoughts to paper.‘t

In what follcws, we dispense with a lengthy general background
description of the project and presume that ihe reader of'this report '
$s familiar with the project and related documentztion. The remainder
of this report is divided into four sections. In the next section,

Section IT, we discuss the technical assistance providec under the

project to date. Secticn III lays out our understanding of how
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regional planning currently works in Bolivia, with its strengths and
its weaknesses. This 1s followed in Section IV with a brief discussion
of how we believe the préject.should be refocused in the future. And,
firally, in Section V, we lay out a possible framework for reprogremming
and expansion.

At the end of the report, we app:nd a list of the different personal

- whom we consulted during our stay in Bolivie.



3.
Section II

Technical Assistance Provided to Date: Results and Lessons Learned.

To achieve the purpose of improving the technical consistency
and coordination of the planning systems project designers planned
for three general areas of c;xctivities:

1. Development of technically sounds methndologies for regional
planning, project 1deni;1f1cation, preparation ard analysis; 2. The
‘use of these methods to assist the DDCs in preparation of annual
operating plans per revised MPC guldelines , 3. Assistance to MPC to
develop overall guidelines for the planning system.

To achieve these-outpu‘cs long and short term technjc:il assistance
and training was to be Iprovided. Long-term advisors in regional
planning, cperations mgt., urban/rural development and agricultural
sector planning were to be assigned to the MPC and each DDC wﬁere
they would under the supervision of chief of the planning office carry
on those activities delineated above ard pf'ovide on the job training
to their counterparts while carrying on their activities.

"What has happened over the tw; year life of the project,
however, is different from the design. Of the three general areas of
focus - methodolozy development, direct work w/DDCs and assistance
to MPC - the bulk of time ard effort was expended in metholology
development, the vork directly with the DDCs occurred only in a few
DDCs and the work with the MPC to develop guidelines/criteria for

the planning system never got urderway.
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l. The Five Methodologies

PCI during the two years of the contract developed an internal schism
over whether the greatest resources should be éxpended to developed the
five methodologies which are project identificatiéns and selection tools
or whether to focus on project design and implementation. 1In retrospect
it is élear to us that too much time and resources were invested in the

'methodologies while the greatest capacity building impaét in the DDCs has

been achieved by the introduction of the method of the Sistema de Maneja

de Planes, Programs y Proyectos (SM?) which includes the Marco Logico

approach to project design and related methods for the implementation and

evaluation of programs and projects.

There are several lessons to be learned from the unfortunate business
with the methodology development. First{ contrary to the original design
of the project in most cases the PCI co&tractors who were working on' '
development of the methodologies were treated as being on "spucial
assignment" by PCI and the MPC. The DDCs although they conﬁributeé
logistical support never controlled the advisor or felt he was part of
their oﬁerations. This separatism strategy and the resultant lack in . |
some cages of DDC counterparts fostered the impression in the DDC that '
the methodologies were high technology beyond their capability ot |
resources to repeat.ﬁ In fact the methodologies are adaptations of known
project/program selection techniques which could have been applied

directly to programs by the DDCs.
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The sﬁcc955~of the Potosi work with Urban Functions points up what
could havé been done if the DDC's were fully integrated into the process.
Thé lesson to be learned here is that in future work with DDCs on
research scopes of work for advisors should be approved by the respective

DDC and the advisors should be integrated into the DDC staff.

Second, we found that the impression has been created that the 5

-methodologies were to be fitted together into one whole that would be

greaéer than its parts. That a "paquete methodologico™ would rise up out
of the research which any DbC'qodld teKe and apply to solve its planning
problemg. This misconception misses the point that these me thodologies
are simplv tools to address spaci fie nraject /nragrem idontifioakian 2nd

seleqtibn needs.

There is overlap among the tools and the DDCs first need to figure out
what their problemé are in project identgfication and selection before
they pick which tool or tools tb apply. The point here is that the DDCs
must understand that their problems define which tools are to be used not
vice-versa. The methodologies are a set of potential tools to address a
variety of program/project identification situations. It will be up to
DDCs and MPC to figure out which tool is appropriate for specific

situations.



