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CHAPTER Is' .
 

INTRODUCTION AN D SU P1 MAR Y
 

As PROJECT OVMWIE 
This report describes and evaluates a project sponsored by UsArD/BolLvia

entitled "ACDI/La Kerced 0PG No. 511-0533. Signed August 30, 1979, theproject waa budgeted at US$496,C and scheduled for a period of three 
yearn. This Operational Program Crant had two basic objectives. The first
was to strengthen and expand th,4 ,,mall Farmer Credit Program of La Merced,
the largest cooperative in Bolivia, which operates throughout the tropi­cal lowlands department of Santa Cruz. The second objective of the OPG
 was to strengthen the adJminiotrative capacity of La Harcedt thereby help­

,ing it to meet the more complax decision-making requirer.unts of large
 
cooperative Instituticns.
 

Tho donation financed a full-time, ACDr Resident Advisor stationed InSanta Cruz for a period of 32 months. It also was to.finance at least 
three visits by a short-termmanagamenL consultant, assistance from lo­
cal 
olivian consultants, and periodic supervisory viaLto by ACDX/Washing­ton staf. These and rulated technical assistance activities were budgeted
at U8$320,00O. The grant also provided a direct donation of US176,000 toassist with the capitalization of the Small Farmer Credit Program. For

its part#, La tRerced was to contribute the equivalent of US$138,000 in
 
existing loan fund capitalization plus an additional U80102,640 by the
end of the project. Zt was also to subsidize the Program's administra­
tive costs# and was to establish three farm supply stores for project
beneficiaries with operating capithl and other contributions totaling
US$525,000.
 

The 00 project was 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 ACO? and USAID as originnlly planned.
2he termination date of the three-year project has been extended through
June 1983 to permit the use of unspent funding (aproximately U8$14#000)
infinancing an experimental program for mobilizing rural savings. 



-2-

B,PUPFOSE CF THE PRESENT PALUATICt 
The present racort contains the findings of aNo. final evaluation of OPG511-0533. Such an evaluation was prograrnmed and budeeted within the
original grant a-ifeeent, The methodology of the evalua-ion it.,elfdeveloped .-asI- :he consultants in close discussion with ACDI and seniorstaff of La "ced. 

The purpose o,' this unvertaking was 
to conduct an evaluation of the
OPG in two d l:-ctions: from the top-down and frcm the tottom-u,,. Thetop-down appr ich, or "institutional evaluation", was intendedment and to Jocu­appcie the performance of La Merced's Small Farmer CreditProgram, as 'i01 as the Cooperative's administrative reo.-rnizaticnand str,:igthentng. Careful attention was be toto paid the deare,: ofcompliance L- project withL'h its planned objective and activitytargets, as ... ,c'.-led in the OPG's "Logical Frz;7,vcrk".
 
The bottom-up approach, 
 or "impact evaluation", was i:tt-:red tc -,-aurethe socio-economic impact of the OPG project at the " of in.'ilidualfarm households. For this purpose a simple farmer survey ..-s to he con­ducted--using other farmers as data-collectoz's. 

A secondary p- :pose of the evaluation was to review a:-.! (herer-ate) a.prop­inco:porate the cooperative evaluation syste. Li'ently :.-:rpoedby Development Associates, Inc. 

C.SCFELJLEj PARTICIPNrrS, ND EVALUALI. iCT/IVITIES 
Field data collection for this evaluation
20, 1982 and continued 

began In Bolivia on Sept,.mber 
date, t,:, 

for two months iuntil 1;cve,,.b-r lTth sy this list-;'parate preliminary ri:- orts--in Sp,-nish--w1,e r leted,for the Institutional evaluation, the 
one 

other for the i:-r.%i:t :.aluation.Final analysis, editing, and preparation of the offzci. 7
English--was completed in New York over the Foriod D19-.3'0r 

-0[.ort--in 
Translation .-- 0, 1992.of the final report into Spanish waS cordu,-.'tOl during thefirst two weeks of January 1983.
 

The responsibility for data collection and an '.lysinevaluation -I th'. inst ltut:icnalwas entrusted to
with 

Dr. Aqi=les Lanao Flores; - ijoint university degrees in rconomic.- an! 
ruvian cl.-.zon 

Accoun*-ir.,,, ar.d c,.,tive specialist with over 
a mera­

20 year:; experience in ruraljects. d "Ioprient pro-In addition, Dr. Lanao coordinated all fieldwork fur bothstitutional the in­and impact evaluations. 11e also aricnste in tt T training ofall Bolivian staff employed to Implement the farmer r'urvey. In the per­



formance of his duties, Dr. 
Lanao made two separate visits to La Merced.
The first, from September 13"20, 
was devoted to finalizing the evalua­tion methodology, recruitin§ and training Bolivian field staff, and
making all necesuary contacts to get data collection activities scheduled

and initiated. Dr. Lanao's second visit lasted nearly four weeks, from
October 25 to J;ovejnber 17, 1982. During this period he conducted and
completed the instizutional evaluation, assisted with the analysis of
the farmer survey, and conducted a general debriefing of evaluation
 
findings wLth senc.: 
staff of La Merced.
 

Overall ,onsibil.. 
for carrying out the impact evaluation was entrust­ed to Jo - 7ictor ,.,k,-ales, a Bolivian sociologist who contributed 60 days
of work t,/ the a s-
 .nt and remained on location in Santa Cruz. He was
assisted by Aqui!ini 7uco Vera, 
a Bolivian technician ipecialized in
rural cor.munity dovclopment, who was also contracted for two months.

Both of thene proe.-,,ecnals participated in the design of the survey
quostioraire, hel-,d to train the farm. -interviewers 
who were to
apply tL,. inatru.:.., st'pervised the survey activities, assisted with
intervir 
.Ing when rcuisary, and tabulated the data. Morales prepared
a compro.onsive .:eim..nary report of survey findings which contains a
detailed surmary of each of the four regions visited plus a summary of
the aggregated dat 
for the entire survey. The survey itself covered 251
rural houueholds fron 55 separate rural communities.
 

At the farm-level, the principal interviewers were them3elves small far­mers from the Santa Cr-.'r region. There were three of them, as follow..
(1)Timoteo Flores Nifaranda, age 29, a resident of I;aranjal (Yapacanf
Coloni ation), !chilo Province; (2)Aurelio Garcla Olivcra, age 34, a
resident of Valle Y.e roso, Ichilo Province; and (3)Sabino Arrayaza Al­mendras, age 33, al' 
 a resident of Valle Hermoso. All three are colon­ists who camo to 
thL, Santa Cruz region in the mid-1960's. They are
typical aoall farn,..-r, all cultivating no more than thru* hectares of
land planted to traditional crops such as t'ice, corn, ponuts, and cit­rice. The' also raice small cattle herds, a few pigs, and chickens.
None of these farmera han more than five years of formal schooling, yetthey prooved th-.rselve* capable of accurately administrating the survey
questionnaire and also assisted with data tabulation.
 

A list of all personi contacted by the consultanta during the evaluation
is presented in Ann, x A. The complete list of communitiej and respondents

interviewed during the farm survey is contained in the d4ta summaries
 
"'Resumer) d~e. Analisir 9-nter.etacin do Vaton--copies of which have
been submitted to ACDI and asLa Merced corpanion docunc,lts to this re­port. A l't of all documents roviewed by the consultantL in the course
of this evaluation io presented in Annex B. 

Best AakboDcm~
 



* Do SULNAPRYOF PRINCIPAL FIEDI ,S OF TFE INSTITUiJIOMAL EVALUATION 

1. PROJECT PLAWNING: The project's Logicalwell prepared w.ith Frameworkregard to clearlY was veryspecified objectives, activities,
progranued resources, and the respective targets forThe Logical Framework was these cnonents. 
a continuing guide 

UP-datd af.tr project initiation, served asthroughout the O''G period, and was of great help instructuring the final evaluation.
 

2. L.OV7 PORTFOLIO EXPANSICN, The first indicator of successfulachievement of project objective--to expand ruril loan portfolio to
$b 9.5 million--was not only achieved but surpased by 16 percento$b 11.0 million. The resource cormm't.,,ent pled to
.d by La Maecod was ex­ceeded by 68 percent. Furthermore, 


year made by 
the number of -roduction loans per
the Small Farmer Credit Program e.panded by 33 percent,
from 400, to 59 borrowers.
 

3. INCREASr IN AVE AGE LOAl 4.AUE: Tha average uxall farmerloan increased by 297 percent, from Cb 5,850 to $23,240. The targeted
increase (second success indicator) wa',s only 135 percent. Although this
result must be qualified by the drast.c devaluat:)n of Bolivilan currency
which occurred during the project p..ricd, the aho,'e expansion was none­theless achieved without credit raiconing and with an Incroased number
of total loans--a cons tderable achJ-.v-,e.me-t c sld-sr.n. Polivia's unstable
economic environment.
 

4. IEMBERSHIP IZCRZESES ANO?:G fThALL rAij'E,$5: Theannual 10 percent expansion of rural ,%,-bers wtas 
targ'et of aing in a gain of 710 net additional nv:i!brs 

e'ot quite r t, result­rather than tao planned1,066 members. However, considering local polit!-.al and eco.cmic unrest
during the project period, wie consLtier the acto Il achlevcmont of newmembers to be a great success. Further,.rore,
its membership roll of all the project first purged
inactive mntribers, reroving
them, which means that more than 119 ofthe base againg: which the target wa3was over-inflated to begin with. 
calculated 

5. REASED RURAL SAVINGS, Th- projectin total rural tacget wassavings by d 4.5 millionthe end of the OPG period,reached $b 9.5, exceeding the target by 133 
Actual rural navingr

perc-jint. Theincrease in savings (compared to the bAe year) 
not absolute 

result reflects a high level of small farmer 
was 223 percent. This
 

trust In La Merced.
 

4h g : : ,-
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6.RED!JCTION OF LOAN DELZ1NQUENI\ : At the outset of the projectthe number of delinquen.e: lons as a pt'r:entage of total loans hadreached 70 pert:c, The project proposed to reduce this delinquencyby 60 percent ov,,,.r three yeirs. In pravtice, delinquency was reduced
by 90 percent, and In 1982" only*7 pere' nt of outstanding loans wareoverdue. The protect also r-.3r.a'ed to r,3cover 162 loans that had beenpreviously declared "unre:,vorable" w'ith 
a total value of $b 420,861.
 

7. ADM.It4TpATzVE ST .VTH ,4;. OF THE CREDIT PROGRAMV: The ACDIResident Advisor provided vv:y effective assistance in establishing new
credit regulation, adninItrti.,e controls, new loan documentationforms, periodic reporting,. a .d a co.-r'hensive systen. of statisticsand information cote.-tion. He prov.deod eine-on-one training to all Cre­dit Program staff, and e '.ched ar. trained a Central Credit Commit­
tee.
 

8. FAR:MR TRAIIN:J; Although t-.e overall training and technicalassistance activ.tie fell ftr sho:t c,' target, they were quite effec­tive iti the Centr:l Zone# Three communftis received many
as as 18-21,charls .ver thrue years cov-Ing crop techniques, animal traction in­novations, livestcck rlsnt,mana fr:,. Fp:lning and administration,operatlvism, and credit uro. co"
The Program.also sponsored wokly radio
progrars on two central ar.d 
6!:ee provincial radio staticns. it pub­lished 13 farm e::onuon artccj in t., 
 Ccoperative newspaper, and pub­lished and di=.rbouled thre, o! its cwr. pha.plots. 

9 ADMIN;ISTPATIVE SnrTxF'G CF LA MERCED: As a result ofthe Ccoperative'a own offorts and short-treem consultants (ACDI and Bo­livian professionals), La arced did create a departmentalized organi­zation, an Executive Com.itt-
 to ease te decision-making burden of
the Executive Director, a depa.rt.antal.ed accounting and budgeting sys­tem, and prepared new or up-dated adiin^'tratIve, accounting, and per­
sonnel manuals.
 

10, SUPPOR' AN'D SUPE.V:r,'"I:0 bY ACZ/WASHNGTON: The project wasperiodiclly vis,ted twice each year by ACDI/Ilashington ataff, Some 58
days of field supervision we:i providod d,.ring six separat-i visits.
Whet, political unreat cut short the participation of ACDI short-term
conoutants, ACDZ arranged for rrice.aiterhouse of Bolivia to fill the
gaps. Eventually 108 days of short-terr, consultants were provided La
Merced under the project. All consultants were qualified professionals,
and their efforts contributee significantly to the administrative strength­
ening of La Merced,
 

Best Ava)lu.leDocumentk.
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1. ctiP2r.;cy DL:AL-',IO% AND LCCAL IWFrATION: During the pro­ject period, '%e Doli-ia,, peso was 
first devaluated by 25 percent in1979 (from $b'O to $b25), then by 7ft .arcent in earlyto $b44), and 1982 (from $b25since the.n t2,. unoffcial exchange rate has reachedhigh as $b200 '.)cr US asdol-,. M-e.nwhi:. , domestic inflation hasfrom 40-60 pe,,'ent per I,.-rcr 
r'nged

locally produced articles and much
higher for imo rted cc- sl.cties,as s Thissui agrcche'ica3 combina­tion of cur...n.:. ode ... 

shrunk the re-' 

and do, -:tic inflation has drastically
purcha-. -,we r of -ject resc.:rcps and -!illutedmany project iefi.--pa 
creased loan value, (3) 

:lary (.2I rortfoli) .xpansion, (2) in­
:-r?.'>-:c1 rural ','nd a (4) La Xerced'seffort to open farm s--L,?T stnre:s. 

2.L.:T:.T CJ o:,' *::'M-:_ TheL?3j:
mndium-term :.'.et of lioitinglcinni to 2C-2"-

period, such 

.- r 'ear '-, rn t. .vor the proje ct
loins tot-I:.. l!5, or 65 ,. tar.ct. 1'Y.-ever,tent of the restriction the in­%" - , 'alto c,- .urces devotednedium-termloan:; not e.:2'.g 2g c -.. rcent Of the entire portfolio. 

3.1"" 
":-"'-i .term loans Out of .15 nedium­'rar.te(], the _ -int" .:: : te-,,-. .. f--.-c.Ite i:cInvest­ment plans for unly ruin:-r.-" 

. ....................... 
4. I7\T C_7U- 0 .; 

I
 
USE: On- of t!he i;:-ort.t - ne d a 

?TS 0F C"DIT~ti'.;-r u ' ." pro'..':,tintroduce i,-nro.:ec! techr,, :as to
lot, ... r -."r,. P-/forts toexioOse torrowers to ne-., --. ,'"ties only reach2-d one orr--.. fnly 

. r t,"nir activl­rut (7,:v. fcu hec _re,one of the th:'e pcnacQ . .. ! , ',z,borrower access to i 1.I'iting
"o ar1! ,-both trairning an( in ..... 

. * -:t c'-: %..here 
............... 
 -.0effort to reas;re resultir: .. i. '.s , . • .ora-an :inally,no nccio-economjc baseline z of. ao.:iz5;i.-: .::',alconducted the out.-Ct of '. , ejeOct, 

bet , :. was
at ,' . i',h t-:; ,;._atly ii
subsequent efforts to docur..: 
-!red 

project i.. -c: cn - 1 farmer ,.cduc­
tivity.
 

5. SH'TFALL 2F' FAZ! -'",-PLY S"';7 : Only cned farm supply .tore., was.: :llhe, 
,.r-eof thr'. plan­

12 
H. ira-. A,: a renault, onlypercent of rura1 tcrrc,,.:- r":ght i:Y, from La '-.!rc,d; ,:.! onlya small fraction of 

La 
the rr. ur: corn- . of Ur"S25,0OO p1 byMerced to the;e storels ., ,ver 5,.owr, thufl "s, in "-'',the projLct it must be sa, ! th-at 

to 
the M:ii-'Ina !;tcrc po:,0ved a 

of ,, ,rry4 bor:-,w,,:s in the 
great success. It was used hy 3 out 

to ba 
Zone and generated average ::enthly profit!; 

Mairana 
of U3$1,2(,10 over th,; project

period.
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6. SHALL FAMER TRAINING PROGRAM:*Only 109 of the 200 planned 
charlas were achieved. Of these, over half were limited to only three
 
comunities in the Central Zones More personnel must be devoted to
 
this program for It to achieve broad Importance for borrowers at large.
 
The consultants recouend the training of farmer-paratechnLiians (earn­
ing modest honorariums) to extend charla coverage.
 

7. D=ECNTRLIZ DZCISION-MAKINZO La Merced has greatly decentral­
ised its operatLng: st ucture and accounting/budgeting system, but the 
clear del!0;ation of decLsLon-makLng authority to department heads remains 
ambiguous. Excessive centralization of authority in the hands of the Execu­
tLve Director remals a problem. rLnally, although a departmentalized 
information system has been established, the data generated are still not 
being routinely used for monthly decLsion-makLng purposes. 

E,SKRY CF PRINCIPAL FINDINGS CF THE IMACT EVAWATIOG 

1. BE3FWCARY POPULATIONs 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 borrowers, 0 percent cultivate less than ten hectares of land, and 
60 percent less than five hectares. 

2. USE AND BENEFITS OF PRODUCTION CREDZTs About 74 percent,of all 
loans were used for agricultural or livestock activities, However$ the 
Program very wisely allows about 30 percent of its rural lending port­
folio to be invested in "other" productive activLties, thereby helping 
the foarm household to capture off-farm Income opportunitios. The princL­
pal benefit from loans (mer,.loned by one of. every pwo respondents) In 
that the credit allowed them to conduct farming activLties on a tLmly 
basis, which resulted In Improved yields and Income. 

3. LOAN DISBURSEMENT EUFFCIENCYs Some 65 percent of all borrowers 
said they experienced no problem whatsoever In obtaining credit from L& 
Merced. The typical loan takes less than a week to procestand both the 
preparation of loan documentation as well as credit disbursements often 
occur at the local level. By far# La Meroed is the preferred lending 
source for small farmers In the Santa Cruz region, 



... 
 .......
 
4;~i~R~n~AND T IC&L ABSSSTA'CE1quarter of La Merced Less than one­rural borrowers received training or teuhnicalassistance, and even fewer on a repeat or routine basis# but whore
this service was made availablo It was very well received by farers.
Of 59 respondents who received training, 51 said they had not ex­perienced any problem with it. Among the most 
 important benefits oftraining mentioned by respondents, 52 percent cited new crop prhctices,42 percent cited new livestock,practices, and 40 percent were qrateful
for technical phamplets on crop and livestock methods. 

5. ZINCRASE FAMI INCo1s Overwith agricultural occupations claimed 
60 percent of all households

their income frcm this sourcehad increased significantly during the last year. Zncome fron othersources--lIvestck, business, or professions--lIkewIse %ere view4d ashaving Increased by 90-72 percent of households claiming these 4c-jrcus.Income growth as a percentage of total incozo increased by an a'orze55 percent for agriculture, 16 percent for livestock, 2 percent.for
business activities, and 19 percent for professional income.
 

6. Z11XRASED SAVlGS, Overall, 97 percent of -11 householdsinterviewed had significant savings inv.est9d in La Herced, with t
e
average savings value reaching $b 10,697 or 46 percent of the svir-ge
value of loans. Overall, L&Mercod appears to he attri.-ting aLott :2
percent of total savings of beneficiary households.
 

