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CHAPTER 1.
INTRODUCTION AND SUMMARY

A, PROJECT OERVIEW
This report describes and evaluates a project sponsored by USAID/Bolivia
entitled "ACDI/La Merced OPG No. 511-0533. Signed August 30, 1979, the
project was budgeted at US$496,000 and scheduled for a period of three
years. This Operational Program Grant had two basic objectives. The first
was to strengthen and expand the Small Farmer Credit Program of La Merced,
the largest cooperative in Polivia, which operates throughout the tropi-
cal lowlands department of Santa Cruz. The second objective of the OPG
was to strengthen the administrative capacity of La Merced, thereby help-
ing it to meet the more complex decision-making requirements of large
cooperative institutions.

The donation financed a full-time, ACDI Resident Advisor stationed in
Santa Cruz for a period of 32 months. It also was to finance at least
three visits by a short-term management consultant, assistance from lo-
cal Bolivian consultants, and periodic supervisory visits by ACDI/Washing-
ton staff. These and related technical assistance activities were budgeted
at US$320,000. The grant also provided a direct donation of US$176,000 to
assist with the capitalization of the Small Farmer Credit Program. For
its part, La Merced was to contribute the equivalent of US$138,000 in
existing loan fund capitalization plus an additional US$102,640 by the
end of the project. It was also to subsidize the Program's administra-
tive costs, and was to establish three farm supply stores for project
beneficiaries with operating capital and other contributions totaling
US$525,000.

The OPG project wan amended on four occasions, but the changes did not
alter its basic objectives or overall budget. All external resources
to the project were provided by ACDI and USAID as originally planned.
The termination date of the three-year project has been extended through
June 1983 to permit the une of unspent funding (aproximately US$14,000)
in financing an experimental program for mobilizing rural savings.

I
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B. OF THE N ENT EVALUATION
The present report contains the findings of a final evaluation of OPG
No. 511-0533. Such an evaluation was progranned and budgeted within the
original grant agreement. The methodology of the evaluation itself was
developed by the consultants in close discussion with ACDI and senior
staff of La Merced.

The purpose of this undertaking was to conduct an evaluation of the
OPG in two directions: from the top-down and from the bottom-up. The
top-down approach, or "institutional evaluation", was intended to docu-
ment and appraise the performance of La Merced's Small Farmer Credit
Program, as well as the Cooperative's administrative reorganization
and strengthening. Careful attention wan to be paid to the degree of
compliance by the project with its planned objectives and activity
targets, as specified in the OPG's "Logical Framework".

The bottom-up approach, or "impact evaluation", wan intended to measure
the soclo-economic impact of the OPG project at the level of individual
farm households. For this puLpose a simple farmer survey was to be con-
ducted--using other farmers as data-collectors.

A secondary purpose of the evaluaticn was to review and (where approp-
riate) incorporate the cooperative evaluation system recently proposed
by Development Associates, Inc.

C, SCIIIULE, PARTICIPNITS, V EVALUATION ACTIVITIES
Field data collection for this evaluation b-gan in bolivia on September
20, 19P2 and continued for two months until tNovember 17th. By this last
date, two separate preliminary reports--in Spanish--were completed, one
for the institutional evaluation, the other for the irpact evaluation.
Final analysis, editing, and preparation of the officlal report--In
Englinh--wan completed in New York over the period December 10-20, 1982.
Translation of the final report into !ipaninh %, conducted during the
first two weeks of January 1963.

The responsibility for data collection and anan!ti of the !natitutional
evaluation wan entrusted to Dr. Aquilea Ianno Floren--a Peruvian citizen
with joint university degrees in I*Pconomicn and Accounting, and a coopera-
tive specialist with over 20 yearn experience in rural development pro-
jects. In addition, Dr. Lanao coordinated all fieldw)rk for both the in-
stitutiornal and impact evaluations. If* alao assisted In the training of
all Bolivian staff employed to implement the farmer survey. In the pec-
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formance of his duties, Dr. Lanao made two separate visits to La Merced.
The first, from September 13-20, was devoted to finalizing the evalua-
tion methodology, recruiting and training Bolivian field staff, and
making all necessary contacts to get data collection activities scheduled
and initiated. Dr. Lanao's second visit lasted nearly four weeks, from
October 25 to November 17, 1982. During this period he conducted and
completed the institutional evaluation, assisted with the analysis of
the farmer survey, and conducted a general debriefing of evaluation
findings with senior staff of La Merced.

Overall responsibility for carrying out the impact evaluation was entrust-
ed to Jos4 Victor Morales, a Bolivian sociologist who contribuced 60 days
of work to the assignment and remained on location in Santa Cruz. lie was
assisted by Aquilina Tuco Vera, a Bolivian technician specialized in
rural corrunity development, who was also contracted for two months.
Both of these professionals participated in the design of the survey
questionnaire, helped to train the farmer-interviewers who were to
apply the instrument, supervised the survey activities, assisted with
interviewing when necessary, and tabulated the data. Morales prepared
a comprehensive preliminary report of survey findings which contains a
detailed surmary of each of the four regions visited plus a summary of
the aggregated data for the entire survey. The survey itself covered 251
rural households from 55 separate rural communities.

At the farm-lev(,l, the principal interviewers were themselves small far-
mers from the Santa Cruz region. There were three of them, an follows:
(1) Timoteo Flores Penaranda, aq. 29, a resident of taranjal (Yapacanf
Colonizatlon), Ichilo Province, (2) Aurello Garcfa Olivera, age 34, a
renid,.nt of Valle l!ermoso, Ichilo Province; and (3) Sabino Arrayaza Al-
mendran, aqe 33, alro a renident of Valle Hfermoso. All 'hree are colon-
ints who came to the Fanta Cruz region in the mid-1960's. They are
typical small farmern, all cultivating no more than three hectares of
land plantod to traditional crops such as rice, corn, peanuts, and cit-
rica. They also raise small cattle herds, a few pigs, and chickens.
None of these farmors han rore than five years of formal schooling, yet
they prr'oved therilves cap.,ble of accurately adinintrating the survey
quentiontni . h And aln o asisted with data tahulation.

A li:t (if all pernonn contacted 1;y the consultants durinq the evaluation
in pretnnted in Ar, t,,x A. '1je ccirplete lirt of communitien and renpondents
Interviewedl dur inq the farm t;urvey is contained in the data nummaries
-- finnumen dh. Anal in. v Intrijtacint de aton--copirs of which have
be¢n] hu~mitted to ACII and La Mrc,d.'v n copanion documents to thin re-
port. A lint of all documents reviewed by the consultants in the course
of this nvaluation In preseented in Annex H.
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D, SWRY OF PRINCIPAL FIDIIN S CF THE INSTITUTIONAL EVALUATION

1. PROJ ,'r PLANNING: The project's Logical Framework was very
wel] prepared with regard to clearly specified objectives, activit.es,
programmed resources, and the respective targets for these components.
The Logical Framework was up-dated after project initiation, served as
a continuing guide t-hroughout the OPG period, and was of great help in
structurirg the final evaluation.

2. LCAN PORTFOLIO EXPANSION: The first indicator of successful
achievenant of project objective--to expand rural loan portfolio to
Sb 9.5 million--was not only achieved but surpassed by 16 percent, to
$b 11.0 million. The resource commitment pledged by La Merced was ex-
ceeded by 68 -ercent. Furthermore, the number of production loans per
year made by the Small Farmet Credit Program expanded by 33 percent,
from 400 to .98 borrowers.

3. INCREASE IN AVERAGE LOAN VALUE: The average small farmer
loan increased by 297 percent, from Sb 5,850 to $23,240. The targeted
increase (second success indicator) was only 135 percent. Although this
result must be qualified by the drastic devaluation of Bolivian currency
which occurred during the project period, the above expansion wan none-
theless achieved without credit rationing and with an increased number
of total loans--a considerable achievement considering Bolivia's unstable
economic environment.

4. MF21BERSIIIP INCREASES AMONG SMALL FARMERS: The target of a
annual 10 percent expansion of rural members was not quite met, result-
ing in a gain of 710 net additional members rather than the planned
1,066 imbemhers. fHowever, conr.idering local political and economic unrest
during the project period, we connider the actual achievement of new
members to be a great nuccQss. Furthermore, the project first purged
its membprrh*p roll of all inactive members, removing more than 119 of
them, whic') means that th,, base against which the target wan calculated
waa over-li.flat.d to begin with.

5. ltI|CHAED RURAL !*AV1;N.::; The project target was Sb 4.5 million
in tota] rural navingn by tht. end or the OMO period. Actual rural savings
roache,' Sb 9.5, exceeding the target by 133 percent. The net absolute
increaro in ,avirigs (compare,' to the bane year) was 223 ;ercent. This
result reflects a high lovol of umall farmer trust In La Merced.
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6.REDUCTION OF LOAN DELINQUENCY: At the outset of the project
the number of delinquent loans au a percentage of total loans had
reached 70 percent. The project proposed to reduce this delinquency
by 60 percent over three years. In practice, delinquency wan rvduced
by 90 percent, and in 1982 only 7 percent of outstanding loans were
overdue. The project also managed to recover 162 loans that had been
previously declared "unrecoverable" with a total value of b 420,861.

7. ADMINISTRATIVE STRENGTHENING OF THE CREDIT PROGRAM: The ACDI
Resident Advisor provided very effective assistance in establishing new
credit regulations, administrative controls, new loan documentation
forms, periodic reporting,. and a comprehensive syscem of statistics
and information collection. He provided une-on-one training to all Cre-
dit Proqram staff, and established and trained a Central Credit Commit-
tee.

8. FARMER kRAINING: Although the overall training and technical
assistance activities fell far short of target, they were quite effec-
tive in the Central Zone. Three communities received as many as 18-21
charlas over three jears covering crop techniques, animal traction in-
novations, livestock management, farm planning and administration, co-
operativism, and credit use. The Program also sponsored weekly radio
programs on two central and three provincial radio stations. It pub-
lished 13 farm extension artclcs in the Cooperative newspaper, and pub-
lished and distributed three of Its own phamplets.

9. ADMINISTRATIVE STRENGTHENING OF LA MERCED: As a resElt of
the Cooperative's own efforts and chort-term consultants (ACDI and Bo-
livian profecsionals), La Merced did create a departmentalized organi-
zation, an Executive Cominittee to ease the decision-making burden of
the Executive Director, a departmentalized a.wcounting and budgeting sys-
tem, and prepared new or up dated administrative, accounting, and per-
sonne I nanual n.

10. SUPf.0'T AND SUPERVISION BY ACDI/WASHINGTON: The project was
periodically vi.itcd twice each year hy ACDI/Washington staff. Some 58
days of !ield nupervision wire provided during six ueparate visits.
When po.tica] unrcut cut alort the participation of ACDT nhort-term
conuulti, tn, ACDT arranged for Price Waterhouse of Volivia to fill the
gqps. lvntually 108 days of short-term connultants were provided La
L4,orced under Me :'roject. All consultants were qualified professionale,
n;,d tho ir effortr contributed significantly to the administrative otrength-
Pning of La Mercel.



1, CURRENCY DEVALUATION AND LOCAL INFLATION: During the pro-
ject period, the Bolivian peso was first devaluated by 25 percent in
1979 (from $b20 to $b25), thcii by 76 percent in early 1982 (from $b25
to $b44), and since then the unofficia. exchange rate has reached as
high as $b200 per US dollar. Meanwhile, domestic inflation has ranged
from 40-60 percent per year for locally produced articles and much
higher for imported commodities, such as agrochemicals. This combina-
tion of currency devaluation and domestic inflation has drastically
shrunk the real purchasing power of project resources and dilluted
many project benefits--particularly (1) portfolio expansion, (2) in-
creased loan value, (3) increased rural savings, and (4) La Merced's
effort to open farm supply stores.

2.LIMITATION ON MEDIUM-TERM LOANS: The target of limiting
medium-term loans to 20-30 per year was not ret. Over the project
period, such loans totaled 145, or 65 over target. However, the in-
tent of the restriction was honored, with total resources devoted
to medium-term loans not exceeding 25 percent of the entire portfolio.

3. POOR DOCUMENTATION OF MEDIUM-TERM LOANS: Out of 145 medium-
term loans granted, the consultants encountered adequate farm invest-
ment plans for only nine of these loans.

4. INADECUATE DOCUMENTATION OF FARM-LLVEL RESULTS OF CREDIT
USE: One of the important planned activities under the project was to
introduce improved technology to loan recipients. However, efforts to
expose borrowers to new technology were weak. Farmer training activi-
ties only reached one borrower out of every four. Furthermore, only
one of the three planned farm supply stores was established, limiting
borrower access to improved seedn and agrochemicals. But oven where
both training and inputs were made available, the Program made no
effort to measure resulting yields and not income performance. Finally,
no nocio-economic baseline study of potential or actual borrowers was
conducted at the outset of the project, which thus greatly hampered
subsequent efforts to document project impact on small farmer produc-
tivity.

5. SHORTFALL OF FAR.M SUPPLY GZWIRSt Only one of the three plan-
nod farm supply stores wan entablinhed, in Mairana. An a result, only
12 percent of rural borrowern bought inputs from La Merced; and only
a small fraction of the renource commitment of US$525,000 pleaged by
La Merced to these stores was ever apont. Nevertheless, in fairness to
the project it must be said that the Mairana atore proved to be a
groat succea. It wan uned by 3 out of every 4 borrownrs In the Mairana
Zone and generated average monthly profita of UMl1,2OO over the project
period.
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WEAKNESSES (Continued)

6. SMALL FARMER TRAINING PROGRAM: Only 109 of the 200 planned
charlas were achieved. Of these, over half were limited to only three
communities in the Central Zone. More personnel must be devoted to
this program for it to achieve broad importance for borrowers at large.
The consultants recommend the training of farmer-paratechnicians (earn-
ing modest honorariums) to extend charla coverage.

7. DECENTRALIZED DECISION-MAKING: La Merced has greatly decentral-
ized its operating structure and accounting/budgeting system, but the
clear delegation of decision-making authority to department heads remains
ambiguous. Fxcessive centralization of authority in the hands of the Execu-
tive Director remains a problem. Finally, although a departmentalized
information system has been established, the data generated are still not
being routinely used for monthly decision-making purposes.

E. SMAY CF PRIhNCIPA[ FINDINGS CF TIE IMPACT EVALJATICI

1. BENEFICIARY POPULATION: The Small Farmer Credit Program is
indeed lending predominantly to small farmers. Some 74 percent of all
borrowers claim agriculture as their primary occupation, while two-thirds
of the balance consider agriculture their secondary occupation. Of total
rural horrowers, 90 percent cultivate lean than ten hectares of land, and
60 percent less than five hectaren.

2. USE AD ISI:ENEFITS OF PRODUCTION CREDIT: About 74 percent of all
loans were ured for agricultural or livestock activities. However, the
Program very wiLely allows about 30 percent of its rural lending port-
folio to be invented in "other" productive activities, thereby helping
the farm household to capture off-farm income opportunities. The princi-
pal hent-fit from loans (mentioned by one of every two respondents) is
that the credit allowed them to conduct farming activities on a tlimely
basin, which renulted in Improved yields and income.

3. LOAN DI!jHlJUH;MIj' IrI: 1 *ICI NCY: So.' 65 percent of .ll borrowers
said they expe.',rienced no ptoblem whatnoever in obtaining credit ftom La
Merced. The typical loan taken leant than a week to process, and both the
preparation of loan documentation an well an credit dntburnoamnta often
occur at the lucal lvel. fiy far, La Merced in the preferrod lending
sourco for .mall farnr in the Santa Cruz region.
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4. FARMER TRAINING AND TECHNICAL ASSISTANCE; Less than one-
quarter of La Merced rural borrowers received training or technical
assistance, and even fewer on a repeat or routine basis, but where
this service was made available it was very well received by farmers.
Of 59 respondents who received training, 51 said they had not ex-
perienced any problem with it. Anng the most important benefits of
training mentioned by respondents, 52 percent cited new crop practices,
42 percent cited new livestock practices, and 40 percent were gjrateful
for technical phamplets on crop and livestock methods.

5. INCREASED FARM INCOME: Over 60 percent of all households
with agricultural occupations claimed their income from this source
had increased significantly during the last year. Income from.i other
sources--livestock, business, or professions--likewise were viewed as
having increased by 60-72 percent of households claiming these sources.
Income growth as a percentage of total income increased by an average
55 percent for agriculture, 16 percent for livestock, 25 percent for
business activities, and 19 percent for professional income.

6. I1K REASFD SAVINGS: Overall, 97 percent of all households
interviewed had significant savings invented in La Merced, with the
average savings value reaching b 10,697 or 46 percent of the average
value of loans. Overall, La Merced appears to be attracting about 22
percent of total savings of beneficiary households.

7. INCREASED [MPLOYMENT: Forty-five percent of all respondents
claimed an increase in remunerated employment during the last year. This
benefit has also reached non-boneficiaries--landless laborers and the
migratory rural poor--throuqh increased latxor demand resulting from Im-
proved yield.

8. INVESTMLENS IN PRODUCTIVE CAPITAL: Somo 84 percent of all
respondentn indicated they had purchaed productive assetn during the
last year, with the average value reachinq Sb 29,336. In order of im-
portance, the principal purchanes were tools, animals, land, and mach-
inery. The data indicate that a very high portion of rural savinla are
beinq uned for investment rather than consumption purpones.

