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A, INTRODUCTION

The author was hired by Chemonics International in May of 1979 to
serve as Adviser in Sector Planning and Chicf of Party of the Agriculture
Sector TI Projecct in Bolivia. The Project, bctter known by its number
T-059, is signed bhotween the Ministry of Rural Affairs and Agriculturc {(MACA)
and the Acgency for Internatisnal Dev:-lopment (USAID/B). The Departmental
Development Corporatisn of Turiija (CODETAR) alsn participates., The Technical
Agsistancn Contract, number GOB/AID-511-N59~-N0R~HCC is a host country con-
tract signcd between MACA and Chemonics.

After a brief visit to la Paz in May, T arrived on a permanent basis
with the rest of the initial tcam, the Project Supervisor and a procurement
specialist from the Home Office on June 1N, 1979, The initial two-month
period was occupicd in start-up of the Project which included the following
activities:

- hiring personnecl ir La Paz and Yacuiba

- locating office space in La Paz for Chemonics and the Coordination
Officc of MACA

= purchasing officc and household furniture For homes of seven long-
term advisers

- sctting up accounting systems and bank acc~unts in La Paz and Yacuiba

- initiating purchase of five project vehinles

- agsisting advisers with housing, clearing personal offects through
customs

- preparing initial work-plans with MACA and CODETAR

The stari-up was made casicr with the assistance »f the Dircctor Gene-
ral nf MACA, Ing. Gover Barja, and the Coordination nffice, which had been
established by MACA to administer the Proicet.

After this two-month period, my activitics were to be divided in two
parts: half-time in scctor planning and half-time as Chicf of Party (COP).
The latter implies support and supcrvision of the othcer *technical arcas of
the Project., assistance with procurcments, and administrative supervision.
However, in practice an adequate work~plan was never agreed upen with the
Office of 3ector Planning of MACA and duties as Chief of Party consumcd far
more than half-time. As a result, the split in usc of my time was ahout 90
percent as COP and only 10 percent in sector planning., This did not comec
as a disappointment, in that the opportunitics'for meaningful planning were



minimal at the time due to frequent political turnovers.

With the siagning 5f Amendment 6 tc the Contract in June of 1981, my
respongibilitics were changed officially to reflect the reality of the
situation: 100 pcrcent of time devoted to activitices as Chicf of Party. A
new position was defined for a Sector Planning Adviser. However, the
specific tasks tn he performed were never defined, so the position was not
filled.

Because the Profect was designed to support various ccmponents of the
agriculturc se~tcr, it consists of a diversity of technical arcas, many
unrclated to erch other. Fiqure 1 on the fmllowing page provides a brief
synopsis hy showing the periods of time during which cach technical area
wag "active". This rouqhly coincides with the prcescnee »>f adviscrs, cither
long-term or short-term, working in the areca. Procurcment activity is not
shown separately, but was pcrformad in support of various technical areas
of work, notably heavy equipment maintenance and seed productien.

After the first vear of the Proiject, it was apparent that ficld pro-
grams had grcatcr chances of success than institution-building efforts at
the central lcvel. Thus efforts were not only reduced in sector planning,
but also in orqanization and methods plus data processing. Exceptions to
this are the Technical Reorganization Council of MACA and the informatioa
systems program, called CICTAR. Ma<dor field prngrams that expanded during
the 1980-%3 pcriod arc: seed production (three regional programs and na-
tional prngram decvelopment), soil conservation and cotton production.

As sced nroduction programs grew, we began to usc most of our effort
in this arca. During the last two years of the Project there were four
full-time advisers working in sced technolagy. The adviser in cotton
production alsc spent about half his time supporting the production of
cotton sccd in the 1985/86 crop-year. As Chief of Party, nearly half of my
time was 2dcdicated to this arca, concentrating on secd program devclopment
and markcting. By the cnd nf the Prnject in Septemher, 1986, T-059 was
known to most people in the agriculture sector of RBolivia as a sced
proiject.