As to the future of the methodologies it is important not to let the
controveisy surrounding them queer the considerable effort and
sﬁbsﬁantial improvements that have been made. Salvaging what has been

produced andé presenting it to the DDCs and MPC as a me:thodological tool

kit'is our recommendation.

For the record the current status of the five methodologies is as follows:

- e - - . - FYE -

Potosi-Urban Functions in Rural Development

\ :
This the most successful of the methodologies enabled Potosi to

complete a spatial, diagnosis of its department this past summer. The
DDC is now in the stage of 1dent1fy1ng packages of projects. However in
order to complete the plannlng process and take the DDC into the actual
project/package selection process“the DDC has requested additional tech-
nical assistance to hel?,it prioritize among the various possible project
packages. Our opinion is that the DDC sH%uld be provided fur ther assis-

tance during the next 6 months of year needad to complete the process.

A number of othet DDCs are interested in this methodology and CORDEPO

{
’
is proud of its role in this effort,
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Ooruro - Perfiles Estadisticos

This method of data gathering by using existing'étatistical sources
such as census informétion will provide DDCs global visions of their de-
partments and will point ‘up economic anoﬁalies and serve as base line
infomation. Completed this past'summer this methodology was presentea at

the September seminar.

Chuquisaca - Lineas de Intervencion

This methodclogy is designed to assist in the selection of program
directions. Field work and data processing have been completed and

preliminary documents have been prepared.

Tarija - Analisis Sectorial

The sector analysis work has focusea on the identificatioh of key
development constraints. A methodogical docuﬁent has been prepared and
field work has been completed. The‘major bottleneck has been data
ptocessing.in Cochabamba. Although concrete results are not yet in,

CODETAR has expressed interest in expanding this work to all of Tarija.



La Paz - Bx Post Facto Evaluation

This application of the ex-post facto evaluation methodology to two

of CORDEPAZ's principal program areas is essentially complete with
English to Spanish translations of the results now underway. It offers
the DDCs a methodology that they can adapt to evaluate their majox

Y

program areas. It needs to be presented to them via a seminar.

2. Work w/DDCs on Project Design and Implementation

The most notable success of the PCI effort has beén in the area of the

introduction to the DDCs of the SMP method ancl the Marco Logicu.

Universally we found the DDCs pleased with this management tool and
interested in further developing their capacity in these areas. Although
the success in this area has recently been uvershadowed by the work on
the methodologies, the SMP and Marco Logico have succeeded in lifting the
capacity of the DDCs to conceptualize théir programs/proiects and has
introduced a common development lanaguage into the dialogue between the
MPC and the DDCs. The momentum developed in this area has to be actively
maintained. To accomplish this the MPC should develop its capability to

service the DDCs in this area by establishing within the MPC the

capability to train its «taff and DDC staff in the SMP and Marco Logico.

_The successful work of Heinzen and Diaz in CORDEBENI and CODETAR
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respeétively offers models of what can be accomplished by working with
the DDCs in this area. The MPC should be capable of providing on demand
training in this areas and of responding technically when reviewing DDC's

Planes Operativos which use this abproach. This area-prbject design and

implementation-was no£ seen as the priority focus of the original project
design and indeed most of {he resources to date have been spent on
project/program identification, however, in retrospect this is the area
whicﬁ has shown the greatest pay off in strengthening DDC programs and
projects. |

'y
3. ' BAssistance to MPC

-.This component of thé project never really got underway and as
digcussed in Section II has weakened considerably the project's impact.
In faifness to PCI it should be noted that in June of 1980 when
relationships between Bolivia and the U.S. were suspended AID instructed
PCI to keep a low profile at the MPC andxto restrain ministerial level
contacts. Also over the two years in guestion there were 4 governments
and 5 new ministers. Assuming that relations continue to warm up this
component of the project should receive the priority it deserves as
discussed below. One seeming victim of the low level of commitment by
MPC to the project was'the originally proposed development of a permanent

public planning/management training component for MPC and The DDC via

ISAP - the Public Administration Institute.
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Section IIX