". IUMP IMPlOVXt*.?rr.; 'Two of every five renj|)ndentn "aid they
conducted new home construction or improvement, during the 1ant year.

ifty-four percent of families Interviewed purchnned now furniture or
domeatic a1liancen Jurinq the nAmo period. Overall, '14 percent of all
teneficiArien enjoy ota|)le water inatallationn, 47 percent have elec-
tricity, and 19 percent have latrines.
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10. IMPROVED NUTRITION AND HEALTH: Thirty-one percent of all fami-
lies surveyed said their level of food consumption had improved during
the last year. These improvements were credited to increased consumption
of meat (90 percent of all cases), vegetables (78 percent), and milk (63
percent). Some 29 percent of respondents claimed improved family health
during the last year. The principal reasons for improved health, in order
of importance, were better nutrition, better medical care, and a move
from the countryside into the nearest town.

11. EDUCATION, CLOTHING, AND RECREATION INVESTMENTS: Almost thr'.e-
fourths of all families interviewed had continued to keep one or more of
their school-age children in school. Ninety-six percent had made purchases
of new clothing and/or shoes during the last year, with the average annual
expenditure reaching $b 25,520. About 29 percent of all respondents said
their families had enjoyed increased participation in recreational acti-
vities over the last 12 months.

12. LOCAL PARTICIPATION AND CIVIC RESPONSIBILITY: Two of every
five families interviewed have a household member who serves in a community

leadership position. About 92 percent of all respondents said they had
contributed voluntary labor to community pro4ects, and of these just under
one-half had donated more than five days of w-)rk. Some 86 percent said
they had attended community meetings during the last year, and of these
two-thirds attended mere than ten meetings. Finally, over one-quarter
of all respondents provided soae form of assistance (labor or cash) to
projects benefitting a neighboring conmunity or to a multi-community
undertaking.

I. CO-SIGNCRS AND OTIIER GUARANTEES: Only one-third of all respond-

ents found any deficiency in the production credit program, and of these
61 percent complained of excessively stringent requirements involving
co-migners (garant._n). Pegarding recomrsendations for improved service,
the m-at-corimon on. (mentioned 95 times) wan the need to increase loan

amount".

2. It:AIQUATI: FAPM .;UI PLY .;i]WVICS: hlarely one borrower in ten
was able to purchanr fnrm nur plilcn from t.a Merced. Pesnd'ntn In Mairana
urged the Croor-rat ive to exand the quantity and variet y of Inputs tade
available, while houriehr ld31 from other rones urged the Cooperative to
Install farm -.luply ntoren In tht'Ir areas.

J. INAIJWCUATI: 'A!RI:TA I AINIW,' AND TIDII)J4CAL A-. I';TAlX2t Only one
borrower in four re€:elved traininq or technical asr.intince under the
project. Ite dom..ind for thin service among small farmarn In extremely
hiqh. Vven in c.)m unitLen rerceivinq repeated charlAn, respondntm roquent
wore troquent visits by the agronomint, additional training in crop tech-
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WEAKNESSES (Continued)

niques, and more training in cooperativism.

4. LACK OF ADEQUATE MEASUREMENT OF FARM-LEVEL CHANGES IN INCOME
AND WELL-BEING: The impact evaluation conducted for this report provides
eloquent testimony of a dramatic improvement in the income and welfare
of project beneficiaries. The methodology introduced by the consultants
now provides La Merced with a precedent for conducting farm level sur-
veys at very low cost. Indeed, because of thin low cost, La Merced can
afford to conduct such surveys on an annual basis. '.t iL truly a shame
that a farm-level survey was not conducted at the outset of the project
to establish a baseline. But it is never too late to begin. The present
impact evaluation, conducted in 1982, can now serve as a baseline for
follow-up surveys in the future.

FMFI GS CONCEFIG THE D.A,I, COOPERATIVE

STRENGTHS
For the present evaluation, the consultants found 83 of the 143 sug-
gested study questions in the DAI system to be relevant. Practically
all questions regarding (1) Project Inputs, (2) Intervention Strategy,
(3) Institutional Purpo.es, (4) Beneficiary Purposes, and (5) Project
coals were found to be useful an well as important. We further consider
the DAI system to Integrate well with the Logical Framework methodology
--nerving planners as much as evaluators.

0AINESSEFS
The :;o-called "indicators" of the DAI system are not indicators at all
but merely lists of variables, because they totally lack normn or cri-
teria for dintinguinhinq between adequate and inadequate project per-
fornance. Thin abaence of performance criteria greatly dilutes the DAI
system's usefulness to planrnern and evaluators. Similarly, DAI han made
no effort to prioritize its study questions, which leaves too much din-
cretion to the uscer to pick and choone. A further deficiency involves
inadequate guidarce on how to collect different kindr of data from dif-
ferent nour'en; by only listing tylen of rourcen, DAI guidance In this
area becomes merely trivial. Finally, we believe the DA! system's big-
gent wpakne~s in that, an presently written, it appears to be dependent
on U.;. professionals and AID financing. The system In simply too expen-
sive for autonomous application by most overseas cooperative projects
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using their own resources. In summary, the content of DAI's system
per se (particularly the study questions) makes considerable sense,
but DAIls guidance for system implementation does not.

With due allowance for its many shortcomings, the primary strength of
the cooperative evaluation strategy used by the consultants with La
Merced precisely compensates the greatest weakness of the DAI system.
We have conducted the field portion of this evaluation entirely with-
out the participation of U.S. profescionals. The vc:y large farmer
survey was carried out entirely by Bolivians, and the primary farm-
level interviewers were themselves small farmers. We strongly urge
that this kind of inexpensive, locally-controlled, farmer-implemented
methodology be given serious consideration for future cooperative
project planning and evaluation efforts.
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CHAPTER II,
INST ITUT 1ONAL EVALUATION

In this chapter we evaluate the performance of the ACDI/La Merced OPG
from the "top-down". It covers project objectives, activities, and re-
source investments--the sum total of effort by Cooperative personnel
and external advisors--intended to create a large and positive impact
at the level of individual small farms throughout the Santa Cruz re-
gion. In Chapter III we will describe the project from the "bottom-up",
documenting its impact on rural households both individually and collec-
tively.

The present chapter is divided into five sections. First, we provide
a brief background on the Cooperativa Multiactiva La Merced Ltd., re-
viewing its history, services, staffing, and its financial statements
for the period 1978-1981. Next Is presented additional background on
the Small Farmer Credit Program, which began in 1974 or five years be-
fore the OPG itself. The third section is devoted to a summary of the
components of ACDI/La Merced OPG No. 511-0533; it in based on the pro-
Ject's excellent "Logical Framework" and describes the OPG's principal
targets and performance indicators.

The remaining two-thirds of the chapter are devoted to a detailed per-
formance evaluation of the two central objectives of the project: (1)
strengthening the Small Farmer Credit Program, and (2) Fortifying La
Merced's Administrative Capacity.
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A, B WAI OND TIE CO0RTWIE

La Merced was founded on October 22, 1961 with 63 original members and
capital of $b 6,000 (US$500). It was initially chartered as a savings
and loan institution with the name "Cooperativa de Ahorro y Credito Nues-
tra Sefora de la Merced, Ltd." Almost nine years after its founding, La
Merced modified its bi-laws to become a multiple-services institution,
changing its name to "Cooperativa Multiactiva La Merced, Ltd." In July
1973 the Cooperative again changed its by-laws to eliminate the distribu-
tion of net earnings to members, instead depositing such nurpluses to a
capitalization fund.

1. Services

After 21 years of operations, La Merced currently has some 42,500 members
and total membership share capital contributions exceeding Sb 34.8 million
(US$791,000), making it the largest cooperative in Bolivia. La Merced
offers its membership seven basic services: (1) Savings and Loans, (2)
Small Farmer Credit, (3) Home Construction and Financing, (4) Consumer
Stores, (5) Farmacles, (6) Health Services, and (7) Education.

Headquartered in the city of Santa Cruz, the Cooperative's main office
in located at 363 Calle Junfn. Also located in Santa Cruz are eight
branch offices offering savings and loans services as well as four con-
sumer stores. Outside Santa Cruz, La Merced operates in six provincial
locations. These include (1) savinga and loans, plus small farmer credit
services, in a rented office in Montaro; (2) small farmer credit services
in a temporaty office in Villa Bunch Yapacanf, (3) small farmer credit,
farm inputs, farmacy, and a consumer store in Mairana, all located in a
building owned by La Mercedl (4) small farmer credit in a borrowed office
in Chan -Independenciaj (5) a mobile service of small farmer credit and
rural savings in San Juan Yapacanfi and (6) a savings and loan office in
Monteverde.

2. Staffing

To attend thin service networ , La Morcod has a program staff of 60 and
an administrative staff of 23 employon. By service departments, the pro-
gram staff is dirtributed an followas Savings and Loana--22, Small Farmer
Credit--8, Home konatruction and Financing--6, Consumer Stores--ll, Far-
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macies--6, Health Services--4, and Education--3. La Merced's employees
are supplemented by the bervices of 13 professionals who work for the
Cooperative on an honorarium basis. These include the Executive Direc-
tor, Internal Auditor, Legal Advisor, and ten physicians of different
specialties.

It is necessary to highlight the exceptional dedication of Dr. Adalberto
Terceros B., who serves as the Executive Director of La Merced and Presi-
dent of its Administrative Council. He has provided the essential thread
of continuous and strong leadership of the Cooperative since its incep-
tion; the growth and service expansion of La Merced--its exceptional
social consciousness--is inseparably linked with the vision and energy
of Dr. Terceros. His active and continuing involvement in all aspects of
the Cooperative's operations has been erroneously described by other ob-
servers as excessive paternalism. But in the opinion of the consultants,
Dr. Terceros has demonstrated a willingness to decentralize responsibility
whenever his subalterns have proven willing and capable to assume decision-
making functions. Indeed, under the OPG significant progress was made in
the reorganization and decentralization of La Merced's administrative
structure.

3. Financial Statements

It was not the purpose of this evaluation to conduct a comprehensive
analysis of the financial status of La Merced, nor the effectiveness
of its services an a whole, but rather to focus on the Small Farmer
Credit Program and other activities supported under the OPG. Even so,
the consultants reviewed the Cooperative's financial statements for the
four year period 1978-1981. A summary--in comparative format--is present-
ed in Annex C. From these figures a number of very broad indicatots of
the Cooperative's economic performance can be measured. Collectively
they paint a picture of overall strength accompanied by several negative
trends and growing weaknesses.

TOTAL ASSLTS: between 1978 and 1981 La Merced's total assets grew by
38 percent, from $b 94.8 million to 130.6 million. Despite an absolute
decline in 1980, the average annual growth in assets has been 12 percent,
including & 21 percent increase since the beginninq of the OPG.

MIN4DUR SHARK CAPITAL: Over the four-year period member share capital
grew from $b 26.1 million to 29.3 million pesos, an increase of 12 per-
cent (or 3 percent per year) despite a not absolute decline in 1979.
Since the beginning of the OPG there was a 17 percent growth in mem-
ber share capital.
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NET OPERATING INCOME: For three out of the four years of the 1978-1981
period, La Merced ran operating deficits. These grew from $b 4.4 million
in 1979 to $b 6.5 million in 1981. However, with previous surpluses and
other income the Cooperative was able to cover these losses through 1981.

INDEBTEDNESS: Short-term indebtedness grew by 45 percent over the four-
year period, reaching $b 39.4 million in 1981, or about $b 900 (US$36)
per member (based on a membership of 42,000). However, long-term debt
grew by 216 percent during the same period, reaching $b 34.8 million
in 1981, or about $b 800 (US$32) per member. In terms of relative
shares of the debt burden, long-term debt grew from 29 to 47 percent
of total indebtedness. Ordinnrily, such a shift would indicate that the
cooperative had gained some breathing room and greater flexibility with
regard to its obligations. However, there are two factors which would
discourage optimism on this acore. The first is that the total debt bur-
den of La Merced increased by $b 36.1 million (US$1.4 million), a 95 per-
cent increase in only four years. This means that indebtedness is grow-
ing twice as fast as total assets and almost eight times faster than the
average annual growth of member share capital. Secondly, considering that
much of the long-term debt must be repaid in dollars--while most income
and share capital contributions are received in devaluation-prone local
currency---La Merced's financial status at the end of 1981 could be des-
cribed as already hiqhly vulnerable.

INDEX OF SOLVENCY: This indicator measures current assets as a percentage
of current liabilities. The index was 1.45 in 1978 and declined slightly
to 1.39 in 1981. That the decline was not much larger is due to La Mer-
ced's restructuring of its debt burden toward long-term obligations.

DEBT CAPACITY: A business can measure its capacity for further borrowing
by calculating its total debt as a percentage of total asets, with 75
percent considered a reasonable limit. From 1978 through 1981, La Mer-
ced's total debt grew from 40 to 57 percent of assets, indicating a nega-
tive trend but one which is still within safe limits.

FINANCIAL AUTONOMY: The consultants consider thin indicator to be the
"acid test" of a cooperative's financil and institutional strength.

Financial autonomy is measured by calculating member share capital as a
percentage of total assets. Over the four-year period La Merced's finan-
cial autonomy declined from 28 to 22 percent. This means that by the end
of 1981 slightly more than one- fith of the Cooperative's assets were
owned by its members versus four-fifths by its creditors. An savings and
loan cooperatives rjo, financial autonomy below 25 percent is considered
quite low, but when compared with the norm for agricultural cooperatives
the figure In on the high aide simply because most co-ops serving the
rural sector in the lhird World tail to emphasize or mobilize large
amounts of member navinoz.
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B. BA.ND ON F I ER CP DIT PfMP

The Small Farmer Credit Program (*Programa de Prestamos Campesinos")
was begun by La Merced in 1974. In addition to its own capital contri-
butions to this program, the Cooperative received two US$10,000 loans
--at six percent annual interest--from the Mennonite Economic Develop-
ment Association. These MEDA loans were eventually repaid in full. At
the outset of the OPG, the Small Farmer Credit Program had a loan port-
folio of $b 2.9 million (US$116,000) and 502 borrowers. The average
loan value was $b 5,850 (US$234). However, loan delinquency had risen
to 70 percent. By 1979 the Program was stumbling badly. It lacked a
rational administrative structure, clearly-defined procedures, loan
enforcement discipline, adequate farm-level follow-up and extension
education. Operating income covered only a fraction of Program costs.

During the Program's first year, farmer loans were made through the nor-
mal lending division of the Cooperative (Seccidn de Prestamos Corrien-
tes) and utilized the same loan documentation as the rest of La Merced's
borrowers. But in 1975 the Cooperative established Small Farmer Credit
as a separate division. However, due to the instability of its direc-
tors, Prestamou Campesinos never managed to become a truly autonomous
operation, and field staff frequently reported directly to Dr. Adal-
berto Terceron. The first director was Sr. Oscar Antonio Subirana, who
held the pont for less than a year. lie was replaced by Ing. Pedro Jus-
tiniano, who occupied the position in 1976-1977. The third director was
Roger Saucedo Urquidi (1978), the fourth was Ing. Wilde Urquidi (1979-
1980). It wan only in late 1981 that a strong and effective leader for
the division was finally named--Sr. Luis Soria--who had fjrqt joined
the Program an a field agent in 1975 (with responsibility for the zone
of Yapacanf).

In addition to problems in maintaining the continuity of its senior
staff, the Small Farmer Credit Program experienced considerable diffi-
culty in keeping permanent field and administrative staff. Many were
trained and tried for brief periods of times Alfredo Barba, Arminda do
Kimm (Central Office), Lufu Leit6n (Puento Fernandez), Duleardo Arteaga,
Urbano Patino (Mairana), Lmilio Montero (Hontoro), Alberto Luna (Chan4),
and Fumiko Yamamoto (Piraf). At present there remain seven staff mem-
born with on-the-job continuity ranging from four years to 18 months.
They are Ifildeborto BazAn (4 yearn), Walter Arteaga (3 years), Tito
Villca (3 years), Crindstomo Santivanot (18 months), Juntina Mend.:
(10 months), and Aida Mondoza (10 months).
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Despite its many problems, La Merced's Small Farmer Credit Program was
considered to have high potential as an efficient channel for moving
production credit into the hands of the region's low-income rural pro-
ducers. For example, in 1979 almost one-tenth of the Cooperative's
membership were categorized as small or medium-sized farmers, and of
these less than 15 percent were receiving production credit from La
Merced. Furthermore, considering the small-farmer population of the
Santa Cruz region as a whole, the potential demand for production
credit was virtually unlimited since less than five percent of these
growers had access to farm loans from the Bolivian Agricultural Bank
br other institutionalized lenders.

In eaLly 1S79, Mr. Robert Flick of ACDI conducted an analysis of the
Prestamos Campesinos Program and provided recommendations for strength-
ening and expanding its operations. Most of the suggestions contained
in this very useful report were later to be incorporated into the sub-
sequent OPC proposal. On July 1, 1979, a technical assistance agree-
ment was signed between ACDI and La Merced which authorized ACDI to
help the Cooperative prepare a project to improve its small farmer
lending activities. Late that same month, consultants Robert Flick
and Dr. lftctor Acevedo completed an "Institutional and Financial Analy-
sis of the Cooperativa Multiactiva La Merced, Ltd." In mid-August ACDI
and La Merced submitted to USAID/Bolivia a proposal for an "Operational
Program Grant: La Merced Small Farmer Credit Project."