As activitics cxpanded and became more complex. technical supervision
demanded arcater amounts of attention. Supervision of local administrative
staff was reduced to a minimum. Tn time, problems with a backlog of work
and confusion in accounting hegan to be noticed. Hence a Deputy Chief of
Party position was decfined and filled in .July 1984, 1In retrospect, the
heavy recliance on local personnel to manage a contract of this size appecars
to have been 2n crror. Fortunately, no permanent problems in administra-
tion have developed, but it required a considerable cffort to catch up with
accounting, inventories, perscnnel records, ctc.

Chemonics' final report provides details of each technical area in-
cluding the work o»f cach adviser. Rather than duplicating that information
here, I will instcad present some obscrvations about the approach used by
Chemonics in providing technical assistance and the nature of the COP's
role in the team. This is followed by a candid personal cvaluation of each
technical arca of work. The last scction prcsents a justification for
further support in two areas of cndcavour--seed production and soil con-
servation.
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C. PERSONAT: EVALUATTON OF TECIHNICAL AREAS

In this scction, a candid perscnal evaluation of cach technical area
will be given. Since Chemonics' final report on the Project will provide a
detailed description of cach area, that information will not be repeated
here. Only a minimum of background is presented so that the evaluation
will be clear to persons not familiar with the Project.

From the previous section, the recader can appreciate the nature of the
activities and responsibilities of the COP. Hence it is not necessary to
indicate specifically my activitics in cach of the technical areas. How-
cver, the cvaluation concentrates on aspects in which the COP was most
highly involved.

1. L.and clearing

Working with the Departmental Development Corporation of Tarija
(CODETAR) was a frustrating expericnce. 1In the history of our involvement
with this program. only two recommendations out of perhaps 30, were ever
implemented. These two recommendations are described below,

The first concerned to charging for land clearing by the hour, rather
than by the hectare. The importance of this measure lies in the ration-
ality of decisions by the farmer. Charging by the hectare gives the incen-
tive for the farmer to have land scaped clear, and all brush removed from
fields to neighboring land. This is an extremely incfficient practice,
since brush and fallen treces had to be pushed up to 300 meters or more from
some ficlds. (Scaping the soil completely clear also causes a loss of top-
soil.) Most cxperts rccommend pushing brush agide to a maximum of 50
meters, leaving windrows 100 meters apart in the field. When the system
was changed to charqging by the tractor hour, the efficiency of clearing
changed also. Farmers were not so insistent on having their fields left
barc. They also agrced to leave the largest trees, which take considcrable
time to remove (up to an hour per trec). This recommendation, though
obvious, touk nearly two yecars to get accepted.

The second was a rccommendation to grcoup tractors in tcams of 3 or 4,
rather than distributing them, onc hy one, around the region. Mechanics
and field supervisors complained that it took them an entire day of travel
just to rcach some of the more distant sites. Therc was no way to provide
support to operators. Politically it is bencficial for CODETAR to disburse
their machinery because the presencec of the Corporation is more visible.
The CODETAR Dircctor also avoids accusations of favoritism for one commu-
nity over another. Overcoming the latter problem requires a planned work-
schedule which must be publicized to demonstrate that all areas requesting
services will recceive attention. This requires managerial awareness and
interest in incrcasing cfficiency. The recommendation was accepted at
start of the third season. Operators, assistants, plus maintenance and
supervigsory personnel were all pleased. But the system broke down within a
few months duc to inability of officials to handle pnlitical pressures from
widely disbursed communitics. It was never implemented again.

In an effort to achiecve better results, several special agrcements

were negotiated with CODETAR. However, most of the terms of these agree-
ments were not carried cut. It was also very difficult to obtain the
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information necessary to evaluate the progress heing made in the program,
Finally an agreement was devised teo increasc the incentives of the institu-
tion to improve the efficiency of its cperation. 1In the original Project,
CODETAR was to pay for the D7G Caterpillar tractors by turning over 54
percent of its income from land clearing to thec Agriculture Bank. As a
result, if less land was cleared, CODETAR paid less. If they improved the
operation and cleared more land, only 46 percent »f the increased income
would correspond to them. Thus an aqrecment was drawn up wherschy CODETAR
would pay a flat rate per year for the tractors. At the same time, MACA,
USAID and Chemonics agreed that if the payments were made on time, we would
refrain from interfering further in the program. After the last payment is
made, title tn the tractors would he transferred to CODETAR.

