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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 Chief of Party of the Aqriculture

Sector II 
Project in Bolivia. The Project, better known by its number
T-059, is 
signed between the Ministry of Rural Aff.irs and Aqriculture (MACA)

and the Agency for International Devolopment (USAID/B). 
 The Departmental

Development Corporation of Tdrija (CODETAR) also participates. 
The Technical

Assistance Contract, number GOB/AID-5]l-059-0OP-VCC is 
a host country con
tract signed 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 team, the Project Supervisor and a procurement

specialist from the Home Office on June I0, 
1979. 
 The initial two-month
period was occupied in start-up of the Project which included the following
 
activities:
 

- hiring personnel Vr 
 La Paz and Yacuiba
 
- locating office space in La Paz for Chcmonics and the Coordination
 
Office of MACA
 

- purchasing office and houscholO furnii:ure for homes of 
seven long
term advisers 

- settinq up accounting systems and bank acc-un-s in La Paz and Yacuiba
 
- initiating purchase of five project vehicles
 
- assisting advisers with housing, cldca-ing 
 pcrsonal effects through
 
customs
 

- preparing initial work-plans with MAC? and CODETAR
 

The start-up was made easier with the assistincc ,of the Director Gene
ral of MACA, Inq. Gover Barja, and the Coordination Office, which had been
 
established by MACA to administer the Project.
 

After this two-month period, my activities wcrc to hc divided in two
 
parts: 
 half-time in sector planning and half-time is Chief of Party (COP).
The latter implies support and supervision of the other technical 
areas of

the Project, assistance with procurements, and administrative supervision.

However, in practice an adequate work-plan was never agreed upon with the
Office of 3ector Planning of MACA and duties as 
Chief of Party consumed far
 more than half-time. As a result, the split in use of my time was 
about q0

percent as 
COP and only 10 percent in sector planning. This did not come
 as a disappointment, in that the opportunities for meaningful planning were
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minimal at the time due to frequent political turnovers.
 

With the sinning of Amendment 6 to the Contract in June of 1q8l, my
 
responsibilities were changed officially to reflect the reality of the
 
situation: 100 pcrcent of time devoted to activities as Chief of Party. A 
new position was defined for a Sector Planning Adviser. However, the
 
specific tasks to be performed were never defined, so the position was not
 
filled.
 

Because the Proicct was designee to support various components of the
 
agriculturc sctr, it consists of a diversity of technical areas, many
 
unrelated to c.:ch other. Figure 1 on the fnllowing paqe provides a brief
 
synopsis by showing the periods of time during which each technical area
 
was "active". This rouqhly coincides with the prcscncc -f advisers, either
 
long-term or short-term, workina in the area. Procurement activity is not
 
shown separately, but was performed in support of various technical areas
 
of work, notably heavy equipmcnt maintenance and seed production.
 

After the first year of the Project, it was apparent that field pro
grams had qrcatcr chances of success than institution-buildinq efforts at
 
the central level. Thus efforts were not only reduced in 
sector planning,
 
but also in orqanization -nd methods plus data processing. Exceptions to
 
this are the Technical Reorqanizati-)n Council of MACA and the information
 
systems program, called CICTAR. Major ficla prnqrams that expanded during
 
the i9S0-::I period arc: seed production (three regional programs and na
tional prnqram development), soil conservation and cotton production.
 

As seed oroduction programs grew, we began to use most of our effort
 
in this area. During the last two years of the Project there were four
 
full-time advisers working in seed technology. The adviser in cotton
 
production also spent about half his time supporting the production of
 
cotton seed in the 1qA5/q6 crop-year. As Chief of Party, nearly half of my
 
time was Icdicatcd to this area, concentrating on seed program development
 
and markctinq. By the end of the Project in September, 1.9A6, T-059 was
 
known to most people in the agriculture sector of nolivia as a seed
 
project.
 