7. INCREASED 4Lmnozti rorty-f•lv parcent of all rexp,rvnts
claimed an increase in remunerated employment during the last veat. Thicbenefit has also reached non-beneficia ieo..-landlvgs lporevs an.d Whq
migratory rural poor--through increaced labor demand :rqelting fr, 
im­
proved yields.
 

8. INV STM85TS IN PROD.L-TIVZ CAPTALI Sore 84 p'rcent oe allrespondents indicated they had purchased productive assits durt .. thelost year, with the average value reaching $b 29,336. Zn order of L.­portance, the principal purchases were tools, anlma:o, land, and cauh­inery. The data indicate that a very high portion off rtral savLngs arebeing used for investmnt rather than consumption puV;ones, 

9- 50941 IMPROVE4INTSS Two of every live reeponlents said theyconducted new home construction or Improvements durLn7 the last yar.Fifty-four percent of families Interviewed purchased now furnLturq nrdomestLc appliances during the same period. Overall, 54 percent oe allbonetioaries enjoy potable water installations, 47 percent havu 4leo­tricit , 
nd 39 percent have latrines.
 



10. IMPROVED NUTRITION~ AND UK&LTU; Thirty-one percent of all fami 
lied surveyed said their level of food consumption bad Improved during 
the last year. These improvements were credited to, increaed 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 inpioved 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 INVESThENS: Almost three­
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 f:illies had enjoyed Increased participation In recreational actL­
vities over the last 12 months. 

12. LOCAL PARTICIPATON AND CIVIC RESPONSIDILIT : Two of every 
five families Interviewed hi7e a household member who serves In a community 
leadership position. About 92 percent of all respondents said they had 
contributed voluntary labor to community projects, and of these just under 
one-half had donated more than five days of work. Some 86 percent said 
they .hadattended community meetings during the last year, and of these 
two-thirds attended more than ten meetings. Finally, over one-quarter 
of all respondents provIded some form oC abLstance (labor or cash) to 
projects benefItting a neighboring community or to a multi-community 
undertaking. 

1. CO-StOERS AhD OTHER GUAANTIEZSI Only one-third of all respond­
ents found any deficiency in the production credit peogram, and of these 
61 percent complained of excessively stringent requLrovrnts Lnvolvlag 
co-signers (cgrantes). Regarding recommendations for improved service, 
the most-common one (mentioned 95 times) Vas the need to increase loan 
amounts# 

2. IKADEQUATE FAR4 SUPPLY BERVICISt Darely one borrower in ton 
was able to purchase farm supplies from La Merced, Respondents in 1alranas 
urged the Cooperative to expend the quantity and variety of Inputs made 
available, while households from other zones urged the Cooperative to 
Install farm supply stores In their areas. 

3 . INADEQUATE FARMER TRAINING AND TECHNICAL ASSISTANCe, Only one 
borrower In four received training or technical assistance under the 
project, The demand for this service among s'mall farmers I extremely 
high. Even in communities receiving repeated cjajj, respondents request 
more frequent visits by the agronomist# addional training In crop tech­
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•4. LACK OF ADEQUATE 14E SURE, NV Oir.OFIRM-LEVIM CHMGtES IN; INCOlM
AND WELLG-BEIN' i t Impact evaluation conductedI for thin report provideseloquent testicony of a dramatic Improvement In the Income and welfare .	 of project benefLarIt. The meoaoog'y+Intreuced by t:he consultants 
now provides La Merced.with a precedent for conduct~ing form level sur­
rays aU v~prX IM.ost Indeedi because of this low Cost# La Ittrced canafford to conduct suchsurveys laIn ann~ual Itbai. In truly a Ihariathat a firm-lav*1 survey: was not conducted &Z-Wthe outset of the projectto establish a bealin. sat It ic never too late to begin. The presnt
Impact evaluation#, conducted In 1982l nowcan 	 serve as a b~aslint for:"follow-up surveys in the future. 

For the, present: evaluation* the consult!ants found 13 of t~he 143 sug-
Agested, study quesions In the DAI esiys ,1o be relevant. ,.-:tLcallyquestions regarding (i)Project Inpuis, (2)InterventLon ftrateqy,
(3) WnEt-uioral Pupoest (4) Beneticod Purpos ti and ( Project
Cols wertfound to be usefu as we asm mporant$ e furher onsider
toDc 	 synetax io naraeA. well wthl the Logic Frework thonslaby
-neroving plannersaemuch an evacetor cnu
 

T:he so-called "%ndieators*of the DAT systemmerely 	 see not indicors atL allbu lis of varieed#because they toally lack nora or cri­thia far-di vinguishng beween adquateand Inadteqate project per-UStud quoesionsan
oete 	 thD fianinhomance. This 	 systembepl V:.ctcallabsece of gutmncevero gatreevnotolbeg the DA:systms useuolness conctners and evauatorno . 0srvareyr AX has mad.o..w..oudt.b seu s elasirtat e ute cnieth...yt. oitgrt elwthteLgca rmwr ....ooq
noefott pictseIssudy quosti/onsp which leaves to much'dis­
ecreticn to the user to pick and ehocie. A further defiotency Involvesfereninadequate: guidancefenOlo 	 an how to collect different kinds of data from dif­ucc bysonly listing types of soutcas DAZ guldancin in tuue
 

, 'L becomes lpresentlytrivial. 1Ina lly, we
orstweakarea merely ation, the rtaenbelievef the OAIteassystem's big­c 	 a to b1dependen 

i3 	 afno iut oralPurps i t i o() bylnefoverseas oseanive project 



using their own resources. In summary, the content of DAI's system
 
per se (particularly the study questions) makes considerable sense,
 
but DAI's.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. professionals. The very large farmer
 
si cey was carried out entirely by Bolivians, and the primary farm­
level interviewers were themselves small farmers. We strongly urge
 
that this kind of inexpens4ve, locally-controlled, farmer-implemented
 
methodology be given serious consideration for future cooperative
 
project planning and evaluation efforts.
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CHAPTER II,
 
INSTITUTIONAL EVALUATION
 

In this chapter we evaluate the performance of the ACDI/La Merced OPGfrom the "top-down". It covers project objectives, activities, and re­source 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 diided into five sections. Fir-t, we provide
a brief background on the C-,perativa Multiactiva La Merced Ltd., re­
viewing its history, services, staffing, and its financial statements
 

.for the period 1978-1981. Next is prusented additional background on

the Small Farmer Credit Program, which began in 1974 or five years be­
fore the OPG itself. The third s'iction is devoted to a summary of the 
components of ACDI/La Merced OPG lo. 511-0533; it is based on the pro­
Ject's excellent 'Log4.cal 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 L'
 
Merced's Administrative Capacity.
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As BACMROUND ON THE COOPEPATIVE 

La Merced was founded on October 22, 1961 with 63 briginal 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 Senora 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 surpluses 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)Fatmacles, (6)Health Services, and (7)Education.
 

Headquartered in the city of Santa Cruz, the Cooperative's main office
 
is 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)savings and loans, plus small farmer credit
 
services, in a rented office in Montero; (2)small farmer credit services
 
in a temporary office in Villa Busch Yapacanf; (3)small farmer credit,
 
farm inputs, farmacy, and a consumer store in Mairana, all located in a
 
building owned by La Merced; (4)small farmer credit in a borrowed office
 
in Chand-Independencia; (5)a mobile service of small farmer credit and
 
rural savings in San Juan Yapacanf; and (6)a savings and loan office in
 
Monteverde.
 

2. Staffing
 

To attend this service network, La Merced has a program staff of 60 and
 
an administrative staff of 23 employees. By service departments, the pro­
gram staff is distributed as follows: Savings and Loans--22, Small Farmer
 
Credit--8, Home Construction 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 services 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 as a whole, but vather 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 indicators 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 ASSETS: Between 1978 and 1981 La Merced's total assets grew by

38 percent, from Sb 94.8 million to 130.6 million. Despite af absolute
 
decline in 1980, the average annual growth in assets has been 12 percent,

including a 21 percent increase since the beginning of the OPG.
 

MEMBER SHARE CAPITAL: Over the four-year period member share capital
 
grew from Sb 26.1 million to 29.3 million pesos, an increase of 12 per­
cent (or 3 percent per year) despite a net 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 90U (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, dr-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.'Ordinarily, 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 score. 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 tepaid 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 deF­
cribed as already highly vulnerable.
 

INDEX OF SOLVENCY: This indicator measures current assets as a percentage
 
of current li-bilities. The index wasl.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 cebt 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. assets, 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 this indicator to be the 
Nacid test" of a cooperative's financial 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-fifth of the Cooperative's assets were 
owned by its members versus four-fifths by its creditors. As savings and 
loan cuoperatives go, financial autonomy below 25 percent is considered 
quite loo, but when compared with the norm for agricultural cooperatives 
the figure is on the high side simply because most co-ops serving the 
rural sector !n the Third World fail to emphasize or mobilize large 
amounts of member savings. 



B, BACKGROUND ON THE SMALL FARER CREDIT PGRAM 

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,OO0 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 Sb 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 Presta'os 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, Prestamos Campesinos never managed to become a truly autonomous
 
operation, and field staff frequently reported directly to Dr. Adal­
berto Terceros. The first director was Sr. Oscar Antonio Subirana, who
 
held the post for less than a year. He was re6laced 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 was only in late 1981 that a strong and effective leader for
 
the division was finally named--Sr. Luis Soria--who had first joined

the Program as a field agent in 1975 (with responsibility for the zone
 
of Yapacani).
 

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 time: Alfredo Barba, Arminda de
 
Kimm (Central Office), Lufn Leit6n (Puesto Fernandez), Duleardo Arteaga,

Urbano PatiMo (Mairana), Lmilio Montero (Mbntero), Alberto Luna (Chang),
and Fumiko Yamamoto (Piraf). At present there remain seve'n staff mem­
bers with on-the-job continuity ranging from four years to 18 months. 
They are Ilildeberto Baz.(n (4years), Walter Arteaga (3 years), Tito 
Villca (3 years), Crisostomo Santivarlez (18 months), Justina Mondez 
(18 months), and Aida Mendoza (18 montha). 
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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 mediun-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 early 1979, 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 OPG 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. Hector Acevedo completed an "Institutional and Financial Analy­
sis of the Cooperativa Multiactiva La Merced, Ltd." In mid-August ACDI
 
and La Merced sutmitted 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 be 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 $b 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 OPG project. He was to provide 32 months of work, end­
ing in May 1982. fie was accompanied on different occasions by short­
term ACDI advisors, and by Bolivian consultants from Price Waterhouse.
 

The OPG agreement was amended four times. The first amendment (August
 
1979) authorized funds budgeted for 1981 expenditure to be transfered
 
to fiscal year 1982. The second amendment (August 1981) reformulatid
 
the original budget (without changing the total amount); it also changed
 
the project's very detailed rLogical Framework", altering several per­
formance indicators and targets to make them more realistic. The third 
amendment (November 1981) authorized the disbursement of the final 
US$9looo owed under the original grant agreement. The final amendment 
extended the project termination date through June 1983; it also author­
ized unspent balances under the grant to finance a campaign to mobilize
 
rvral savings.
 



C,C PNS CF ThE oPG, 

The ACDI/La "erced 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. T, 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 plannars, and are usually forgotten once disbursements begin.
 

Fortunately,oPG 511-0533 is an exception to the rule. Its logical framie­
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 ,-thich 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.
 

1. Project Purpose
 

The ultimate goal of OPG 511-033 was to increase the income and standard
 
of living of small farmers who are members of the Cooperativa 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
 
as 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. partl.y 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 $b 9.5 million 
(US$380,000); (2)increase the value of the average loan by 135 percenti 
(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-members; (7) achieve an increase 
in rural savings of 15 percent per year; and (8)reduce the loan delin­
quency rate by 25 percent the first year, 20 percent the second year, 
and 10 percent the third year. 

FORTIFYING LA MERCED ADMINISTRATIVE CAPACITY
 

The achievement of this objective was to be measured by four performance 
indicators, as follows: (1) creation of a departmentalized organization, 
with decision-making responsibility delegate3 to each department chief; 
(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 personnel; 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 Prestamos Campesinos); (2) train employees

of the Small Farmer Credit Division--including the division chief, an
 
administrative assistant and secretary for the Central Office, a part­
time assistant in Mairana, and credit agents in Villa Busch, Chang, Mon­
tero, and Yapacanf; (3)establish, train, and Trake .operational a Central
 
Credit Committee; (4) establish, equip, supply, and place in operation
rural farm supply stores operating in 1 3irana, Villa Busch, and Chang;
(5)implement - training program for small farmers covering the subjects

of animal traction, crop techniques, equipment maintenence, farm planning

and administration, livestock practices, cooperative theory, credit regu­
lations, and others; and (6) closely coordinate project activities with 
public and private sector institutions serving the rural sector in the
 
Santa Cruz region. 

LA MERCED ADMINISTRATIVE CAPACITY: To achieve the second project objective,
again six activities were identified, as follows: (1)reach an accord 
on new administrative and organizational procedures, formalizing them
 
in a Procedures Manual; (2)establish a plan of accounts.and Accounting
Manual; (3)establish a procedures manual for internal audit; (4) estab­
lish a Personnel Manual which describes all posts, responsibilities,
and clearly delineates delegation of authority; (5) establish depart­
mental budgets and periodic budget reports by each department; (6)con­
duct a training seminar for Cooperative officers covering delegation of
 
authority, decision-making responsibility, budgeting theory, cooperative
 
principles, etc.
 

For most of the activities listed above, the logical framework specified
 
target deadlines for their achievement, thereby converting the activities
 
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 contributio was originally budgeted
 
at US$632, 02 but subsequently was reduced to US$596,850 under the
 
third project amendment.
 

AID/ACDI RESOURCE CONTRIBUTIONS 

External resource contributions were to include (1) 32 months of an
 
ACDI Resident Advisor, from October 1979 to May 1982;.(2) a training
 
program for farmer-members covering 200 meetings (charlas), 5 field
 
days, 3 weekly radio program, and 3 phamplets; (3) an ACDI Management
 
Consultant (Asesor de Alta Gerencia) who was to visit the project on
 
three occasions; (4) visits by ACDI/Washington staff; (5) visits by
 
local Bolivian consultants; (6.) donation to capitalize' the Small Farmer 
Credit Program loan portfolio valued at US$176,000; and (7) funds to 
finance a final evaluation of the project.
 

LA MERCED RESOURCE CONTRIBUTIONS
 

For its part, La Merced was to contribute (1) $b 2,760,000 (US$138,000) 
in existing'capitalization of the rural loan portfoliol (2) an additional 
$b 2,566,000 (US$102,640)by the end of the project; (3) a total of three­
years administrative costs of the Prestamos Campesinos Program valued at 
US$306,189; (4) contribute US$175,000 in salaries, equipment, and opera­
ting capital to each of the three farm supply stores to be established 
in Mairana, Villa Busch, and Chan6 (total: US$525,000); (5) provide the 
ACDI Resident Advisor with an office; (6) provide the rural credit pro­
gram with a vehicle; (7) pay the salaries of five Prestamos Campesinos
 
employees--the Director, an agronomist, a secretary, an administrative
 
assistant, and another assistant; and (8) provide motorcycles to the
 
program's field staff operating out of Mairana, Chan4, Villa Busch, San
 
Juan Yapacanf, and the Central Office.
 



-22-

D,SMALL FAKER CREDIT: CCtIPLIANCE WITH PERFOA TARGETS 

In this section we will first review project compliance with the eight
 
indicators specified to measure successful achievement of the objective
 
to strengthen the Small Farmer Credit Program. We will ten review the
 
six activities that were to be implemented to achieve that objective#
 
and then determine if all resource contributions were contributed as
 
planned.
 

INDICATORS OF SUCCESSFUL ACHIEVEMENT OF THE PROJECT OBJECTIVE 

1. Achievement of a Rural Loan Portfolio of $b 9.5 Million
 

The target was to increase the loan prrtfollo from Sb 2,936,656 (the
 
amount existing as of September 1, 1979, before OPG activities began)
 
to Sb 9,500,000, for a net increase of b 6,563,344 in new capitaliza­
tion. The target was siriply dezermined by adding the planned contrLbu­
tion of AID--equivalent to $! 4,267,600 or 65 percent of the new capi­
tal to be raised--and La Merced's planned contribution of Sb 2,303,250
 
or 35 percent of the new resources.
 

The Sb 9.5 million target was not only achieved but actually surpassed
 
by 16 percent. As of August 30, 1982, the Program's total rural loan
 
portfolio stood at $b 11,062,252. This represents a 68 percent expan­
sion in the resource comnitment pledged by Ea Merced. This result is 
especially meritorious considering that the a.Jitional resources were
 
contributed during a period of severe political unrest and economic
 
distress in Bolivia. Then too, it came at a time of severe contraction
 
of credit resources being made available to the rural sector by public
 
and private sector lending institutions.
 

Even so, the achievement was not an unqualified success. As shown below,
 
while the peso value of the portfolio increased by 277 percent, the num­
ber of loans cnly increased by 33 percent--from 400 (1979-80) to 598
 
(1981-82). FurthermoLe, 5olivian currency suffered a 25 percent devalua­
tion in late 1979 (from $b20 to 25 per US$l) and again a 76 percent de­
valuation in February 1982 (from $b25 to 44 per US$1), with unofficial
 
dollar exchange rates soaring far beyond 100 pesos. But even if only
 
calculated at the official rate, the dollar value of the loan portfolio
 
only increased by 71 percent. Domestic prices in Bolivia are generally
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very much in line with changes in the dollar exchange rate, Even under 
normal circumstances, domestic inflation in Bolivia is usually estimated 
at not less than 50 percent per year. In real terms, then, the very im­
pressive 277 percent expansion of the peso value of the Small Farmer 
Credit Program's loan portfolio has been wiped out by drastic currency
 
devaluations and domestic inflation. Even so, considering the nation's
 
unstable political and economic environment, merely maintaining the 
portfolio's real value constitutes a remarkable achievement.
 

Period Loans Portfolio Value
 
Made PESOS DOLLARS 

P/1/79 - 2,936,656 146,833 
1979-80 400 3,922,611 156,904
 
1980-81 566 6,484,015 259,361
 
1981-82 598 11,062,252 251,415
 

The above figures would clearly suggest that any increase in the num­
ber of loans made will result in a lowering of average loan value and/or
 
a credit rationing situation. Prcgram management already anticipates the
 
inevitability of credit rationing and estimates that it will cause delays
 
of up to one month in servicing credit applications.
 

In passing, it bears mentioning that outside consultants have recomwended
 
the Program make loans exclusively for agricultural and livestock purposes.
 