The proposal was approved August 29 by AID/Washington. It was denomina-
ted OPG No. 511-0533. The grant was budgeted at US$496,000, which in-
cluded US$176,000 to ve given to La Merced to expand the loan capital
of the Small Farmer Credit Program. The OPG agreement also specified
local contributions to the project by La Merced valued at US$632,702,
including Sb 2.5 million (US$128,300) to be also invested in expanding
the Program's loan portfolio.

In October 1979, Mr. Steve Wiles began work in Bolivia as the Resident
Advisor of the O'G project. lie was to provide 32 months of work, end-
ing in May 19112. lie was accompanied on different occasions by short-
term ACDI advisors, and by Bolivian consultants from Price Waterhouse.

The 0I'( aqreenent wats amended four times. The first amendment (August
1979) authorized fundn budgeted for 1981 expenditure to be tranafered
to fiscal year 1902. The second amendment (August 1901) reformulated
the original budget (without changing the total amount); it also chang,'d
the project's very detailed "Logical Framework", altering several per-
formance indicator, and targets to make them morp realistic. The thire
amendment (November 19111) author ized the dinburnement of the final
US$91,0X0 owed inder the original grant agreement. The final amendmert
extended the project termination date through June 19031 it also aut'lor-
|zed unspent balancrs undar the grant to finance a campaign to mobilize
rural navings.



C. FPONENTS TE O.PG.

The ACDI/La Merced OPG No. 511-0533 is comprehensively and effectively
summarized in the project's "Logical Framework"--a planning/evaluation
matrix which is usually required of most AID-sponsored development pro-
ject proposals. The matrix requires project planners to clearly specify
the overall purpose, specific objectives, required activities, and re-
sources necessary for successful implementation of their proposed under-
taking. The matrix further requires specification of performance indi-
cators, targets, and how they are to be measured. In the opinion of the
consultants, the logical framework methodology is one of the most useful
tools currently available to development practitioners. Unfortunately,
the methodology is seldom taken very seriously. All too frequently,
logical frameworks are completed under duress, or as an afterthought by
project planners, and are usually forgotten once disbursements begin.

Fortunately,OPG 511-0533 is an exception to the rule. Its logical frame-
work was completed with great care. It is extremely detailed and inter-
nally consistent. It was revised and up-dated one year into the project.
Continuing attention was paid to monitoring its indicators throughout
the duration of the project. In our opinion, we have never evaluated a
rural development undertaking which contained a more effective logical
framework. In fact, the careful design of this framework, and reasonable
compliance with it, can be considered one of the central strengths of
the project itself.

In this section we will briefly review the project's components as they
were specified in its logical framework. For reasons of clarity and pro-
fessional preference, we have altered slightly some of the original ter-
minology and rearranged some of the framework's content.

I. Project Purpose

The ultimate goal of ONO 511-033 was to increase the income and standard
of living of small farmers who are members of the Cooperative Multiactiva
La Merced, Ltd.

This was the weakest part of the matrix. No specification of a quantifiable
target for increased income was given. Nor was any definition established
an to what would constitute an acceptable or successful improvement in
living standards. The framework mentions only one ambiguous indicators
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that a net increase in income or assets (haber neto aumentado) will be
observable among farmer-members who take out loans on a regular basis.
This and other farm-level benefits of the Small Farmer Credit Program
were to be documented by opinions gathered from loan users, and obser-
vations by credit supervisors and other employees of La Merced.

No doubt, the vagueness which characterizes the measurement of the
project purpose was partly due to a belief that farm-level benefits
would be difficult to quantify--particularly within the brief span of
the OPG itself. Nevertheless, as will be documented in considerable
detail in Chapter III of this report, the income and welfare impact of
the project is already quite measureable and dramatically positive.

2. Specific Project Objectives

To achieve increased income and well-being among farmer-members, the
OPG specified two concrete objectives. The first was to strengthen
and expand the Small Farmer Credit Program of La Merced via the pro-
vision of short- and medium-term loans, sale of farm supplies, and
provision of technical assistance. The second objective was to fortify
the administrative capacity of La Merced, preparing it for the more
complex decision-making and administration required by such a large
cooperative.

STRENGTHENING THE SMALL FARMER CREDIT PROGRAM

The achievement of this objective was to be measured by the following
indicators and targets: (1) achieve a loan portfolio of Sb 9.5 million
(US$380,000); (2) increase the value of the average loan by 135 percent#
(3) limit medium-term loans to a maximum of 20-30 per year, or 80 over
three years; (4) achieve that the majority of loan users employ improved
technology and equipment; (5) Increase the number of hectares under cul-
tivation by 25 percent among medium-term loan users; (6) increase by 10
percent per year the number of farmer-member., (7) achieve an increase
in rural savings of 15 percent per yeari and (8) reduce the loan delin-
quency rate ty 25 percent the first year, 20 percent the second year,
and 10 percent the third year.

FORTIFYING LA MUHC12) ADMINISTRATIVE CAPACITY

the achievement of thin objective wan to he measured by four performance
Indicatorn, as follows: (1) creation of a departmantalized organization,
with decision-making responsibility delegated to each department chieel
(2) creation of a budgeting and accounting system by departments, allow-
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ing each to measure its own operating profit or loss; (3) prepare and
place in use manuals for administration, accounting, and personnell and
(4) achieve that the Board of Directors undertake long-range planning,
setting targets and objectives for the Cooperative.

3. Activities to Meet Objectives

SMALL FARMER CREDIT PROGRAM: To achieve the first project objective,
six activities were identified, as follows: (1) specification of farmer
lending procedures via the creation of an official set of rural credit
regulations (Reglamento de Preatamos Campesinos): (2) train employees
of the Small Farmer Credit Division--including the division chief, an
administrative ansistant and secretary for the Central Office, a part-
time assistant in Mairana, and credit agents in Villa Busch, Chan4, Mon-
tero, and Yapacanf; (3) establish, train, and make operational a Central
Credit Committee; (4) establish, equip, supply, and place in operation
rural farm supply stores operating in Mairann, Villa Busch, and Chan6;
(5) irplement a training program for small farmers covering the subjects
of animal traction, crop techniques, equipment aintenence, farm planning
and administration, livestock practicen, cooperative theory, credit regu-
lations, and othern; and (6) closely coordinate project activities with
public aund private rector inntitutionc nerving the rural hector in the
canta Cruz region.

LA M13CLD A)M1 JI1;TPATIVI: CAPACITY: To achieve the Vecond project objective,
again six activities were identified, as follows: (1) reach an accord
on new adminintrative and organizational procedures, forr.allzinq them
in a Procedures MAnual; (2) establish a plan of accounts and hccourting
MHnual (3) establifih a procedures ran:ail for Internal audit) (4) entab-
lih a Perronrnel Kir.ua! which dencribes all pot.tn, rejxon. bil it Ien ,and clearly delineten- delegation of authority: (1) entabl i s. depart-
mental [ucigdet and 1eriodic budget reports hy onch g1 partment (6) con-
duct a trninir.q Leminar for ('c oorrntive officert coverinq delegatinn of
authorItj, deci ion-mikirsq rtetnpvnihlb ity, budgetirg theory, cooporntive
princi 1plesn, tc.

For rv)st of tht? activities lited :seove, the logical fraiework specified
target deadlitiea for their achlover .nt, thereby convertlng the actlvities
list into an implementation plan.
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4. Resources

To achieve the separate sets of activities cited above, the project's
logical framework divided resource contributions into two categories:
AID/ACDI and La Merced. As originally budgeted, AID/ACDI contributions
came to US$496,000. The La Merced contribution was originally budgeted
at US$632,702 but subsequently was reduced to US$596,850 under the
third project amendment.

AID/ACDI RESOURCE CONJTRIB UTIONS

External resource contributions were to Include (1) 32 months of an
ACDI Resident Advisur, from October 1979 to May 1982; (2) a training
program for farmer-membern covering 2OO meetings (charlas), 5 field
days, 3 weekly radio program, and 3 phamplets; (3) an ACDI Management
Consultant (Aner-or de Alta 3erencia) who wan to visit the project on
three occasions (4) viiti by ACDI/Wanhinqton utaffi (5) visits by
local Bolivian consultant.:; (6) donation to capitalize the Small Farmer
Credit Program loan portfolio valued at US$76,000; and (7) funds to
finance a final evaluation of the project.

LA M1*1CFID ni:'OUIC'I: CONTR I BUTION5

For its part, La Merced was to contribute (1) Sb 2,760,000 (US$138,000)
in existing capitalization of the rural loan portfolio# (2) an additional
Sh 2,r)66,000 (US$102,640)by the end of the prolectl (1) a total of three-
yearu administrative coats of the i'rebteos Car-peninos Prcgram valued at
USSJ06,1I89 (4) contribute S'175,ff)(, in malaries, equipment, and orera-
t ig capit-.l to each of the three farm ri upply st(ites to 1* entablinhed
in Mairar.a, Villa flurch, mnd Chan, (total: t? ,,.O) (!,) provide the
ACVI IPt.tldcrt Advlaor with an officej (6) provide the rural credit pro-
gram with a vehi¢ciel (7) ray the P.alarien of five Preatarm-A Carpeainot
employeea--the t).rctiir, an atjrorv-t)int, a aecretary, an adrinistrative
asnintant, and arther asnslstaot; ard (0) provide ertorcyclea to the
program's field a~att operatinq out of HKair4na, Chang, Villa Ituach, Oan
Juan YapAcanf, 4r.d the Central office.



22-

DrLL AW' MIT; CWI Mt(E41H- PE RMETAR6EI'S-

In this section we will first review project copLance, with the eight
Indicators specified to measure successfual achievement of the objective
to strengthen the Small Farmer Credit Program. We Will ten review the
six activities that vice to be implemented to achieve that objectives
and then determine if all resource contributions were contributed as J~
planned.

flWICftTORB Of UUSUT. ACR3VEMW Or ?II3 PXW= O3 IYRV

I. Achieve-ment gJ a RlUral Ion PortgoJ.o of Ob 9.5 Million

The target was to inr~ease the loan portfolio from $b 2#936,6 (the
amunt existing anso September I19#beo e Oativities begn)

t$b9#500#000# for a net' Increase of fb 6,563#344 In now capitalisa-
tion. The target was simply determined by adding the planned contribu-
kion of AID)-equivalent to 9b 4,267,600 or 65 percent of, ther new Capi-
tal to be raised-and La Merced's pla4e contribution of Sb 2,303,250
or 35 percent of the new resouzce

the 4b 9.5 million target we not only sokleved but actually surpassed
by 16 percent. As of August 30# 1912, the Pcorps total, rural loan
portfolio stood at ft 11#062p252. 2bis represents a 66 percent expan-
aLon In the resource ommitment p~ge by la Nered. , tis result Is
especially meritorio considering that the additional resources were
contributed during a period of severe political unrest and economic <
distress In Nolivia6 lhen to., It can at, a time of severe contraction
of credit resources being mode available, to the rural sector by Pauloe
and private sector lending Institutions.

k1en sot the achievement wes not an u~nqualified sucess. An shom belowe
Aile the peso value of the portfolio increased by 277 peroent, the num-
ber of loans only Increased by 33 peroent-trc 400 (1979-40) to 5916

(196-62)* Frthermore, 3Uolian currency suffered a Is percent devalua-
tion in late 1970 (from $Mo 3 WZpa 591) anW again a 76 percetdo-
valuato In February 1"2 (from $b2S to 44 pea 001)# with unofficial.
dollar enchange rates .soaring far beaon 100 peos. out eveni If only ~ ,>

-calcaated at the official rate# the dollar valueof the moanportfolio
only Increased by 71.percents Doestic pime in fslivia are generally .- ~b
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2. Increase of 135 Percent in Average Loan Value

Obviously, this indicator is closely linked with the expansion of the
loan portfolio value. At the outset of the OPG project, the average loan
value stood at Sb 5,850. After one year (1979-80) it had grown to $b 6,717,
a modest 15 percent increase. However, after two years (1980-81) the fig-
ure leaped 66 percent to $b 11,179, and after three years (1981-02) it
soared another 108 percent to Sb 23,240. The overall increase between
September 1979 and September 1982 was 279 percent. In other words, the
performance target was exceeded by 144 percent. Of course, in dollar
equivalents, the increase was considerably less spectacular, growing from
US$292 to US$528 for a gain of 81 percent. This re-ult is not only below
the target but also failed to keep pace with the rate of domestic infla-
tion. In real terms, the best we can say is that the project was reasonably
successful in sustaining the purchasing power of its average farm loan.

3. Limit Medium-Term Loans to 20-30 Per Year

The Program defines a medium-term loan as one which is amortized within
a period exceeding 12 months. The target limitation for such loans was
not tret. In the first year (1979-80) there were 32 medium-sized loans,
in the second year '0 loans, and in the third year 63 loans. The total
for the three-year period Is 145 loans, which repre,ents an excess of
65 loans over target.

The con.-sultants conducted an analy sli of all loans made between !,eptember
1, 19P1 and August 30, 1982. Of thene 63 loans, 38 (60 percent) were lean
than Sb '-O,000; theri were another 16 loans (25 p, -ent) between 'tb 50,000
and ' 10O,(X0:; and 9 (14 percent) over Sb ',o,(X In other wrds, while
the nuirber of medium- ized loann ', I excersive--at leant 'lative to the
planned t.arqet--the value f the ann wan kept within tenuondble I imits
i .e., b elow 2 percent of the tot4. oan port folio.

7w) otbservations are in order. The 20-1( loan limitation in itnelf a de
facto credit rationing system., denigned to keep larger and more affluent
faimer-mumbern from adnorbinq a dciproiK~rtionate share of the total avail-
able. lo an ri- rourc. On the other hard, since loan arount -ire tied to
each rrt-r 1'i Ivvel of n.-Jnts and th e numhor of loans h has repaf1., any
limitat oit (1n1 medium- tem loa;ns will ltesi to dircouratie further Wint p
capit.11 a In.* ntfelit I he (ooe ati aV Iarleet avern. r'ori thir reeabon,
we 1-elitve Ia Metje-d thin kot -l crrectly i, exCeedInJ the (tC( tfit e t And
that it WuWJlJ te unwin" to, et .in a:hbt Mray l ,it on the .iu.rtcr of meditu-
term loag.s. wat mtv 0,1orgt ant in to net a limit--nay 5 Jpercent-tni the
v41 ue of mcili om- ttitm 1(,in oArs a I arcent~ai f the total loan port follo,
;K~i t1 in what tbhe ('ort lie 1'ts nar
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Nevertheless, our review of medium-term loans leads us to the conclusion
that their documentation has been deficient. The majority of the loans
made in 1982 were not accompanied by a consistent farm plan capable of
justifying the amount of the loan itself. This was especially true of
loans exceeding $b 100,000. Undoubtedly, most of these loans went to
farmer-members with an excellent repayment record for previous borrow-
ings and who are producers of obvious solvency. Still, the operating
rulp should be that all loans, large and small, be documented by an ade-
quate investment plan. And precisely because they involve larger amounts
of money, for longer periods of time, and tie-up resources at a time of
soaring credit demand, medium-term loans granted by La Merced should be
the best documented of all its portfolio, not the worst. Indeed, under
conditions of credit rationing, uoe of the best criteria for selecting
loan recipients is the quality and consistency of the credit use plan.

4. Increase Farmer-Members by 10 Percent Per Year

At the outset of the OPG, the number of La Merced's farmer-members was
estimated it 3,222. To meet the target specified in the indicator, mem-
bership increases of 322, 354, and 390 during the first three yearn of
the project were required, which would bring the total number of rural
members to 4,288.

The t.arcet war not reached. An of Auqust 30, 1982 the total rural mem-
ber,,hip wan measured at 1,932. The growth rate was eight percent in 1979-
80, four pe'rcent in 1910-81, and seven percent in 198]-82. Thin resulted
in an absolute nhortfall of 356 or eight percent hillow the desired tar-
(Jet of 4,2PH rural members. Considering the political1 and economic in-
Stability which character iz-ed the three-year period, the result must be
consnid,, .d i;uccv:)fu1 even thouh the target was not zeached; for under
such condit iont; the target ittelf wan unrealirtic.

To their credit, both La Merced and tho ACDI Penident Advisor refused
to pl.iy i mtmxlrnhlp "rnumbern goame". DurIng the first year of the OPG
|-ey tluctd to :icr eun rural n'emt rnhi p recordai and tUlect out all in-

nctiveo momhl.rii. In 1979-80, 119 inactive members were re:novd. It would
alippo-i tht thil ncri-eninq proceriu continuted into the following tu)
yearn nlr; , 1 ,.c.lun- in 1900-011 uieml.r hitp withdrawaln reached 279 .nld
in 1 "81 Ihtvy were rollbwed 117 aivother 114. Unforturia ely, the con-

It ait r.e e wiile 1 i tr nitany wrItt en documentation certifying the
total I11M Ler of luau't lve- me l errt. fiect-d out each year.