As activities expanded and became more complex. technical supervision
 
demanded qreater 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 began to be noticed. Hence a Deputy Chief of
 
Party position was defined and filled in July 19P4. In retrospect, the
 
heavy reliance on local personnel to manage a contract of this size appears
 
to have been 5n error. Fortunately, no permanent problems in administra
tion have de17eloped, but it required a consi~erable effort to catch up with
 
accounting, inventories, personnel records, etc.
 

Chemonics' final report pr,,vides details of cach technical area 
in
eluding the work of each adviser. Rather than duplicating that information
 
here, I will instead present some observations 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 evaluation of each
 
technical area of work. The last section presents a justification for
 
further support in two areas of cndeavour--seed production and soil con
servation.
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C. PERSONAL EVALUATION OF TEC3HNICAL AREAS
 

In this section, a candid personal evaluation of each technical area
 
will be given. Since Chemonics' final report on the Project will provide a
 
detailed description of each 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 reader can appreciate the nature of the
 
activities and responsibilities of the COP. Hence it is not necessary to
 
indicate specifically my activities in each of the technical areas. 
How

ever, the evaluation concentrates on aspects in which the COP was most
 

highly involved.
 

1. Land clearing
 

Working with the Departmental Development Corporation of Tarija
 
(CODETAR) was a frustrating experience. In 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 inefficient practice,
 
since brush and fallen trees had to be pushed up to 300 meters or more from
 
some fields. (Scaping the soil completely clear also causes a loss of top
soil.) Most experts rccommend pushing brush aside to a maximum of 50
 
meters, leaving windrows 100 meters apart in the field. When the system
 
was 
changed to charging by the tractor hour, the efficiency of clearing
 
changed also. Farmers were not so insistent on having their fields left
 
bare. They also agrced to leave the largest trees, which take considerable
 

time to remove (up to an hour per tree). This recommendation, though
 
obvious, took nearly two years to get accepted.
 

The second was a recommendation to group tractors in teams of 3 or 4,
 
rather than distributing them, one by one, around the region. Mechanics
 
and field supervisors complained that it took them an entire day of travel
 
just to reach some of the more distant sites. There was no way to provide
 
support to operators. Politically it is bencficial for CODETAR to disburse
 
their machinery because the presence of the Corporation is more visible.
 
The CODETAR Director 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 receive attention. This requires managerial awareness and
 
interest in increasing efficiency. The recommendation was accepted at
 
start of the third season. Operators, assistants, plus maintenance and
 
supervisory personnel were all pleased. 
But the system broke down within a
 
few months due to inability of officials to handle political pressures from
 
widely disbursed cnmmunities. It was never implemented again.
 

In an effort to achieve better results, several special agreements
 
were negotiated with CODETAR. However, most of the terms of these agree
ments were not carried out. It was also very difficult to obtain the
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information necessary to evaluate the progress being made in the program.
 
Finally an agreement was devised to increase the incentives of the institu
tion to improve the efficiency of its operation. In the original Project,
 
CODETAR was to pay for the D7G Caterpillar tractors by turning over 54
 
percent of its income from land clearing to the 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 of the increased income
 
would correspond to them. Thus an agreement was drawn up whereby 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 to the tractors would be transferred to CODETAR.
 

Though we did not receive en.ugh information to know whether the effi
ciency of the land clearing opcration improved, the agreement is still
 
considered to be a success. 
 Roughly 4000 hectares have been cleared. Most
 
farmers requesting service reccive it. The Chaco has virtually been trans
formed into an agricultural region. Perhaps 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 flow of about .82,000 dollars. As a result, the
 
Project gencratcd funds for other programs, and at the same time no longer
 
invested time and effort in the land clearing area. More will be said
 
about the special counterpart funds below.
 

2. Maintenance of heavy equipment
 

The experience with CODETAR in setting up a maintenance program
 
and installing a large shop was 
largely the same 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 needed at the central level usually
 
led to frustration. On one occasion he attempted to set up a program

whereby 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 abounded. 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 to 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 bcrms every 50 to 100 moters 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 terraces.
 