Though we did not receive enugh information to know whether the eoffi-
ciency of the land clearing operation improved, the agreement is still
considered to he a success. Roughly 4000 hectares have been cleared. Most
farmers rcquesting scrvice receive it. The Chaco has virtually been trans-
formed into an agricultural regicn. Pcrhaps the real success of the agree-
ment was in the concept that the payments be made not to the Agriculture
Bank, but to the Project. Hence a new account of local counterpart funds
was created with an income flew of about 182,000 donllars. As a result, the
Project gencrated funds for other programs, and at the same time no longer
invested time and effort in the land clearing areca. More will be said
about the special counterpart funds below.

2, Maintenance of heavy ecquipment

The cxpericnce with CODETAR in setting up a maintenance program
and installing a large shop was largecly the sams as that described above.
The Chemonics Adviser perceived the lack of support and interest on the
part of local counterparts. He personally took responsibility for running
the shop, as shop foreman. Decisions neecded at the central level usually
led to frustration. On one occasion he attempted to set up a program
whercby mechanics would purchase their own tool sets. This is done in many
places to avoid problems with loss of tools and pnssible theft. Different
schemes for sale of tools were presented, but never implemented.

3. Farm mechanization

This activity began with an equipment pool in the Integral Coop-
erative. Problems with maintenance, scheduling of equipment, high costs,
and poor management ahounded. Perhaps the major contribution of the Ad-
viser in Farm Mechanization was in getting the entire pool sold to private
farmers. Afterwards, we attempted to develop a program for assisting
farmers in routine maintenance and operation. However, MACA did not agree,
and cancelled the position held by the Adviser. Although we did not agree
at the time, in retrospect this probably turned out te be the right deci-
sion. A private company in Santa Cruz is now contracted through the Inte-
gral Cooperative to assist farmers with maintenance.

a, Soil conservation
The first year was met with frustrations because none of methods

suggested and tried had caught on. One practice that was tried consisted
of construction of broad-based terraces on a field of about 20 hectares.
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Broad-based terraces are not traditional bank terraces, instead they con-
sist of contour canals or berms every 50 to 100 mcters down the field.
These arc used on land with low slopes, but they stop the flow of water
coming from foothills above the field. However, the farmer failed to
cultivate on the contour, and consequently destroyed the effectiveness of
the terracces.

At the outset of the second year, a farmer/leader requested construc-
tion of broad-based terraces on a ficld of similar sizc. This time they
were constructed with a road grader and Caterpillar tractor, instead of
with an agricultural tractor as before. Careful records werc kept on costs
of tractor hours, which turned out to be very reasonable--about ten dollars
per hectare. The farmer paid 50 percent of the cost, while the Project
paid the rest. TLuckily this site was visible to others in the Chaco
region, and several more requests for construction of terraces immediately
arose.

Because the program had heen active for a little more than a vear,
with little visible impact, we were feeling some pressure from MACA and
USATID to justify continuation of the Adviser's position. However, the
Adviser in Soil Coanservation prescnted a work-plan for the 1984 secason that
continued to ecmphasize experimentaticn, training, and creating awarecness.
This was drastically changed to place nearly 100 percent of our effort on
terrace construction and contecur farming. An internal agrcement was recach-
ed with the Adviser whecreby he and his counterparts would implement ter-
races on at least 200 hectarcs during 1984, Only then could the program be
defended at the decision-making level of the Project. They fulfilled this
objective and went on to build terraces on about 700 hectares by the end of
the Project.

The team also trained CODETAR operators in methods of "dirty" land
clearing, leaving roots and topsnil intact. They found that an average of
four centimeters of topsoil was being lost when land was scraped clean as
before. The costs of clecaring were also rceduced with the reduced amount of
tractor time used. This ncw method is used nnly at request of the farmer
clicnt. CODETAR has taken little interest in adopting policies to promote
new methods or seek alternatives. However, perhaps around 25 to 40 percent
of land now being clcared is done using the "dirtv" system.