Tie ,r(nwth of rulal reri delrhi|, i. i detiled I41ow. Lint.d b~y yvar are
now rcclnrn, total n.m1rtihlp, rw.l,'ir witlrawalrm, ard net ,:icIvo MOM-
1orn. It will It- iotmd t hat with te-ijad to new mnt'Lorn, the target
growtr ntp wAn me t Of nut jJhtriedI all ths va yearn.
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Period New Total % Member Total %
Members Members Withdraw Active

9/1/79 - 3,222 - -
1979-80 409 3,631 13 123 3,508 8
1980-81 423 3,931 12 279 3,652 4
1981-82 394 4,046 10 114 3,932 7

5. Increase Rural Savings by 15 Percent Per Year

At the outset of the OPG, the accumulated total of rural savings was
$b 2,944,000. Based on a 15 percent growth rate, the targeted level
of savings should have been $b 4.5 million by the end of the third
year. This target was exceeded by 113 percent. As of August 30, 1982,
aggregate rural savings totaled $9,522,823. Compared to the 1979 base
level, the total increase in savings was a remarkable 223 percent. This
result also compares very well with the absolute expansion of the peso
value of the loan portfolio, Over the three-year period, the loan port-
folio increased by $b 8.1 milion (see p.23 ), while at the same time
total rural savings increased by $b 6.6 million.

This excellent record of rural savings mobilization must be considered
one of the central strengths of the OPG project. In a time of unprece-
dented economic and political disorder, both the level and growth rate
of rural savings are indicators of high farmer trust in La Merced. This
conclusion in confirmed in the impact evaluation. Of 251 rural house-
holds interviewed, 243 (97 percent) had significant savings in the Co-
operative, with the average being Sb 10,697 (US$107).

6. Reduce Loan Delinquency

The level of loan deli.-q,,ency was 70 percent at the outset of the OPG.
The target wan to reduce this delinquency by 25 percent the first year,
20 percent the second year, and 10 percent the third. The 70 percent de-
linquency figure in based on number of overdue loans as a percentage of
total loans. ly thin measure delinquency dropped to 23 percent after one
year of the project (1979-80), to 9 percent after the second year (1980-
81), and to 7 percent after the third year(1981-82). By this measure
tho target wan greatly exceeded.

When loar, delinquency in calculated in terms of the value of overdue
loann an a percentaqe of the total loan portfolio, the decline in also
Imprennive. In .eptemiber 1979, delinquency (including unrecoverabit
loans) ntood it 29 percent of the portfolio. T'his wan reduced to 22 per-
cent after the first year, to 22 percent after the second, and to 11
percent atter tho third. IWhen lo.ans classified a. unrecoverable are
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removed from the calculation, the delinquency level drops from 22 per-
cent (in 19791 to 11 percent (August, 1982). At the time of the evalua-
tion, delinquency had been reduced even further to nine percent (Octo-
ber 1982).

In addition to the above achievements, the Small Farmer Credit Program
was also able to recover--during the OPC period--a total of 162 loans
that had been declared unrecoverable for a total value of $b 420,861
(US$16,834 at the 25:1 exchange rate).

Overall, delinquency reduction is one of the most successful aspects
of the project. Overdue accounts are very closely watched--classified
by 1-6, 6-12, and over 12 months; also by the number of overdue install-
ments. Up-to-date statistics on delinquency are kept by regional field
office, and any abnormal increase is followed up immediately. Perhaps
of greatest importance, the same field credit acents have the double
responsibility of both helping to prepare loan requests and making loan
collections. And finally, loan collections are programmed during or im-
mediately following the harvest-marketing period for the crop financed,
thereby forestalling opportunities for borrowers to spend harvest income
on other items before having repaid loan obligations.

7. Use of Improved Technology by Loan Recipients

As will be documented presently, the project made serious efforts to
educate small farmers in the use of improved farming techniques and
equipment. However, this effort was directed at farmers in general--
member- as well as non-members--and ultimately the coverage of the
training program was too narrow and too superficial to achieve sig-
nificant results. Of 251 households interviewed during the impact
evaluation, over 75 percent stated they had received no training or
technical assistance from the Program. Of the 59 farm families that
did receive training, 33 came from the Central ,one and 19 from the
Mairana-Pampa Grande Zone.

The impact evaluation itself failed to ask respondents to comment on
the extent to which they are employing improved technology learned
from the Small Farmer Credit Program. What wan asked was the extent
to which they had purchased farm supplies from the Cooperative. Out
of 2'1 respondents, only 30 (12 percent) said they had done no. This
also reflects the poor outreach of the Program's input supply activi-
ties, for rearonn to be dencribed prenently. This failure was made
more critical by the fact that both currency devaluation and rapid
price inflation made it nearly imponnible for small farmers to pur-
chase significant amounts of fertilizer, innecticides, and other im-
ported farm supplios. In many instances thene products were not even
available for purchase, assuming a farmer had the cash to buy them.
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On the other hand, farmers interviewed stated that one of the principal
benefits of the Small Farmer Credit Program was that it was agile and

rapid in its loan disbursements. This allowed them to purchase farm sup-

plies and to plant or harvest their crops opportunely.

From these considerations it may be concluded that if modernized farm-

ing practices were adopted, this occurred mostly because farmers got

their loans on time, which allowed them to purchase technology they

already knew how to use. Ho 2ver, it is even more likely that the farm

supplies purchased and the farming practices employed were mostly of

the traditional variety and did not, in the majority of cases, involve

innovations introduced or popularized by the Program. In itself, this
does not constitute a Program failure. "Modern* technology is by no

means synonymous with appropriate technology. High-yield farming methods

often jeopardize small farmers (by increasing their costs and risks)
more than they help them (by iivcreasing income). This tends to be espe-
cially true when yield-increasing technology is promoted in the absence
of a marketing program that assures small farmers will capture the in-
come their higher productivity" ha. made possible.

La Merced does not have such a mirketing program. Its extension educa-

tion effort has been weak. Its farm Lupply network is very limited.
But the Cooperative has performed its most important job extremely
well. It gets production crcdit to small farmers qiickly and efficient-
ly. This is the greatest service a campesino household can receive.

8. Increase the Number of Ifectares Under Cultivation

As amended, this indicator applies only to medium-term loan users. The
target was a 25 percent expansion in area planted. The consultants are
unaware of any statistics gathered by the Small Farmer Credit Program
that would permit easy measurement of area cultivated by credit users,
whether they be short-term or medium-term. No baseline study of area

cultivated was made at the outset of the OPG.

The impact evaluation provided a baseline for all credit users. The

land holdings and area cultivated vary significantly among the four

production zones surveyed. Overall, 50 percent of all credit users con-

trol farm holdingn totalling lens than 20 hectares, and 20 percent
have less th.en five hectaren. However, the large majority of farmers
cultivate 3-4 hectares only because of limited family labor and capi-
tal resources. P'otentially, given an adequate and growing supply of

farm credit, rural members of La Merced would probably be able--on the
average--to at leant double and perhaps triple the area they currently

cultivate. However, given presently available loan portfolio resources,

such an expansion of cultivated land Is clearly impossible.
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ACTIVITIES TO ACHIEVE PROJECT OBJECTIVE

1. Establish Credit Regulations and Procedures

One of the principal functions of the ACDI Resident Advisor was to assist
Prestamos Campesinos in the preparation of credit procedures, policies,
and design of forms for small farmer lending. The credit regulations were
completed June 11, 1980 in strict complianc? with an OPG deadline. The
document was prepared colaboratively between Steve Wiles, the Resident Ad-
visor, and Ing. Wilde Urquidi, the former Director of Prestamos Campesinos.
The regulations contain 14 chapters and 66 articles. Since its completion
the document has suffered a number of revisions which allow it to better
fit the difficult economic environment of Bolivia. Given the serious in-
flation and currency devaluation, loan interest rates have been continuous-
ly increased from 18 percent per year in September 1979 to 36 percent in
July 1982.

Prestamos Campesinos has also developed a variety of useful formz that
have greatly enhanced the timely collection, sharing, and use of data
regrading loan activities. These forms include: (1) Prestamos Campesinos
Nonthly Report, (2) Notification to Borrower of Repayment Due Date, (3)
Loan Request Form, (4) Loan Ccntrol Card, (5) Pop-Up File on Loans Due,
(6) Monthly Work Planning Schedule, (7) Daily Control of Field Offices,
(8) Technical Assistance Report on Medium-Term Loans, and (9) Investment
Plan for Agricultural Loans. All of these form are currently in active
use.

The activity indicator, then, was successfully met.

Nonethelesu, the consultants believe there is one area of loan use docu-
mentation which needs to be strengthened. Ihe deficiency arises precisely
because training of loan users in farm planning and administration has
been weak. We strongly urge the Program to require that every borrower
keep a simple daily journal or summary sheet describing the actual coats
of production, labor and input use, yields, and net income of each crop
enterprise financed. Such a form would (1) teach credit users rudimentary
farm record-keeping skills, (2) allow users (and the Program) to compare
planned with actual farming performance, and (3) permit the Program to
evaluate the economic impact of its loans (at the farm-level) from one
year to the next.



-30-

In Annex D we present a very simple format for measuring the performance
of a single crop enterprise. It has a visual side, which allows it to be
completed even by illiterate farmers, as well as a quantitative side
that can be completed by anyone with 3-4 years of primary schooling. This
format has been successfully field-tested by the consultants in over a
dozen rural communities (130 farm households) throughout Bolivia. We
have also demonstrated that the system can be supervised--at very low
cost--by farmer-paratechnicians. In sum, we believe such a record-keeping
system could be easily, economically, and effectively incorporated into
the routine procedures of the Small Farmer Credit Program, resulting in
important benefits for both the Program and its farmer-borrowers.

2. Train Employees of the Program

Prestamos Campesinos has five full-time and four part-time employees,
as follows:

SR. LUIS SORIA MELGAR, age 45, is the Director of the Small Farmer Credit
Program. Formerly a radio and television reporter, he joined the Program
as a field agent in 1975. lie was subsequently named as a special assistant
to the Executive Director of La Merced and finally appointed av chief of
Prestamos Campesinos in March 1981. Sr. Soria has a deserved reputation
for dedication and getting things done. As a participant in the Central
Loan Committee, he was instrumental in streamlining the review and ap-
proval procedures for farmer loan requests. fie frequently contributes
eveningc and weekend! to his job.

S|TA. AIDA MENI)OZA CABIEIA, age 22, is the Executive Secretary and also
assists with loan review. She lias work experience as a typist and secre-
tary. She joined the Program In July 1981.

TI7U VILLCA SOLLTO, age 27, serves as the Program'S Agricultural and
Livntock Specialist. Ile alvo has field agent coverage responsibility
for Zone 4 B, Central Zone, with seven rural comunities. Fr. Villca
joined La Merced in August 1900, after previous employment experience
with a credit cooperative in Mineron, the flational Rice Growor Coopera-
tlye Federation, and the Tropical Agriculture Research Center (CIAT).

WALTIt ARTIAGA, age 24, joined the Program in October 1979. VCe had pro-
vious employment experience in a ganoline titation and a travel agency.
let rervin as; an, Office Asnintant at. Program headquarteri in Santa Cruz,
and he ,ilrio works as a field agent with renponit ii ty for two program
arean--'one 4-A with 13 rural corvnunitien, and sunday visits to tho
Char)4-1'izaf Colonization Zone--where ho collects navingr. and diaburuou
loann to farmer-Ix)rrowra.



-31-

CRISOSTOMO SANTIVAEZ, age 20, began work for the Program in July 1981.
In addition to serving as a loan field agent for the Zone of Villa Busch
Yapacanf he Is also in charge of the farm supplies store established by
the Program in that colonization. However, the store has had no supplies
to sell since mid-1982.

HILDEBERTO BAZAN S., age 32, is a rural school teacher. lie works three
days a week as a professor of mathematics, while the rest of the week
he serves as the loan agent for the Mairana--Pampa Grande Zone. He also
runs the farm supplies store located in Mairana.

SRA. BETTY HERRERA DE BAZAN, age 30, assists part-time at the farm sup-
plies store in Mairana. She also works as a school teacher. Mr. and Mrs.
Baz~n joined the Program in June 1980.

SRA. JUSTINA MENDEZ, age 25, attends rural savings and loans out of an
office located at the Colegio Fe y Alegrfa in Mantero, where she also
serves as a librarian. She has worked for the Program since August 1981.

SRTA. KUMIKO SASAMOTO, age 24, attends rural savings and loans every
Wednesday for the Zone of San Juan Yapacanf. The rest of her time she
works as a secretary in the colonization's secondary school during the
mornings, and in the afternoon teaches primary school.

Most of the training received by these and other employees during the
OPG was provided by ACDI Resident Advisor Steve Wiles, and mostly pro-
vided on an informal, one-on-one basis. Among the skills Wiles taught
Program staff are the following: (1) loan classification, by level of
risk, (2) delinquency controls, (3) principles of credit supervision,
(4) credit planning and repayment calendars, (5) administration by
objectives, (6) farm planning, (7) how to conduct f'arm visits, (8) in-
vestment plans for short- and medium-term loans, (9) loan guarantes,
(10) estimating asset value, (11) farm credit policy, (12) changing
repayment schedules, (13) office administration, (14) cash flow analy-
sin, and (15) how to collect unrecoverable loans. In addition, Wilos
provided assistance to Program staff In the prepa:ation of phamplents
and other extension materials for small farmer use. lie also provided
training in farming techniques.

The available evidence suggests that efforts to train Program staff
during the OPG wore quite intensive and fairly successful.
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3. Establish a Central Cr dit Committee

The Resident Advisor devoted considerable attention to the formation
of credit committees, both at the central and regional level. The imple-
mentation plan of the OPG actually specified the creation of six regional
credit committees--four by mid-1980 and two more by mid-1981. These com-
mittees were to consist of members who were small farmer credit users
and respected local leaders, parzons 'amtliar with the needs and credit
worthiness of their rural neighbors.

The zonal committee idea was tested for six months in both Mairana and
Chan4. The result3 proved disappointing. Few farmers were encountered
who were willing to give adequate time to committee responsibilities,
and committee attendance was poor. Furthermore, the committees actually
resulted in a slo ing-down of the loan approval process. Finally, there
was a tendency for committee members to show favoritism toward relatives
and friends. The initiative was therefore abandoned.

In contrast, the Central Credit Committee was established and proved
itself to be an effective organization. Wiles gave continuing training
and supervision to committee members, attending most of the once-a-
week (Friday) sessions. Among the individuals who participated (and
received training) in this committee were Wilde Urquidi, Victor Ortega
(Chief of La Merced's Ordinary Loans Department), Lufs Soria, Alfredo
Montoro (Chief of the Collections Department), and Jos6 Rivero (Account-
ing Department).

4. Establish Zonal Farm Su _l Stores

During the OPO two farm supply sitores were established, one in Mairana
and the otIer in Villa Busch. The third store planned in the OPC for
locition in Chane was not attempted. Tlhe Villa Busch itore failed to
receive enough cupplies or conduct enough business to juntify its exist-
once. The only reasonably successful store was in Mairana. in addition
to farm products, it offers consumer staples, farmaceutical products,
and educational supplies. Of 68 households interviewed in the Mirata-
Pampa Grande :zone, 67 (76 percent) said they utilized thin rtore. Of
these une.rs, 02 percent had received benofits from the farmacy and 90
percent from the consumer products section. Two-thirds of all respond-
ento cited the stores low prices an Its principal bLnofit. Thie Mairana
store began to turn a not profit beginning in August 1981. In recent
months profits have been running close to US$1,000 per month.
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5. Small Farmer Train-ing-program

During the OPG period, farmer training efforts by the Small Farmer Credit
Program were advanced with a variety of mediums: newspaper articles, ra-
dio programs, phamplets, field days, and rural meetings. La Merced pub-
lishes a newspaper called "Alborada", and over the three-year project
period it carried 13 articles on subjects dealing with farm extension
education. In Santa Cruz, the Cooperative sponsored weekly radio pro-
grams on two stations: "Cooperativisino en Marcha" on Radio Grigotg,
and "Sobremesa Musical" on Radio Espectador. Additionally, weekly radio
programs entitled "Cooperativism y Agricultura" were sponsored by the
Small Farmer Credit Program on the three regional radio stations of
Mairana, Ichilo of Villa Busch, and Montero. In the area of phamplets,
the Program published and distributed three of its own publicaticn--
on La Merced, on Rural Credit, arid on Cooperativism. An indeterminate
number of phamplets by other institutions such as the Ministry of Agri-
cultural and the Center for Tropical Research (CIAT) were also made
available to rural families.

The OPG specified a target of 200 rural meetings ("charlas") for dis-
semination of extension education. Over the three-year period of the
OPG, the Program managed to conduct 109 meetings. Seven charlas were
conducted in 1900, 43 in 1901, and 29 in 1902. A total of 1,205 far-
mers attended these meetings, resulting in an average attendance of
11 persons. The consultants elected to investigate thin area of the
project in considerable detail, first to examine the intensity of train-
ing activities by community, and second to deterrine subjects covered.

The breakdown of rural retings by community and Ly year Is given tmlow.
The listing--based on payment receipts to field staff--given a total of
21 communities. Of the 109 charlan, 57 (5" percent) were restricted to
only three communities. Furthezmore, at leant seven cor~runitiet and 77
charlan (71 percent) took place in tho Central 7or.e to which the Pro-
gram nrronomint, Tito Villca, was asnigned loan coverage rer.ponnlbility.
This result in confirmed by the data collected in tie triact evaluation,
wheze 11 of 45 farm households interviewed ( 71 letcent) nald they had
received technical %asnitance or extennion education frcir the rroglAm.