After considerable internal debate, La Merced elected to allocate 70 per­
cent of its rural loan portfolio to crop and livestock production credit 
and 30 percent for other uses. We wholeheartedly endorse the policy cho­
sen by the Cooperative. The impact evaluation (see Chapter III) shows 
that non-agricultural investments are very important to rural households. 
Even though 76 percent of all families interviewed list agriculture as 
their primary occupation, no less than 42 percent list "comrercial ac­
tivities" (negocios) as a major source of income. These business opera­
tions include small stores or kiosks, tractor driving, transport servi­
ces, carpentry, tailoring, masonry, broom-making, slaughter houses, hide 
tanning, and many others. Loans for non-agricultural uses allow farm fami­
lies to exploit many income opportunities currently available in rural 
areas. And thanks to La Merced's 1:2 and 1:3 ratios of savings to loan 
values, greater flexibility in loan use should create additional incen­
tives for rural savings. 

In the final analysis, La Verced's rural members are not farmers per jai 
rather, they are farm households--families with multiple needs, talents, 
and resources which face many alternatives for gainful employment that 
transcend agricultural or livestock enterprises. The Cooperative's first 
and foremost responnibility is serving the neds of its membors, ot 
generating increased food ,urplutie. for urban consumers. We view La Mor­
ced's 70/30 loan portfolio distribution as not only correct, but worthy 
of emulation by other rural londing intitutions. 
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2.Znerease of a135 Pecn 4i elme;an~Value 

Obviously, this Indicator Is closely linked with the expansion of the
IMprfloau- A tiotie of _tijiOPOproject, -the average la
value stood at $b 5850, 

_ 

After one year (1979-80) It had grown to $b 6#717# 
a modest 15 percent increases However# after two years (1980-81) h fig­ure leaped 66 percent to $b 11,179, and after three years (1981-02) itsoared another 108 percent to $b 23,240. The overall increase between
Septmber 1979 and September 1982 wa 279 percent. Zn other words, the.

performance target was exceeded by 144 percent. Of oourse, indolar
equivalents, the Increase wasI considerably less spectacular, growing 
 from
U80292 to US$528 for a gain of 81 percent. This result ts not only below
the target*but also failed to keep pace with the rate.of domestic Infla­tion. Zn real teres, the best we can say is that the project was reasonablysuccessful in sust&aLnLng 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 met. Zn the first year (1979-80) there were 32 medium-sised loans,
In the second year 50 loans# and In the third year 63 loans. The totalfor the three-year period is 145 loans, which represents an excess of
65 loans over target.
 

•The consultants conducted an analysis of all loans made between September
1, 1981 and August 30* 1982. Of these 63 loans, 38 (60 percent) were lssthan $b 50,0001 there were another 14 loan. (25 percent) between tb 0,0000
and b .100,0001 and 9 (14 percent) $b 1CO,000.over Zn other words, whluethe number of medLum-sized loans was excessive-at least relative to the
planned target-the value of these loans was 
 kept within reasonable limits
i.e.# below 25 percent of the total loan poctfolio. 

Two observations are in order. The 20-30 loan limitation is Itself a k

fM.to credit rationing system, designed to keep larger and more 
 affluentfarmer-members from adsorbing a disproportionate stre of the total avail­able loan resources. On the other band, slnce loan amounts are tied to
each member's level of savings and the number of lons he hUs repaid, 
 arlimitation on mdium-tem loans wil tend to discourage burther shanecapital investments by the Cooperativ0 largest "avers. For this reason,
we believe La Kerced has acted correctly In exceeding the ON target andthat it would be unwise to set an arbitrary limit on the number of medim­term loans* Pat more Lpoctant is to set a limit-say 25 perentoon the 
Valu of mediu-term loans as a percentage of the total oan portfolLos
*1.11 is what the Cooperative has done. 

tt 
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Nevertheless, our review of medium-term loans leads us to the conclusion
 
that their documentation has been deficient. The majori y of the loans
 
made In 1982 were not accompanied by a consistent farm plan capable of
 
justifying the amount ot the loan itself. This was 
especially true of
 
loans exceeding Sb 100,00. Undoubtedly, mos: 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
 
rule 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, ani tie-up resources at a time of
 
soaring credit demand, mediun-term loans iranted by La Merced should be
 
the best documented of all itc portfolio, not the worst. Indeed, under
 
conditions of credit rationing, one of the best criteria for selecting
 
loan recipients is the quality and consistency of the credit use plan.
 

4. Increase Fi.rmer-Members by 10 Percent Per Year
 

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

The target was not reached. As of August 30, 1982 the total rural mem­
bership was measured at 3,932. Vie growth rate was eight percent in 1979­
80, four percent in 19G0-81, and seven percent in 1981-82. This resulted
 
in an absolute shortfall of 356 or eight percent below the desired tar­
get of 4,228 rural members. Considering the political and economic in­
stability which characterized the three-year period, the result must be
 
considered successful even though the target war not reached; for under
 
such conditions the target itself was unrealistic.
 

To their credit, both La Merced and the ACDI Resident Advisoz refused­
to play a membership "numbers game". During the first year of the OPG
 
they elected to screen rural membership records and select out all in­
active members. In 1979-80, 119 inactive members were removed. It would
 
appear that this screening process continued into the following two
 
yearn also, because in 1980-81 membership withdrawals reached 279 and
 
in 1981-82 they were followed by another 114. Unfortunately, the con­
sultants were unable to find any written documentation certifying the 
total number of inactive members selected out each year.
 

The growth of rural membership is detailed below. Listed by year are
 
now members, total membernhip, member withdrawals, and uiot active mem­
bers. It will be noted that with regard to new members, the target
 
growth rate was met or surpassed all three y',arr.
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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
 
Sb 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 
yeac. This target was exceeded by 113 p.rcent. 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

2 3 folio increased by $b 8.1 million (see p. ), while at the same time 
Lutal 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 is 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 $b 10,697 (US$107).
 

6. Reduce Loan Delinquency
 

The le-el of loan delinquency was 70 percent at the outset of the OPG. 
The target was to reduce this delinquency by 25 percent the first year,
 
20 percpnt the second year, and 10 percent the third. The 70 percent de­
linquency figure is based on number of overdue loans as a percentage of
 
total loans. By this 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
 
the target was greatly exceeded.
 

When loan delinquency is; calculated in terms of the value of overdue 
loans as a percentage of the total loan portfoiio, the decline is also 
impressive. In September 1979, delinquency (including unrecoverable 
loans) stood at 29 percent of the portfolio. This was reduced to 22 per­
cent after the first year, to 22 percent after the second, and to 13 
percent after the third. When loans classified as 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 agents have the double
 
responsibility of both helping to prepare loan requests and making loan
 
collections. And finally, loan collections are prograrned 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 he 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-­
members 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 Zone 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 was asked was the extent
 
to which they had purchased farm supplies from the Cooperative. Out
 
of 251 respondents, only 30 (12 percent) said they had done so. This
 
also reflects the poor outreach of the Program's input supply activi­
ties, for reasons to be described presently. This failure was made
 
more critical by the fact that both currency devaluation and rapid
 
price inflation made it nearly impossible for small farmers to pur­
chase significant amounts of fertilizer, insecticides, and other im­
ported farm supplies. In many instances these products were not even
 
available for purchase, assuming a farmer ha 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. However, 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 increasing 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 has made possible.
 

La Merced does not have such a marketing program. Its extension educa­
tion effort has been weak. Its farm supply network is very limited.
 
But the Cooperative has performed its most important job extremely
 
well. It gets production credit to small farmers quickly and efficient­
ly. This is the greatest service a campesino household can receive.
 

8. Increase the Number of Hectares 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 holdings totalling less than 20 hectares, and 20 percent
 
have less than five hectares. However, the large majority of farmers
 
cultivate 3-4 hectares only because of limited family labor and capi­
tal resources. Potentially, given an adequate and growing supply of
 
farm credit, rural members of La Merced would probably be able--on the
 
average--to at least 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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ACTMTIES 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 compliance with an OPG deadline. The
 
document was prepared colaboratively between Steve Wiles, the Resident Ad­
visor, and Ing. Wilde Urquidi, the forrer Director of Prestamos Campesinos. 
The regulations contain li 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 forms that
 
have greatly enhanced the timely collection, sharing, and use of data
 
regrading loan activities. These forms include: (1) Prestamos Campesinos
 
Monthly Report, (2) Notification to Borrower of Repayment Due Date, (3)
 
Loan Request Form, (4) Loan Control Card, (5) Pop-Up Filc-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 forms are currently in active
 
use.
 

The activity indicator, then, was successfully met.
 

Nonetheless, the consultants believe there is one area of loan use docu­
mentation which needs to be strengthened. The 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 costs 
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. 
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In Annex D we present a very simple format for neasuring 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 derxonstrated 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 o4 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 SOKiA MELGAR, age 45, is the Director of the Small Farmer Credit
 
Program. Forr.rly a radio and television reporter, he joined the Program
 
as a field agent in 1975. He was subsequently named as a special assistant
 
to the Executive Director of La Merced and finally appointed as chief of
 
Prestamos Camr-esinos in March 1981. Sr. Soria has a deserved reputation
 
for dedicatin 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 lodn requests. He frequantly contributes
 
evenings and weekends to his job.
 

SRTA. AIDA MEN7DOZA CABRERA, age 22, is the Executive Secretary and also 
assists with loan review. She has work experience as a typist and secre­
tary. She joined the Program in July 1981.
 

TITO VILLCA SOLETO, age 27, serves as the Program's Agricultural and
 
Livestock Specialist. He also has field agent coverage responsibility
 
for Zone 4 B, Central Zone, with seven rural communities. Sr. Villca
 
joined La Merced in August 1980, after previous employment experience 
with a credit cooperative in Mineros, the National Rice Growers Coopera­
tive Federation, and the Tropical Agriculture Research Center (CIAT).
 

WALTER ARTEYGA, age 24, joined the Program in October 1979. l!e had pre­
vious employment experience in a gasoline station and a travel agency.
 
He serves as an Office Assistant at Program headquarters in Santa Cruz, 
and he also works as a field agent with responsibility for two program 
areas--Zone 4-A with 13 rural connunities, and sunday visits to the
 
Chan4-Piraf Colonization Zone--where he collects savings and disburses
 
loans to farmer-borrowers.
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CRISOSTOMO SANTIVAREZ, 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
 
Yapacani 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. He 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 f.-m sup­
plies store in Mairana. She also works as a school teacher. Mr. dnd Mrs. 
Bazrn 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 Montero, 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,
 
C4) credit planning and repayment calendars, (5) administration by
 
objectives, (6) farm planning, (7) how to conduct farm visits, (8) in­
vestment plans for short- and medium-term loans, (9) loan guarantees,
 
(10) estimating asset value, (11) farm credit policy, (12) changing
 
repayment schedules, (13) offihe administration, (14) cash flow analy­
sis, and (15) how to collect unrecoverable loans. In addition, Wiles
 
provided assistance to Program staff in the preparation of phamplets
 
and other extension materials for small farmer use. He 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 Credit Committee
 

The Resident Advisor devoted considerable attention to the formation. 
of credit committees, botn at the central and regional level. The imple­
mentation plan of the OPO actually specified the creation of six regional 
credit committees--tour 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, persons familiar 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 results proved disappoir.ing. 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 slowing-down of the loan approval process. Finally, there
 
was a tendency for committee members to show fav6ritism 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 Crtega 
(Chief of La Merced's Ordinary Loans Department), Lufs Soria, Alfredo 
Montero (Chief of the Collections De[partment), and Jose Rivero (Account­
ing Department). 

4. Establish Zonal Farm Supply Stores
 

During the OPG two farm supply stores were established, one in Mairana
 
and the other in Villa Busch. The third store planned in the OPG for
 
location in Chane was not attempted. The Villa Busch store failed to
 
receive enough supplies or conduct enough business to justify its exist­
ence. The only reasonably successful store was in Mairana. In addition
 
to farm products, it offers consumer staples, farmaceutical products,
 
and educational supplies. Of 88 households interviewed in tie Mairana-

Pampa Grande Zone, 67 (76 percent) said they utilized this store. Of
 
these users, 82 percent had received benefits from the farmacy and 90
 
percent from the consumer products section. Two-thirds of all respond­
ents cited the stores low prices as its principal benefit. The Mairana
 
store began to turn a net profit beginning in August 1981. In recent
 
months profits have been running close to US$1,000 per mnnth.
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5.'Small FarmerTraining Program
 

During the OPG period, farmer training efforts by the.Small Farmer Credit
Program were advanced with a variety of mediums: newspaper articles, ra­dio programs, phamplets, field days, and rural meetings. La Merced pub­lishes a newspaper called wAlborada", 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 pro­grams on two stations: "Cooperativismo en Marcha" on Radio GrigotS,

and "Sobremesa Musical" on Radio Espectador. Additionally, weekly radio
 programs gntitled "Cooperativism y Agricultura" were sponsored by the

Small Farmer Credit Program on the three regional radio stations of
Mairana, Ichilo of Vill 
Busch, and Montero. In the area of phamplets,

the Program published and distributed three of its own publication-­
on La Merced, on Rural Credit, and on Cooperativism. An indeterminate

number of phamplets by other institutions such as the Ministry of Agri­cultural 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 dis­semination of extension education. Over the three-year period of the
OPG,'the Program managed to c6nduct 109 meetings. Seven charlas'were
 
conducted in 1980, 43 in 1981, and 29 in 1982. A total of 1,205 far­mers attended these meetings, resulting in an average attendance of
 
11 persons. The consultants elected to investigate this area of the
project in considerable detail, first to examine the intensity of train­
ing activities by community, and second to determine subjects covered.
 

The breakdown of rural meetings by community and by year is given below.

The listing--based on payment receipts to field staff-gives a total of
21 communities. Of the 109 charlas, 57 (52 percent) were restricted to

only three communities. Furthermore, at least seven communities and 77
charlas (71 percent) took place in the Central Zone 
to which the Pro­gram agronomist, Tito Villca, was assigned loan coverage responsibility.

This result is confirmed by the data collected in the impact evaluation,

where 33 of 45 farm households interviewed ( 73 percent) said they had
received technical assistance or extension education from the Program.
 

Most of the meetingr were held at night, when it was 
easier for small
farmers 
to attend without interrupting their farming responsibilities.

The meetings did not restrict themselves to loan users or even Coopera­
tive members; rather, the invitation was generalized to members as well
 as non-members. Before and after such meetings, the visiting Program

technician would attempt to conduct Program business--for example, de­liver loan Anstallments, collect amortizations, or gather savings de­
posits.
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ANALYSIS OF FARMER TRAINING ACTIVITIES
 

Community 1 9 a 0 1 9 a 1 9 8 2 'Total 
Char. Part. Char. Part. Char. Part, Char. Part. 

San Luis* 1 10 11 112 6 64 18 186 
Tarumg* 1 9 12 124 8 112 21 245 
Jorochito* 1 8 - - - - 1 8 
Pampa Grande 1 11 - - - - 1 
Antofagasta 1 10 2 16 - - 3 26 
Litoral 1 11 1 12 - - 2 26 
Colonia Pirat 1 10 2 32 - - 3 42 
San Franilla 5 76 1 8 6 84 
San JosP* 5 61 3 33 8 94 
Limoncito* 14 143 4 47 18 190 
Las Gamas* 2 22 1 6 3 28 
Los Tabijos* 7 66 1 15 8 81 
Villa Barrientos 2 17 - - 2 17 
Quebrada Estancia 1 7 - - 1 7 
San Lorenzo 2 19 2 18 4 37 
Hardeman 1 30 1 20 2 50 
Todos Santos 2 28 1 9 3 37 
Siringal 1 3 - - 1 3 
Urub6 2 14 - - 2 14 
Okinawa 1 9 - - 1 9 
Valle Abajo 1 10 1 -0 

7 72 43 791 29 347 109 1,205 

* Communities in the Central Zone 

The content of the charlas and field days was distributed somewhat as
 
follows:
 

ANIMAL TRACTION: There were nine demonstrations in Mairana, one in Suru­
td, and one in Villa Busch. These were conducted in conjunction with
 
the Mennonites and attempted to introduce new animal-drawn plowing im­
plements. After a year of testing the initiative was abandoned for
 
reasons of excessive cost and unsuitability of local draft animals.
 

CULTIVATION TECHNIQUES: The Program agronomist as well as the Resident
 
Advisor gave talks covering the following crop techniques. Soil analysis
 
(11), soil conservation (5), tomato cultivation (2), potatoes (4), pine­
apple (8), sugarcane (7), rice (2), corn (8), beans (2), soya (5), weed
 
control (8), associated crops (1), moth control in grain storage (2),
 
general agricultural training (8), raising swine (2), raising cattle
 
(10), and livestock health practices (11).
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FARM PLANNING AND ADMINISTRATION: This subject was only taught to users 
of medium-term loans. Of a total of 145 medium-term loans in three years,

form planning was apparently utilized in only nine cases. The farm plan­
ning form designed by the Resident Advisor is not being used; instead,
 
a simpler format has been introduced which contains a few planning as­
pects.
 

The existing forms need to be improved, but their use too is currently
 
inadequate. The completed farm plan--either the original or a copy-­
should always remain in the custody of the credit user so he can use it
 
as a tool to monitor his performance and improve farm decision-making.

To file this plan exclusively at the Program office, as part of the loan
 
documentation, virtually defeats half its purpose.
 

COOPERATIVE THEORY: In three years, only eight charlas were given on this
 
subject, which must be considered totally inadequate considering that
 
there are at least 60 rural communities where the Program is operating.

The consultants recommend that the Program design a comprehensive member
 
training program on the subject of cooperativism, based on study groups,
 
using a highly participatory methodology, and using local leaders to
 
conduct follow-up.
 

CREDIT REGULATIONS: Only five charlas were given on the Program's credit
 
regulations, again very inadequate coverage. We believe that all farmer
 
borrowers should receive a 30-45 minute briefing or lecture on credit
 
regulations, "delinquencysanctions, and cooperativism before receiving
 
their loans--whether they be first-time or repeat credit users.
 

In summary, farmer training under the OPG was deficient, whether measured
 
against the targets established in the project plan, or when evaluated in
 
terms of loan user coverage and failure to establish routine and continu­
ous training contacts. For farmer training efforts to succeed In the fu­
ture, more than a comprehensive training plan is needed. So important is.
 
this area that it merits, at the very least,'a full-time staff member
 
to coordinate and implement training activities. Even then, one person
 
cannot get the job done by himself. The consultants recommend that the
 
Program give serious consideration to a program for training rural farmer­
leaders to train other farmers. Such rural paratechniclans might work on
 
a part-time basis--say five days per month, one charla per week--in their
 
own and neighboring communities. Such services would be reimbursed with
 
a modest honorarium of perhaps US$25-50 per month. And in addition to
 
training functions, the paratechnician could be utilized to supervise
 
ctedit plans and farm record-keeping activities. The impact evaluation
 
for this report was conducted at the farm level precisely by farmer-para­
technicians such as those recommended above.
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6. Coordination with Other Institutions'
 

The final activity specified in the project implementation plan was for
 
the Program to establish close colaborative relationships with other in­
stitutions. During this evaluation the consultants found evidence that
 
Prestamos Campesinos, at one time or another, made contact conductedor 
joint activities with the following rural sector organizations: (1) Ag­
ronomy faculty of Gabriel Ren4 Moreno University; (2) Consortium !or In­
ternational Development (CID); (3) British Mission in Santa Cruz; (4)

Center for Tropical Research (CIAT); (5) Agricultural Cooperative "El
 
Progreso del Torno"; (6) Integral Cooperative of Montero; (7) Center f(Ar

Labor Training (FOMO); (8) Criollo Cattle Project of the Saavedra Experi­
ment Station; (9) ARADO, a national federation of peasant farmers; (13)
DESEC, a private-sector rural development organization; (11) Bolivian
 
Agricultural Bank (BAB); and (12) Integral Cooperative of San Juan de 
Yapacanf.
 

