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Rural Electrification
 
Phases I and II
 

Project Evaluation Summary (FM)
 

13. Summary
 

Both projects are considerably behind schedule but all major problems 

have been overcome and satisfactory completiCns are in sight. Original 

projects objectives will be met without serious cost overruns. The 
overrun will amount tn about 10.i2 for Phase I and 8.8,f for Phase II. 
I/cal contributions will cover both amounts. 

MosL seriously delayed are the two La Paz sut-projects where line cons
truction wa, rinot started until March 1979. The delay is attributable 
to the bankruptcy of a major supplier and to ineffectiveness of the 
original sub-borrower who has been replaced hy two recently formed 
cooperatives. 

Other Major Problems encountered include: 

- Poor performance of A,/E Consultants, especially in determining the 
availability of' certain types of poles, in recommending a combined 
materials and labor bid package for line ccnstruction, in estimating 
quantities of line construction materials required, in the processing 

of supplier invoices and in staffing his offices. All these problems 
have been overcome. 

Inadequate scope of work and definition and understanding of respective 
responsiilities and functions of A/E Consiltants/Project Managers and 
(G013 Admrinistrator and sub-borrowers. These problems have been overcome. 

The need to separate and re-bid the supply of materials and construction 
because of' exorbitantly high offers received under the first combined 

1FB. This problem has been overcome. 

Need to renegotiate the line construction for the principal sub)-project 
as a result cf a change from wood to concrete poles. This problem was 

resolved in December o 1977. 

Bankruptcy of' two important suppliers. New suppliers have been contracted. 

Delayes and losses of materials in Peruvian and Chilean ports and en
route to the various sub-project sites. The problems have been overcome.
 

Late placement of orders for vehicles, radios and tools needed during 
construction. Vehicles, tools, etc. have been rented using local
 
contributions. 

Delays in staffinE the position of project advisor in A.I.D. Mission and
 

consequent difficulties of USAID in the detection and opportune solution
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of various problems such as those caused by difference between 
consultants and the GOB administrator and sub-borrowers. The 
project advisor position was vacant approximately 12 months from 

.Ane1977 until May, 1978. 

A. on Methciolo.gY 

Lc purpose of this evaluation, the first for the project 
was to gain an undorstanding of the nature, magnitude and causes 
of problems and the consequent delays in implementation and lessons 
learned. TWo analxy'ts (an electrical engineer and an economist/ 
management export) were contracted to make independent evaluations 
of the two projects. 

After becoming fcmiliar with loan agreements and inmlementation docu
ments and corresp nience, these two analyst:; made numerous field trips 
to administrator and sub-borrower's offices and to construction sites 
and interviewed and glanced information from all principal participants 
in implementation. 

Their reports together with insights and observaticns of the Mission's 
project advisor and those of numercus adninistrator and sub-borrowers 
officials provide input for this report. 

]5. External Factor:
 

None 

16. inputsj
 

AID contrdbutions to the two projects total $21,300,000 of which 830 
is allocated to cover foreign exchange costs of materials, equipment, 
technical assistance and engineering ser.ces. As of 3/31/790, 
4117,150,06 or 8c.51, of the total AID contribution had teen disbursed. 
Ile majority of disbursements pondinE are to cover the final 10% of 
invoices of suppliers and the cost of construction. 

1ca1
 

Local constributions are supplied by the GCB, the Administrator (FlKDE)
 
the sub-borrowers and in some cases, by Departmental Development Cor
porations. A total of A8,104,000 was originally budgeted ($4,819,OCO 
for Phase I and 3,365,000 for Phase !I) and as of 2/28/79, the 
last date for whicrh information is complete, disbursements totalled 
$7,368,000 (9a of the originally budgeted amount). It is expected 
that projects completion will require a 34.O increase in local con
tributions to a new total of $ll,C00,0OO.
 

http:Methciolo.gY


Although the projects are behind original implementation schedules, 
there are firm indications that all significait outputs will be achi eved. 
The total ruciber of' new customers connections made during the formal 
construction period will be within 100 of the 53,000 originally planned. 

18. huirose 

As noted in the Capital Assistance Papers, the basic purpose of both 
projects i;; to improve the economic and social conditions of the rural 
populat :,n in the ars Lo be served by providing them with electi'ical 
trazsrnimsion, di:stribution and connection services on a self-supporting 
basis. 

All important loan conditions such as uniform electric service rates for 
rural and urban cu, tcmur.;, and GOB provision of recuired generating and 
nor-project infri.str-cmoture have already been achieved in completed por
tions of the 0);6 projrct and will be achieved as recuired for the still 
to be completed portions of both projects. It is reasonable to expect 
that the basic purpose of both projects will be satisfied. 