In summary, after a first year of experimentation in which tha Adviser
was having trouble adnpting a deliberate focus to his work, this program
has turned out to be very successful--probably mire so than most foreign
experts can hope for in overseas assignments. The Adviser and his counter-
parts became extremely well accepted and appreciated. The program has high
visibility and has gencrated great interest in the region and around the
country.

5. Cotton productinn

This program comes closest to fitting the model of a "planned"
activity. The initial request for support came from Chacn farmers. A very
thorcugh study was donc, including agronomic, eaconomic, agroindustrial and
markcting aspects. A five-member multidisciplinary team was put together
local » in record time for this purposc. The USAID Project Manager, Ing.
Jorge !alvo and the Chcmonics COP also assisted. The study was completed
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and published in less than two months. It included an implementation plan
for the first five years, and recommended a solid, deliberatec approach for
supporting the cotton production with the small farmer. Particularly, it
recemmended small parcels of cotton per farmer to ensure availablity of
labor at harvest.

The plan also included a strong extension program to be paid for by
growers. The concept of privately financed extension services for small
farmers was thought to bhe somewhat tenuous. However, no other alternatives
existed, and farmers seemed tu agrece with the concept »f having one dollar
per hundredweignt of fiber deducted from their payments.

Implementatiosn has proceceded aceording to plan, from demonstracion
plots the first year (B2/93) to over 500 hectares with about 150 growers.
Two local technicians were hired and trained by the Adviser Lo work as
special cxtension agents. The extension services werc to he taken over by
a local institution after the first two vears of the program. However they
remained with Chemonics beyond the time projected. The idea was to set up
a local institution that could take over scveral functions, such as exten-
sion, ginning and porhaps marketing before the z2nd of the T-059 Project.
Thie would give a chanze to provide support to this institution during its
first year or two 3f operation. According to the feasibility study, this
institution was to censist of a local committece made up of regional insti-
tutions. The committee Aid function as a policy-making group, but unfortu-
nately, was nnot able to take on opcrative tasks.

The forrmation of a local growers association was not foreseen in the
initial plan. It came about later as interest in the program grew. Cur-
rently, the functions supported by the T-059 Project are being transferred
to the r~rowers avsnciation (ADEPACH). Tnitial capital for operation is
provided through the counterpart fund created from the land clecaring pro-
gram in thec same region. This will suffice to finance the costs of a
manager and two extension agents through most of the next crop-ycar. Some
difficultics have arisen between the Integral Cooperative and the associa-
tion. However, it appcars that the farmer strongly supports the concept of
ADEPACH, and secs the need for continund extension scrvices.

This program has been a solid success. Tt has probably nccupied less
time of the COP than any other. My main involvement has been in the ini-
tial study, assisting the cotton adviser in preparing annuval cvaluations,
and preparing a plan of action for operation of ADEPACH.

6. Organizaticn and methods

The concept of this techniecal arca was to assist MACA in institu-
tional rcorganization and internal management. However, the timing turned
out to be inopportune for organizatiocnal reform. An early attempt was seen
as a confrontation by many persons in MACA, rather than a help. Officials
in MACA agrced that further efforts would only prove the impossibility for
immediate change. Hence the jub was redefined to focus on reorganizing the
personnel management system of the institution. Studies were completed and
some interest "/as generatcd, but nc actions werc taken.
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7. Technical rcorganization council

A wnew opportunity aruse for reorganization of the Ministry in
1982. A young, dynamic Subsecretary of Agriculture was given support from
the Minister tc form a grcup »f technicians and proceed to take action.
Funds were available from PL-480 to hire the tcam members lncally.
Chemonics enthusiastically agreed te hire the team (TRC) under a separate
contract with PL-420. We did this even though we recognized the political
dangers that would result for our main contract with MACA.