AID/ACDI RESOURCE CONTRIBUTIONS 

1. ACDI Resident Advisor
 

The project OPG called for 32 months of an ACDI Resident Advisor to su­
pervise and implement project activities. His assigned responsibilities
 
were specified as follows: 
(1) assist Program staff to restructure and
 
expand the Small Farmer Credit Program; (2) prepare a set of credit pro­
cedures, forms, and regulations; (3) assist in selecting and training

credit field agents and supply store managers; (4) assist in preparing
work descriptions for Program staff; (5) organize, train, and supervise

local credit committees and a central credit committee; (6) supervise

farmer loans and the activities of loan agents; (7) supervise the opera­
tions of the rural loan offices and sLpply stores: (8) assist and orient
 
the collection of data and statistics for periodic project evaluation as
 
well as the final evaluation; (9) organize and supervise the farmer ex­
tension education program; (10) coordinate project activities with other
 
institutions serving the rural sector; 
(11) develop investmint plans for
 
different crops and investments by small farmers; (12) contract for the
 
preparation of a new Accounting Manual; 
(13) prepare reports on project
 
progress ("PIP reports") every four months; (14) prepare a baseline 
re­
port on Program status at the outset of the OPG; and ((5) comply with any

additional functions to be assigned by ACDI/Washington.
 

The Resident Advisor's compliance with many of these responsibilities
 
has already been alluded to previously in this report. Based on our re­
view of available documentation, combined with interviews with existing

Program staff, we believe that that the level of compliance of Steve 
Wiles with the very ambitious scopo-of-work described above was generally 
excellent.
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2. Training Program for Small FarMers
 

t get for local train-Ing. Iis sum was not completely spent, and as a result, the extension
pducation component of the project did not achieve its performance tar­gets, Unspent balances from this account and others of the 010 are
be Invested in to
 a Rural Savings Mobilization Program. These balances
total US$14,286. The objactive of the campaign is to mobilize $b 8.0
million pesos by October 15, 1983. 

3. US$176,000 Donation to Capitalize Loan Program
 

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

Disbursement Date 
 US$ Sb Pesos Exchanqe 

Rate
October 24# 1979 
 25,000 509,500 20.28
December 14, 1979 
 25,000 612,750 24.51

March 24, 1980 
 30,000 747,751 24,92

June 16' 1980 55,000 1,373,825 24.97
September 29, 1981 

, 

24,000 599,400 24.97
December 9, 1981 
 17,000 424t575 24.97 
Total 176,000 4,267,601 

4. Funds to Finance FinalEvaluation
 

The OG budgeted US$7,500 for the final evaluation. To finance a more
comprehensive evaluation effort--including the field-level impact sur­vey and a testing of a cooperative evaluation methodology prepare.d by
Development Associates--AcDZ has contributed an additional U8$10,500

from other sources.
 

LA MERCED RESOURCE COHTRIBUTZONS 

1. Loanfund Caitalization
 

La Merced not only complied with its capitalization commitments totaling
b5.3 million but actually exceed them by $b 1.6 million or 16 percent. 

2. Administrative Costsof Small Farmer Cedit Program
 

The 00 specifies a commitment by La forced of administrative cost con­tributions totaling US$306,209 over three years, Unfortunatelye the con­sultants were unable to determine the Cooperative's compliance with this
budget. We requested this Information from La Merced's Accounting Depart­

4 * 

.. .9 
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ment two weeks prior to our-departure on November 17th. On November 16th
the Chief of the Accounting Department, Jorge ElJas Taborga, informed us

that administrative cost contributions for Prestamos Campesinos could

not be calculated because (1) during 1979-80 departmentalized accounts 
had not yet been instituted; (2) departmentalized accounts for 1980-81 
are only partial; and (3) expenditures by department beenhave keptsince September 1981, but there no timewas to total them for 1981-82 
prior to our departure. The- last excuse was a special disappointment,

particularly it, light of the cor idorable tffort that had been investedby ACDI in operatiotwalizing a deq,4rtment-lled accounting system (see E,
Fortifying Administrat ve Capacity). We must conclude vlat this system-­
if indeed operational--is generAting data that are not being used for
 
management deci;;on-making on a ,lonthly basis.
 

However, there is ind!irect evidem-,. to sugp,,!;t that La Merced did not

have to subsidize the administrative co;ts of the Small Farmer 
 CreditProgram to the extent original!, . K 'd. The tesident Advisor reported

that as of July 1981 thee Progr.v.'; s! 
 pratln costs began to be exceeded
by its income, and th.it this W;A.r',war: now av.iilable to begin covering
part of La Mercud's *!.-nistr.t:.. .ut.;idy. It is a share the data is
not available to provu., a for wouldthis ,.rtl&n, it contitute a very

important Program acb.:vc.-nt.
 

3 Lt.4.. : . tfcn of 1'a:. i r1., ;tores 

Under the OPG, La Pfrc,.d wars to c-ir:itibut, U:;0175,00 in salaries, equip­
ment, and operating capital to (,,nof thre,. farn supply itoces to be on­
tablished in tlairana, Villa Puf;c: , .Ind Ch.in,. Only a rr.%11 fraction ofthis cornnlt.-,nt wai:, -:t. The otnl j , .rn .;ul ply -store to be establ ished on a pernent has i, was in rr-,T IT Vi!!a flunch store was begun
in October 1981 with .in initial 'it.i1 of.- L,'.25,OCo, but with negative

results (rohbrry, lo; -;ad .'o!,,;-,-) thAt cIt,-d it:. di :;contlnuation.

The store in Ch.in," wars nt-ver a,.... ptt"d. The Ma rana store proved to bequite succensful, ge-ti.ntLg ne,"! i'' e tot.-aIling alrtont U"043,OCO in
three yearn, which ,r. ,;,- a,. 
 !; ,22 [er zonth. Even no, Inventory
value for the itort, w.i% quite 1 : i. ,,d, far elIcw the entirat,,! 175,O00
investment or op-ratirqginally 'JNond rerforrnince o fh0 ?airana 
ntore i.- prentnt,:d btel.(;w: 

P-r iod Inv.ntorvValu#, Yea r Nat Income 
,'l50: I II.A{SpI'-S DOUJAR'S 

Year 1 (0/30/UO) 222,905 1I,916 317,/15 12,709
Year 2 (U0O11) 2!4,30ti lo,172 4id,'%.02 16,702
Year 3 (0/30/02) ('181 1_ fl1b,05, LU 1!s4

1,079,052 42, 766 1,331,121 42,952 

/
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4. Office for ACDI Resident- Advisor 

This ccmmitme:it was met. 

5. Vehicle for Small Farmer Credit 'PEogram 

La Merced acquired a 4-wheel drive 1979 FoLd 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. No trans­
portation problems were observed during the OPG period.
 

6. Salaries and Motorcycles for Program Staff 

La Merced complied successfully with this cormitment. The names of
 
current employees have been presented previously. There are also five
 
motorcycles for the 
use of Program field staff. 
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E.FORTIFYING ADMINISTRATIVE CAPACITY:' COMPLIANCE WITH PERFO NCE 
TARG ETS 

As described in Section C, the OPG's second objective was to fortify

the administrative capacity of La Merced, preparing it for the speciali­
zed and complex decision-making requirements of large cooperative institu­
tions. Achievement of this objective was 
to be measured by four indica­
tors. Six basic activities were to be undertaken. The resource commitment
 
listed in the OPG was mainly external--consisting of technical assistance
 
by ACDI short-term consultants. Each of these components will be reviewed
 
in turn.
 

INDICATORS OF SUCCESSFUL ACHIEVEMENT OF THE PROJECT OBJECTIVE
 

1. Creation of a Departmentalized Organizatlo. with Decentralized 
Delegation of Authority
 

In 1979 the Cooperative was organically structured in six separate levels,

with the lines of authority running from the Ceneral Assembly to the Vi­
gilance Council, from there to the Administrative Council, from there to
 
the Executive Director. Below the Executive Director 
were located two
 
Supervisors--placed as advisory positions outside the direct chain of
 
authority--which ran from the Executiv! 
Director to the Department of
 
Savings and Loans and 18 separate sections (see Annex E, Exhibit 1). In
 
this structure all operational subdivisions were located at the same
 
level as advisory and administrative support components.
 

From the outset of their contacts with La Merced, ACDI consultants who
 
came to Santa Cruz have urged the departmentalization of the Cooperative

into eight units, as follows: (1) Savings and Loan, (2) Farmer Credit,

(3) Consumer--with sub-srcctions of 
(a) Alnice'n, (b) Supermarket, and (c)

Agencies--(4) Farmacy, (5) Housing, (6) Social Services, 
(7) Education,
 
and (8) Administration. In addition, they urged the creation of a Spe­
cial Assistant for the Executive Director as 
well as an Executive
 
Management Committee, both intended 
to alleviate the Director's excessive
 
decision-making burdens. 
(See Annex E, Exhibit 2'.)
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During our evaluation we were shown La Merced's "Organigrama Funcional"
 
for 1982 (Annex Er Exhibit 3). This structure incorporates the recom­
mendations of an Executive Management Committee, Special Assistant (called

the Principal Supervisorl, 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 prograned 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 opqnion 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 
be 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 distincticn 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
ments. Overall, we would say that La Merced has demonstrated modest but'
 
solid success in departmentalizing and decentralizing its operations.
 

2. Creation of a Budoeting and Accounting System by Departments
 

La Merced had demonstrated its 
concern for improved accounting procedures
 
even before the OPG was approved. In 1978, with its own funds, the Co­
operative contracted Price Waterhouse and Ccmpany to prepare a catalogue

of coded accounts for purposes of introducing a system of computerized

accounting. In April 1979, La Merced signed 
a contract with Ing. Carlos
 
Glogau, the local representative of Wang Computers, to rent a complete
 
computer system to the Cooperative, provide all necessary programming

design assistance, and to teach COBOL to La Merced personnel. After 18 
months of effort (1979-1981), the departmentalized ccounting system

became operational. Print-outs now cover 
(1) fixed assets, (2) payroll,

(3) general financial statements, (4) Consumer Dept., (5) Farmacy, (6) 
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Housing, (72 Savings and Loans, and 
 81.Small Farmer Credit. The program­
ing of Small Farmer Credit data was completed by La Merced employees.

With training by ACDI short-term.consultant fl4ctor 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 xeroxed so that each department has its
 
own copy.
 

4. Long-Range Planning by Board of Directors
 

The evaluation encountered no evidence that the Board of Directors of
 
the Cooperative is 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 Crqanizationpl Proce-


Compliance with this performance indicator was described in the previous

section. An "Organigrama Funcional" for 1982 was established which re­
flects recommendations 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 Vel5squez, did not show the
 
consultants any procedures ranual fcr internal audit. Mr. Barba's func­
tions have been established in a letter from the Administrative Council,

dated January 31, 
1979. He says he has had conversations with ACDI 
con­
sultant Hector 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, Farracy, and the Mairana store, pre­
paring a daily report to Accounting and to the Executive Director. He al­
so reviews checkbook reconciliations.
 

In some, we are 
-naware of any manual which formalizes internal audit
 

procedures. This activity of the OPG 
was evidently overlooked.
 

4. Establish a Personnel 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
 
decision-making authority within La Merced is still evolving.
 

5. Establish Departmental Bugots 

This was 
finally achieved by La Merced in 1982. The Information system
allowing departmentalized budget formulation and income-expenditure re­
ports on a monthly basis currently exists. What is not yet clear is 
the extent to which this information is used opportunely for routine 
decision-making and budget control actions. 
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6. Conduct a Training Seminar for Cooperative Staff and Directors 
Cnvpriog Dr1egatinn nf At-hnrity. Butdgeting Theory e.
 

ACDI short-term consultants provided considerable training to La Merced
 
personnel on both a formal and informal basis. Dr. Hgctor Acevedo made
 
two trips to La Merced. The first was 
for a month. (January4:Febriary,"

1981), during 
7hich time Dr. Acevedo taught a course on delegation of
 
authority. His second visit (July-August 1981) was cut short by political

disturbances. He 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 "Budget Committee". He 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 thr,.ugh DecetLr 31 
to conduct an evaluation of actual with
 
programmed performance. The March visit resulted in the budget control
 
for 1981, training in hu !;et formulation, and the creation of a 1982-83

budget. The May visit resulted in training for monthly budget controls
 
and determination of short-term cash budgets. In June, Price Waterhouse
 
completed information flow procedures 
for Almachn, Accounting, and the
Computer Center. They also complete-' a set of procedures for short-term
 
cash budgeting.
 

Several-employees of La Merced mentioned that they had also received
 
valuable training one-on-one with ACDI consultants Percy Avran, who
 
visited the Cooperative for 30 days in June-July 1980; and from Juan 
Alvarez, who conducted a two-week mid-term evaluation in November 1980 
Avran and Alvarez's visits produced 11 and 27 recommendations respec­
tively, mostly applicable to 
the Srall Farmer Credit Programorather
than La Merced Administrative Fortification. Throughout the duration 
of the OPG, Robert Flick of ACDI/Ashington made six supervisory visits 
to 
the project totalling 50 days. Flick's participation was generally
regarded as very positive by La Mt.LC,:d personnel.
 

;,e believe the evidence indicates that administratLve training activL­
ties during the OPG were fairly active--In formal seminars, Informal 
sessions, and one-on-one contacts. 
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RESOURCE CONTRIBUTI0NS
 

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 Htctor Acevedo 27 
July 26-August 8, 1981 Hector 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. Visits by ACDT/Wasr'gtnn 5taff 

During the OPG period there were 58 days of ACDI/Washington staff
 
supervision, distributed as follows:
 

Approximate Date 
 Days
 

January 1980 
 8
 
September 1980 
 7
 
February 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 assistance using qualified professionals, and that
 
these individuals contributed significantly to the institutional forti­
fication of La Merced.
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CHAPTER I I L 
rMPACT EVALUATION 

In this chapter we present the results of the farm-level evaluation ofproject impact. The data was gathered by means of a fairly simple ques­tionnaire which was applied to 251 rural households from 58 differentcommunities drawn from the four service coverage areas attended by La
Merced within the Department of Santa Cruz. This sample represents 52
percent of the beneficiaries of the Small Farmer Credit Program.
 

The questionnaire instrument consisted of two parts. The first part,
known as Form A, was designed to detect the characteristics and opinions
of rural households who had received production credit, farm supp.ies,
technical assistance, training, or other services from the Small Farmer
Credit Program. The second part, known as 
Form B, sought to detect posi­tive changes in family income and well-being during the last twelve
months. It covers changes in income, savings, employment, purchases of
productive assets, credit access, housing improvements, purchases of
furniture or appliances, domestic services, health status, nutrition,
education, clothing, recreation, and family involvement in the communi­
ty. Forms A and B are presented in Annex F.
 

The methodology used to conduct the impact evaluation was 
rather unique.
This was so not because of the survey questionnaire employed but because
the data collectors were 
themselves small farmers: campesinos interview­
ing other campesinos.
 

Furthermore, the design of the questionnaire, selection of the sample,
field supervision of interviews, data tabulation, analysis, 
and report­ing of the findings--all was conducted in Bolivia, by Bolivians, with
out the participation of a single U.S. professional. The entire survey
process from beginning to end was completed in less than 60 days at a
total cost of under US$5,000. We are extremely proud of this achieve­ment. This is the secozd time in 1982 that this 
same type of locally­controlled methodology has been attempted and proven successful in Bo­livia. We believe It demonstrates a highly promising approach to low­cost evaluation of rural development projects, and one which enhances
maximum local participation in the evaluation process.
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A,PMGP SERVICES 
1. Beneficiaries Interviewed
 

A total of 251 rural households were interviewed. Of the respondents,
203 were men and 48 were women, The respondents represented 55 rural
communities, which vere distributed over the four coverage zones of the
Program as follows: (1)Mairana-Pampa Grande--20 communities, 88 fami­lies; (2)Chan4-Piraf--12 communities, 66 families; (3)Central Zone
(4A and 4B)--9 communities, 45 families; and 
(4)Villa Busch-San Juan
de Yapacanf--14 communities, 52 households.
 

Of the families interviewed, 129 (51 percent) had been members of La
Merced for at least five years, while 51 
(20 percent) had been members
for less than two years. Such data reflect considerable membership con­tinuity a-iwell as continuing emphasis to attracting new members. The
areas showing greatest incidence of old members were Mairana-Pampa Grande
(65 percent) and Chan4-Piraf (58 percent).
 

Of the 251 families interviewed, 143 (57 perccent) had only one personenrolled as a member of La Merced. In the Central Zone, however, as
many as 71 percent of all families had two or 
more members enrolled in

the Cooperative.
 

2. Membership Characteristics
 

Of total respondents, 185 
(74 percent) stated their principal occupation
was farming and only 7 (3 percent) were ranchers. Of the 59 who claimedother occupations--principally school teaching, commerce, and drivers
or mechanics--two-thirds claimed agriculture or ranching as a secondary
occupation. Of the 124 responaents who claimed secondary'occupationsother than farming or ranching, 34 (27 percent) were merchants, 19 (15percent were drivers), and 18 
(14 percent) were carpenter. "Other" oc­cupations included teachers, tailors, secretaries, plumers, broom-makers,health promoters, musicians, and radio repairmen. This occupational di­versity demonstrates that there exists a wide variety of income and em­ployment opportunities facing rural residents in addition to farming.Hence, a credit program "for farmers only" is l-ikely to be-of lessvalue to rural households in general than one which supports rural pro­ductive activities in general. Happily, La Merced recognizes and applies
this principle of flexibility.
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With regard to land holdings, 218 families (87 percent) own their own
land. Of these, 43 (20 percent). have less than five hectares 
(average
2.7 has), 33 
(15 percent) between five and ten hectares (average 8.3
has.1, another 33 
between 11-20 hectares (average 17.3 has.j, and 109
(50 percent) with more 
than 20 hectares. However, thi% overall profile
of land holdings varies considerably from one 
zone to another. For ex­ample, in the Chane-Piraf and Villa Busch zones, only 4 and 5 percent
respectively of all respondents own less than five hectares; in con­trast, 41 percent of all respondents in Mairana-Pampa Grande have less
than 5 hectares and another 19 percent have no 
land at all.
 

When only area cultivated is considered, farm sizes plummet throughout
the sample. In this case, 60 percent of all respondents cultivate less
than 5 hectares 
(average 2.9 has.), another 29 percent cultivate between
5 and 10 hectares, and only 24 growers out of 218 
(11 pertent) cultivate
more 
chan ten hectares. When asked how they would describe themselves,
168 out of 251 respondents (67 percent) said they were "small" farmers
while another 62 (25 percent) called themselves "middle-sized" produ­cers. Only one respondent considered himself a "large" farmer. These
data suggest that the Small Farmer Credit Program is indeed targeted

fairly effectively or 
small producers.
 