Regional Planning in Bolivia

This project was designed to stredgthen the National System of
Regional Planning. Through this project the DDCs and the MPC were to
become effective planning agencies with syﬁchronized policies and systems
for achieving the best possible impéct from natiﬁnal or other funds
" assigned to them for development. At the time of the project design it
was felt that planning efforts had focused on diagnostic studies and
collections of baseline data whicﬁ had influenced selection of priority
sectors for project development and investment but that these activities
were taking place without a planning framewcrk to intergrate and link
projects and programs. The principal objective of this project was not
to improve planning exclusivély at the DDC level but to improve the
overall planning system. . Currently the overall regional planning system
as operated between the DDCs, the MPC ané the Ministry of Finance is .an,
annual, budget limit establishing exercise. It is from our observations,
heavily weighed toward decision making on the basis of subjective |
planning strategies and perceptions of the geo-political importance of
DDCs. Technical review of strategies, programs and projects is minimal
and ad hoc. The planning/budgetory process is initiated by the Ministry

of Finanzas setting annual budget limits for the DDCs which then submit
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their proposed calendar year programs in the form of an operating plan.
This plan is both their proposed strategical and programmatic approach.
The operating plan and each specific project is reviewed by the MPC for
consistency and duplication and is routinely passed to the Ministry of
Finanzas where additional substantial cuts are oftenh made and the plan is
returned. to the DDCs. New projec:s must still be passed to the Comite
Nacional de Proyectos once feasibility studies are conducted and final’
project approval must be obtained from CONEPLAN ané the Office of the
Presidency. As was the case when this project was designed séveral Qears
ago this approval. process which rbutinely_takes 6.months to a year is
carried on outside of any regional/national planning framework which
integrates and links strategies and programs and works toward efficient,
effective use of scarce resources and manpower. At the DDC level they
are operating in the dark since no clear GOB national/regional

development strateqgy has been articulated. The "rules of the game"

haven't been stated and the functional responsibilities of the several,
players haven't beeﬁ defined. The origi;él project design, the }
subsequent 1980 - 1982 Project Work Plan and the Law of the DDCs assign .
the responsibility for setting up and enforcing the "rules of the game"’
to the Office of Regional Planning in the MPC. The seemingly still valid
concept, which however, MPC has done little to carry out, was that the
ORP in MPC would develop with the assistance of this project its
capability to guide and manage a GOB/MPC/DDC national/regional

development strategy. The ORP's role is or rather is supposed to be one

of establishing and communicating to the DDCs what criteria/standards are
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being used to judge DDC strategies, programs, projects, budgets and
organization and management of their activities. The yet to be
implemented project assistance component for the ORP would in general
terms have enavled this group to establish the type of planhing and
budgetary approach used for example by the LAC Bureau and the LAC

USAIDS. -The CDSS/ABS process, the PID/PP process, AID/W and LAC guidance
cables on strategy, program and projects, AID policies and procedures on
design, implementation, evaluation, organizatioa and management taken in
their entirety define the rules of the game for the AID players. MPC and
the DDCs bhave not yet established such a common language and cohqeptual
base for the preparation of their strategies, plans, programs, projects
and in wanagering and administering their programs. Some progress has

been made as both the DDCs and the MPC are now using the Marco Logico to

conceptualize projects but this is a fragile step in the right direction
and still required are such important steps as: the conceptualization by
the MPC of the policies and mechanisms for the specific coordination of
National Planning with regional planningjas practiced by the DDCs: the
development and adoptation of a more agile and technically based DDC-MPC-
Min of Fin Planning and Budget Cycle; the establishment within the MPC of
the capability to téchnically review and provide guidance on DDC projects
and programs and of its capability to assist DDCs with project '
identification, design, implementation and evaluation. Given the poor
per formance by the ORP and the MPC in following through in these areas it
is important to determine what their intentions are and require that they
provide in a timely manner the originally programmed but never provided

counterpart resources to support these activities.
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IV. Reorientation for the Future.

On the basis of our findings in the previous sections, we believe
that the basic ingredients for reorienting the project for the future
are the following:

1. The focus of the entire project shculd be operational. To
put it negativcly, making the planning system.operational must not be
viewed as only one of several project elements. Rather, it must cut
ecross all the major substantive areas of planning, namely, nationa]/
regional planning stratepy, project identification and selection, and
project design, implgmentation, including organization and administra-
tion, and evaluation. Tﬁc planning systen must become more clearly
demand énd decision driven if lasting operational improvements are to
be obtained. WManasement, of the ND2s must nercaiwe that wall nlonnad
progfams and projeclts will be required and rewarded.