The intent was aot to study, but to present individual precise actions
that should be taken. But tne Subseccretary indicated that he needed to
define an overall direction for the renrganization tn» justify any actions
he might take. Thus a process of institutinnal redesign was necessary,
this despite the fact that several studies and designs for MACA were al-
ready in cxistense. The problem resided in the fact that there was, at the
time, nc overall conscnsus on what neceds to> be done institutionally, and to
what end. The main issue comes down to whose intecrests will prevail
through access to information and decision making processes. However,
local authorities and lexders are not accustomed to openly discussing
poiicy in theuna terms. Hence, most of the effort is focused on less
important matters dealing with institutional linkages, organization charts,
and the likc. Until the real issues can he Acalt with more directly,
planning at the central level will continuc to be of little importance.

The TRC did nni lead to a reorganization because of another abrupt
change in government. Buat it did foment a conscnsus among perhaps hundreds
of leaders in the sector around the country. The message of this consensus
is clecar:  decentralize. The consensus means that the farmer interests
shuuld Fave more weight in decision-making processes.

As suspected. this activity did lecad te problems with later Ministers
and other officials of MACA. Only with strong support from USAID and from
the agriculture ccctor did the Chemsnics tcchnical assistance contract
survive. I feel that the rcsults achieved were well worih the effort and
the risk. Another Subsccretary, Ung. Alejandro Pacheco, is now attempting
te gather the nceded resources to restructure the Ministry. The concepts
of the reorganization arc along the lines recommended by the TRC according
to the consensus achicved earliier. In my opinion, the pressure to make
thesc charyges--cepeecially in incenrporating the farmer in a meaningful way
in policy-making processes--will grow constantly as the sector takes on
morce importence in the countrv.

28 Sectar planning

As mentioned in the intrcductimn, work in this ficld was minimal.
It is my fecling that conducting technical work in planning is fruitless
unless one can coiceive a strateqy whereby policy-making will be eventually
influenced and bencfitted. The chances for mecaningful work of this kind
within MACA werc very slim indeed.

The first cff >t nade was at the request of the Director «f the Plan-
ning Office (OPFS at that time). This was a personal repcrt on the concept
of instituticonal reorganization of the Planning Office and MACA. The
Director reguested 20 copies of the repmrt, which, upon receiving, he
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promptly got rid of. One or twe technicians in the OPS obtained copie.
from Chemonics ard brought the report to the attention of others.

Upen the initiative of two vcung technicians in the Planning Office
and Statistics Department, I assisted in the development of a linear pro-
gramming model of the sector. The two individuals worked on their own
without the backina »f the OPS. So when the model was complete, and the
analysis presented, we rcccived no meaningful reaction. Nor did the effort
receive further support.

Q. Data processing

Before the =zrrival »f Chemonics, USAID was alrcady supporting
efforts by ERTS to develop capability in digitalizing data from earth
satellites. This required specialized computer cquipment which was to be
provided through the Project. The effort was te be undertaken in conjunc-
tion with MACA to satisfy necds for the Statistics Department and adminis-
tration. This would have led to a central computer facility, perhaps in
MACA.

Studies »f user necds werc donec, and equipment specifications devel-
oped, but the procurement was not carried out. Though representatives of
the instituticns were disappointed at the time, it appears that a massive
central computer facility in MACA would have been an c—vor. Smaller, less
cxpensive equipment is available which is easier to operate and maintain.
T doubt that MACA could have afforded the personncl required to handle a
larger system.

10. Information systems

Another request from a Director of the OPS was to carry out a
study of information systems in the countrv. Our first reaction was to
avoid getting ints annther dead-end road with central institutions which
could not follow up on recommendations of the study. However, the study
was done in two areas: statistical information and scientific-tecnnical
infurmation.

Mectings were held at the terminatien of the studies to decide on
actions to be taken. The scientific-technical arca appcar«d most promising
and a plan of action was devised. Chemonics provided or_.y a small amount
nf assistance in preparing and distributing questionnaires for a national
registry of professionals. This was to be the end of our cooperation. The
Bolivian Tnstitute o»f Agricultural Technolngy (TIBTA) was to follow-up by
tzbulating the information. However, this was not carried out. Tnstead a
atudent of the Catholic University (UCB), Miquel Ibdfiez, offered to do the
tabulation in our offices frec of charge. After publishing thec Registry,
he went on to develop an agreement among institutions to continue with the
plan of work developed earlicr. This agrecment was signed, and Mr. Ibaficz
was then hired as a local Advisecr to oversee a qroup of UCB students who
made up the technical tcam for CICTAR. The students received scholarships
paid by the Project, and regional cooperators were recruitced to gather and
distribute information throughout the country. They cffer their scrvices
as volunteers.