With regard to livestock holdings, although only 7 out of 251 respond­ents consider themselves to be primarily ranchers, livestock raising
remains a very important farm enterprise. Some 50 percent of all 
res­pondents raise cattle 
(average is 14 animals), 53 percent raise pigs
(average is 9 animals), 
and 68 percent raise chickens (average is 31
fowl). A minority of respondents raise horses and burros 
(17 percent),

ducks (9 percent), and sheep (8 percent).
 

3. Production Credit
 

Of the 251 families interviewed, 232 (92 percent) said they had receiveda production loan from La Merced. Of these, 208 
(90 percent) said they
had received the loan within the last year, 1981-1982. For all respond­ents receiving loans, the average loan value was $b 25,272 (US$574 at
the 44:1 exchange rate). 
When asked how the loan proceeds were used,
the most com1on reply was "agricultural activities" 
(62 percent of all
uses mentioned), 
followed by "livestock activities" (12 percent). The
third most common use was 
for "home improvements" (8 percent), followed
by "cominercial activities" and "food purchases" (both 5 percent),"in­vestments in rachinery and 
tools" (4 percent), "purchase of furniture
or appliances" (2percent), "debt payments" (I percent) and "medical
expenses" (1 percent). The above distribution of credit uses reflects
very precisely the poliry of the 
Small Farmer Credit Program to lend
approximately 70 percent of its portfolio for agricultural and live­stock uses, while devoting 30 percent to other rural uses.
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4. Renefits Received from Loan Use 

Eighteen separate benefits were mentioned by respondents with regard

to loans received from the Small 
 Farmer Credit Program, By far the 
most commonly-mentioned benefit 
(39 percent frequency) was that the

loans allowed farmers to conduct their agricultural activities at the
 
most opportune time, thereby resulting in increased yields. Another

18 percent considered tfmely disbursement of loans as the principal

benefit. The third most-important benefit was 
that it allowed borrow­ers 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 (5percent), purchase
of land (4 percent), the initiation or expansion of commercial activi­ties (4 percent), 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 percent). 
The

remaining benefits included lack of red tape, 
the ability to purchase

medicine quickly, improved education of children, repayment of old

debts, better prices due 
to on-farm storage, and an improved standard
 
of living.
 

5. Problems Regarding Loan Use
 

Out of 232 respondents who received loans, 
a surprising 151 (65 percent)

said they had experienced no problem whatsoever in obtaining credit
from La Merced. When pressed for possible deficiencies, 64 respondents

mentioned a'yariety-of nine different 
 roblems. Of these, 39 were concern­ed Withthe Program's requirement of guarantees and co-signers (garantes).

Eight mentioned poor harvests which resulted in repayment problems.

Others included loan disbursement delay due to 
lack of sufficient loan

funds, illness that delayed loan repayment, loan denial for reasons of
insufficient savings, lack of land documentation, and incomplete loan
 
request paperwork.
 

When asked about problems relating to delayed loan repayment, 215 res­
pondents had a reply. Of these, 93 
(43 percent) said they always pay
on time while another 53 (25 percent) said they pay before the loan isdue. Of the remaining 68 respondents who had had 
some kind of repayment
problem, 50 blamed poor harvests, 10 blamed sickness, 6 blamed inade­
quate knowledge of loan requirements, and two said they did not wish to
sell their harvest (to repay the loan) because market prices had fallen 
too low.
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5. Recommendations for Improving Credit Services 

%benasked to make recommendations for improving loan services, 28 ofthe respondents 011 percentl said that the CooperativeIs credit sys­tem was good the way it is and should not be changed. There were anadditional 323 responses covering 36 separate recommendations. The
most important (mentioned 60 times) was 
that loan amounts were inade­quate and needed 
to be increased. A related suggestion (mentioned 37
times) was that loans be authorized on a ratio of 1:4 or 
1:5 savings
to credit. The next most-important recommendation (mentioned 35 times)
was for the Cooperative 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
terest rates was 
sugges'-d by 18 respondents. A 24-month repayment
period for loan:larger -as recommended by 15 respondents. An equal
number of farmers reco..inded more intensive 
 training and technicalassistance for loan recipients. Twelve farmers requested that only

a single garante be required, while 11 respondents requested that the
Cooperative accept land title documentation as the loan guarantee. The
remaining recommendations were supported by fewer than ten respondents.
 

6. Farm Sunplv Service
 

Out of 251 households interviewed, only 30 (12 percent) stated they
had purchased farm supplies from La Merced. Of 
 these, the majority
purchased these supplies in 1981 rather than 1982. Among 66 responses
to the kinds of supplies purchased, 24 bought fungicides, 18 bought
insecticides, 12 bought fertilizers, and six each bought herbicides
and seed. The principal benefits resulting from input use were the
ability to fumigate crops in time (mentioned 18 times), improvement inharvested yields (mentioned 12 times), 
and lower supply prices (men­
tioned 8 times. Other benefits included the acquisition of good to­mato seed 
(4 cases), learning to use agrochemicals more effectively

(3 cases), obtention of unspecified hybrid seed (2cases), and the
delivery of inputs in the community (case of Piraf, mentioned twice).

Seen from the viewpoint of the Small Farmer Credit Program as a whole,
the data reveals 
a major shortfall In service coverage. However, in
those instances were 
farm supplies were made available by the Coopera­tive, the results of this service were seen quite positively by its
 
users.
 

There were 34 responses to 
the question of whether the respondent ex­perienced any problem in the purchase and use of inputs. Of these, 28
said they had no problem whatsoever. Of the remaining six who experienced
problems, two said the herbicide they bought had no effect on weeds, two
claimed they lacked insufficient instruction in input use, one farmer
claimed the Stam herbicide made his cows 
sick, and one claimed he bought

bad seed that never germinated.
 



Zleven different.:ecommendationa L97 responses) were made by:ua
 
by ruralhousehadd 


fbt residents in Mairanal was to expand the quantity and variety of
inputs offered for sale. (%entioned29 timesl. Eighteen respondents

requested that farm supply stores be opened in their zone, Iourteen
farmers suggested a lowering In Input prices and another 13 requested

more technical guidance In 
Input use by the Program agronomist. Ad­ditional recomendations included input sales on credit, more consist­
ent input supply to the Mairana store, sales of.vaccines for livestock,
acquisition of more improved seed, exclusive Input sales to Coopera­
tive members, and continuation of the input delivery service (Piral).
 

7. rarmer Training and Technical Assistance
 

Out of 251 families interviewed, only 59 said they received any train­
ing or technical assistance from La Merced. This coverage rate of one
farkier-member out of every four is clearly inadequate from a total pro­gram perspective, and represents a serious shortfall from the programmed
training targets specified in the project plan. 

.But where training and technical assistance was available, it was well­
received by farmers and covered a fair variety of subjects. Of the 51
respondents who received training, 47 (80 percent) said itwas techni­
cal aisistance while 12 (20 percent) learned about cooperativism. The
most commonly mentioned topics of training were crop cultivation prac­
tices 
(27 cases), cattle*raising and disease control (25 cases), veteri­nary training in general (21 cases), instruction in the use of insecti­cides, herbicides, and fungicides (18 cases), soil preparation and manage-
Ment (15 cases), animal traction and new tools (13 cases), cooperativism
and credit operation (12 cases), and dLverge Ohamplets about agriculture

and livestock raising (23 cases).
 

Among the benefits of training and technical assistance, 31 respondents

said they learned how to improve their crops, 25 learned how to use
 
new Inputs, 20 learned how to detiect and cure diseases in their cattle,
12 learned how their cooperative functions, and 11 learned how to use
 
new farming equipment. Other benefits included improved pineapple

production (6cases), faster 
loan paperwork preparation (3cases), im­proved corn yields (2cases), and Improved shelling methods for pea­
nuts. Of the 59 respondents who said they~received training, 51 saidthey had no problem in obtaining iti the other eight had no reply to the 
question. 

The most Important recommendation for improved technical assistance wasadditional training Incrop techniques (mentioned 23 times)t closelyfollowed by a request for continued classes In livestock raising (21cases),* biteen farmers requested more training In cooperativism, and13 recomendj more frequent visits by the Program agronomist. NLne 
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respondents requested more training in the use of inputs to treat crop
diseases, and an equal number suggested more 
intense general promotion
by the Cooperative. Other recommendations included more training inchicken-raising (7 cases), more sales of farm inputs (37cases), theassignment of a permanent agronom~ist to Ptairana and the Central Zone
(4), continued delivery of phamplets 
(Q),and new demonstrations of 
animal traction (3). 

8. Otlior %.r'.ic,- frrn th C.r~perti=v 

asked if they had receivedWhen "other' service- frcr the Cooperative,94 of 251 respon.dnts (37 percent) answered affir.atively. Use of theCo-op Pharmacy vi thie mrnst I-}-rtant of these services (entioned 75times), followed closely by the Co-op Consumer Store (mentioned 72
times), Twenty-tiree !esFr)(!e.nt:ment Lone receiving health 
seruicesfrom La Mrced, thre'e received le(al assistance, and one receivededuca'ional hlp. The most irl[ortant benefit associated with suchservices was that ot lower prices (mentioned 79 tim.s), Consideratecreat.rent of caA.no Jbop.:.,,r at 
17 

tJle m.itiana -tore was mentionedtimnes. Ot.lhr ben,-fitt inclU ed inexpen.ive doctor consultations(15 cases), health improvem,,nt (7 cases), availability of products
not encountered in other storen 
(5cases), 

Sixty eight of the 94 respondents who received other services saidt.hey had experl.nced no problem. Cf the twenty who .entioned problems,12 complained of hij-hly floctating pricen in the far.acy and consumerstore, three comp!a.n.d of exceslivrly high prices, and four complainedthey lived too far Away ti u) these :,;r-iIces conveniently. 

The most cor.'ony-r-,,ntioied r~cor. ern!ation for service hrprovement wal
to expand the nur1.r of foc]! rroductn .. tI' t'alrana store (56
oId at
cases). This wan followed by a nuggention that !rharr.lcy prices be low­ered (22 cases). Gther recov:zt-rdat ons included the provision of aphysician attending Airan.A .And other rorAl areas (13 cases), stabli­zing pricen in H.irara 
(13), the opening of a consurer store and phar­macy in Ifarde'.mAn, V.lla [uhch, IPuesto 1rrn-inde:, and Pam.pa Crande(12 cases), Nort- couties atbout cooperativitm. (9), more frequent techni­cal assistance by the agronomi1t (S), and trainirg in crop rotation(5 cases).
 

a . , * S 

http:esFr)(!e.nt


- 33-


B. MANGES INFAMILY INC E AM WE-BEING 

1. Annual Income of the Rural Household
 

Of the 251 rural families interviewed, 227 of them (90 percent) earn

income frem agriculture, with the average earnings from this source 
alone calculated at Sb 125,219. One household in four earns income
 
from livestock, the yearly average amounting to Sb 107,235. About 105
 
families 
(42 percent) earn income from "business" (neaocios), with
 
average earnings of Sb 67,841. F:nally, there are 67 respondent fami­
lies (27 percent) who earn income from professional occupations, like
 
school teaching, with the average earnings reaching Sb 126,295. Given
 
these reference points, it is probably safe to estimate 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 amrounts. This is
 
because during 1982, Bolivian currency was officially devaluated by

76 percent (from $b25 to $1,44 
per dollar), but unofficially the ex­
change rate has soared well beyond $blOO per dollar, and possibly even
 
twice that much.
 

It is also important to emphasize that the composition of total rurt'
 
household income is also quite variable from one program coverage zone
 
to another. For example, in the Chan4-Piraf Zone, the agricultural

earnings of the re.,ondents interviewed averaged $b 230,487, while in
 
the Central Zone income from agriculture only averaged Sb 68,788. 

2. Increase in Income
 

The absence of an income baseline prior to this study makes the measure­
ment of changes in rural household Income extremely difficult and quite

subjective. The survey therefore attempted to ascertain whether rural
 
respondents believed their incomes had increased over the last twelve
 
months. Of the 227 who said they earned agricultural income, 137 (60

percent) said their earnings from this source 
increased tignificantly,

and almost exactly half estimated the increase to have exceeded $b
 
50,000. Regarding livestock income, of 62 families listing earnings
 
from this source, 41 (66 percent) declared significant increases in
 
Income, and almost 40 percent estimated the increases to exceed $b
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50,000. Similarly, of the 105 households declaring "businessm iicone,

63 of them (60 percent) claimed significant income increases, while
48 of 67 households listing professional income (72 percent) also ex­
perienced major growth of income. In general, estimated income In­
creases as a percentage of total income from each 
source recorded
growth of 55 percent in agriculture, 16 percent in livestock raising,
25 percent in business activities, and 19 percent in professional in­
comes
 

Once again, given rampant currency devaluation and domestic inflation,

the importance of these changes-in terms of real improvements in

family purchasing power--can not be reliably calculated. Nor can the

income increases mentioned above be narrowly attributed to the Small
Farmer Credit Program as 
a direct result of production loans disbursed
 
to project beneficiaries. However, given the fact of rapid price in­creases for traditional crops of the Santa Cruz region--particularly

rice, tobacco, corn, and sugarcane--and given the strong testimonials
from project beneficiaries that farm loans from La Merced 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 benefits during 1982--from agriculture as well as
 
non-farm enterprises.
 

3. Savings
 

Of the 251 rural families surveyed, 243 (97 percent) listed savings

in La Merced. 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 fb 37,596. These

combined estimated savings within and outside the Cooperative total
$b 48,293,. which represents between one-quarter and one-third of the
 
average household income suggested previously.
 

The composition of savings by production zone varies greatly, as do
the levels of total savings. For example, the average savings invest­ment in La M 
 I by residents of Villa Busch came to $b16,221, which
 
is about twiL much as 
the level of savings contributed by the
 
average member from Mairana or 
the Central Zone. Furthermore, 34 per­cent of total available savings of Villa Busch residents are invested
in La Merced, as compared to 18-20 percent for the other three coverage

zones. This superior performance by Villa Busch in purchasing Coopera­tive share capital is also reflected in its pattern of borrowing, for
it iS the zone with the largest average value of loans. This result also
coincides with the fact that Villa Busch is the zone with the largest
percentage of new members in La Merced. The overall picture is
one of
 
great trust of Villa Busch residents in their Cooperative. And as one
ACDI advisor commented in a trip report, Villa Busch is the busiest
 
field office of the Small Farmer 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 employment.
 
One hundred of these respondents (88 percent) experienced this increase
 
in the area of agricultural activity, two (2percent) in livestock
 
raising, and 13 (11 per-ent) 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 generation 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 Program played a major role in generating the increased employ­
ment benefit.
 

5. Investments in Productive Capital
 

No less than 212 of all rural families interviewed (84 percent) indica­
ted they had made some purchase of productive assets during the last
 
twelve months. The average value of these investments came to $b 29,336,
 
which represents about 78 percent of the total estimated savings of
 
beneficiary households ( $b 37,596). This result suggests that among
 
the rural members of La Merced, what they do not invest in Cooperative
 
share capital is being used for the purchase of productive assets. Of
 
the 212 households investing in productive assets, the most important
 
category of assets was tools (30 percent), then animals (23 percent),
 
then land (20 percent), machinery (16 percent), and "other" (11 per­
cent). In terms of the largest percentageof'all respondents making
 
investments in productive assets, Mairana was in first place in the
 
categories of machinery, animals, and land/houses. Villa Busch was
 
hiqhest In the purchase of farmina tooln.
 



6. Other Sources of Credia 

Other than La Merced, the sources of financing available to project
beneficiaries are quite limited. The single largest source is that
of private loans received from relatives, friends, or local money­lenders. 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 Bolivian Agricul­tural Bank, and 15 (6 percent) from other sources. These data demon­strate that three out of every four rural members of La Merced are
exclusively dependent on 
the Cooperative as their only source of pro­duction credit. This, combined with the fact that La Merced is general­ly viewed as 
a fast and efficient credit supplier, makes the Coopera­tive the preferred small farme'r lending institution in the Santa Cruz
 
region.
 

7. Rome 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 
fb 16,642. The
incidence of home improvements was highest in the Central Zone 
(53
percent of all respondents) and lowest in the Zone of Villa Busch
(27 percent). The home improvements indicator is usually an excellent.
indirect measure of the existence of increased family income. 

8.Yurniture and Appliances 

Of all families interviewed, 135 of them 
(54 percent) said they hadpurchased new furniture or a domestic appliance during the last 12
months. Of these, there 
were 64 furniture investments with an averagt
value of $b 8,286, and 71 appliance purchased with an average value
of $b 14,607. Once again, this indicator indirectly confirms thegeneration of increased income among rural households participating
in the Small Farmer Credit Program. 

9. Domestic Services.j
 

Among all respondents, 135 families 
 (54 percent) have installationsof potable water, 119 (47 percent) enjoy electricity, and 97 (39 per­cent) have latrines. Water instalations are highest in Mairana andthe Central Zone (77 percent and 66 percent respectively), and lowestin Villa Busch and Chane-Piraf (33 and 30 percent respectively). A 
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similar pattern exists with regard to electricity, while the pattern
 
of latrine use is fairly uniform in all coverage zones. The impact
 
survey failed to establish whether or not existing domestic services
 
had been installed during the last year or over the th-ee-year period
 
of the OPG. Nonetheless, this indicator shows that considerable gains
 
in the provision of domestic services have occurred among project par­
ticipants, Relative to the scarcity of potable water and electricity
 
prevaiiing in most rural areas of the Third World, the Santa Cruz re­
gion appears to be a striking exception. Both local gommunity action
 
and semi-public service promotion agencies appear to be responsible
 
for this achievement.
 

10. Food Consumptiorl 

Among all respondents, 79 families (31 percent) said that their level 
of food consumption had improved during the last yea. Of these house­
holds, 71 (90 percent) cited increased meat consumption, 62 (78 percent
 
mentioned increased consumption of vegetables, and 50 (63 percent)
 
were drinking more milk. Other items that were listed as more abundant
 
in many family diets were fruit (30 cases), eggs (15 cases) and fish 
(9 cases). The highest incidence of improved food consumption came 
in Mairana and Villa Busch (both 42 percent of all respondents), while 
the area of least perceived nutritional benefit was the Central Zone
 
(11 percent). 

11. Health 

Of all households interviewed, 72 (29 percent) replied that general 
family health had improved during the last year. The area of highest 
perceived improvement in health was in Villa Busch (55 percent), and 
the area of least improvement was in the Central Zone (15 percent). 
Among the reasons given for health improvements, the most-common was 
improved nutrition (24 cases), followed by improved medical attention 
(15 cases), moving from the country into town (10 cases), lack of 
epidemics during the last year (8 cases), travel to Cochabamba and 
Sucre for operations (7 cases), better family higiene (6 cases), im­
proved family health-care knowledge (5 cases), and improved income
 
with which to purchase medicines (5)cases.
 

In their order of importance, the principal illnesses suffered by res­
pondents during the last year were fevers (23 cases), pneumonia (21 
cases), liver ailments (19 cases), diarrheas (18 cases), rheumatism
 
(14 cases), stomachaches (14 cases), heart problems (13 cases), tu­
bprculosis (12 cases), and anemia (11 cases). 