19. Goal]/Subroal 

The ,oa.ls of these projects coincide with GOB and USAID goals to improve 
the general. welfare and standard of living of the rural poor throurgh the 
provision of basic infrastructure, increased food production and increased 
job and educational cuportunities. While there are ample reasons, as 
stated in the Capital Assistance Papers, to believe that these projects
 
will contribute significantly to the achievement of those goals, quantita
tive information and indicators are not yet available. 

20. Ben. ficiariL s 

Approximately 265,000 of t.e poor in Bolivia are expected to be receiving 
direct benefits from these projects by the time of their conclusion. Ten 
years later, it is c-pected that the number of direct beneficiaries will 
giwo to at least 50',000 as now customers are connected to electric lines 
of the projects and to new lines extended fr,.L theoA. Other direct benefi
ciaries are hundreds of persons who are or have been participating in the 
planning, desijn, and construction of the projects and those who will 
hold the new acbninisrative, operating and maintenance job created by 
the projects.
 

Indirect beneficiaries are even more numerous and in a sense can be 
considered to inclu:de the entire Bolivian population, as well as the 
community of project suppliers in other countries. In Bolivia the
 
indirect benefits will be in terms of greater social tranquility, more 
abundant and greater economic stimulation during and following construc
tion, higher l.evels of education, etc. Outside of Bolivia, indirect 
beneficiaries include all those involved directly or indirectly with 
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Jijarjil f',,,-iIr T) ,r, r.,of mili n:: of dollars worth of foreign materials 
f'1 o.'r jari[:t re:':uir-d to build, operate and aaintain the project faci

li'.ies. 

21. Unplanned Effects 

None known at. this time. 

22. Iesuons Lelarned 

The 	following should be taken into account in the design of a new project:
 

a. 	 Greater emphasis should be placed on institutional development and 
transfer of tecloloCy by the use of specialists to advise and assist 
the host country entities with the planning, design, purchase, and 
construction supervision rather than the contracting of an A/E 
consultant's staff to actually do all of the work.
 

b. Implementation plans should take into account the continuous nature
 
of electric utility [;rowth and provide for fragmented or piecemeal 
design and constriiction of each project within the framework of an 
overall projelt il.an and budoet. Such an approach will allow each 
of the major impli,..mentaticn activities (detailed planning, design, 
staking, con:truction, connec :cns and energiz-ation) to be spread 
out over most of the implmce:r.t-on pericd. Consequently the size 
of the staffs re.p-uired to perf<,2'm the various activities will be 
reduced and participnating electric conpanies and cooperatives will 
be able to groiw., and absorb with minimu strain the administrative 
and operational responsibilities added b-- the project. 

c. 	Ilnphasis must be placed on early estimating and ordering of all long 
delivery time materials and equipment including vehicles, radios and 
tools needed during construction.
 

d. 	Ai.l meterials and equipment IFB's and contracts should specify well 
known and easily accessible delivery points at which the buyers will 
assume control and responsibility. 

e. 	 Care should be exercised that all contracts with consortiums specify 
that only one spokesman will be recogni. ed for the consortium. 

f. 	 A detailed written agreement acceptable to AID regarding the authority, 
responsibilities and general relationships of the various host coun 
entiti,.s participting in project implementation should be incl'ded 
as a Condition Precedent in the Project Paper and Loan Agreement. 

g. 	 Very early during implementation, AID should require and participate 
in the development of detailed and efficient procedures, and paperflow
 
diagramns for hundling all routine administrative matters. 

h. USAID should plan to assume a greater share of the responsibility for
 
the 	 implenentation of project and should be very active in the antici
pation and solution of problems, recognizing that some host country
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counterparts are lacking in experience and/or motivation and may
 
not vnderstand or share approved project goals and objectives.
 

i. The new project should be oriented toward institution building and
 
the tran.;fer of technolcgy and provide for the installation of small 
hydroelectric generating units to serve remote areas not accessible 
to line extension from existing electric systems.
 

j. 	 The next project involving rural electrification should be scheduled 
to dovetail with the ccnclusion of the current projects and thus 
avoid the dismantlini, of the already exrerienced implementation units 
of the GOB administrator mnd the sub-borrowers and should be of such 
size to insure econcmic survival of new cooperatives, consolidation 
of existing service areas, and expansion to new service zones.
 

23. Special Comments or Remarks 

Attached are copies of reports of two contracted Evaluators.
 