At the outset of the second year, a farmer/leader requested construc
tion of broad-based terraces on a field of similar size. This time they
 
were constructed with a road grader and Caterpillar tractor, instead of
 
with an agricultural tractor as before. 
Careful records were 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. Luckily this site was visible to others in the Chaco
 
region, and several more requests for construction of terraces immediately
 
arose.
 

Because the program had been active for a little more than a year,
 
with little visible impact, we were feeling some pressure from MACA and
 
USATD to justify continuation of the Adviser's position. However, the
 
Adviser in Soil C-nscrvation presented a work-plan for the 1984 season that
 
continued to emphasize experimentation, training, and creating awareness.
 
This was drastically changed to place nearly 100 percent of our effort on
 
terrace construction and contour farming. An internal agreement was reach
ed with the Adviser whereby he and his counterparts would implement ter
races on at least 200 hectares 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 topsoil intact. 
They found that an average of
 
four centimeters of topsoil was being lost when land was scraped clean as
 
before. The costs of clearing were also reduced with the reduced amount of
 
tractor time used. This new method is used only at request of the farmer
 
client. 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 cleared is done using the "dirty" system.
 

In summary, after a first year of experimentation in which the Adviser
 
was having trouble adopting a deliberate focus to his work, this program
 
has turned out to be very successful--probably morc 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 generated great interest in the region and around the
 
country.
 

5. Cotton production
 

This program comes closest to fitting the model of a "planned"
 
activity. The initial request for support came from Chaco farmers. A very
 
thorough study was done, including agronomic, economic, agroindustrial and
 
marketing aspects. A five-member multidisciplinary team was put together
 
local - in record time for this purpose. The USAID Project Manager, Ing.
 
Jorgc 'alvo and the Chemonics 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, deliberate approach for
 
supporting the cotton production with the small farmer. Particularly, it
 
recommended small parcels of cotton per firmer to ensure availahlity 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 be somewhat tenuous. However, no other alternatives
 
existed, and farmers seemed to agree with the concept of having one dollar
 
per hundredweight f fiber deducted from their payments.
 

Implementation has prceeded according to plan, from demonstration
 
plots the first year (82/93) to over 500 hectares with about 150 growers.
 
Two local technicians were hired and trained by the Adviser to work as
 
special extension agents. The extension services were to be taken over by
 
a local institution after the first two years 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 several functions, such as exten
sion, ginning and perhaps marketing before the cnd of the T-059 Project.
 
This wnuld givc a chance to provide support to this institution during its
 
first ynar or two of operation. According to the feasibility study, this
 
institution was to consist of a local committee made up of regional insti
tutions. The committec did function as a policy-making group, but unfortu
nately, was not able to take on operative tasks.
 

The f)rmation of a !ocal 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 growers association (ADEPACH). Tnitial capital for operation is
 
provided through the counterpart fund created from the land clearing pro
gram in the same region. This will suffice to finance the costs of a
 
manager and two extension agents through most of the next crop-year. Some
 
difficulties have arisen between the Integral Cooperative and the associa
tion. However, it appears that the former strongly supports the concept of
 
ADEPACH, and sees the need for continued extension services.
 

This program has been a solid success. It has probably occupied less
 
time of the COP than any other. My main involvement has been in the ini
tial study, assisting the cotton adviser in preparing annual evaluations,
 
and preparing a plan of action for operation of ADEPACH.
 