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 ( . percent) had children who
continued in school during the last year. h1 en 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. These data demonstrate a very high priority placed by rural

households on keeping their children in school as 
long as possible,
 
a strategy obviously calculated to expand the family's future income
 
and employment 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 Busch, Chane"-Piraf) are less conveniently located
 
with regard to secondary school facilities than others.
 

With regard to adult education, only 69 resporndents (27 percent) said
 
they had received some kind of training during ,he last year. Of these,
40 had received training from the Cooperative, 23 from other sources,

and 6 from both La Merced and others. Overall, the distribution of
adult education opportunities was very uneven from one zone to another.
 
No less than 73 percent of all respondents in the Central Zone had

received training. This contrasts with only 23 percent in Chan4-Piraft,

16 percent in Mairana, and only 13 percent in Villa Busch.
 

13. Clothing
 

In 241 of the 251 households interviewed (96 percent), purchases of new

clothing and or shoes were made during the last 12 months. The average
*iombined expenditure wan Sb 25,520, of which Sb 18,021 (71 percent)
was for clothing and Sb 7,455 (29 percent) was for shoes. 

14.Perato
 

Seventy-four households out of all surveyed (29 percent) said that their
families had Increased their participation in recreational activities 
during the last year. The most common Lcreational activity was going

to the movies (43 canes), followed by trips to town (36 cases), visit­
ing one's community of birth on 
its saint's day (20 cases), school
 
picnics (16 cases), attending soccer gemes (10 cases), and family
 
fiestas (8cases).
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15. Community Liadership
 

Of all rural households interviewed, 96 of them (38 percent) contained a
family member who serves as a community leader. All but 14 leaders were
male heads-of-household. The leadership positions filled by these indi­
viduals, in order of importance, were local cooperative organizations

(18 cases), parent-teacher associations (16), agrarian syndicates (15
cases), municipal posts such 
as mayor or corregidor (12 cases), public
works committees 
(11 cases) and ad hoc committees ftr community develop­ment projects (14 cases). Other organizations included mothers clubs(4 cases), sports clubs 
(3 cases), and religious organizations (3 cases).
The inciddnce of local leadership participation among respondents was
highest in Villa Busch 
(52 percent) and lowest in Mairana 
(24 percent).
 

16. Voluntary Labor Contribution;
 

Respondents were asked if they or any member of their family had contribu­ted any voluntary labor to community development activities during the
last year. Of 251 households interviewed, 232 (92 percent) said they
had contributed some 
amount of voluntary labor. Among the contributors,

217 were male household heads, 18 were 
female household heads, and one
 was a child. Of the 232 contributors of voluntary labor, 103 (44 percent)

gave more than five days of labor. Voluntary labor contributions were
highest in ChanS-Piral, where 81 percent of interviewed households gave
more than five days of work on community projects. Labor contributions
 
were lowest in Mairana, where only 28 percent of households gave over
five days of labor. Overall, voluntary labor was most frequently donated
to road construction and maintenance 
(145 cases), followed by school con­struction or maintenance 
(127 cases), collecting cash contributions for
community projects (32 cases), construction of health facilities 
(23

cases), construction of parks and streets 
(23 cases), bridge repairs

C22 cases), other public works 
(19 cases), church work 
(17 cases), water

supply systems (14 cases), and repairs to soccer fields (11 cases)
 

17. Attendance at Conmunity Meetings 

Of 251 respondents, 216 (86 percent) said they attended community meet-Ings. Of these, 62 percent attended more than ten meetings during the

last year. The principal typts of meetings were discussions of community
business (119 cases), school affairs 
(56 cases), cooperative business
 
(51 cases), public utilities 
(44 cases), agrarian syndicate business
(30 cases), potable water committee business 
(16 cases), meetings of
the Farmers and Ranchers Association (12 cases), and meetings by mothers
 
clubs (11 cases).
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18. Contributions to Other Communities
 

Sixty-seven households 
(27 percent) provided assistance to neighboring

communities or to projects benefiting several communities at the same
 
time. The most common 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).
 



C.HAPTER IV.
 
THE COOPERATIVE EVALUATION SYSTEM
 

PROPOSED BY D,A. I.
 

An a secondary objective of this evaluation of the ACDI/La Merced OPG,

the consultants were asked to review and, where appropriate, incorpor­
ate the cooperative evaluation system proposed by Development Associates,
 
Inc.* We did not use this system as carefully as we might have; its
 
utility for the present evaluation was more as an ex post check-out of
 
findings against relevant study questions, not as a guide in developing
 
our evaluation methodology.
 

The following chapter is divided into seven sections. The first six
 
contain brief answers to 86 of 143 suggested study questions which we
 
found to be relivant in the DAI system. These sections cover (A) Project

Inputs--7 questions; (B) Intervention Strategy--19 questions; (C)Spe­
cific Content Areas--23 questions; (D) Institutional Purposes--ll ques­
tions; .(E) Beneficiary Purposes--ll questions; and (F) Project Goals-­
15 questions. More detailed answers 
to these questions can be obtained
 
In Chapter Il--Institutional Evaluation, and Chapter III--Impact Evalua­
tion.
 

We conclude the chapter with a section containing our general comments
 
on the DAI cooperative evaluation system, reviewing what we believe are
 
its principal strengths as well as its deficiencies.
 

* Development Associates, Inc., Evaluating Cooperative Development Pro­
jects: ASystem for Planners, Project Staff,and Evaluators, May 14,
 
1982, 78 pages.
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A,SMUDY UESTI S RATING To I FTs 

PRELIMINARY PLATIINC 

1. Was the project plan sufficiently complete to guide project 
implementation?
 

Very much so. The OPG document--and particularly its Logical Framework­clearly and in great detail specifies (1)personnel requirements; (2)
budget--both external and local contributions; 
(3)project activities
 --with deadlines; and (4)evaluation schedule.
 

2. How detailed was the needs assessment?
 

Very detailed. In fact, there were two assessments: the first by Flick
and Acevedo, "An Institutional and Financial Analysis of Cooperativa
Multiactiva La Merced, Ltd. 
(July 31, 1979); the second by Resident
Advisor Steve Wiles, determining status of Farmer Credit Program at
the outset of the OPG. Howevc., 
both documents emphasized institutional
 
aspects of La Merced and therefore program or procedural needs to
strengthen services to small farmers; neither presented a survey of
small farm household,-needs. The rural demand and need for credit was
 
taken as a given.
 

3. Were the reporting requirements clearly defined?
 

Yes. The Resident Advisor was 
required to prepare quarterly reports

following a format established by ACDI covering (1)Long-Term Techni­cal Assistance, (2) Short-Term Technical Assistance, (3) Small Farmer
Training, (4) Staff Training, [5) 
Loan Movement, (6) Institutional
Development, (7) Progress Toward Objectives, (8)Delays or P;oblema,
with Recommended Solutions, 
(9)Activities Planned for Next Period,

and 
(10) Financial Information on the Cooperative. The consultants
 
verified five quarterly reports.
 

4. Were there any unanticipated events or conditions which had a
major influence on project implementation or results?
 

Yes. Currency devaluation on a drastic scale wiped out most of the ex­pansion In the value of the 
farmer loan portfolio. Political disturbances
caused interruption of training visit by short-term advisor (Management
 
Specialist).
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RESOURCE
 

1 	Was the number'of project personnel adequate? and were they well­
qual fLed?
 

Yes, particularly in the case of ACDI Resident Advisor and short-term 
consultants. All external staff commitments were met or exceeded. Inter­
nal to La Merced, the Small Farmer Credit Program failed to commit ade­
quate human resources to the activity of farmer training. This was an 
error of implementation as well as planning. 

2.Were project funds, equipment, and supplies provided at the level
 
and schedule planned, and were they adequate?
 

In general, yes. The OPG was completed without amendment of the final sum
 
budgeted. However, given the drastic currency devaluation of 1982, the
 
AID donation of US$176,000 to capitalize the rural lending fund proved
 
to be inadequate.
 

3. Was the organizational and technical support adequate from the 
Mission, the host country government, host country cooperative
 
organization?
 

In 	general, yes. The Resident Advisor, in his final report, acknowledges

the support and faith of the USAID Mission. The field visit of USAID 
officer Howard Handler is also noted. USAID cooperated in subsequent
 
amendments to OPG after one year of experience with project. No explicit
 
support from Bolivian Government was planned for the project. La Merced
 
provided most of the resources to which it was committed by the OPG,

and most importantly it surpassed its financial commitment. It did not,
 
however, contribute the planned level of capitalization for farm supply
 
stores.
 

B, STUDY 1ESTIONS RELATING TO INTERYWION STRATEGIES AND THEIR 
DIRUT ISLTS 

TRAXNINGA
 

1. How were the needs for trainirg assessed?
 

in the case oL farmer training, by types of crops actually grown on 
small farms; also, by staff perceptions of what rural households might
need to know in order to properly use agricultural credit from La Merced. 
Training needs of La Merced staff (for administrative fortification) were
 
determined via personal interviews and needs assessment by external con­
sultants.
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2. How was the training program organized?
 

Training of small farmers was'carried out by a variety of mediums.-,

radio programs, phamplets, field days, 
 and particularly meetings or
"charlas" held in rural communities in the evenings. Scheduling was
concentrated in only a few communities for the charlas due 
to manpower
constraints. Training of Credit Program staff mainly conducted via one­on-one informal contacts between Resident Advisor and employees. Adminis­trative training conducted by a combination of formal seminars and in­foraal on-the-job training. In general, staff training was 
fairly in­tensive and quite effective; however, farmer training was inadequate

in coverage and ineffective in results.
 

3. What were the qualifications of the trainers?
 

Resident Advisor and short-term ACDI consultants were highly qualified
professionals. Acevedo and Alvarez, as 
well as Price Waterhouse con­sultants, were all native Spanish speakers. Wiles and Flick were fluent
in Spanish. Wiles' experience in rural credit was outstanding.
 

4. Who received the training?
 

Farmer training--some 1,200 persons 
in three years. Credit Program-­some seven employees. La Merced--aprox. ten senior staff, 20 junior
staff. Note: Farmer-trainees included members and non-members, which
 
served to dissipate training benefit.
 

5. To what extent did training reflect participant needs?
 

Although coverage was 
limited, with very little follow-up except in 3-4
communities, content was of high interest to farmers. Content areas re­flect crops they grow, training methodology practical.
 

6. To what extent were information and/or skills learned?
 

Unknown. Follow-up evaluation of training effectiveness not conducted.
However, impact evaluation shows strong interest on the part of small
farmers for more 
intensive training and technical assistance.
 

7. Did trainees utilize what they learned?
 

In case of small farmers, unknown. In 
case of Farmer Credit Program, most
of the training content eventually found its way into daily use and was
formalized in regulation~s and procedures. To a lesser extent, same is
true regarding La Merced employees trained in administrative fortifica­
tion.
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6. Were there multiplier effects from training?
 

Very few. The small farmer training program did not develop a training­
by-trainees approach. Use of farmer-paratechnicians for this activity
 
in recommended.
 

TECHNICAL ASSISTANCE
 

1. How were the needs for technical assistance assessed?
 

These were,determined by a general institutional and financial analysis

of La Merced. The Cooperative, previous to the project, had already ini­
tiated a process of administrative reform and reorganization. ACDI was
 
formally invited by La Merced to diagnose deficiencies and recommend
 
solutions.
 

2. How were the providers of technical assistance identified7
 

Unknown. We assume ACDI has a resum4 file and directory of professionals
 
qualified to be consultants.
 

3. How many persons received assistance?
 

Exact number unknown due to abundance of informal training contacts.
 
We estimate 24 individuals, including senior staff and Cooperative
 
directors.
 

4. Was technical assistance appropriate to recipient needs?
 

Very much so. Review of reports by short-term consultants reveals many

useful and important recommendations. Some of these have been adopted

by La Merced, many are still pending, and on others a compromise has been
 
worked out.
 

5. What changes in operations have resulted from the assistance?
 

Small Farmer Credit Program has expanded coverage, loan portfolio, loan
 
size, slashed delinquency, recovered over US$16,OOO in unrecoverable
 
debts. In area of administrative consolidation, Cooperative has been de­
partmentalized, decentralized budgeting and accounting now operational,
 
modest progress made in decentralization of decision-making authority.
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CAPITAL ASSISTANC: 

1. What analyses vere performed to identify needs 
for capital
 
assistance?
 

Financial analysis conducted by Acevedo; also projections of rural cre­dit demand based on existing portfolio, growth in savings and membership.
 

2. In what wiys was capital assistance intended to improve co­
operative operation5 and/or facilitate services 
to members?
 

Resources were intervn,.d to (1) Increase nwmber of members receivingloans, (2) increa.,- loan si:e to meet member l..oduction needs, 
(3) allow
 users to Increase Income via productive Investments.
 

3. How was allocation of funds made to meet various needs?
 

No multiple allocation by nee'ds. Instead, there was a single need--capL­talization of loan funds--which was increased by US$176,OOO, to be dis­bursed over a three-year period.
 

4. Was the capital assistance provided when needed?
 

Ye. 

5. Was the capital used for the intended purpose?
 

Yes. 

6. In what ways did the capital effect the operations of the 
coope rat i v? 

Loan portfolio, num'b,r of loand, and average loan value all Increased.However, real gains w,.re modest duo to drastic devaluation of Bolivian
currency ,ird high local inflation, which served to neutralize benefits 
of resource expansion.
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C,STUDY .JESTIONS FOR SPECIFIC CONT ARES 

ELECTRIFICATION/ENERGY
 

Not applicable to this evaluation.
 

HOUSING
 

Not applicable to this evaluation.
 

AGRICULTURAL 1ARKETING
 

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 small 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 history of agricultural credit programs is generally a
 
negative one. 
It has been likened to playing "Russian Roulette" with
 
small farmers. This is px. 'sely because marketing components are left
 
out of most rural credit programs.
 

To its credit, La Merced did not tie credit us e to the obligatory applL­
cation of yield-increasing modern inputs. Modern input use was left
 
optional to the borrower. Again, in the absence of marketing services,.
 
such flexibility is appropriate.
 

Nonetheless, for the future we believe that if La Merced truly seeks
 
to provide small farmers with services that are vital to their incoma
 
and well-being, then the Cooperative must study the possibility of
 
creating a marketing program. This could offer many potential benefits,
 
(1)a new source of income for La Merced; (2) an additional form of
 
rural loan recovery; (3)establishing a functional linkage between
 
rural co-op members who grow food, and urban co-op members who consume
 
food; (4) up-grade Mairana and other rural stores 
into produce collect­
ion, storage, and grading centers; (5) assure two-way loads for co-op
 
transport--carrying consumer Soods and supplies to rural stores, and
 
carrying return loads of produce; and (6) introducing crop diversifica­
tion and programmed plantIngAlarvesting to facilitate high prices to
 
producers.
 

We recommend La Merced request assistance from ACDI to study the feasi­
bility of a marketing program, and if demonstrated promising, to prepare
 
an OPG to aupporL a marketing initiative.
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AGRICULTURAL SuPLY 

1, How was demand for joint purchase determined?
 

Unknown. We are unaware that a formal demand-study or survey was under­
taken by ACDI consultants. Instead, farm supply stores were assumed to
be a valuable service to farmers. It was decided to begin one store each 
year in a new area, allowing the proje:t to learn from its own experience
and correct its mistakes as the project advanced. 

2. How and what resources were mobilized to provide farmers with
 
needed inputs?
 

Under the OPG, La Me:cea commited itself to provide US$175,000 in opera­
ting capital, equipment, and salaries to each store. Purchase of supplies
was to be strictly on a cash basis. Currency devaluation resulted in
 
foreign exchange shortages which virtually eliminated possibilities of
bulk procurement of imported farm supplies. As a result, the rural store
 
concept gradually abandoned farm supply sales in favor of consumer goods,

educational supplies, and farmaceutical products--items also of vital
 
interest to rural households.
 

3. How were sources of goods, services, and equipment identified?
 

Unknown.
 

4. How timely and cost-effective was the supply process?
 

Under its revised formulation as a rural store for consumer goods, the
Mairana operation proved dramatically profitable, earning average net In­
come in excess of US$1,00 per month. Of those households interviewed

who used the store, large majority identified its low prices and its
 
convenience as its principal benefits. "lla Busch store was not cost­
effective. Chan4 store was never 
begun.
 

5. What were terms of payment, repayment, and delinquency rates?
 

No credit for consumer goods--a cash anin -arry operation. For overall
 
agricultural credit, over 
'5 perceni o all loans on short-term basis,

repayable within 12 months at 
interest rates that gre from 18 to 32 per­cent over project period. Loan delinquency rate dropped from 72 to a
percent (by number of loans), 
and from 32 to 11 percent by value.
 

6. Were the supplies used ar intended?
 

Unknown. It is assumed that borrowers used credit to purchase supplies

that they already knew how to use, using traditional techniques. Project's

farmer training insufficient to cause important impact in Imput use.
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AGRICULTURAL CREDIT 

1. Was the'need for credit recognized by. appropriate groups?
 

Yes. Project was specifically focused on credit for small farmers­

growers who do not qualify for loans from principal institutional lend­
ers. 

2. Were reliable and adequate sources of credit identified?
 

Yes. Sources were AID and La Merced. AID disbursements made in full,
 
La Merced commitment was exceeded by 16 percent. Thus, both were re­
liable. However, increase in loan portfolio turned out to be inadequate
 
due to drastic local currency devaluation, resulting ultimately in the
 
need for credit rationing.
 

3. Was the management of credit resources competent and honest?
 

A strong yes on both counts. Over project period the performance of
 
the Small Farmer Credit Program improved remarkably. Program procedures
 
have now been institutionalized (procedures manual), plaied on a routine
 
basis.
 

4. What were the lending policies and financial conditions?
 

Interest rates increased from '8 to 36 percent due to currency devalua­
tion and local inflation. Over 75 percent of loans short-term, 70 per­
cent for agricultural and livestock investment, 30 percent for other
 
rural productive investment. Collection procidures very tight, including
 
classification of overdues and farm-level pschological intimidation of
 
delinquents with known repayment capacity.
 

5. Who received credit and in what amounts?
 

Of total rural borrowers, 24% with area cultivated of 1-2 hectares, 36
 
percent with 3-5 hectares, 29 percent percent with 5-10 has., and 11 per­
cent with over 10 hectares. Regarding loan amount, 64 percent of all
 
borrowers received between 5,000 and 30,000 pesos (US$200-1,200), 17
 
percent received more than 30,000 pesos, and 19 percent received less
 
than 5,000 pesos.
 

6. What effects did credit have on farm finance?
 

Primary effect appears to be equity increases. Lack of a previous base­
line study prevents analysis of changes in equity, land ownership, land
 
rental.
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7. Ace subsidiea, 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 subsidy 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. Positive concepts include 
(1) loan amount linked to member savings

and number of previous loans repaid-in-full, (2) repayment scheduling
to coincide with harvest p-iod, (3)credit disbursement to coincide
with crop schedule, ( crL it preparer and collector are same indi­
vidual.
 

AGRICULTURAL PRODUCTION 

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

Credit Program researched and established profitable farm plans 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 wete annually revised to
account for inflation and currency devaluation (which effected 
use of
 
imported inputs).
 