The concept of CICTAR is to make documentary information available to
professionals working in thec sector. The youna team of students worked
extremely hard in producing and distributing information. They received
little support in their work, perhaps because the program was oriented
toward users, rather than benefitting MACA directly. We again came up
against the problem of having ts justify the continuation of a program, one
that we had nst intended to get into from the bheginning. Similar to the
strategy used in the scil conscrvation program. an acid test was devised.
The group was given four menths to raise subscriptions to its Bulletin frem
about 100 to 600. This test is based on the concept ~f the users' willing-
ness to pay for the scrvice, and therefore should be accepted by all
parties involved.

After two months subscriptions had not reached 200, and the team was
genuinely concerned. However, we found that the Bulletins were not being
published and distributed regularly. Based on the assumption that the user
lacked confidence in CICTAR, a carcful and dotailed system for publishing
and distribution was developed with the gr-oup. This system was adhered to
cxactly for several months. By the end of the four-month perind, subscrip-
tions rose tc RO0O, then continued on to about 1200, We estimate that
around 3000 professinnals waork in the scctor.

Though pleased with this progress, furthnr support for CICTAR was not
forthcoming, except from the UCB. The quality of matcrials published and
distributed did not recach acceptable standards because no members cof the
technical team had expericnce in agriculturc. Tt appears that we should
have pushed to hire an agronomist for the team. For lack of this kind of
support, the work of CICTAR did not move ahead as desired. The team tried
to accomplish too many varied tasks in the communications area, and was
unable to completc many »~f them.

Despite the difficulties, CTCTAR is the only mechanism many techni-
cians ocutside of La Paz have of obtaining information. The need and mecha-
nisms to carry out the program are clearly identified. The UCB has pro-
vided constant support, and has taken over CICTAR, promising to continuc
with the program, with the same sbjecuvives as were originally defined.

11. Sced productinn

This program was started in Santa Cruz in 1980, When it becgan,
it was just one mcre techni-al area for the Project. Ne one, except
perhaps the Adviser in Seed Techn»ology, Dr. Adriel E. Garay, had any con-
cept of thce qreat potential for the preogram. The strategy agrecd uposn was
to begin with the crop where demand for secd is strongest--in this case,
soybeans. This was done to ensure that praducers who put in the required
cffort to produce good seed could scll it easily, without becoming discour-—
aged. We also agrced that the real beneficiary would eventually be the
user of the seed, not the producer. Hence. secd should be produced with
the most capable farmcrs, cven though they might be some of the largest.

The first sced crop in 1980/81 was a total loss. However, since only
ahout a donzen largc farmers weve invclved, it was not a serious disappoint-
ment. The winter 1981 crop was impressive, nearly A00 metric tons. Local
sced sold readily, competing with imported seed.



At this point the Natimnal Director of Seeds in MACA attempted to
limit our work to supporting only his institution, rather than the private
sector. The alternative, as he wrcote in a letter to the Minister, was to
remove Chemonics from the seed component nof the Project. Again with sup-
port from USAID and the agriculture sectnr, the Adviser was permitted to
continue with the program.

At this peoint, however, the Adviser alone was supervising secd ficlds
and srienting producers. Further progress depended upon decisions taken in
MACA and other institutions to provide support, especially to form a Certi-
fication Service that could promote seed production and carry out quality
control. A stratcegy paper was prepared and distributed for this purpose.
In retrospect, much of what was proposed in the paper we would not now
agree with. BRut at the time, it helped get local leaders to make key
decisions about certification and other aspects of the program. Later the
Natinnal Director was changed; local lecaders put in a key person for ahout
cight months to carry out many of the decisions.