Most of the revtinjs were held at night, when it was easier for r"11
farmern to attend without intc.rrupting their farming sesI()nsibilition.
The meetlngs did not rentt itt thersalven to loan uers ot even Coopera-
tive r-eit. orts rather, the invit.Ation wah generalized to MCrLers At well
an o1l0r memlers. flefore and nftei nuch reotlogr., the vinitinij 'r ugrAm
technicia nr would atterpt to c('nduct PjrAm ue Iunies--for exarlile, de-
16vor lan intstal lr.titts, collect asertizations, or jatwher navings do-
ponitm.
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the Program to establish close oolabrative relationships with otIr In-
stitutions. outing this evaluation the osultants found evidence that ' 3 4

rrestamos Caisinoso at one Uise or another# Me contact or 'conducted ' -'

Joint activities with the following ctsa sectot Ornisationi (1) Ag-
ronomy faculty of Gabriel ind oceno Universityl (2) Consortium for In-
ternational Development (CW)o (3) SIitish lission 'In Santa Cruss (4) '"
Center fot Tropical esearch (Calli i() Agricultural Cooperativer '3

Progreso del Tocne'; (6) Integal Cooperative of Nnterol (7) Center' or
Labor Ycoining (PWN)l (8) CrIollo Cattle Project of the Iaavedes M.~ri- 3'

ment Stations (.) AN=, a national federation of peasant famrs (10). ..
DM30, a private-sector tugal developent organizations (11), Rlvias'
Agricultural Sank (SAN)s and (12)' Integral Cooperative of 'San 'Juan 'd'

Alo/ACOR RISOUW COV!UZIMONS

1. AMt biident-Advisor
The rojct Mcaledfor 32 months of an AC0K Resident. Advisor to su-

pervise and iplemt prject ativities Nis assigned resposibilities
were specified as follawso (1) assist Progzaa staff to restructure and'....''"
expand the Sm~all fame Credit Peogramp (2)' prepare a set of credit pro-.
cedurest tor# and regulatIones (3) ssiqt in selecting and trainig'
credit field agents and supply stote wangeres (4) assist in pepring'
work descriptions for Program staff ' (5) organise. train# Wn supevse''"~3
local credit committees a&d a central credit comittees, (6) supervise1
farmer looms and the activities of loan agets (7) supervise the opera- "'

tions of the rural loan officess a" supply stotes; (6 I) assist and .orient "'3'>

the collection of data and statistics tot periodic project" evaluation as 33""'

well as the final evaluation; (9) otgantse and supervise the farme ex- '"'2
tension education program; (10) coordinate project activitles with othe3'<333
Institutions serving the rural seartor; (11) develop. investment plans for'
different crop and Investments by smell tarmersu(2eltac o h
preparation of a new Accounting ONanualt '(13) prepare: repot an project
progress ('PI1 reports') every baur moths; (14) prepare a& baseline re-
port on Program status at the outset of the @P1 and OS) comply i th' any
additional functions to be msined by Am/laskington '3

IMe Resident Advisor's coopLaoe with nmy of thse responsibiLits."3">
has already been alluded to previously In this repot. Based on outr e-'
view of av~ailable documentst1in coSmbnd with Interview 'with oxen' 3 .o "'~
ftr staff, believ tha thait the level at ooolim1 Of, ItW'3"A
Wiles with the veyabtossoeo-okdsc~ribed abv 3 '3wrl

33 33 ' 3

.1 3- 3"
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2. Traing ProoraM for fell arEsH

Sote UBm14#0 wasn bdgAeted Inthe orinat 010uge for oa tran-a.
In.T"Set-Igd-a--ral-te xeso
education component of the project did not achieve its performance tar-
gets. Unspent balances from this account and others of the ON are to
be Invented in a Rural Savings Nobilixation Program. Theme balances
total US$14#266. The objective of the campaign Is to mobilize 0b 6.0
million pesos by October 15, 193.

3. U80176,000, Donation to CapitalLae ion Proaram

tse full US$176,000 of AID funds to expind the Program's loan capital
was received by La Merced as followst

013sbuisgnt Dot* US$ bP52 yhw
October 24, 1979 250000 5091500 20.26
December 14, 1979 25,000 612t750 24.51
Match 24t 1910 30,000 747t751 24.92
June 16, 1930 55,000 1,373,625 24.97
Septemr 29, 1961 24,000 599;400 24.97
December 9, 1961 17004240575 24.97

Total 1760000 4,267,601

4. Funds to Finance Final Evaluation

The 0O0 budgeted USU7,500 for the final evaluation. To finance a more
comprehensive evaluation effort-Including the field-level impact sur-
vey and a testing of a cooperative evaluation methodology prepared by
Development Associates-AC0I has contributed an additional US$10#500
from other sources.

LA NMW RZ303CA COUTRIBUTON

I. Loan [und Capilain

La Merced not only complied with Its capitalization commitments totaling
*b$.3 million but actually exceemd them by $b 1.6 million or 16 percent.

2. PAgistrative Costs-of SMal Varmar Credit Irgcam

The ON specifies a comitment by La Mlerced of adenIstrative oat con-
tributions totaling P8*206,209 over three years. Unfortunately, the con-
sultants were unable to determine the Cooperative's ompliance, with this
budget. Wet requested this information, from Le aNraoe' Accountin Deprt-



Mont two weeks prior to Our departure on November l7tb. On Novembr 16th
the Chief of the Accounting Department, Jorge Biss Taborga, Informed us
that adm inistrative cost contributions for Prestamos CampesInos could
not - d-ibedC alculate ,--because. ----ui------I- hazbmankaLiu ----------had not yet been 1nstitu tedi 1C 2) departmentaliuod accounts fog 1980-61
sae only partiall and (3) expenditufe by department hniv been kept
since September 1981p but there was no time to total ra n for 1981-62
prior to our departure. The* last excuse 'was a special disappointment,
particularly in light of the considerable effort that had been Invested
by ACD In operationalIsing a departmentalized accounting system Osee e,
ortifying Administrative Capaity)* We muit conclude that this syete*--
qitndeed operatiLonal-L generating data that are zal being used for
management decision-making on a monthly besis.

However* there Is Indirect evidence to suggest that La Merced did not
have to subsidise the administrative costs of the Small Parsec Credit
Program to the extent originally planned. The Mesident Advisor reported
that as of July 1961 the Progra0s operating costs began to be exceeded
by Its Income* and that this surplus was now available to begin covering
part of La Merced's administrative subsidy, It io a shame the data io
not available to prove this assertion, for It would constitute a very
Important Program achievement.

3. CAitalization of rar. fuol Stores

Under the ON,# La Merced was to contribute, US$175,000 In salaries, equip-
ment, and operating capital to j&of three farm supply stores to be es-
tablished In Nairana, Villa Busch# and Chaj,4 Only a small-fraction of
this comitment was met, The only farm supply store to be established
on a permanent basis was in Mairana. The Villa Busch store was begun
in October 1,61 with an initial capital of UU25#O00, but with negative
results (robbery, low sales volumne) that caused its discontinuation.
The store In Chant was never attempted. The Mairana store proved to be
quite successful# generating net Inoome totalling almost US$43,000 In
three years, whaich averages about US$,20 per month. Even so, Inventory
value for the store was quite limitoe far below the estimated 4175,000
investment originally planned. The operating performance of the Mairana
store to presented belowi

Peio Ivn~uyVau Yearly met IncMe
1330 DOLLAS Pam DOLAR

Year 1 (6/30/10) 22t05 180916 317,715 12,709
Year 2 (6/30/81) 254o306 10.172 416,002 16,702
Year 3 (6/30/12) Sol-it 3.6 $ f10 %-KAfI

G" Fla

lt0790O$2~~~~'" '2711_t_ - IU 2o
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4. Ofice for ACDI Resident Advisor

This commitment wan met.

5. Vehicle for Small Farmer Credit Program

La Merced acquired a 4-wheel drive 1979 Ford jeep. It was stolen in June
1980, a loss paid by the insurance company. The Cooperative did not buy
another vehicle for the Program, however. Instead, it provides transport
from its own motor pool whenever Program employees request it. tb trans-
portation proLlems were oberved during the OPC period.

6. Sairles and Motorcycles for Program ftaff

La Merced complied successfully with this commitment. The names of
current employeen have been presented previously. There are also five
motorcycles for the une ot Program field staff.
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During our evaluation we were shown La Merced's "Organigrama Funcional"
for 1982 (Annex E, Exhibit 3). This structure incorporates the recom-
mendations of an Executive Management Committee, Special Assistant (called
the Principal Supervisor), and a decentralization based on ten operation-
al departments. However, this revised organizational structure is not
yet completely integrated into La Merced's daily operations. For one
thing, the print-outs of the Cooperative's computerized accounting system
--installed and programmed over a period of 18 months (1979-1981)--does
not yet reflect the 1982 Organigrama Funcional. For another, the Coopera-
tive's Bi-laws have not yet been amended to permit the Executive Commitee.

In the opinion of the consultants, the 1982 Organigrama Funcional could
be further improved with the following suggestions. First, to avoid the
existing incompatibility with Article 21 of the Bi-Laws, the Executive
Committee can Le designated as an "advisory committee" (comitg de asesor-
amiento) composed of the Cooperative's Vice President, Treasurer, and
Secretary. Such a committee can be authorized by the Administrative
Council without necessity of a bi-law revision. Second, it would be ap-
propriate to make a coherent distinction between the Cooperative's oper-
ational departments and its support departments. We therefore suggest
the organizational structure presented in Annex E, Exhibit 4. This pro-
posal establishes an Administrative Department responsible for nine
sections: (1) Accounting, (2) Computer, (3) Eudget, (4) Fixed Assets,
(5) Caja, (6) Agencias, (7) Personnel, (8) Cafeteria, and (9) Collect-
ions. The remaining departments would all be operating units, each one
able to generate profits or loss.

It is evident that the organizational structure of the Cooperative is
still evolving, but significant progress has been made. The consultants
believe that decision-making authority has been effectively decentrali-
zed in the case of Farmer Credit. We were unable to appraise the extent
of progress made in delegating authority to the heads of other depart-
mentn. Overall, we would nay that La Merced has demonstrated modest but
solid success in departmentalizinq and decentralizing its operations.

2. Creation of a!LudtLneand Account2n System by Departmentn

La Morced had demonstrated its concern for improved accounting procedures
oven before the O'G wan approved. In 1978, with its own funds, the Co-
operative contracted Price Waterhoune and Company to prepare a cat3logue
of coded accounti for purposes of Introducing a system of computerized
accounting. in April 1979, La Merced signed a contract with Ing. Carlos
Gloqau, the local reproijentative of Wang Computers, to rent a complete
computer syr;tt.m to the Cooperative, provide all necessary prograrr.ming
deuiqn annintance, ard to teach COBJl to loa Merced personnel. After 10
months of e-ffort (1979-1901), the departmentalized accounting system
became operational. Print-out now cover (1) fixed anetn, (2) payoll,
(3) geoneral financial ntatemor.t., (4) Conaumor Dept., (5) Farmacy, (6)
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Housing, (7) Savings and Loans, and (8) Small Farmer Credit. The program-
ing of Small Farmer Credit data was completed by La Merced employees.
With training by ACDI short-term consultant llctor Acevedo--whose assist-
ance was cut short by political problems in Bolivia and the war in the
Galapagos Islands--some progress was made by La Merced in departmental
budgeting and financial analysis. Under the supervision of Sr. Victor
Santander of Price Waterhouse, personnel of La Merced prepared their
first departmentalized annual budget for the year 1982. What is perhaps
most impressive about their effort is that it was accomplished by staff
without formal training in accounting or economics; theirs has been the
"university of life"--the day-to-day learning on the job.

It can be concluded that the budgeting and accounting system by depart-
ments is now a reality. The indicator of performance success, as speci-
fied in the OPG, has been broadly achieved. What is still lagging some-
what is the timely use of data for budget analysis and decision-making
on a monthly basis.

3. Preparation of Administration, Accounting, and Personnel
Manuals

These documents were completed and in use. We found the Manual of Or-
ganization and Functions, prepared by Lic. Roger Ortiz, to be complete
and of highest quality. It conforms with the Functional Organigrama of
1982. However, of five chiefs of departments interviewed, three did
not have their own copy of this manual. We believe it would justify
the cost to have the manual xero::ed !.o that each dcp~rIrient has its
own copy.

4. Lonq-Rang Plann ng by Board of Directors

The evaluation enccuntered no evidence that the Board of Directors of
the Cooperative in now sufficiently trained, or has engaged in any
activity, to conduct long-range planning. Therefore, we consider this
performance indicator to show non-compliance by the project.
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ACTIVITIES TO ACHIEVE PROJECT OBJECTIVE

1. Reach an Accord on Administrative and Crganizational Proce-

Compliance with this performance indicator was described in the previous
section. An "Organigrama Funcional" for 1982 was established which re-
flects recormendations made by ACDI consultants. A Manual of Organization
and Functions reflects these new changes in the structure of La Merced.

2. Establish a Plan of Accounts and Accounting Manual

This performance indicator was also described previously. The Plan of
Accounts and Manual was completed by Price Waterhouse and Company under
a contract signed before the OPG began. ACDI inputs in this area were
minimal.

3. Establish a Procedures Manual for Internal Audit

La Merced's Internal Auditor, Alfredo Barba VelAsquez, did not show the
consultants any procedures ranual for internal audit. Mr. Darba's func-
tions have been established in a letter from the Administrative Council,
dated January 31, 1979. Ile says he has had conversations with ACDI con-
sultant litctor Acevedo, but he did not participate in any training acti-
vity. Mr. Barba's job currently entails the review of all sales proceeds
from the departments of Consumer, Farmacy, and the Mairana store, pre-
paring a daily report to Accounting and to the Executive Director. Ie al-
so reviews checkbook reconciliations.

In some, we are unaware of any manual which formalizes internal audit
procedures. This activity of the OPO wan evidently overlooked.

4. Establinh a Pernonnel Manual

This manual was prepared, and corresponds to the 1982 organizational
structure. Staff positions and functions are adequately specified. how-
ever, in our opinion the real chain of command and decentralization of
decinion-making authority within La Merced in still evolving.

5. Yntablinh Depastmental ludqets

Thin wan finally achieve(] by La Merced in 1902. The Information system
allowing departmentalized budget formulation and income-expenditure re-
porta ot, a monthly basis currently exists. What in not yet clear is
the extent to which thin Information to uned opportunely for routine
docialon-makinq and budget control actions.
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6. Conduct a Training Seminar for Cooperative Staff and Directors
Covoring De]gatonn nf Authority. fudgeting Theory. oto.

ACDI short-term consultants provided considerable training to La Merced
personnel on both a formal and informal basis. Dr. HIctor Acevedo made
two trips to La Merced. The first was for a month. (January-February,
1981), during which time Dr. Acevedo taught a course on delegation of
authority. His necond visit (July-August 1981) was cut short by political
disturbances. le had planned to give a comprehensive course on budgeting,
financial analysis, and cash flow. Although this training was interupted,
Dr. Acevedo did manage to organize a "Budqet Committee". Ile also left de-
tailed instructions concerning "Organization and Installation of a Budget
System", "Preparation of Departmental and Consolidated Budgets", "Budget
Controls", and "Questions Regarding Basic Factors to Be Considered in
Preparing a Budget".

Dr. Acevedo was to have returned in October 1981 to teach a course on
cash flow for La Merced senior staff and directors. When this was pre-
vented by continuing political instability in Bolivia, Acevedo was re-
placed by Sr. Victor Santander of Price Waterhouse, who visited the pro-
ject in January, March, and May 1982. The first of these visits resulted
in the establishment of a work plan for each department, specification
of dates for controls, streamlining of Information flow, and up-dating
of records through December 31 to conduct an evaluation of actual with
programmed performArcr. The March visit resulted in the budget control
for 1981, training in budget formulation, and the creation of a 1982-83
budget. The May vinit resulted in training for monthly budget controls
and determination of short-term cash Nudgets. In June, Price Waterhouse
completed information flow procedures for Almacn, Accounting, and the
Computer Center. They also completed a net of procedures for short-term
cash Ludgeting.

Several erployeen of La Merced mentioned that they had also received
valuable training onr on-one with ACD consultantts Percy Avran, who
visited the Cooperati.e for 30 days in June-July 1980; and from Juan
Alvarez, who conducted a two-week mid-term evaluation in 14ovember 1980
Avran nnd Alvarez's visits produced 11 and 27 recommendations respec-
tively, montly applicable to the rr.all Farmer Credit Program rather
than La Merced Administrative Fortification. Throughout the duration
of the 011G, flo|ert rlick of ACDI/Wanhinqton trade nix supervisory visits
to the prvjrct totalli,,7 58 days. Flico.'ri part idpat ion wan generally
cfgardJed an very fno Iitive 1y La Merced perr.onnel.