2. To what extent was the technology adaptable to local condL­
tions?
 

Credit Program allowed borrowers to employ tested traditional farming

methods. Keynote of the Prcgram was 
flexibility--permitting complete
production decision-making autonomy to farmer-borrowers--combined with
 very disciplined loan collection and supervision.
 

3. To what extent could farmers benefit from the new technology?
 

Unknown. Also unknown is the extent to which new technology was actual­ly available to farmers. No baseline or follow-up not income summaries
 
conducted to establish cost-benefit.
 

4. What is the level of awareness of new technology among farmers?
 

Unknown. It is assumed that awareness of technology introduced by the
project is low, because education and extension effort was limited to a
small fraction of total rural communities and farmer-members.
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5. To.what extent did farmers need nevt 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. How 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 farmers accept the new technology?
 

Unknown. See questions 3 and 4, above.
 

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

Unknown. No pre-project baseline was established. Important 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 traditional technology.
 

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

No signifl -nt changes detected.
 

NON-AGRICULTURAL CREDIT
 

Approximately 30 percent of all Small Farmer Credit Program loan port­
folio went to non-agricultural rural loans. However, these were not
 
specifically studied or 
evaluated separately from agricultural loans.
 
For this reason we will not address the questions listed b" nAI for
 
this section.
 

HANDICRAFTS AND SMALL INDUSTRY
 

Not specifically relevant to thin evaluation.
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.UESTIONSD'STUDY RELATING TO INST[TTIONAL PRPO 

DEVELOP NEW COOPERATIVES 

Not relevant to this project
 

STRENCTHEN EXISTING COOPERATIVE(S1
 

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 secondaLy occupation.

Amonc 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 is the largest cooperative in Bolivia. It has a
 
staff of 83 employees, seven basic services, member share capital of
$b 29.3 million pesos (US$666,000), and enjoys reasonable solvency.
 

3. Did the organization function according to cooperative
 

principles?
 

Yes, on all accounts or indicators suggested by DAI.
 

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

La Merced has about 42,500 members, of which just about 4,000 are far­mers. This evaluation made no attempt to establish a profile of Income
 
or social characteristics for membership in general, only farmer-rim­
bers. We estimate the income of the average farm family at US$1,600
 
or about US$275 per capita, of which 20 percent is from non-agricultural
 
sources. The average family has US$107 in co-op savings. About 40 per­cent conducted a housing improvement in the last year, and 2'-28 per­
cent purchased furniture or appliances :or their home during that time.

Regarding services, 54 percent have potable water, 47 percent have elec­
tricity, and 39 percent have latrines. Some 59 percent claimed accesa
to the services of a physician during the last year, 32 percent claim
 
recent improvements in family health, and 31 state there have been Im­
provements 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 inexcessive control by Executive Director, underutili­
zation of senior staff and directors
 

7. How actively did members participate in the cooperative?
 

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

8. How were cooperative employees involved?
 

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

9. What was the volume of cooperative activity? 

Not addressed by this evaluation, except for Small Farmer Credit Program.
 
The latter had a loan portfolio of $b 2.9 million (US$116,000), 502 bor­
rowers, and delinquency of 70 percent.
 

10. What was the economic viability of the cooperative organiza­
ion?
 

Strong, but with growing weaknesses. It displayed volid growth of member
 
savings and reasonably good financial autonomy--i.e., member savings wore
 
28 percent of total assets. However, debt burden of cooperative was grow-

Ing twice as fast as assets, but still within safe limits.
 

11. Did the cooperative Increase the level of community self-re­
liance rather than dependence on goverrnment institutions to 
meet needs? 

Unquestionably. La Merced more than doubled its own contributions to the
 
Small Farmer Credit Program and ultimately more than matched dollar-for­
dollar the contribution by AID. Over the project period, local currency
 
increases in rural savings reached 223 percent. La Merced accomplinhed
 
thin feat at a time when the Bolivian economy wan in a ntato of near­
collapse and when government programs directed at the rural nector had
 
been drastically reduced.
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RELP CREATE COOPEBATVE POLZCY 

This was not among the objectives of the project, 

E,STUDY ( 1.S RATING TO BENEFICIARY PURFOSES 

RESOURCES. SERVICES, OR TECHN'OLOGIES PROVIDED TO BENEFICIARIES 

1. What specific benefits were expected to acrue to beneficiaries
 
based on membership or contact with the local cooperative? 

The project only mentions an increase in the income level and standard
 
of living of farmer-members of the cooperative. Types of benefits or
 
income growth targets were not specified.
 

2. Were potential beneficiaries involved in determining the
 
nature of the resources, services, or technologies provided?
 

Yes and no. The project was designed to improve an on-going program, them 
Small Farmer Credit Program. There is no evidence that beneficiaries 
were consulted about how this improvement was to be implemented. However, 
insofar as co-.p members had to originally approve the Program in the 
first place--in General Assembly--it can be said that the beneficiaries 
were at least minimally involved In its establishment. 

3. Were the resources, services, or technologies to be provided
 
compatible with the socLo-cultural environment?
 

Yes. Flexibility in Implementation, leaving considerable loan-use dis­
cretion to the borrower, assured this compatibility. The Program best

suits the needn of permAnently-nettled farmers. Many potential small
 
farmer beneficiaries have been excluled from the Program because they
 
are highly norm1ic colonists.
 

4. Were the potential beneficiarien informed of the resources, 
services, or technologies which are to be provided? 

Yes, but not adequately. The Program has used local radio programs, the
 
cooperative newspaper, phamplata, and "charlas" to 
inform the rembership

of the anticipated benefits. However, the Program did not institute an
 
obligatory education activity prior to each borrower receiving their
 
loan. Although this might not be prac'ical anyway, the fact remains that
 
education of co-op borrowers was loss than adequate.
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5. What were the nature and amounts of resourcesp services, or tech­
nology made available to beneficiaries?
 

In farm credit, the average beneficiary received two or more loans dur-

Ing the project period, based on a ratio of about 1:2 or 1:3 on the 
level of his savings. The average loan value increased from $b 5,850
to $b 23,240 over the project period. One farmer-borrower out of every
ten bought inputs from his Cooperative. One farmer-borrower of every
three purchased consumer'or pharmacy products from a Cooperative store. 
One farmer-borrower out of every four received a "charla" or some kind
 
of technical assistance from the P--ram over the life of the OPG.
 

RESOURCES. SERVICES. USEDTECHNOLOGY BY BENEFICIARIES 

1. 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. For in­
puts, consumer goods, and technical assistance services, see 5 above.
 

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

Yes. Over 75 percent of borrowers were small farmers, with less than 20
 
hectares in total holdings. Some 60 percent of all borrowers cultivated
 
less than five hectares. It is unknown how many of the borrowers were
 
women. Approximately one out of every three borrowers held a leadership

position in his/her respective community. Average Income of borrowing

family is US$1,600.
 

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

Farm credit. Some 62 percent of all borrowers Indicated that loan dis­
busement was agile and helped them to conduct farming tasks opportunely.
The second most useful service war the connumnr store, highly regarded
for its convenLence and low prices. For details, nee impact evaluation. 

4. To ,''at extent were cooperative-provided services, resources,
 
or tochrvlogies used for their intended purpose? 

Unknown. It is assumod, however, that appropriate unt, wan high because
 
of high repayment rates, high Incidence of declared benefitc from loan
 
us.
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5. To-what degree were cooperative-provided resources used to
 
expand businesa opportunities.
 

Roughly 30 percent of total rural loan portfolio was allocated to non­
agricultural investments. In addition to those, about 5 percent of bor­
rowers also invested in "commercial activitiesp and the impact evalua­
tion shows that no less than 42 percent of all borrowers list commercial
 
activities or *negoclos" as a 
major source of family income. An exact
 
count of such businesses, by-.type, was not conducted.
 

6. 	 What were the results of unintended uses of resources, ser­
vices, or technologies? 

None have become apparent to this evaluation.
 

F, STUDY CUESTIONS RELATING TO GOALS 

RENFICIARY SOCIAL IMPACTS 

1. 	Did beneficiaries increase their level of political partici­
pation in their society? 

For lack of baseline study, measurement of increased participation was
 
not possible. However, it was documented in the impact evaluation that
38 percent of all borrowers hold a comi.unity leadership responsibility
Also, 92 percent of families interviewed participated in community volun­
tary work during the last year, with more than 80 percent of them giving
more than a week of voluntary labor. Some 86 percent of all respondents
attended community reetings during the last year, half of them attend­
ing more than 10 meetings.
 

2.Did beneficiaries of the project gain personal/social skills?
 

It can be assumed that about 25 percent of project benefici.Vies--those 
reached by "charlas" or technical assistance--improved their level of 
skills. In the impact evaluation, rural households expressed a strong de­
sire for more frnruent technical annistance.
 

3. Did bennficiaries gain additional health and sanitation
 
services?
 

yen. of ramilles interviewed, 32 cited improved helth during the last 
year. Fifty-nine percent claimed accens to a phyzician, 54 percent have
 
potable water, and 39 percent have latrine..
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4o Did the health status of beneficiaries ixprove?
 

Yes. See 3 above.
 

5. Did beneficiaries increase their level of social integration
 
with the society.
 

Unknown, but presumed positive.
 

BENEFICIARY ECONOMIC IMPACTS 

1. How did the project influence the economic circumstances of 
beneficiaries?
 

Clear causality between the project and the impact can not be demonstra­
ted. However, 61 percent of all families interviewed cited an increase
 
In family income during the last year. Almost 80 percent of these house­
holds estimated the increase to exceed $b 20,000 (US$200). 

2. Did the project lead to greater personal productivity?
 

Yes. Some 45 percent of all respondents indicated an increase in their
 
level of employment during the last year, while 84 percent indicated
 
the purchase of productive capital such as machinery, tools, or land­
which we may assume contributed to productivity enhancement.
 

3. Did the project lead to diversification or new types of pro­
duction?
 

Unknown. 

4. Did the project lead to increased employment opportunities?
 

Yes. See 2 above. 

5. Were their differential impacts among different types of 
beneficiaries? Were the circumstances of the poor and of
 
women improved?
 

Since the project was targeted rnpecifically on small farmers, it can 
be stated that their circumstances have been improved and that the 
1=n of improvements 4re documented. To what extent women benofitted 
relative to men, or the slightly larger farmers relative to the smallest, 
is not known. 
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STRUCTURAL IMPACTS 

1. 	 Did the project lead to a shift in income distribution favor-
Ing the poor? 

For lack of a baseline, this question can not be documented. It can be
presumed that positive impacts generated by the project have helped to
 
promote an improved income distribution among farmer-members of La Mer­
ced relative to non-members.
 

2. Did the project lead to increased services to the poor as a
 
group?
 

Apparently not, or at least not yet. The project did lead to increased
 
services for poor farmers who are members of the Cooperative.
 

3. Did the project lead to cooperative organizations gaining a
 
greater share of economic markets?
 

Probably not. No marketing effort--other than consumer goods--was attempt­
ed by the project.
 

4. Did the project lead to an increased role by women in economic
 
and political decision-making?
 

Unknown. This question was not evaluated.
 

5. Were disincentives created In other sectors of the economy.
 

None are apparent, even at the level of the local edonomy. To the con­
trary, it may be assumed that given the shrinkage of government agricul­
tural credit, La Merced has bccome the largest supplier of farm credit in
 
the Santa Cruz area--and certainly the lender of preference--for small
 
farmers.
 

G 	GE IERAL COIETS ON THE D.AI, COQPERATIVE EVAUJTI I SYSTEM 

1. 	 Strengths of the System 

Overall, the myu-tem developed by Development Associates Inc. to evaluate
 
cooperative development projects han many strengths, even though the pre­
sent evaluation may not have taken advantage of them. It is
a fairly com­
prehensive guide to both the project planner as well a. the evaluatoc. It 
to general enough to fit a broad spectrum of cooperative projects of any 
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different types located in yery different settings, yet it is specific
enough to guide. the formulation of very detailed questions about pro­
ject design or perfocmance. Among the systex's..most salient strengths 
are the following:
 

INTEGRATION WITH THE LOGICAL FRAMEWORK METHODOLOGY: The DAI system is
 
based on the formulation of a detailed Logical Framework, which itself
 
is a powerful planning and evaluation tool. This integration allows the
 
DAI system to easily fit into on-going planning/evaluation approaches,

particularly those employed by the Agency for International Development,

its many consultants and sponsored institutions.
 

THE CO-EQUAL EMPHASIS ON PLANNING AS WELL AS EVALUATION: The DAI system 
Is not just for evaluating completed projects. Possibly its best appli­
cation is in guiding project planners to design a coherent, logical,

and effective cooperative development strategy in the first place. And
 
even before project design itself is begun, the DAI system offers a
 
very complete check-list of iactors for conducting needs assessments
 
and institutional analysis On which'to base a project initiative.
 

THE STUDY QUESTIONS: With due allowance for overlap and repitition
between sections, the study questions suggested by DAI are generally 
very useful. Excluding the non-applicable sections (noted above), there 
were fewer than a half-dozen questions which we found did not apply to 
the OP project evaluated in this report. Not only are most of the quest­
ions applicable, but they are important ones as well. 

2. Deficiencies of the System 

INCOMPLETE INDICATORS: The DAI system's usefulness is constrained by
its so-called "indicators". As presented, these are not indicators at
 
all but rather lists of variables. To truly "indicate" something, tho
 
indicator must establish some kind of norm or criteria that allows one
 
to distinguish between adequate or inadequate performance. Expressed

differently, for the variable to be converted into a true indicator it
 
must be accompanied by a measureable quantity or range of quantities 
-

that allows the I-lanner or the evaluator to reach a decision as to
 
'good" versus "bad", "adequate" versus "inadequate", "high" versus
 
"low", "advisable" versus "mistaken", "necessary" versus "unnecessary".
 

It is certainly easy to understand why DAI left out the specification
of criteria, especially nunerical ones, because this would have jeopardi­
zed the application of their system to a wide range of projects. Indeed,
 
one might argue that apacifying criteria for indicators can only be done 
on a project-by-project basis. But in leaving out criteria, DAI has 
greatly diluted the usefulness of its system. 
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LACK OF STUDY QUESTION PRIORITrZATIONt In our opinion, the DAI syste"
leaves too much discretion and flexibility to the user. 
In effect, .it
tells the reader: "Use only those questions you think are applicable
to your project," Such freedom is clearly appropriate for Section 3--
Content Specific Questiona--but elsewhere it opens the door to the
danger o complete abandonment of the methodology itself. What Is tokeep the planner or evaluator from saying all the DAI questions are 
irrelevant? 

We believe DAI should hazard a prioritization of the study questions.
The user should have some guidance as to %hat are the rost criticallyimportant questions, and which are 
the nice-to-have-if-time-permits

questions. To assure comparability of data or 
general conclusions across
different projects and countries, some minimum set of questions must beaddressed. The DAr system presents 143 separate study questions, ofwhich 60 are content-specific. Each question requires 
a given data col­lection effort which has attendant expenss In 
terms of time and money.
Perhaps the questions should be graded as 
to their complexity in gather-
Ing data to answer 
them. For example, questions that can only be ans­wered through a farmer survey are much harder 6. address than thoserequiring a review of available accounting records. In sum, these mat­ters 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 DAI
methodology is in danger of becoming too much of a shopping list, and
 
not enough of a guide.
 

YNADECUAITE GUIDANCE ON COLLECTINc DIFFI-R:INT KINDS OF CATAs The DAIsystem lists data aources 
for answering each study question. Some of
these listings are 
trivial in their generality--for exalc, "farm-r
surveys" 
 government records", "accounting records". The nw,,thodology
could be mide more 
useful if the document were to cito more examples
of how and where within each source the deired data can be found. Theappendixed *Evaluation System for ACDr/Vonduras Reglonal Serviceoperatives" repreentn Co­
a step in tho right direction,guidance is still needed. It would seem that the 

but much more 
VAI rxethodology waswritten on the 
anumption that its 
readers would already know how to
design their surveyown quentionnaire., summary aheets, and other datacollection instruments. Even among profenionals, and even AmJong 
those
with prior experience 
fn planning and evaluation, very few would be able
to fill the gaps left by, the DAI guidance with regard to data gathoring 

methodology.
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AN EVALUATION SYSTEM DEPENDENT ONUS, PROFESSIONALS AND AZ,D,

YrlANCINGi The content of the DAI document--particularly Chapter VI-m­
clearly suggests an evaluation process controlled by US, profession­
als and financed.by AID. A process flowchart on page 31 recommends
 
that all planning and design tasks'for the evaluation taki. place in
 
the U.S. The recommended composition of the Pevaluation team" (pages

33-41 contains four presumably U.S. professionals including (1)a
 
team leader, (2)economtst, (31 social/cultural analyst, and (4)a
 
cooperative -,)ecialist. Almost as an afterthought, it ismentioned
 
that it may be useful to also contract 1-2 local (host-country)special­
ists.
 

Unfortunate but true, an evaluation process dependent on U.S. profes­
sionals makes the DAI system just Ptout the most expensive option

available. Once their salaries, overhead, perdiem, travel, and other
 
expenses are totalled, the costs of an evaluation-by-Americans are
 
usually too great to be afforded more than once or twice in the life
 
of most cooperative projects, and only then if AID or another external
 
funding source pays the tab. Most cooperative organizations or govern­
m nt promotion agencies in the Third World simply can not afford--using

their own funds---to hire Americans to do their evaluations.
 

Therefore, in our opinion the evaluation process guidance provided by

DAI goes in exactly the wrong direction. What is most needed are sug­
gestions for making cooperative evaluations less expensive, less de­
pendent on U.S. professionals. Furthermore, we believe the best-use
 
of American technical assistance i: made when these specialists trans­
fer their skills to host-country counterparts, and when maximum use is
 
rade of available host-country resources and expertise.
 

Very simply, a; long a. the DAI methodology remains an expensive, AID­
financed system, it will never be widely replicable or frequently ap­
plied. The ultimate test of the evaluation system's true merit will be

best measured by whether or not it can be read, understood, implemented,

and improved by Third World cooperative personnel--with little or no
 
extornal assistance.
 



ANNEX A. 
PERSONS CONTACTED
 

USAID/Bol i via 

Roberto Leon de Vivero, Head, Div. Development, Planning, and EvaluationRobert Thurston, Head, Office oi Rural Development
Gary Bayer, Office oftRural Devlopent 

ACDZ
 
Robert Flick, Project Monitor, ACDI,%ashington

Stephen D. Wiles, Resident Advisor in Bolivia
 

Cooperativ, La Merced
 

*Adalberto Terceros Banzer, Director Ejecutiv and President Adin. Council
Wilfredo Barba Velasquez, Internal Auditor

Gilberto Ar.ez 
 Hoffer, President, Vigilance Council*Lufs Soria Melgar, Director, Seccidn Prestamos Campesinos

Aida Mendoza Cabrera, Secretary

*Tito Villca Soleto, Agronanist

*Walter Arteaga K., Loan Assistant
 
*Hildeberto Baz~n S., Field Office, Mairana

Kuniko Sasamoto M., Field Officer, Yapacanf

Justina 
MKndez Vaca, Field Office, Montero

*Crisostomo Santivarez, Field Officer, Villa Busch
Betty H. de Eazan, Operator of Mairana Store

Guxercindo Alzrez Aguilera, Director, Secci6n Computaci6nJorge Elfas Taborga, Director, Secci6n Contabilidad

Nora Vlencia Guerra, Secretary, Dcecutivo Director's Office
Jorge Kinn Monasterio, Sub-Director, Secci6n Computacidn
Lxiano Sanabria Soruco, Director of Personnel
Alfredo Montero C~spedes, Director, Secci6n Cobranzas
Victor Ortega Ch~vz, Director, Seccidn Prestamos Urbanos 

Bnall Farmers 

The names of 251 families contacted for the insurvey are containedthe companion docunent, Rer.umen de eAnallsis Interpretaci6n do Datos 
* * Persons who acccnpanied the evaluators and interviewers during
 

their field visits.
 