6. Organization and methods
 

The concept of this technical area was to assist MACA in institu
tional reorganization and internal management. However, the timing turned
 
out to be inopportune for organizational reform. An early attempt was seen
 
as a confrontation by many persons in MACA, rather than a help. Officials
 
in MACA agreed that further efforts would only prove the impossibility for 
immediate change. Hence the job was redefined to focus on reorganizing the 
personnel management system of the institution. Studies were completed and 
some interest ';as gencrated, but nc actions were taken. 
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7. Technical reorganization council
 

A new opportunity arose for rcorganization of the Ministry in 
1982. A young, dynamic Subsecretary of Agriculture was given support from 
the Minister to form a qrcup of technicians and proceed to take action. 
Funds were available from PL-4R0 to hire the tcam members lcally. 
Chemonics enthusiastically agreed to hire the team (TRC) under a separate 
contract with PL-4q0. We did this cven though we rccoqnized the political 
dangers that would result for our main contract with MACA. 

The intent was n.;t to study, but to present individual precise actions 
that should be taken. But tne Subsecretary indicated that he needed to 
define an overall cirection for the reorqanization to justify any actions 
he might take. Thus a pro-cLss Of instituti-nal redesign was necessary, 
this despite the fact that several studies and designs for MACA were al
ready in existence. The prnblem resided in the fact that there was, at the 
time, no o-,vcrali c)n cnsus on what needs t:- be d,-nc institutionally, and to 
what end. Thi' wain issue comes down t.o whose interests will prevail 
through access t, informition and decision making processes. However, 
local authonities and loders arc not accustrmed t. openly discussing 
policy in thce; terns. Hence, most of the effort is focused on less 
important matters dealing with institutional linkages, -rganization charts, 
and the like. Until the real issues can be dealt with more directly, 
planning at the. ccnt-ral level will continue to be of little importance. 

The rC did not load to a reorganization because of another abrupt 
change in government. But it did foment a consensus among perhaps hundreds 
of leaders in the sector around the crountry. The message of this consensus 
is clear: decentralize. The consensus means that the farmer interests 
shjuld - ive more weiqht in decision-making processes. 

As suspected, this activity did lead to problems with later Ministers
 
and other officials o[ MACA. Only with str,nq support from USAID and from
 
the agriculture sector did the Chemonics technical assistance contract
 
survive. I feel that the results achieved wcre well worth the effort and
 
the risk. Another Subsecretary, Ing. Alejandro Pacheco, is now attempting
 
to gather the ncdel r:csourccs to restructurc the Ministry. The concepts
 
of the reorganization are along the lines recommended bv the TRC according
 
to the consensus achieved earlier. In my opinion, the pressure to make
 
these chanqcs--esipucially in incorporatinq the farmer in a meaningful way
 
in policy-making processes--will grow c.onstantly as the scctor takes on 
more importance in the country.
 

R. Sector planning
 

As mentioned in the introduction, work in this field was minimal.
 
It is my fecling that conducting technical work in planning is fruitless 
unless one can conceive a strategy whereby policy-making will be eventually
 
influenced and benefitted. The chances for meaningful work of this kind
 
within MACA were very slim indeed.
 

The first eff,-rt made was at the request of the Director nf the Plan
ning Office (OPS at that time). This was a personal report on the concept 
of institutional reorganization of the Planning Office and MACA. The 
Director requested 20 copies of the report, which, upon receiving, he 
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promptly qot rid of. One or two technicians in the OPS obtained copies.
 

from Chcmonics and brought the report to the attention of others.
 

Upon the initiative of two young 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 backinT of the OPS. So when the model was complete, and the
 

analysis presented, we received no meaningful reaction. Nor did the effort
 

receive further support.
 

9. Data proccssinq
 

Before the irrival of Chemonics, USAID was already supporting
 

efforts by ERTS to develop capability in digitalizinq data from earth
 

satellites. This required specialized computer equipment which was to be
 

provided through the Project. The effort was to be undertaken in conjunc

tion with RACA to satisfy needs for the Statistics Department and adminis

tration. This would have lid to a central computer facility, perhaps in
 

MACA.
 

Studies of user needs were done, and equipment specifications devel

oped, but the procurement was not carried out. Though representatives of
 

the institutions were disappointed at the time, it appears that a massive
 

central computer facility in MACA would have been an eror. Smaller, less
 

expensive equipment is available which is easier to operate and maintain.
 