We bel'ev, the evi(;e nce indicates that administrative training activi-
tien during the OC. wero fairly activo--in formal seminars, informal
neanioris, and one-on-one contactn.
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RESOURCE CONTRIBUTIONS

1, Visits by short-Term Consultants

During the OPG period there were 108 days of short-term consultants,
which were distributed as follows:

Dates Person Days

June 3--July 3, 1980 Percy Avran 30
November 17-19, 1980 Juan Alvarez 13
Jan.26-Feb.21, 1981 fictor Acevedo 27
July 26-August 8, 1981 IIctor Acevedo 14
January 1982 Victor Santander 6
March 1982 Victor Santander 5
May 1982 Victor Santander 3
November 1982 (pending) Victor Santander 10

Total 108

2. Visitsn by ACDI/Wanhingtnn Staff

During the OPG period there were 5fl days of ACDI/Waahington staff
supervision, distributed as follows:

Approximate Date Da

January 19PO 8
September 1980 7
Fetruary 1981 21
July 1981 7
February 1982 10
November 1982 5

Total 58

The consultants are of the opinion that ACDI provided La Merced with
short-term technical aauistance using qualified professionals, and that
these individuals contributed significantly to the institutional forti-
fication of La Merced.
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With regard to land holdinge 218 families (07 percent) own their own
land* Of these# 43 (20 percent), have loe than five hectares (avecage
2.7 has)# 33 (15 percent) between five and ten hectares (Average 6.3hasle another 33 between 11-20_hecars, a
(5O--j--en) ~th mote than 20 hectares, However, this overall profile
of land holdings varies considerably from one sone to another, For ex-
ample, in the Chani-PicaL and Villa Busch sones, only 4 and 5 percent
respectively of all respondents own less than five hectarest In con-
tract, 41 percent of all respondents in aianaPampa Orande have loe
than 5 hectares and another 19 percent have no land at all,
When only area cultivated is considered# farm sizes plet throughout
the sample. In this case, 60 percent of all respondents cultivate less
than S hectares (average 2.9 has), another 29 percent cultivate between
5 and 10 hectares, and only 24 growers out of 216 (11 peent) cultivate
more than ten hectares. When asked how they would describe themselvesL
166 out of 251 respondents (67 percent) said they were P'iaul farmers
while another 62 (25 percent) called themselves 'niddle-sLaed produ-
cers. Only one respondent considered himself a *large* farmers Thesedata suggest that the Small Farmer Credit Program Is indeed targetedfairly effectively on small producers.

With regard to livestock holdings, although only 7 out of 251 respond-
ents consider themselves to be primarily ranchers, livestock raisingcenains a very Important farm enterprise, Booe 50 percent of all ces-
pondents raise cattle (average ts 14 animals), 53 percent raise pigs
(average Is anialsl), and 66 percent ral" chickens (average ts 31
fowl). A minority of respondents rai" horses and burros (17 percent),
ducks (9 percent), and sheep (I percent).

3. Pcoductien ce...

Of the 251 families interviewed, 232 (92 prcent) said they had received
a production loan from La Neroed. Of these, 01 (90 percent) said they
had received the loan within the last year, 1911-192. Folr all respond-
ento receiving loans, the average loan value vas $b 25,272 (U0574 atthe 4481 exchange rate), When asked how the loan proceeds were use
the most coon reply was 'aclaultural activities' (62 pecent of all
uses mentioned), followed by livestock ativLtis (12 percent) IMThethird most coemon use was for 'hm improvemnts' M percent), followed
by 'comercial activitiels and 'food purchases' (both S percent), 'in-
vestments in machinery and toolsm (4 percent), "purchase of furnitureor applianoes' ( percent), 'debt payments' (1 percent) and ' mdi.al
xpensee' ( percent). The above dListibutlon of cedLt seas reflects
ver precis ly the policy of tM Ball iarmer Credit Program to lenor
app oximately 70 percent of Its portfolio for agricultural and live-

tock uses while doting 30 percent to other rural uses.



4. lenef t& PReivod frin Loam U.e

Eigh teen separa te benefits were mentiloned by respondents with rengard_
to loans recie rmtorm-y a-
mat omonly-mentoned benefit (39 percent frequency) was that the

loans allowed farmers to conduct their agricultural activities at the
moat opportune time# thereby' resulting in Incr~eased yields, Another
16 percent considered timely disbursement of loans as the principal
benefit. the third mst-Iuportant benef it was that It allowed borrow-
ers to Improve their homes (7 percent). Further benefits Included the
purchase of food (5 percent)# low Interest rates relative to local
loan sharks (5 percent), livestock Improvements (5 percent) , purchase
of land (4 percent), the Initiation or expansion of commercial activi-
ties (4 pecent), poultry Improvements (3 percent), equipment or tool
purchases (1.*5 percent), convenient repayment Installments (1.5 per-
cent), and loan disbursements made In the community (1 pecent) * The
remaining benefits included lack of ced tape# the ability to purchase
medicine quickly, Improved education of children# repayment, of olddebts, better prices due to on-farm storage, and an improved standard
of living.

5. Problems Recalding l-ani..
Out of 232 respondents who received loans, a surprising 151 (65 percent)
said they had experi*ncd no problem whatsoever In obtaining credit
from La Merced. 11hen pressed for possible deficiencies# 64 respondents
mentioned a yariety'of nine different broblems. Of these# 39 were concern-ed wiiththe Program's requirement of guarantees and oo-signers (ascntes)

ight mentioned poor harvests which resulted in repayment problem.
Others Included lo n disbursement delay due to lack of sufficient loanfunds, illness that delayed loan repayment, l l'andenal for reasons of
Insufficient savings lae k of land documentation, and incoqplte loan
request paperwork.

When asked about problems relating to delayed loan repayment, 215 res-
pondents had a reply. Of theme, 93 (43 percent) said tbey always pay
on time while another 53 (25 percent) said they pay PAflS the loan Isdue. Of the remaining is respondents who had had some ULM, of repayment
problem, 50 blamed poor harvests, 10 blamed sickness, 6 blamed lnade-quate knowledge of loan requiements, and two said they did not wish to
sell their harvest (to repay the loan) because market prices had fallen
too Iow
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additional 323 responses covering 36 separate recommendations. The
most important (mentioned 60 times) was that loan amounts vete Iade-
quate and needed to be increased. A related suggestion (msntioned 37
times) warn that loans be authorized an a ratio of 1L4 or 1:5 savings
to credit. The next most-impo0tant recommendation (mentioned 35 times)
was for the Cooprativei to extend loan repayment dates, when harvests
are bad. Twenty-two respondents suggested that priority credit service
be given to the oldest or most trustworthy members. A lowering of In-
tecest rates was suggested by 10 respondents. A 24-month repayment
period gor larger loans was recommended by 15 respondents. An equal
number of farmers commended oe* Intensive training and technical
assistance for loan recipients. Twelve farmers requested that only
a single crnto be rquired. while 11 respondents requested that the
Cooper tive accept land title documentation as the lan guarantee. The
remuinig recommendations were supported by fewe than ten respondents.

6. fa Supely Soiee

Out of 251 households Interviewed# only 30 (12 percent) stated they
had purchased farm supplies from La MceOd. Of these, the majority
purchased these supplies in 1911 rather than 1902. Amorq 66 responses
to the kinds of supplies purchased, 24 bought fungicides, 10 bought
insecticides, 12 bought fertiliters, and 'Six each bought herbicides
and seed* The principal benefits resulting from Input use were the
ability to fumigate crops in time (mentioned 10 times), Improvement In
harvested yields (mentioned 12 times)f and lower supply prices (men-
tioned 0 times. Other benefits included the acquisition of good to-
mato, seed (4 cases), learning to use agroebemicals more effectively
(3 cases)# obtention of unspedified hybrid seed (2 oases)# and the
delivery of Inputs, In the community (case of kWrat, mentioned twice).
Seen from the viewpoint of the Small Farmer Credit Program as a whole*
the data reveals a major shortfail In service coverage. bvwevert In,
those instances wre farm supplies were made available by the Coopers-
tive, the results of this service were, seen, quite positively by Its
Users*

ft~oce were 34 responses to the question of whether the respondent ex-
perienced any problem In the purchase and use of inputs. Of those# 20
said they had no problem whatsoever. Of the remaining six who experienced
problems# two said the herbicide they bought had no effect on weedst two
claimed they lacked insufficient Instruction In Input use# one farmer
claimed the fi herbicide, made his ows sick, and one claimed he bought
bad seed that never germinated. . .



Eloven different recxomndatona L (97 responses) were made by rural
households to Improve the farm supplies, service, The most Important
(by reaidents o in herana) was to expand the quantity and variety of

___ inputs offered for sale (mentioned 29 tines)elv igh et e esondet-
reqiuand €nthat fa" suopply t ii penod n the I r zone.i rorut ton

farmers suggested a lowering In Input price. and another 13 requested
more technical guidance In input use by the Program agoroomst. Ad-
ditional recommendations Included input sales on credit, more consist-
ent Input supply to the Naiana store, "ales ofvaccines for lvestock,
acquisition of more, Improved seed exclusive, Input sales to Coopera-
tive membss and continuation of the Input delivery service (Piral).

7. hr Trainina and Technical Assst&=a

Out of 251 families interviewedp only 59 said they received any train-
Ing or technical assistance from La Merced.* This coverage rate of one

farermemerout of every four In clearly Inadequate from a total pro-
gram perspective, and represents a serious shortfall from the programmed
training targets specified in the project plan.

But where training and technical assistance wq available, it was well-
received by farmers and covered a fair variety of subjects. Of the 59
respondents who received training, 47 (0 percent) id it was techn -
cal assistance while 12 (20 percent) learned about ooperatLvIsm. The
most cammonly mentioned topics of training were crop cultvation prac-
tices (27 cases), cattle raising and disease control (25 cases), veteri-
nary training in general (21 cases), instruction in the use of insecti-
cides, herbicides, and fungicides (10 cases)# soil preparation and manage-
ment (5 asts), anmal traction and new tools (13 cases), cooperativisi
and credit operation (12 cases), and diverhd ftamplets about agriculture
and livestock raising (23 cases).

Among the benefits of training and technical assistance, 31 respondents
said they learned how to lmprove their crops, 25 learned how to use
now inputs, 20 learned how to detect and cure diseases In their catteo r

12 learned how their cooperative cunctions# and 11 learned how to use
new farming equipment. Other benefits Included improved pineapple
production (4 cases faster loan paperwork preparation (3 cases), im-
proved corn yields (2 cases), and improved shelling methods for pe-
nuts. Of the 59 respondents who said they received training, 51 said
they had no problem in obtaining iti the other eight had no reply to the
question.

The ost important recosmendation for improved technical assistance was
additional training In ctop techniques (mentioned 23 ties), closely
followed by a request for continued clases In livestock raising (21
cases), ltutteen fames requested nore training in ocoiparativais and
13 recomended ote frequent visits by the Program agronomist. in*

4 '44 '



respondents requested mote training in the use of inputs to treat orop
diseases# and an equal number suggested more Intense general promotion
by the Cooperative, Other reom endations included more training in

_chicken-sa isirg. ( cases).oeaeQ fr npt Lse).he -

assignment of a permanent agronomist to - a4rana and the Central Zone
(4), continued delivery of phamplets (3)1 and now demonstrations of
animal traction (3).

8. Othee Syrvie fthe ootrait

When asked if they had received "other" services from the Cooperative,
94 of 251 respondents (37 percent) answered affirmatively. Use of the
Co-op Pharmacy was the most important of these services (mentioned 75
times), followed closely by the Co-op Consumer Store (mentioned 72
times)* Twenty-three respondents mentioned receiving health servicas
from La Merced* three received legal assistance, and one received
educational help. The most important benefit associated with such
services was that of lower prices (mentioned 79 times)# Considerate
treatment of vamposino shoppers at the MaLrana store was mentioned
17 times. Other benefits Included inexpensive doctor consultations
(is cases), health improvement (7 cases), availability of products
not encountered in other stores (5 cases)#

Sixty eight of the 94 respondents who received other services said
they had experienced no problem, Of the twenty who mentioned pcoblems,
12 complained of highly fluctuating prices in the farmacy and consumer
store, thre complained of excessively high prices, and tour complained
they tLve4 t o far away to use these services conveniently.

The most comonly-oentioned recomendation for service inprovemant was
to expand the number of food products sold at the Nalrana store (56
cases). This was followed by a suggestion that pharmacy prices be low-
ered (22 cases). Other reomendations included the provision of a
physician attending NAirana and other rural areas (13 cases), stabiL-
sing prices in Mairana (13), the opening of a consumer store and phar-
macy In ardeman, Villa Busch, Puesto Fernandes, and Pampa Gcande
(12 cases), more cous Iaes about cooperstivism (9), more frequent techni-
cal assistance by the agronomist (5), and tralAing in crop rotation
(5 cases).
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B. CHANGES IN FAMILY INCIT AN@ WELL- ING3

1. Annual Income of the Rural Household

Of the 251 rural families interviewed, 227 of them (90 oercent) earn
income from agriculture, with the average earnings from this source
alone calculated at $b 125,219. Gne household in four earns income
from livestock, the yearly average amounting to b 107,235. About 105
families (42 percent) earn income frorm "business" (negucios), with
average earnings of $b 67,841. Finally, there are 67 respondent fami-
lies (27 percent) who earn income from professional occupations, like
school teaching, with the average earnings reaching $b 126,295. Given
these reference points, it is probably safe to estirrat% the total peso
income of the average project beneficiary at between $b 150,000 and
$b 175,000. These figures cover the 12 months prior to the survey.

While the peso estimate may be fairly accurate, it is almost fruitless
to place a reliable US dollar equivalent to the above anounts. This is
because during 1902, Bolivian currency war, officially devaluated by
76 percent (from $b25 to $b44 per dollar), Lut unofficially tho ex-
change rate has soared well beyond SblOO per dollar, and possibly even
twice that much.

It is also important to emphasize that the composition of total rural
household income is also quite variable from one program coverage zone
to another. F0 example, in the Chan4-Plraf Zone, the agricultural
earnings of the respondents interviewed averaged Sb 230,487, while in
the Central Zone income from agriculture only averaged Sb 60,788.

2. Increase in Income

The abr.ence of an income baseline prior to this study makes the measure-
ment of changes in rural household income extremely difficult and quite
subjective. Thie survey therefore attempted to ascertain whether rural
respondentr believed their incomes had increased over the lart twelve
months. Of the 227 who said they earned agricultural income, 117 (60
percent) said their earnings from thin source increaned significantly,
and almost exactly half estimated tht increase to have ewexcrded Sb
50,000. Regarding livestock income, of 62 familien liting earnings
from thin source, 41 (66 perceJit) declared significant increanen in
income, and almout 40 percent eztLrrated the increanon to exceed 5b
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50.000. Similarly, of the 105 households declaring Obusiness" income,
63 of them (60 percent) claimed significant income Incr~eases# while
48 of 67 households listing professional Income (72 percent) also ex-
perienced major growth of Income.Zn general, estimated income In-
cesaes an a percnaeo t*ta Income from each source recorded

*growth of 55percent in agriculture# 16 percent in 34vestock raising#
25 percent In business activities, and 19 percent in professional in-
come.

once again, given rampant currency devaluation and domestic inflation#
the Importance of thene changes-in terms of , a Improvements in
family purchasing power-can not be reliably calculated. Nor can the
income Increases mentioned above be narrowly ttributed to the Small
Farmer Credit Program as a direct result of production loans disbursed
to projtect beneficiaries. However, given the fact of rapidprice In-
creases for traditional crops of the Santa Crux regLon-partLcuiacly
rice tobacco, corn, and sugarcane-'and given the strong testimonials
from project beneficiaries that farm loans from La Nerced allowed them
to plant on time and increase yields, It can definitely be assumed that
the Cooperative made It possible for many small farmers to capture
significant income bewfits during 192-from agriculture as well as
non-farm enterprises.

3. fli1mi
Of the 251 rural families surveyed, 243 (97 percent) listed savings
In La Herced. The average value of savings for these respondents came
to $b 10,697, Of these same respondents, 169 (67 percent) also claimed
to have other cash savings # with an average value of Sb 37,596. Thes"
combined estimated savings within and outside the Cooperative total
$b 483,293, wi,1ch represents between one-quarter and one-third of the
average househo~d Income suggested previously.

The composition of savings by production mone varies greatly, as do
the levels of total savings. ror example, the average savings Invest-
ment in La Merced by residents of Villa Busc came to $b6l,22l. which
is about twice as much as the level of savings contributed by the
average member from Nairana or the Central Zone. urthermoe, 34 per-
cent of total available savings of Villa Busch residents are, Invested
in La Nerced, as compared to 13-20 percent for the other three coverage
sones. this superior performance by Villa Busch In purchasing Coopera-
tive share capital Is also reflected In its pattern of borrowing, for
It is the sono with the largest average value of loans. this lesult also
coincides with the fact that Villa Busch is the sons with the largest
percentage of new members In La Merced. The overall picture is one of
greoat trust of VLLA Busch residents In their Coperative# And a one
AC0K .fvisor cOmented In a trip reports Villa uch Is the busiest
field office of the ball rarmer Credit Program.
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4. Employment

Of the 251 rural households interviewed, 114 (45 percent) stated that
their family had experienced an increase in remunerated e.oployment.
One hundred of these respondents (08 percent) experienced this increase
in the area of agricultural activity, two (2 percent) in livestock
raising, and 13 (11 percent) in "other" (off-farm) activities. In nine
cases out of ten it was the male head-of-household who participated
in the additional employment. Increased work for wives and children
came mainly in off-farm activities. The incidence of new employment
opportunities was highest in the Central Zone (67 percent of all res-
pondents had more work) and was lowest in the Zone of Villa Busch
(38 percent).

The qeneration of employment benefits, then, is quite clear. what is
less evident is the extent to which production loans from La Merced
contributed directly or indirectly to an expansion of employment. Based
on the opinions of borrowers (A-4, above), 38 percent credited the prin-
ciple loan benefit as an increase in yields resulting from the timely
conduct of loan activities. Such increased productivity would auto-
matically cause an increased demand for farm labor, particularly at
the harvest.. We believe it is therefore probable that the Small Farmer
Credit Progran, played a major role in generating the increased employ-
ment [enefit.