ANNEX B. 
DOCMIENTOS REVISADOS Y VERIPICADOS DEL PROYECTO C?.ME3IE0 

DI)RE CCIO(7 Oficina Sr. IAis Soria M. Jefe, Scci6n Prdstamoa Campesin8
RINDENG EJECUTIVA 

- Institucional and Financial Analysis

Cooperativa Multiactiva "La Merced Ltda."
 
Prepared by: Hector Acevedo and Robert Plick, ConsultantA for
 
Consortium for International Derelopmer*+ (CID)

Date: July 31p 1.979
 

- ACDI 1.979 "A" 

- AC"DI 1.979 "B" 
- Analiois Econ6mjco del Crddito de una comunidad campesina: "la Enconada"
 
-
 Encuesta sobre Crdditos Agrfcolas en Cooperativas

Informe para los socios de "La Merced Ltda." - Tapacani
 
Por: Jaime Brivo 8. - y German Rivera U -

Pundacion Integral de Decarrollo (FIDES)
 

- Cooperativa Multiac~tiya "La Merced Ltda." AIEXOS 
- Operational Program Grant Proposal


La Merced Small Farmer Credit Project
 
G # 511 - 0533
 

Date of Proposal: August 23, 1.979, Date Approved: August 29p 1.979
 
- Proyecto ACDI/AID 23--8-79
 
- Coperatiya do fines Multiples 
 "La Nerced Ltda." Eatadou Pinancieros 

al 31 de 'iciembre de 1.979, 1.980, y 1.901 MorenoMuioz y Cla (Asociados con Price 
Waterhouse). 

- Esteban Wiles 1.980 

- ACDI 1.980 "D" 
- La ferced Small Farmer Credit Project
 

Informe del trabaJo
 
de Junlo 8, 1980 a Julio 1, 1.980
 
Por: Percy Avram. ACDI Short Term Consultant
 
Pecha Junlo 30, 1.980
 

- Reports do Evaluacidn 
La Morced 3',inll Farmer Credit Project 
Date: Diciembre 1.980 
Prepared by: Juan Alvarez, ACDI Consultant 

- PrdsLtmoa Campeninos MLinunl do Procedimienton. 

- Price Waterhouse Conaultoren do prenas. 

- ACDI 1.981 "C" 

- La Merced Sinll Farmer Credit Project 
Reuest for Amnmendont # 2
 
Prepared by: Robert Flick, 
ACDI Projeot Devolopment Officer
 
Date: March 4, 1.981
 

- Informs Evaluncidn y "uparvisi6n Preaupuostoo on Cooperativa Multiaotiya 
"I&Werced Ltda." 3anta Cruz - Bolivia
 
Por Agricultural Cooperative Davolopmnt International ACDI.
 
Consultor: Dr. Hector N. Acevedo
 
Son Juan, Puorto Kico Agosto 0 do 1.981 



La Merced Small Farmer Credit Project

Acceptance of Request 
 for Ai.=endmnt # 2Prepared by: Malcon H. Bulter, Acting Dimector, UDSAID/Boliria

Date: August 12, 1.981
 

- la Merced Small Farmer Credit Project

Aceptance 
 of Request for Ammendment # 2Prepared by: Malcom H. Butler, Acting Director, USAID/olivia
Date: August 12, 1.981 

- Informe: Evaluacidn y Superisi6n de Presupuesto
En la Cooperativa Multicativn "La Merced Ltda."
 
Por: Dr. Hector H. Acevedo
 
Fecha: 12 do Agosto de 1.981
 

- Presupuesto 1.982
 
-
 Informs final Cocperativa ,ultiactiva "La Merced Ltda."
Desarrollo de 9:operativas Agriculturales Internatinnal (USAID/B)


Per: 	Ing. Stephen D. Wiles
 
Asesor de Proyecto
 
Sr. Luis Soria U.
 

Jefe Prdstanos Ca-pesino
 
Fecha: 5, Mayo de 1.982
 
Cooperativa de fines Mulriples "I Yerced Ltda."
Procediniento para el Preau puerto de Caja 
- Julio 1.982 Corto Plazo
 
Por: Price Waterhouse & Co.
 

- Cooperativa de fines multiples "Lu Kerced Itda."
 
Inforne de Avance al mes de Junio 1.982
 
Julio 1.982
 
Por Price Wfterhouse & Co.
 

- Cooperaliva de fines Mul:illes "La 'erced Ltda."

Control de exiotencia de dep,6uito y -aloner, de ventas Julio 1.982
 
Por: 	Price Waterhouoe.
 

- LaMpa.nn ae Moviliznci6n rnlral. 
17-8-82
 

- Manual de Orginlzaci6n y Funcionen Caja, 1rdotxunos, Contabilidad, Aneroria Iegal. 
- Merorin, anuale7' de In CooFeratiy,. "i Merced Ltda." 
nao 	1.979, 1.980 y 1.981.
 

- Cocrerntiva !'ultinctiva "Li IVerced Ltda."
 
Or nnigraiz Punciorl en 1.979
 

- rr~4ta::ou Ci:'re.ulncs Unnu.:,l de 1rrccediriento 
Fecha: 1.981 

- )Tice Waterhouse 13-12-1.9!11 
- Evaluating Coopnrtlve Delop:nert Project: A aitem for Planner.,


Project 't.,ff, end Evlu,,c-r.

Developmen Anon.iiton, Inc.
 

Date: Vay 14, 1.902
 
- Corroe;ondencg 1 recibidnio y delatg,, 1.982 
- Proyocto do ..vlutci6n 

- CooI,erntiyn leultinctivn "Ta Werced Ltdw." 
CuAdroa Eat dinticoa. 

http:LaMpa.nn


- WorosIdad total Pristamos Campesinos
 
- Prdstamos Campesinos Acumulativos
 
- Cartera de Prdt. Js Campesinos
 
- Orden Cron6logico de Morcsodad 
- Merbrazia Acumulativa 
- Ahorros Acumulativos menos los retirados 
- Cartera de Prdsoamos Campe:inos 
- Ndmero de Prdstazos Acuwmlativos 
- Valor Promedio de Prdstamos en Cartera 
- Plan de Implementaci6n 
- Ahorros Campesinos 
- Membresia Acumulatjya menos los retirados 
- NTmero de Prdstatmos vigenteo 
- Morosidad total do Prdstamos Campesinos 
- Control de Morosidad 
- Correspodencia recibida y despachada 1.980 - Correspondencia recibida y despachada 1.981
 
- Correspondencia recibida y despac.'ada 1.982
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A.- TD-wrPITCACy0N. 

I. Nom-bre y apelIi do del entrevi Lstado. - -­

2.- Nozrmbre 
del lugar d Cormunidad donde viv.
 
3*- Cu.~ntoo sJ~op -do 90eL' de' Cooper*tL,a. 
4.-ibreta Nio. 
5.- Socio (s)enla ramilla (anotar todo ios socion del 6*zupo familiar con
sun nixireros de libreta ) 

P. CARACq-YSTTCAS7Df. 6CCID. 

6-Se 6onsldera un producto'r 'rande,mediano,pecue o?. 
7.- Su ocu'naci6n principal en agrlcultocr d guazaero?. 
S.- Ocpcoe secundariaki (u-r) 
9.- Culnto anicmales tiene?. 

10.- Quid extencldn de terreno tiene?. 
11'- Fh e2 a,- o l.9I 1 ,cinrtou htctire-ts cuid?. 
1?.... Ud. ce arrienda terreno de otr~i- -t-rsorns? Quil extens16n?.
13.- Arri enda ous terrenon a otrir. -.aQa- extenuidn?.
 

C. CRFD!?C T)L' TP(ncrirCT0,. 

14.- PIA recibido prkctamo de 
a la prce'anata N~o. 22 ). 

lit C-* v c'. veces? (Si es NO1pase 

15.- Cutndo fue ou dlti~o prtino?. 
16.- Cu-Into de dinero acc prwc".6 poi- d1t.irA yez?. 

18.- Qj beneficios contii~'uid con el r-.to? 
19.- Tuvo al~rdn problce, 1 pairi rrt-.:t 
20.-' So a trad6en pag-ar cun" cuot-is de c~u prdstimo?Por qu'd motivof.
21.- QL6 r'oco.zendaciontvn hl-ct! pvra co.rrIFIr Ian deficienci:14 mencionadas

6 para ire~jorar el aerivicio de' cri.'i ­

2?.- Hlit conprado incuooauIn Cooperativa? (Si on NO, patoo a la preeuntaNo?28 ). 01 
23.- CudndGc, omfprd ro)r IIItina vtez? (r.t Y.~ 
24.- Qud producton cocnprd? (tonu;mere(. 

25.- Qud brennriclon conn1truid con e'ntor, Innun?.26.- Tuvo alr~In prottl-.4 tin la comprli y ur~o do ent~rn Inhumon?. 
27.- QtuE rocomenriaclonan hact jr ccrr-lor n dericionclan mnonlonadae6 prAa jorar 0~ -viio do trion'j ?. 



E. CAPA CITACTON 0 ASISTENCIA TECNICA
 

28.- Ha recibido aigna capacitacion d aelstencla. tdcnici'de la Cooperat.. 
va ( 61 es.NO,pase a ia pregunta No.-,34),., 

29.- Sobre que fue la caraci'acldn a asistencia?. 

30.- Cu.into durd y con qu4 frecuencia lo recibid'?. 

31.- Qud beneficios ha consiguido con esta ca.:.acitacldn?. 

32.- Tuvo proble.a con esta capacitacidn 6 asistencia?. 

33.- Qu4 recomidaciones hace,para corrigir !as deficienclas mencionadat­
5 para ei'mejor bervicio de la capacitacidn d asistencla tdcnica?. 

F.- 0T.0SS-v--C-CS ?.CIBIDOS. 
34.- Ha recibido a!.-n otros servcio de la Cooperativa? (Educacidn,Faracr­

Consu.'noSalud,RecreactdnSeccidn Legal)SL es NO,pase.a la seccidn G. 
35.- Qud servctos Fueron?. 

36.- Qud beneficlos cons iui6 con estos. seryicios?. 

37.- Tuvo alg-Ln problema para recibir estos ser~icio?. 

.38.- Qud reccmendacior.ea hace para mejorar los oervichos mencionados?. 

G. CAPACITACICN FN ::r,!STRO POR RURRO. 
39.- Lleva a!iwn registro de rastos de produccldn Dara sus princimales ruL­

ag'rfcolas? (en caaoce contestar SI,se lo preguntard lo siguiente,Si e_ 
NO,pase a la preg'nta No. 47). 

40.- Cull tue el ubro s Importante sembrado y cosechado durante el dlt_ 
no ciclo a.lricola?( 1.981-1962N 

41.- Qud extentiidn sembrd?. 

42.- A culnto !legiron lo gas tos part. este ruoro 0e. cultivore. 
43.- Cul fue la cantidad cosechada? En cudntn,.vendid toda la cosecha?. 
44.- Cudntos jcrnales de mano.dd obra fa miliar empled?. 

45.-	 Cudl fue la Sanancia bruta que quedd al agricultor" (En Jecir el No. 
43 menoo la preuwnta No.12). . 

46.-	 Cudnto Ean6 poi Jornal familiar. trabajado? (hay que dividir el No. 45 
por 44 )A;-rAdecer el entreviotado por au colaboracidn,felicitandold 
porous anotcionen de cuentan. 

ZARA 	 AGRICtTLTCR:-s-,"F NO fr,,-VLN" RMFSTRO. 

47.-	 Le guatari4 aprender una metodologia sencllla,para lievar mue cuentas= 
Si es 110, t 1 A entrevinta,Si em Sr. ,e prosederd a llenar una I.oju
do RENJIMIaNTO POR RU!!RO,para el rubro principal del entrevistado. 
A 1 termirur una copia quada con ol agriudtbt "y 9tra COpla 1leva *I 
entrevia tddor.., 

http:reccmendacior.ea


PORMIL0IEIO - B 

CUDGTIONM.IO PA.RA EDIf IMPACTO DP LA PFt ILIA
 

COOP RATIVA- 'ULTIACTIVA LA EPCM. LTDA
 

A, C.V-*'CT*MI3TICAS DIL SOCIO
 
•1. 	 Nombre del entrevistado -Socio No 

2. Nombre del luga- o comunidad
 

3. Nombre de la esposa 	 Socia NQ
 
I­

4. Noobre de los hijos: 	 Socios " N 

5. Carga familiar NQ 	 Menores de 15 alios, NQ
 

6. Ocupaci6n principal del jefe de hogar 
 -"
 

7. Ocupaciones secundarias del jcfe de hogar___
 

8. Ocupaci6n u oficio de otros miembros de la familia qua aportan econ6mica­

mente al hogar:
 

., 	IR.f.:,CTC."CON-'1CO 

9. INGn-SOS AL HCGAR: "Curies son las principales fuentes de ingrcso de ia 

fariliia? 
T D -S G "GT2S VALOR ESTIKA.)O IOC"ITAJE 

WIENSUAL AIUAL
 

TOTAL
 

10. AU.S.TO D:'IICRSC: Hubo aumento significativo de ingresos en el dltimo
 

a~o? NO SI
 

F:T (s): 	 ___ Valor eatimado:
 

11. 	AUIORPO3: En !a farilin sc logr6 algiin ahorro duranto el dltimo afio? 

NO_______ S I , aproximadamente .cuntooe logr6 ahorrar? 

en auo libretan______ en efectivo 

12. 	 E. '1,0: Hubo aIgltn auLvento en el trabnjo fanmiliar durana el ltimo aJfo? 

NO 	 SI . 

* - }VJNT~1~ hfl.JCU13INi TIV.3I.3C CUA TOS DIAS 
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13- 'CAPITAL PRODU%"TIVC: I~e familis hizo a1guna izzvorsidn en capital productiyo 
durajate e1 ditimo aflo? (,TJ. mauinarial berramientaa, animalest cowpra do ter­
rreflos, etc.) Nr*__ si­

!YjTALL*! I.7V-E'3' VALCR ILSTI '210 

14, 	 PUS._ D", IA!CIAMMY2TO: Lae failiia tuvo alguna fuente de financiamiento, 
durante el dltimo afio? NO ­si 

DZTALL1, D3 LAS0 PITM3 PARlA "UM~? VAW~R 

C. Ir:ACTO.30CIAL 
15. 	 VIVI. D)A:THdbo mejoras en la vivienda famiiliarldurante el ttltimo ai~o?.. 

~~sI___ IO____
 

TIFO D IMJCRS 
 VALmP "A;STILD0
 

16. 	 MT:IBIZ Y "M;*-,'"-S: Se cocnpr6 alguno(s) durante el dltir4o afio? NO SI 
MUJEBLES3 0 LINS "R133 C-Or2ADO3: VALOR -STIMAflO 

.17. 	 COK.IDA: Hubo aiguna rnejora en la aiientacidn do la familia duxante el iiltimo 
ano? NO I_ _.u productos fueron conaunidos en mayor 
contidad?(""J. carne: pescado, leche, fruta, hortaliza, y otros.) 

18'o 	 SAJ Se observ6-alguna mejora on la calud do la familia? NO SI 
A qud so debid el cambid?___________________ 

19. Cudico tueronilaa principalos onformodadea aufridas por difcrfnnten mlc.*rbros do 
la Ta~liia, durante el dltimo aflo? 
NC?.MRE TrPODM, ",%D~1) DL% in RECI!310 AT"MC. 

-- DU!IACION* I ICA? 
- COOP? PART? 



___ 

ImPactO uociaJ. (Contv'tlpacid) 

20o. S'"nI-S: Bubo Ia inaalaejdn 0 .IeJOria de pigd.in(oii) servicios como agua* 
potable, -luz, letrina, u otros?Nio SI flE QU? 

21. SD'JCACIOI; Y CA-' CITACIO;: De 10B hijos en edad escolani ;.cuAntos conti-

Muan Bs eotudiou durzante el dltiuxo ado?
 

22. Qud Capecitaci6n recibieron los jefes del bogar u otro mrienbro adulto Jurante 
el. ltimo aiio?
 

23*. ROF4: La fahIiia Co:jpr6 ropa durante e1.ltzz a o.? '10 Si
 
7'ci'-4C~CJC1'-. CM':7AS VALOR !rSTI'-DO 

24. *RPCRZCI01!:H3 aur2entado la participaci6n de iq A'rulia en actividadeo recre­
ativao-durantc el tditijo aijo? I.OC- I CuAleD y con qu6 fre-


D. VIDACOLRflIT4RIA 

25. LIDMRAZGO: Usted o algdn mricnbro do La ffarihl, desempclo alerdn cnargo en la 
coImunidad dur-antc el ttltimo nio? No SI 

NO 'I RE CUMG' INWTCIO1 

TRABWVOLU!'?'IIO: Uuted o algiin rniebro de la ff..ilia, de-zemnpeflo algpn tim­
bajo durante el dtiio n?,o, r;ira -,u Cooperativa 0 Coarnida 
NO -SI -


NO'R-Tl.I3WO OU!?; AP10pX~y TOTAL DI 3 

27. ASIs7%,'NCIA A RAhNIONT!3: Unted o algin micbro de In faini]n niriu6 n rcunionon 
de i0 Cooperativa ILi Mrc-,dl de otrin Coopcr.,tivii; o Ina~tiAuciofle de In Comu­
nidad, durnntocil iltimo aiio? INO
 

MIM~JE 
 vIC Dr, R2Ufl10U ~ ' '11.IvrcFrA! o 



_____ 

-4­
28. 	 I'ARTICIPACI01U GFWM.L:O4 'otraa aotividades bizo usted u otro miewbro .do la 

familia para al bien do las coczufiid'ades vecinaS9 u otras itiotituciozneade at' 

comunidad, durante el Ultiwo, aElo? 

E. C0I-MTIRIO3 GCTIMAIMI 

29. 	 MTFIC1O3 RECIBI:1'C%':Cudles hip~n aido, loo beneficios rocibidos do su Cooperativa 
o'Comunidad? 

30. D-j?ICI NCIAM: Qud problei~aa tuvo con au Cooperativan o Comunidad, durarite al 

dlti=1o afio? __________ 	 ____ 

31. SG- '~I3 Qud augerenclasi hiace para corregLr las deficiencias3 antoriorntinte. 

mencionndaa, o conaeguir lasi mejoras tiue necesitan? 

flC"A M." LA "VICIMMSA: 	 0­