2. The princiéal actor in the future must be the MPC. For the
DDCs to play the planning game' effi:iently and effectively, the rules
of the game mué% be clearly defingﬂ and institutionalized. In the
Boli&ian context, this function can be perforred only by the MPCt
Leadership is required first and foremost at the top.

3. The vork on project identification methodologies should be
intégrated in one relatively compact methodological manual, presented
to the DiXCs in 2 seminar, and followed up with technical assistance
in t£e DICs on an as needed basis. The manual should be looked at

* more as a tool kit to address gaps than as a whole that must be
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applied in its entirety. On the other hand, the logic of the rela@ion-
ships among the different methodologies needs to be clearly explained.

For example, therg is a striking parallelism between Perfilés Estadisticos,
Analisis Sectorial, and Lineas de Intervencion, on the one hand, and the
logic of the interrelationships among target group identification, con-
straints analysis, and selection of program directions in LAC's
Agricultural Sector Assessment Guidelines, on the other. As far as we
have been able to determine, this logic has nevér been made sufficiently

clear to the DDCs.*

* One substantive comment on the methodological work. With the excep-
tion of Urban Functions, there appears to have been an implicit
assumption that the key solutions to rural problems are largely
agricultural. This may not be -the case. The 1977 Southern Valleys
survey highlightéd the significance of non-farm income in total
household income. Similarly, a, if not the, major differences between
the "Prosperos" and the "Pobres" in one of the Lineas de Intervencion
surveys appears to be differences in non-farm income. This whole area

needs a whole lot more looking into.
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4. The work on the Sistema de Manejo de Proyectos should go forward.
PCI's ﬁarco Logico has been well received by the DDCs and needs now to be
fully institutionalized throughout the entire system. Beyond that, the
Sistema de Manejo de Proyectos, of which the Marco lLogico is only a part,
needs to be promoted so that project design, implehentation, and

evaluation are seen operationally as -one coherent process.

5. In the short run, that is, over the next six months, technical
assistance to the DDCs can be largely shortiterm. Lonc-term technical

! rules of the plannina game

i

are clearly defined at the MPC level and are, ready for operational
: !

. . . .S
assistance will be appropriate again one}th
..

implementation in the DDCs.



V. A POSSIBLE FRAMEWORK FOR REPROGRAMMING AND EXPANSION

In this section we lay out one possible scenario for reprogrammning and

expansion of the project. It is by no means definite but is specific

enough to serve as a starting point for censidering: various design options.

The key elements of the framework presented here are the following:

1. 1In the short run, that is, for CY 1982, three long-term advisors

are required. The role of each is' to work, primarily with the MPC, in

defining in detail the rules of the game of the regional planning system.

One advisor is seen as working ‘with the MPC and the DDCs in institution-

alizing the Sistems de Manejo de Proyectos; and the

third advisor is seen

as working with the MPC on the development of a National Regional

Development Plan. Specifically, the incumbents for
seen to be Jim Heinzen, Rafael Diez, and a Personal

be determined.

2. After the operational and substantive rules
specified in 1982, the focus of the project is seen

implementation of these rules throughout the entire

these positions are

Services Contractor to

of the game are
as shifting to the

planning system.

Heinzen and Diez continue throughout this phase, tbgether with the

assistance of an institutional contractor that would place an advisor in

several or all of the participating DDCs. Realistically, the

" institutional contract would not be able to come on

second half of 1982.

stream until the
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This may seem late but is in fact quite appropriate. One of the major
problems with the PCI contract was th2 lack of clear direction as to
exactly what DDC advisors were to do and how they were to fit in
operational terms. Under the scheme laid out here, the ruies of the game
would be established during 1982 and when the institut;onai contractor's

advisors came on board, systems would have been defined for them to

implement.