5. Inve tentn in Productive Capital

N~o less than 212 of all rural families interviewed (84 percent) indica-
ted they had m.ad,, nome purchat:n of productive assets during the last
twelve etonthn. The average value of these investments camre to $b 29,336,
which repre.nent. about 70 percent of the total estimated savings of
beneficiary houneholdn ( Sb 17,596). Thin result suggests that Anong
the rural rentern of La Merced, what they do not invent in Cooperative
ahare capital is being used for the purchase of productive ansetu. Of
the .1" houtseholdn Inventing in prodluctive assets, the niost irportant
categcwly (,f ,It;neta was toolsI (10 percent), then aniinals (23 percent),
then lrd (:'O percent), n.schinery (16 percent), and "other" (11 rr-
cent). In terna of the largest percentagje of all renponrdents aking
invetfrtttsfvt in productive annetn, airana wan it, first place in the
catolJorlets oA n-ichlnety. aniala, and land/houen. Villa Bunch was
hiqhest in the ipurchano of fatming toola.
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6. Other Sources of Credit

Other than La Merced, the sources of financing available to project
beneficiaries ate quite limited. The single largest source is that
of private loans received from relatives, friends, or local money-
lenders. Sixty five of all respondents (26 percent) utilized this
source. Fifteen families (6 percent) received credit from another
cooperative institution, 14 (6 percent) from the Jolivian Agricul-
tural Bank, and 15 (6 percent) from other sources. These data demon-
strate that three out of every four rural members of La Merced are
exclusively dependent on the Cooperative as their only soutce of pro-
duction credit. This, combined with the fact that La Merced is general-
ly viewed as a fast and efficient credit supplier, makes the Coopera-
tive the preferred small farmer lending institution in the Santa Cruz
region.

7. Ifome Improvements

Of all respondents, 99 households (39 percent) said they engaged in
home construction or improvements during the last twelve months. A
surprising 68 families (over two-thirds) engaged in the construction
of a new home, while 27 families improved an existing home and four
families only bought construction materials. The average value of
investments in new home construction came to $b 58,280. The value
of the average improvement to an existing home was Sb 16,642. The
incidence of home irprovements was highest in the Central Z'one (53
percent of all respondents) and lowest in the Zone of Villa Busch
(27 percent). Tle ome improvements indicator is usually an excellent
indirect meanure of the existence of increased family income.

It. Xurniture and Apnliarcf -

Of all families intervitwed, 135 of them (54 percent) said they had
purch,-nvd new furniture or a doetic appliince during the last 12
months. Of these, there were 64 furniture investirents with an average
value of $b 8,286, and 71 appliance purchased with an average value
of $b 14,607. Once, again, this indicator indirectly confirmn the
generation of increat(i.d income among rural households participating
in the Small Farmer Credit Program.

Anong all rerpondentn, 135 I'amilie (54 percent) have Installations
of potable water, 119 (47 percont) enjoy electricity, and 97 (39 per-
cent) have 1 atr inem. Water inrtalations are highest. In Mairana and
the Central 7,one (77 percent and 66 percent respectively), and lowest
in Villa Punch ard ChanZ-PHraf (33 and 30 percent respectively). A
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Among all respondents, 166 families (66 percent) claimed to have re-
ceived professional medical attention during the last year. Of these,
141 (85 percent) were attended by a private physician, eight (5 per-
cent) by a doctor provided by La Merced, and 17 (7 percent) from other
health practitioners.

12. Education and Training

Of all rural families interviewed, 177 (71 percent) had children who
continued in school during the last year. When the number of children
studying was measured, 46 families (26 percent) had kept one child in
school, 49 (28 percent) had kept two children, 40 (23 percent) had kept
three children, and 42 (24 percent) had kept more than three children
in school. T.ese data demonstrate a very high priority placed by rural
householdn on keeping their children In school as long as possible,
a strategy obviously calculated to expand the family's future income
and erployment opportunities. This observation is confirmed by the
fact that the incidence of families supporting the continued education
of their children is rather uniform throughout all four coverage areas
of the project. (ranging from 68-75 percent), despite the fact that
some zones (Villa Dlusch, Chant1-Piraf) are less conveniently located
with regard to secondary school facilities than others.

With regard to adult education, only 69 respondents (27 percent) said
they had received some kind of training during the last year. Of these,
40 had received training from the Cooperative, 23 from other sources,
and 6 from both La Perced and others. Overall, the distribution of
adult education cpportunities was very uneven from ore zone to another.
No less than 71 percent of all respondents in the Central ?one had
receiV' d training. Ihis cont'actn with only 2. percent in Chanr.-Piraf,
16 percent in Mairana, and only 13 percent in Villa Busch.

13. Clothinri

In 241 of the 251 households interviewed (96 percent), purchases of now
clothing and or wehors re nade during the last 12 months. The average
combined ,xp nditure wall Vh 25,520, of which Sb 18,C21 (71 percent)
was for clothing and $b 7,455 (29 rercent) was for shoes.

14. traiI

Seventy-rour houtieh'.ldn oiut of all surveyed (29 porcent) said that their
famillen had iricrear.ed their par t Ltcipat ion in recreational activities

duritg the. I3Ast yPnr. T1he rrnt cormmon recreational activity wan going
to the rx)vler (43 catsi), fo]lowed y trIpn to town (16 cation), vicit-
inr one's cormunity of birth on itfi naint'n (Jay (20 canon), school
picnict: (16 canon), attendinj soccer ,.ien (10 canon), and family
fientall (0 carea).
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18. Contributions to Other Communities

Sixty-seven households (27 percent) provided assistance to neighboring
corunities or to projects benefiting several communities at the sanor
tine. The most cornJon of such projects involved the construction or re-

pair of roads and bridges (13 cases), followed by voluntary cash contri-
butions (12 cases), school improvements (10 cases), and hospital work

(9 cases).



CHAPTER I V4
THE COOPERATIVE EVALUATION SYSTEM

PROPOSED BY Do A, Is

As a secondary objective of this evaluation of the ACO/La Merced CP0 ,
the consultants woe asked to review and, wheire appropriate, inoLpotr-
at* the cooperative evaluat1i system proposed by Deveopment Associates,
Inc.* I% did not use this system as carefully as we sight havel its
utility for the present evaluation was more as an n g check-out of
findings against relevant study questions# not as aq - in developing
out evaluation methodology.

'The following chapter is divided Into seven sections. Ths first six
contain brief answers to S* of 143 suggested study questions which wefound to be relvant in the D systems The sections coe r (A) Project
Inputs-? questionso (3) Intervntion Uttategy-19 questionso (C) Spe-
cift I. ntoint Ares-23 questionse CD) Institutional Purpoee-l ques-
tionso (3) Beneficiary Purposes-mll questionng and (F) Project Goals--
15 questions. Nore detailed answers to these questions can be obtained
In Chapter Il-Institutional Evaluation, and Chapter Il1a-lopact Evalua-
tion

Ws conclude the chapter with a section containing out general om.entson the DAZ cooperative evaluation system# reviewing what we believe are
its principal strengths as well as, Its deficiencies.

*Development Associates, Inm#c., aie 5,"ncn

*M a o-o5lnee-~a tf.PYH
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C, STUDY QUESTIONS FOR SPECIFIC COITENT AREAS

ELECTRIFICATION/ENERGY

Not applicable to this evaluation.

Not applicable to this evaluation.

AGRICULTUPAL MARKETING

The OPG project did not have a marketing component. However, in the
opinion of the consultants, the project should have had a marketing
component. We believe it is a disservice to provide bmall farmers
with credit for yield-increasing inputs without also making arrange-
ments for assisting farmers to market their higher levels of product-
ion. The long histo.y of agricultural credit programs is generally a
neqative one. It has been likened to playing "Russian Roulette" with
small farmern. This is precisely because marketing components are left
out of mest rural credit programs.

To iLo credit, La herced did not tie credit uee tc the obligatory appli-
cation of 71eld-ircreaning modern inputs. Modern input use was left
optional to the torrower. Again, in the absence of marketing services,
such flexibility in appropriate.

nonethelenn, for the future we believe that if La Merced trily neeks
to provide small farmers with services that are vital 'i thol. income
and well-being, then the Cooperative must study the pozsibility of
crea Ing a marketing program. This could offer many potintial ber.tfitas
(1) a new source ot !r"oYve for L.a Mercedi (2) an additkrnal form vf
rural loan recoveryl (3) entablinhing a functional linkage between
rural co-(;i, memborn who grow food, and urban co-op mombnrr. who connume
foci (4) up-grade Mairana and other rural stores Into produce collect-
ion, atornoe, and qrading centern; (5) assure two-way loads for co-op
trannixrt--carrying consumer goodn and nupplien to rural istores. and
earryincl return loads of product,1 and (6) introducing crop divarrifica-
tien and prograrvrd planting/harventing to facilitate high pricez to
producers.

We rt commend La Merced request annistance froi ACDI to atudy the fol-
bility of a marketing program, and if demonstrated promising, to prepare
an OPC to support a marketing Initiative.
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7, Are subsidies, if any, clearly defined as to purpose and
method of use?

A declining administrative subsidy by La Merced to the Small Farmer
Credit Program has been observed. No separate accounting for subsidy
capital, or formal application for subsidy, is practiced. Exact amount
of subs'dy is not known. Sources are mainly salaries, transportation,
and office space provided by La Merced.

8. Are appropriate concepts of credit built into the credit
program?

Yes. Posicive concepts include (1) loan amount linked to member savings
and number of previous loans repaid-in-full, (2) repayment scheduling
to coincide with harvest period, (3) credit disbursement to coincide
with crop schedule, (4) credit preparer and collector are same indi-
vidual.

AGRICULTUPAL PRODUCTION

1. To what extent did a clearly profitable production technology
exist?

Credit Program researched and established profitable farm plant for
tomatoes, potatoes, rice, corn, beans, soya, and several livestock enter-
prises. These model budgets guided loan preparation by credit agents. It
is not clear the extent to which model budgets were annually revised to
account for inflation and currency devaluation (which affected use of
imported inputn).

2. To what extent war. the technology adaptable to local condi-
t ion&.

Credit Program allowed horrowern to employ tented traditional farming
methods. ) eynote of the Prcgram was flexibility--permitting conpleto
production d,.cision-taking autcnomy to farmer-Lorrowers--combined with
very dincipl.,.d loan collection and supervision.

). To what oxtent could farmers benefit from the now technology?

Unknown. Also unknown in the extent to which now technology was actual-
ly available to farmern. tko baseline or follow-up nat income nummarios
conducted to entablinh coat-b'enefit.

4. What In the level of awarerenn of now technoloqy among farmers?

Unknown. It to annumed that awareness of technology introduced by the
project in low, becauoe education and extension effort woa limited to a
small traction ot total rural communities and farmer-membern.
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5. To what extent did farmers need new knowledge and skills to
implement new technology?

Unknown. However, use of modernized farming practices generally higher

in the Santa Cruz region than elsewhere in Bolivia.

6. flow was such knowledge or skills imparted to farmers?

Main communication vehicle was group lecture (charla), sometimes accompanied
with field demonstration methods.

7. To what extent did farners accept the new technology?

Unknown. See questions 3 and 4, above.

8. What were the effects of the technolcgy on production levels?

Unknown. No pre-project baseline was established. I.portant economic
and social benefits have been documented among farmers who received loans
from the Program, but it is impossible to determine at this juncture
whether income gains were generated by improved or raditional technology.

9. To what extent was there a change in the nature of crops
rained?

No significant changes detected.

NON-AGIQCULTURAL CREDIT

Approximately 30 percent of all Small Farmer Credit Program loan port-
folio welt to non-agricultural rural loans. lowever, these were not
specifically studied or evaluated separately from agricultural loans.
For this rear.on we will not address the questions listed by DAI for
this section.

IWIA:ICRAP.ATS ANT) ';MALL I ?DU;TI Y

Not apociflcally relevant to this evaluation.
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D, SUDY MUESTINS RELATING TO INSTITIOAL PURPOSES

DEVELOP NEW COOPF 1fl

Not relevant to this project

STRENGTHEN LXISTIN;G COOPERATIVE (S]

1. Was there a continuing need for the cooperative organization?

Yes, particularly in the rural sector. One out of every ten co-op mem-
bers is a farmer or depends on agriculture as a secondary occupation.
Among these producers, less than five percent have access to institu-
tional sources of agricultural credit such as the Agricultural Bank of
Bolivia.

2. Were there appropriate resources for continuing operations?

Definitely. La Merced in the largest cooperative in Bolivia. It has a
staff of 83 employees, seven basic services, member share capital of
Sb 29.3 million pesos (US$666,000), and enjoys reasonable r.olvency.

3. Did the organization function according to cooperative
principles?

Yes, on all accounts or indicators suggested by DAY.

4. How many members were there? What wan the economic condition
of rremlhrn?

La Merced has a'jout 42,500 members, of which just about 4,000 are far-
mern. Thin evaluation made no attempt to establish a profile of income
or social characteristics for membership in general, only farmer-mom-
hers. We estimate the Income of the average farm family at US$1,600
or atxut Vs 275 per capita, of which 70 percent in from non-agricultural
sources. The aver~ge family has U05107 in co-op savings. About 40 per-
cent conducted a houning improvement in the last year, and 25-20 per-
cent purchand furniture or appliancen for their home during that time.
legatdlng services, 14 percent have potable water, 47 percent have elec-
tricity, and 19 percent have latrines. Some 59 percent claimed access
to the services of a physician during the last year, 32 percent claim
recent improvements in family health, and 1i state there have been im-
prov.mento in family nutrition In the last 12 months.
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5. Was the cooperative legally constituted?

Yes.

6. How were member administrative groups involved?

Cooperative suffered from over-centralized decision-making structure
which resulted in excesnive control by Executive Director, underutili-
zation of senior staff and directors

7. flow actively did members participate in the cooperative?

This was not addressed by the evaluation. More active member participa-
tion war. not a corcern of the project.

8. flow were cooperative nployees involved?

At project outset, minimal decision-making by department heads. All but
routine decisions referred to I'xecutivr Director. Administrative bottle-
neck had been created by over-dependence on Executive Director and under-
dependence on nenior staff.

9. What wan the volume of cooperative activity?

Not addressed I"7 this evaluation, except for 1mall Farmer Credit Program.
The latter had a loan portfolio of Sb 2.9 million (U.5$116,OO0), 502 bor-
rowers, arn1 delinquency of 70 percent.

10. What wan the economic viability of the cooperative crraniza-
ion'?

Strong, but with growing weaknenuen. It dinplayed olid growth of member
savingn and reartonaLly qond financial autonowy--i.e., r14rher savlngs were
28 percent of total narets. However, debt burden of cooperative wan grow-
ing twice an fant an auseta, but still within nafe liritn.

11. Did the cooperative Increase the level of con.-unity nelf-o-
liance rather than dependence on goverrJment Inatitutions to
meet needs',

Unquentionably. I.a Perced rv)r4- thnn druhled itn own contrilut lona to the
Sisall rarre.r Crrdit Protgam and ultimately more than P.Atched dollar-for-
dollar the conribiut Ion by AID. Over the irolct puri"I, local currency
incraor in rural navingsa reached 121 percent. Ia ercted accon)l|mhed
thin feat at a time when the I1olivian economy wan In a atate or near-
collapae and when govornment programa directed at the rural nector had
boon drastically reduced.





5, What were the nature and amunts of resources, services, or tech-
nology made available to beneficiaries?

Ing the project perLod, based on a ratio of about 1t2 or 13 on the
level of his savings. 7he average loan value Increased from $b 5,050
to Sb 23#240 over the project period. One farmer-borrower out of every
ten bought Inputs from he Cooperative. One farmer-borrower of every
three purchased conumer or pharmacy products from a Cooperative store.
One farmer-borrower out of every four received a charla'" or some kind
ot technical assistance from the Program over the life of the OPO.

I* What were the nature and amounts of resources, services#
or technology used by beneficiaries?

Of 251 rural households Interviewed (all La Merced members), 232 (92 per-
cent) had received at least one loan during the project Period. rot In-
puts, consumer goods, and technical assistance sevices, see 5 above.

2. what was the nature of the beneficiary group receiving re-
sources, services, or technology? Were the poor and women
Included?

Yos. Over 75 percent of borrowers were small farmers, with less than 20
hectares in total holdings. $ome 0 perope st of all borrowers cultivated
loe than five hectares. It is unknown how many of the borrowers were
woen. proximately one out of every three boroers held a leadership
position in hti/er respective oomnity. Average i ncme of borrowing

3. Which cooperative services were considered most useful by
the benefciarties?

farm credit. Some 02 percent of all borrowers indicated that loan die-
busement was agile and helped them to conduct f&mi ng tasks opportunely,
The second oet usel srvice we the consum r store, highly regarded
for its con.e.e am o UN prics. ftr dtas S " Impact evaluation.

4. Ih what extent were cooperative-provided services, resources,
or technologies used for their Intended purpose?

Unknown. it is assumedt however, that appropriate use was high because
of high repayment retest high incidence of declared benefits from loan
Use*
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different types located in very different settingst yet it is specific
enough to guide the formulation of very detailed questions about pro-
ject design or performance. Among the system'aaoat salient strengths
are th--foloin Il- ------ ---- ...

INTEGRATION WITH THE LOGICAL FRAMEWRK METHlODOU)GYs The Dhl system to
based on the formulation of a detailed Logical Iramewrk which Itself
Is a powerful planning and evaluation tool, This Integration allow the
DAI system to easily it Into on-goLng plannLng/evaluation approaches,
particularly those employed by the Agency for International Development,
Its many consultants and sponsored Institutions .