Oone of the decisions dealt with the Seed Conditioning Plant in Warnes,
which was being operated by MACA Certification personnel. The strategy
agreed upon was t~ rent the plant to a local institution, and then reorient
MACA technicianr to carry cut the Certification Service. Some cofficials in
the Ministry were concernced about losing centrol of the Plant. It took
scveral months nf intenge effort with the help of a local lawyer and lead-
crs to prepare an acceptable rental agrcement between MACA and CIAT. Once
this task was completed in 1982, the Certification Service was organized
with support of the Soybean Growers Association (ANAPO). 1In the following
years, the program took off. Lneal soybean sced was well-received in the
market, replacing all imports by 1985. Wheat followed casily with the
lecadership of ANAPO and CIAT; then corn and rice with private growers.

Given the unprccedented experience in Santa Cruz, it was decided to
expand the sced program tc other regions, again spurred by the need for
soybean sced, this time in the Gran Chaco. In this case, we began our
involvement with a detailed study and strategy. Becausc the area is small,
the demand for scecd is too limited to support a complete sced program.
Hence, the stratcqgy was based on the concept that the Chaco has a compara-
tive advantage in sced production due to its favorable climate, and there-
fore could produce larger amounts, marketing some seced in Santa Cruz. This
has worked out as planned.

The program was again cxpanded, this time out of the tropical regions
and into valley areas. This was impertant in order to demonstrate the
practicality of the approach taken in valley and highland areas wherc small
farmers predominate. Many persons argued that the private sector orienta-
tion was appropriate only for commecrcinl agriculture, and that the public
sector had to predominate in the Andean region ~f the country. An adviser
was posted in Chuquisaca. Leaders from the region adopted the same atti-
tudes as thosec in other regions. However, there were scveral modifications
that had to hc made in the mnde of operation, Field practices by seed
producers were not so readily changed, probablv because they act as cooper-
ating producers and do not get directly involved in marketing. As a re-
sult, they have less incentive and are less confident in the market. More
emphasis on foundation seed and precise conditioning is nceded to compen-
sate for limitations in field practices.
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One of the seed technology advisers and a local engineer were assigned
to design and install sced conditioning plants. Six plants of modest size
were cquipped and installed by the Project. Seven others were built by the
private scctor within the life of the Project.

It has been a struggle to loosen public control of commercial activi-
ties and focus on support services. In each region where Chemonics worked,
Secd Cnuncils have been formed. Three others were formed in regions that
do not receive our Jirect support. Creation of Regional Sced Councils has
been key to success. ‘'They not only form policy, but are also operative in
that they control funds and personnel for operation of Certification Serv-
ices. A National Sced Council has been formed, and has prepared a new
National Seed Law now heing presented to Congress. The law would offi-
cially decentralize Certification Services and put them under the Seed
Councils in all regions.

The industry has grown beyond anvone's expectations. From a very
modest beginning just six years ago, production has grown to over 6,000
metric tons. The tntal value of seed produced in loncal prices is bctween
2,5 and 3.0 million dollars. More than 50 entities now prodnce sced in
Bolivia. Aall are small companics (including public programs), averaging
about $50,000 sales per year. The largest of these (a public program)
produces around $5250.000 worth of secds ecach year. Seecd imports, previ-
ously at international prices of about four million dollars per year, have
been virtually replaced with local production. Seed quality has also
improved. As a result, soybean yields have increcascd more than 50 percent
in recent years, from an average ~f 1200 to over 2000 kilograms per hec-
tare. 1In the case of wheat, over 12,000 hectares arc now planted in the
lowlands nf Santa Cruz, instead »f cne or two thousand as before. This is
because seed is available from valley rcgions.

An analysis »f tho cconomic impacts of the seed program demonstrated
that the costs of the entire T-059 Project, in all its componcnts, have
alrecady been recuperated by the Bolivian people. This was done only with
soybcans, bhased on increascd productivity and lower costs of production.

12. Special studies

Some studies were carried out in support of seed programs; most
notable were feasibilitvy studies for sced plants in the Gran Chaco and
Saavedra, Santa Cruz. Both werce fully operational in 1985, Another was
done for a seed plant in Chuquisaca. However, with the low volumes pro-
duced in the region, it was Accided to firsc install a smaller plant in
rented facilitiecs.