(The use of an institutional contractor with advisors assigned to each
DDC &s admittedly a high cost bption. Less expensive options could Be
considered but certain trade offs in on-site continuity would need to be
mage. Snort-term advisors could be used, LuL exdmple, UL Luly Lwu Ul
three long-term advisors who would serve more than one DDC.
Alternatively, top MPC people who worked in systems design in 1982 cculd

be assigned to specific DDCs the following year).

3. On page 19, a possible organizational chart is presented which

outlines suggested relationships among the long-terms contractors.

4. The project identification methodology work is seen as going
forward to the completion of a packet of methodologies manual. Sam Daines
is obviously the appropriate person for this task. Beyond the production
of.the manual, provision is also made, as discussed in the previous
.section, for short-term technical assistance to work on the implcmentation

“of the methodology on an as needed basis.
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5. Table one lays out in schematic form the major task that would
need to be performed under the suggested reprogramming of the project,
The tasks associated with DDC Operating Plans correspond in the main to
the current regional planning cycle. To highlight the importance of

strategy, however, the requirement of a yearly strategy document has been

added. To focus explicit attention on this whole'iésde, this is seen as
bging completed beforé the Annual Operating Plan, just as Mission CDSSs
are submitted to AID/W béfbre their ABSs.

ol :
6. Table one lays out ending dates for the major tasks. What are in our
judément the most important tasks are built in early. Hence, if timing or
funding restrictions dictate that the project must terminate before 1984,
then, if all goes according to schedule, the most critical pieces of work

would be accomplished. -
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PROJECT  ORGANTIZATION

One reasonable way of organizing the project in the future is as

follows:

Focus of T.A.
b
'
'
Iroject Coordinator :
Heinzen :
'
]
]

. MEC
{
1
i {
t
El . 8 Noal o ane }
M ULthU., Y LAV bt l
PSC__1BD :
|
1
]
Project Management - | - - = - = - == === === T R

Advisor ] '
1
Diez '

Institutional Contract
DDCs

Strategy
Operational Management
Project Menagemcnt
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1.

TABLE 1

A POSSIBLE FPAMEWORK FOR THE PROJECT IN THE FUTURE

Project Identification Methodologies

-1
b,
Co
DRe

8.

C.

bpC

8.

Packet of methodologies manual
Seminar to present manual

Follow-up short-term t.a.

Strategy Documents, 1982

MFC instructions for DLC prepa-
ration, including definition and
rationale of target groups, deve
lopment constraints, priorities
for program directions (short-
term and long-term), 'key project
interventions, role of other ins
titutions, and criteria for MEC™
end Min Fin review and evaluation.

DDC preparation of CDSS (with short-term
t.a. from various persons)

Establishment of system for coor
dinated MPC/Min Fin review and
evaluation -

Coordinated MFC/Min Fin review
and cvaluation, with establish-
ment of tentative funding level
for 1983

Operating Plans, 1982

MPEC instructions for DDC prepara-

tion, including priorities, Marcos
Idgicos, and implementation designs
for both programs and projects, as
wellas DDC organizational structu-

‘res and administrative budgets.

20.

Principal Starting Ending
T.A. Persons | Date Date
Daines 1/1/82 6/30/82
Daines 7/1/82 7/5/82
Various 7/6/82 6/30/c%
Heinzen, 1/1./82 3/31/82
PSC ‘LD

Heinzen /1782 6/30/62
Heinzen 3/1/62 6/30/82
Heinzen 7/1/82 | 8/15/8
Heinzen, - 3/1/82 8/15/82
Diez '




C,

a.

b.

Table 1

(continued)

DDC preparation (with shért-term

. t.a. from various persons)

Establishment of system for coor
dinated MPC/Min Fin review and

“evaluation .

Coordinated MPC/Min Fin. review
and evaluation, with establish-
ment of minimum definitive funding
levels for 1983.

- National Regional Development Plan

MPC preparation

Follow-up t.a. in DDC preparation
of Strategy Documents, 1983

Project Management*

8

C.

. €.

MEC refinement of Marco Idgico and
establishment of standards for pro
Jject design

MFC establishment of uniform pro-
Ject; implementation, control,and
cost accounting systems

MPC establishment of standards for
project evaluation

MEC definition of fits role in moni.
toring and evaluation projects ead
establishment of systems to insti-
tutionalize this role

T.a. to DDCs in program and project
design, implementation, and evalua-
tion

21.