THE CO-EQUAL DUHASI ON PLANNING AS WELL AS EVAVATIONts ft DAT system
is not just for evaluating completed projects. Possibly Its best appli-
cation is in guiding project planners to design a coherent, liLealt,
and effective cooperative development strategy In the first place. And
even before project design Itself is begun, the Dl system offers a
very complete check-list of factors for conducting needs assessments
and institutional analysis on hchto bess a project Initiative.

TUE SIUDY QUISTIONli With due allowance for overlap and cepitition
between sections, the study questions suggested by DA are generally
very useful. bcluding the non-applicable sections (noted above), there
were fewer than a half-dosen questions which we found did not apply to
the OPO project evaluated In this report. Not only are most of the quest-
Ions applicable, but they are Important ones as well.

2. Deficiencies of l em

INCOPLMT INDIMAORMi 7he DA? system's usefulness Is constrained by
Its so-called 'indicators'. As presnted, the@e are not indicators at
all but rather lists of variables. To truly indicate"' something, the
indicator must establish some kind of norm ao criteria that allows one
to distinguish between adequate or Inadequate performance. Expresse
differentlye for the variable to be converted Into a true Indicator it
must be accompanied by a alunMAL quantity or range of quantities
that allows the panner or the evaluator to reach a decision as to
"good' versus "bad "adequate' versus .inad.quate', 'highwversu
*Low*, "advisable' versus 'mistaken', 'n, cessary' versus .unnecessary'.

It Is certainly easy to understand why CAI left out the specification
of crLtecla, especially numerical ons, because this would have jeopardi-
zed the application of their system to a wide range of projects Indded
one might argue that specifying criterls for Indicators can only be'done
on a project-by-project basis., lut in Ieaving out crttevias MAI has
greatly diluted the usefulness of Its system.

SF+
5FF - " -- . F.
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LACK OF STUDY QUESTZON PRORITATZONs In our Opinion, the DAIX system
leaves too much disccetion and flexibILity to the user. Zn effectt it
tells the reader& "Use only those questions you think ace applicable
to-your-proJect. - Such fredom is-clarly-appropriate -for-Section-3----
Content Specific QuestLona--but elsewhere it opens the door to the
danger of complete abandonment of the methodology itself. What is to
keep the planner or evaluator from saying U the DAZ questions are
irrelevant?

We believe DAZ should hasard a prLorLtsation of the study questions.
The user should have some guidance as to what are the most critically
important questions, and which are the nice.towhavemf-timeupernitu
questions. To assure coparabilty of data or general conclusions across
dLfferent projects and countries, soe minimum set of questions must be
addcessed. fte Du? system presents 143 separate study question# of
which 60 are content-specific. Each question requires a given data col-
lecton effot which has attendant expenses in term of time and money.
Perhaps the questlons should be graded as to their complexity In gather-
ing Idata to answer them. F1r example, questions that can only be ans-
werced through a farmer survey are much harder to address than those
requiring a review of available accounting records. Zn sum, these mat-
ters of priority and complexity can be very Important in the planning
and budgeting of cooperative evaluations.

In its effort to be broadly applicable and flexibly applied# the DAZ
methodology is in danger of becoming too much of a shopping list, and
not enough of a guide.

INADEQUATB GUIDOI=C3 ON CDOU IZ DIMRUiT KIND OF DAT a 'the DAI
system lists data sources for answering each study question. Som of
these listings are trivial in their generalty-for emple, 'farner
surveys', 'governmnt records', 'accountLng records', The mithodology
could be made more useful If the document'were to cite more examples
of how and where within each source the desired data can be found. The
appendixed 'Evaluation S ,tem for ACO/Vondurs Regional Service Co-
operatives" represents a step in the right directionf but much more
guidance is still needed. It would seem that the Ohl methodology v
written on the assumption that its readers would already know bow to
design their own survey questionnaires, sugary sheets, and other data
collection Instruments. Even among professionals, andeven among those
with prior experience in planning and evaluatione very few would be able
to fll the gaps left by the OA guidance with regard to data gathering
mthodolow.
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AN EVALUATION SYSTEM DEPENDENT ON U,S, PROFESSIONALS AIZD A.I.D.
FINANCING; The content of the DAI document--particularly Chapter VII--
clearly suggests an evaluation process controlled by U.S. profession-
als and financed by AID. A process flowchart on page 31 recommends
that all planning and design tasks for the evaluation take place in
the U.S. The recommended composition of the "evaluation team" (pagqs
33-4) contains four presumably U.S. professionals including (1) a
team leader, (2) econwmist, (3) social/cultural analyst, and (4) a
cooperative specialist. Almost as an afterthought, it Is mentioned
that it may be uset. to also contract 1-2 local (host-country)special-
ists.

Unfortunate but true, an evaluation process Oependent on U.!.. profes-
sionals makes the DAI system just about the rst expensive option
available. Once their salaries, overhead, perdiem, travel, and other
expenne are totalled, the costs of an evaluation-by-Anericans are
usually too qreat to be afforded more than once or twice in th, life
of trost cooperative projects, and only then if AID or another external
fundinq source pays the tab. Pot cooperative organizations or qovern-
m-nt promotion a(Jt.ncies I- the T1hird World nimply can not afford--using
th.-ir own furd9--t-o hire Arnericans to do their evaluation..

There fore , In our opinion the ,'v,% A tion prock-nr quidarce pr(,v ded 1,l
DAI qot.'; in exictly the wrcr, q dire, t on. What is most needed are rt,,-
gentioron tor r!.klnq cxoperatlve uvaluat ion less expensive, lrre de-
pend elt on tl.!;. pr e-ri nlonals. 1urthermore, we believe the beat use
of American techni cal anni1ste,:'e in ir-nde Wien the.e specialIet trann-
fer their .ki1lt to hcat-county cc,unteripatr., and uhen r-rxIsur. use in
.ade -,f avail able host-country re.ourcen and *) perti .I.

Very n rI 'ply, ars Iorq asi the IA! m.e hdotilowy remainr atll e-.-nmIve, AWD-
tfIratc , r.ynt-rn., it will never 1 e ,idely replticable or ftrequently a."p
plied. ';I h- Lltirmit, tent of the tvaltiat ion rnyrtemI'ts ttivle merit will I)e
thet me.1in uret 1y whthr 01 not it can .v rrA(l, unl eZ at oal irmplemented,
anti 1lr.). ,vd by Tird World co)peratlve lermonnol--with little o no
externol an,' tano.



ANN= A
lEMONS Cr~j"TAm
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I&J Merced Small Farmer Credit Project
Acceptance of Request for Ammndant # 2
Prepared by: Malcon H. DBulter, Actin~g Diwector# UDIAID/Bolivia
Date: Auut 120 1$981.
Za- Merced -Small- armur -Oredi Projct-
Aceptance of Request for Ainndment #f 2
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ftohs: 1.981
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ij, Pon b As

A.* ZDXTfnCACZE.

2.- vombre del lupx 4 Comunidad donde vivo@
3,- Oudntogukfoe 'Eu c06odoqsIs~f0oopertL~a6
C.-Librota, No*

s.. 001 (s)onk famiu.i (Mnoter todo Ion modes del gpp. fanillaw on
ms ineres de libreta.

Elm ORCR!Y3DATR 8C0.'

6.- so conaidse'n' producoer pwid~o~dlaajpoqufle?@
7.- Su eeupacidn principal o spoultor 4 pudoro?.
6.- Ooupaclenes secundarlasi ("oren)@

10.- Qud ortonsidn do tenon.o tione?.
11,- 1 *I af 1,981,ougntos heaters" nitlyd?.
129w Vd s arionda tono do otras personas? Quf ozteasidn?o
1,.- Arrianda #se tow eoa otis. personas? Qat extensldn?e

C. CAEN"C D PRODVOOTOU.

14.- N& recibide prfstane do I& Coopegativagoudatan vaceni (SL @a 0,page
alk wegunta 50 22 )..

16.. Ougnto do dinorc, s. prestd pbr Ott. ves?.
* 17-b3 qud lo vUtllad?.

Is,- ",W etiflle semuLp oel prietnome
190- Tuo Alsft problem pmw pros tmrse?
20.-' toa tresd an paWr si cuotas do so pdatamelftr quV motivoi.
21.. Aud z'aooendaclones hae pmr corrijir lam defilonols uuclondas

4 rarwsJer @I @* ai do~r crdflto.

DNo

2)*- 0swn~o ocuprd par Oltem "a? (we s)
14.- Wd product"m empmd (moro(. 0

2g.-qadboneficoo omatguld con Woostee 1 wm.?.
U.-t", ala problem on Is ocmpro, y' U do UtO5 lasoe

1?.- fd reomeudcomes boom rn ows wwgir he dettageals emlouais
rpaw sooms *I servtoto do memo.?.



E. CAPA CITACION 0 ASISTENCIA TECNICA

28.- Ha recibido alguna capacitaoidn 6 asistencia tdcnica'de la Cooperati-
va ( 6i eesNO,paso ala pregunta No..34)..

29.- Sobre que fue la capacitacidn a asietenoia?.

30.- Cudnto durd V con qud frecuencia lo recibid?.

31.- Qud beneficios ha consiguido con osta capacitacidn?.

2.- Tuvo problema con esta capacitacidn 6 asistencia?.

33.- Qud recomendaciones hace,para corrigir las deficien~ias mencionadas
5 para el'mejor aerviclo de la capacltacidn 6 asistencia t4cnica?.

F.- 0TP.OS SIqV:CICS RECIBIDOS.

34.- Ha recibido a1ldn otros servcio de la Cooperativa? (EducacidnFarmacia
Consumo,Salud,Recreacidn,Seccidn Legal)Si es NOpase.a la seccidn G.

35.- Qu4 aervcios Fueron?.

36.- Qud beneficios consiguid con estos serviciom?.

37.- Tuvo algdn problema para recibir estos ser icios?.

.38'.- Qud recomendaciones hace para mejorar lon merviclos mencionadoo?.

G. CAPACITACION FN RESTRO POR RURRO.

39.- Lleva algdn registro de astos de produccidn Dara BUS princirales rubros
agrfcolas? (en casode conteetar SI,se lo preguntard lo siguiente,Si es
NO,paoe a la pregunta No. 47).

40.- Cugl fue el tubro mds importante sembrado y cosechado durante el ltim
no ciclo agricola?( 1.981-1982).

41.- lud ,xtenni6n sembr6?.

42.- A cu~nto llegiron los gastos para ete rubro de cultivo?.

43.- Cu/l fue la cantidad cooechada? Eh cudnto vendid toda la cosecha?.

44.- Cudntoo jornalee de mano do obra fa miliar empled?.

45.- Cul fue la ganancia bruta que quedd al agricultor? (Es decir el No.
43 menos la pregunta No.2).

46.- Cu nto und por Jornal familiar trabajado? (hay quo dividir el No. 45
por 44 )Agradecer el entrevietado por ou colaboracidn,felicitandold
porous anotacloneo de cuentas.

PARA AGRICTI],TCIR FS Q"E NO LLEVAN'" RFfISTRO.

47.- Le gustaria aprender una metodologia mencillapara llevar sus cuentaa?
Si on NO, termina IA entrevistaSi ev SI,oe prosederd a llenar una hoja
do RENIMIE3TO POR RUBRO,para e1 rubro princiDal del entreviutado.
A 1 terminar una copia queda con el agrioultap y Ot&a eopia ileva .l
entrevio t.idor.

/Z



FORMULGlIO - B

CUEMTION."LIO PAIA IDIfR IMPACTO T" LA F& ILIA

COOPERATIVA- YULTIACTIVA LA ERCMD LTDA

A. C.Ul, CTZISTICAS DIL SOCIO

1. Nombre del entrevistado _Soclo ITO

2. Nombre del lugar o comunidad

3. Nowbre de la eaposa _Socia NO

4. Nombre de los hijos: Socios N0

5. Carga familiar NO Menores de 15 ailos, N_

6. Ocupaci6n principal del jefe de hogar

7. Ocupaciones secundarias del jefe de hogar _ -

8. Ocupaci6n u oficio de otros miembrog de la familia quo aportan econ6mica-

mente al hogor: r-

B. If.i',CTC .WCOC,"IC0 -

9. INGF2303 AL !,CG.XR: CuAles son las principAles fuenteu ie ingreso de In

fa nili a?

FJT.HT'S D ING-tt'3C VALOR ESTI' ADO TOI17TiJE
FENSUAL AIUAL

TOTAL

10. A1T?,T7:T O D irc c Hubo aumento significntivo do ingreuoo en el dltimo

al)o? NO S1

F"tI2 (a): _ Valor eatimado:

11. /,Io~fl0:: En li farilin ne logr6 algtln ahorro duranto el dltimo no?

110 S] _., aproximadamento cuinto se logr6 ahorrar?

on oun hibreto,__en eroctivo

12. EH'rLX): Hubo al Ntn oumento en el trabnjo fnriliar durante el 0ltimo afio?

NO SI

iJ ; 1. L,, 1vBJC. OUI.o.N T" m 'I 7 CIJA' TO.; DIAS



A - 2

13. CAP'ITAL PR-ODIJC'TIVO: - La familia bizo alguna inverai6n en capital productivo

durante el tiltirmo afio? (PJ. macruinarlaq herramientas, animales, co,-pra de ter-

rrenoe, etc.) - 31

) TALL INjV2,P-3 VAI/R sTI -')0

14. ~ ~ ~ ~ _ ITh~T2. I) lNCCIrIL : La famili. t'.uvo aiguna fuento do financiamiento,

durante el ditimo afio? NO - ~ ST

DETALL72 D ; LAJ FT' T. PAPIA U'0? VAIXRf

C. lL "ACTO 3OCIAL.

15. VIVI . DA:1ildbo mejoras on la vivienda familiar, durarite el ditimo ailo?

TIPM D;] 12'JCIL3 VAIWP T7'STIL:-'.)0

16. M1UBI2 Y ALI 'SoS compr6 alguno(a) durante el diltitio aft? 110 SI--

MU -SB I '3 0 LN IS ' CO!T C) D " ): VAIT S.:D

17. COlMIMfl' lubo aiguna mejora on lit alimcentau i6n do ia familia durnnte el dlti,-1

noio? 110 _______3I Qud producton fucron conuumidou en mayor

cnntidnd?(Ej. carne, pecatdo, locho, fruta, hortaliza, y otroo.)

18. SAWlTI: ")e obnerv6 rn1juntI rnhjora on in omi'ud do ltk fnrniii? N__

A que, no debi elcmi6__

19. CuAlonri iron~na princip.Wlrs onfor.cd.dou nufridau por diferontou miornbrou do

lIni tual in, (toranto el ti Limo aailo?

tiU!IACIOII Mv ;.IrC.?



Impacto social (Continuacidn)

20. S-VICIOS: Hubo Is instalaci6n o mejoria de algn(o) servicios corno agua

potable, luz, letrina, u otros?N0 SI DE QUE?

21. MDUC4CION Y CAICITACION: De los hijos en edad escolar . cudntos conti-

nuan sue eatudios durante el iltimo aio?

22. Qud capacitaci6n recibieron los jefes del hogar u otro miembro adulto durante

el diltimo ailo?

NO! RE ItL.T!',I. 'D C:.!ACIT"ACION rOR WoUI"N? DIAS D CAFThCITCIO1T

23. ROT,: La fazdlia coxipr6 ropa durante el d1timo aio? "0 . _ _SI_
P2--CiITCJCN DlT CO!JRAS VALOR 3TIM1kDO

24. R7CRCACIO1:Ha aur.mentado ln participaci
6 n de la familia en actividades recre-

ativao.durante el tiltijo aio? NO SI CuAles y con qu6 fre-

cuencia?

D. VIDA COUAIT.JRIA

25. LIDERAZGO: Uated o algtn miembro de la familia, desempeflo algdn cargo en la

co mnidad durante el dltimo aio? NO SI

NO!MBRfl CARGO IN3TITUCION

26. TRAB'JO VOIXJPT'RIO: Uoted o algdn miebro de la fanilia, dooempefio algdn tra-

bajo durante el dltimo aho, pars ou Cooperativa o Comunida

NO SI

NO1101 , T LBJO VOIUI 'A1O ,1 LI',/ad( TOTAL DI '

27. ATUCIA All ;UNIONE : Unted o allon miebro do In familin auinti6 a reunione

do I,, Coopevtivw La Morc-d, do otran Cooporativaa o Inetituoionno de In Comu-

nidad, duranto el Itimo eflo? NO B1

_NOr'_ TEJTC DE M1J 11OU2, I I,:v:'ITUCiOH VE CF:, /A: 0
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28. IrA.RTICIPACI0IT GEN"MLR:COud otras actividades hizo ueted u otro miembro de la

familia para el bien do las comuriidades vecinaaI Su otrae instituciofleB de au

comunidad, durante el dltiimo agio?

E. COIITV.R103G2N1LE

29. BZ.EFICIORECIBICj:Cudles hpn eido looj berieficios recibidos do su Cooperativa

o'Comunidad?

30. D"2FICI NCIA;. Qud probleino tuvo con su Cooperativa o Cormnidad, durante el

iA1ti:mo niio? ___________

31. SUG-h0 C.lIAI,: Ou6 ougorenciarj hace para corregir 1,Lw dcficicncias unteriorliurto

menclonadao, o conneguir liin inejortio t,uo necouitnn?

SD , DOMl ______

FEC"A D~i LA
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