Other studies werc carried out upon rcquest from various institutions.
A scries of reports werc dAone ecarly in the project on fruit and vege'able
processing and markcting in Tarija and Chuquisaca. Some of the activities
proposed werce found to be financially infeasible. None of the activities
recommended by the studies was implemented. Another study was done on a
projected flour mill in Chugquisaca. We found the envircnment in wheat and
flour markets to be higqghly volatile at the time, and the project to be
risky. Now that government policy is more stable, the mill might receive
financing from international sources.
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Generally, the studies done in support of on-going activities have
been useful and the projects proposed have been implcmented. Those done
for other cntities, especially for the public sector, have not resulted in
action.

13. Special training

Local institutions and officials in USAID, especially the Rural
Development Officer, Mr. Robert Thurston, began to focus on the need for
training in natural resource management during thc same period that
Chemonics was involved in the soil conservation program. As a result, we
werc asked to assist with courses in land classification and soil conserva-
tion, Other ccurses scheduled in a longer series were cancelled due to
lack o»f funds and adequate local organization. However, we did follow up
with three courses in soil conservation for rural school teashers who are
involved in agriculture. Two such practical short courses were given in
the Department of La Paz, and sne was given in the Chaco.

Though no immzdiate results from these modest efforts have been seen,
the neced for further work is evident.

D. ACTIVITIES FOR WHICH CONTINUED USAID SUPPORT IS JUSTTFIED

Results obtained in the seed productinn program have been excellent.
Given the level of activity and interest, it would be ecasy to assume that
the job is completc, and that continued support of a development project is
not necded. However, persons who arc claser to the program feel that,
indeed, the job is only half-way completc. Three out of six regions with
Seed Councils ha'e not yet ~rganized certification services, nor have they
implementecd a chain of seed multiplication. Furthermore, the T-059 Project
has worked in only five major crops: soybean, wheat, corn, rice and cotton.
We have virtually not touched the most important crop in the country,
potato. Alsc we have not made a significant impact in barley, forrages and
vegetables. Perhaps more importantly, some of the seed companies were
formed only during the last crop-year. These have received only a minor
amount of assistance. (Bear in mind that, even though the T--059 Project
has been in cxistence for seven ycars with Chemonics, our work in seecd
Production in the Chaco and Chuquisaca has had only three years to
develop.)

In the final analysis, most people working in the seed industry secem
to agrec that seed production in the country should expand to a level
between 15,000 to 20,000 metric tons per year. This projected growth
implies an annual rate of incrcase in production similar to that achicved
during the last 3 to 5 yecars --800 to 1000 tons increase per yecar. More
than half of this expansion should take place in valley and highland re-
gions where our Project has scarcely provided assistance.

[ ]

In conclusion, we see potential for continued, sustained growth of the
seed industry in Bnlivia over the next 5-~10 years. We sce the effective-
ness of technical assistance and training; the benefits achieved have
created an ecconomic impact that more than pays for the costs within the
life of the Project. Social benefits are also attractive: formation of
local companies (mostly with local capital): increased productivity for a
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majority of farmers in regions that form seced programs; hundreds of cooper-
ating farmers producing seed; organization of lacal institutions; public
institutions rcoriented to providing services in support of che private
scctor. Few Adevelopment projects promise, with relative certainty, teo
produce results of this magnitude within a reasonable time-frame.

For this reason, USAID has already received several rcquests for the
continuation of technical assistance in sced production. This is a stark
contrast to the carly days of the Projcct when foreign advisers were,
perbaps, seen mainly as a vehicle to gain access to financial recsources of
international projects.

The second arca which I believe merits USAID attention is in conserva-
tion and management of natural resources throughout the country. In this
casc I do not have the information to demonstrate the probable impacts, nor
cven to present an order f priority activities. However, anyone familiar
with Bolivian agriculture would be equally concerned, especially with the
necd for soil conservation programs. Fortunately, most Belivians working
in the sector are very concerned, and USAID is providing some support,  But
it is clear that this endeavor rcquires much more concerted effort than it
is recciving.
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