¥ The schedule for ectivities b.,c., and
other demands on the MPC, these activities may have to slip to 1983.

Principal Starting Ending
T.A. Persons | Date Date
Diez, Hein- 8/16/862 1o/15/&
zen .
Heinzen, 3/1/82 10/15/8:
Diez.

Heinzen, lo/16/82 11/30/82
Diez.

PSC TBD 3/%/82 3/31/83
PSC TBD 4/1/83 6/30/85
Diez, Hein | 1/1/83 4/30/62
zen

Diez, 3/1/82 8/15/82
Heinzen

Dicz, 10/16/82 12/31/32
Heinzen

Heinzen, k/1/82 2/28/€3
Diez :

Diesz, 1/1/82 12/31 /€~
Contractor 7/1/82 12/31/8"
Institution

TBD

+may be too ambitious.

Given
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Table 1
(Continued)
6. Short-Term Technical Assistance, 1982

Provision will be made for short-term assistance to the MPC and the
DDCs to meet ad hoc needs. Many of thesc needs have already been
articulated by the DDCs in their evaluations of the project and these

evaluations should be consulted for specifics.

One need that has been expressed is the need for computerization for
day-to-day DDC operations management. The need for improvement in this
area is clear but we are not in a position to judge the appropriatcness of
alternative computer tecpnologies. In the absence of more dctailcdv
information, we are inclined toward smali business computers like hpble or
Radio Shack that would be relatively inexpensive to purchase (Loar funds
suggest themselves for this purpose) and fairly straight forward to

operate.,

One possibility would be to experiment with such a system in CORDECH
in 1982, see how it goes, and if all kinks can be worked out, expand the

system to the national level in 1983.
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Table 1
(antinued)
7. DDC_Strateg; Documents #ad Operating Plans, 1983 and 1984,

The cycle will be simiiar to the cycle described in two and three
above, except the modifications will be made on the basis of prior
experienée and the focws will shift from the MPC to institutionalization
in'the DDCs. An institutional contract will be let for this purpose which
will run from 7/1/82 to 12/31/84. Under this contract, advisors will be
assioned ta several or a1l of the DNCs fto helpd imnlement a11 the varione
systems that have been developed. DDCs will be able to draw on the
specific skills of people assigned to other DDCs on an as needed basis.
One possible distribution of emphaéis might be to have three project
management advisors, two—Brganizational mangement advisors, and two
strategy advisors. This would naturally have to be worked out in direct
consultation with the DDCs. Note that this scheme calls for no long-term
.sectoral specialist§. This reflects the focus on making the entire
élanning system work in operational terms. This will be the key .
bottleneck for the foreseeable future and can only be expected to be
exacerbated if and when the $10,000,000 DDC loan goes forward. Expertise
specific to different sectors will be obtainable under the institutional

contract, but on a short-term basis.
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USAID/Tolivia

Henry Bassford
Lavirence Odle
Robert Thurston
- David Johnston ‘

Howard Handlexr

MIC
Adolfo Peters

Willy Santa Maria

CODEBJIT
Ing. Hans Dallien Ba;ba
Lic. Julio Guzmin 5utierrez
br. Gonzalg Suareg Lens

James Heinwuscen.

CORDECH
Edmundo Zelada

Ronald Camacho.

CORbEPAZ
Tenl. Dim. Augusto Sdnchez Valle
Mario.fernéndez Velasquez
Pastor Yanguas

RoXana I. de Paz



Jaime Mariscal
Ing. Agr. Edgar Bilbao

Arq. Martin Gutierrez

CORDEOR
Col, Caesar Cordona
Edrmundo 'Espinoza.

‘Miguel Herrera

CORDEPO
Braulio Oré

Staff of Planning Office

CODETAR
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U e eds A wrle Ve

L4 . ¢
Jose Arcienega

Jorge Baanante

CONSULTANTS
. Robert Brunn
Enrigque Gémez
Walter Gonez

. 'd
Enrique Garcia.