I doubt that MACA could have afforded the personnel 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 country. Our first reaction was to
 

avoid getting into another dead-end road with central institutions which
 

could not follow up :;n recommendations of the study. However, the study
 

was done in two areas: statistical information and scientific-technical
 

information.
 

Meetings were held at the termination of the studies to decide on
 

actions to be taken. The scientific-technical area appeaio' most promising
 

and a plan of action was devised. Chemonics provided or-y a small amount
 

of assistance in preparing and distributing questionnaires for a national
 

registry of professionals. This was to be the end of our cooperation. The
 

Bolivian Institute of Agricultural Technology (IBTA) was tn follow-up by
 

tabulating the information. However, this was not carried out. Instead a
 

student of the Catholic University (UCB), Miguel Ib~flez, offered to do the
 

tabulation in our offices free of charge. After publishing the Registry,
 

he went on to develop an aqrecment among institutions to continue with the
 

plan of work developed earlier. This agreement was signed, and Mr. Ibcfiez
 

was then hired as a local Adviser to ,)versee a group of UCB students who
 

made up the technical team for CICTAR. The students received scholarships
 

paid by the Project, and regional cooperators were recruitcd to gather and
 

distribute information throughout the country. They offer their services
 

as volunteers.
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The concept of CTCTAR is to make documentary information available to 
professionals working in the sector. The youna team of students worked
 
extremely hard in producing and distributing information. They received
 
little support in their work, perhaps because the proqram was oriented
 
toward users, rather than benefitting MACA directly. We again came up
 
against the problem of having to justify the continuation of a program, one
 
that we had not intended to get into from the beginning. Similar to the
 
strategy used in the soil conservatin program, an acid test was devised.
 
The group was given four months to raise subscriptions to its Bulletin from
 
about 100 
to 600. This test is based on the concept of the users' willincg_
 
ness to MY for the service, 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 ("nthe assumption that the user
 
lacked confidence in CICTAR, a careful and detailed system for publishing
 
and distribution was developed with the group. 
This system was adhered to
 
exactly for several months. By the end of the four-month period, subscrip
tions rose to P00, then continued on to about 1200. We estimate that 
around 3000 professionals work in the sector. 

Though pleased with this progress, further support for CICTAR was not
 
forthcoming, except from the UCB. The quality of materials published and
 
distributed did not rcach acceptable standards because no members of the
 
technical team had experience in agriculture. 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 complete many of them.
 

Despite the difficulties, CTCTAR is the only mechanism many techni
cians outside 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 continue
 
with the program, with the same objectives as were originally defined.
 

11. Seed production
 

This program was started in Santa Cruz in 1980. When it began,
 
it was just one mare techni-al area f',r the Project. No one, except
 
perhaps the Adviser in Seed Technology, Dr. Adriel E. Garay, had any con
cept of the great potentinl for the program. The strategy agreed upon was
 
to begin with the crop where demand for scc is strongest--in this case,
 
soybeans. This was done to ensure that producers who put in the required
 
effort to produce good seed could sell it easily, without becoming discour
aged. we also agreed that the real bcneficiary would eventually be the
 
user of the seed, not the producer. Hence, seed should be produced with
 
the most capable farmers, even though they might be some of the largest.
 

The first seed crop in lqfn/RI was a total loss. However, since only
 
about a dozen large farmers were involved, it was nnt a serious disappoint
ment. The winter 1991 crop was impressive, nearly A00 metric tons. Local
 
seed sold readily, competing with imported seed.
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At this point the National Director of Seeds in MACA attemptcd to
 

limit our work to supporting only his institution, rather than the private
 
sector. The alternative, as he wrote in a letter to thc Minister, was to
 
remove Chcmonics from the seed component of the Project. Again with sup

port from USAID and the agriculture sector, the Adviser was permitted to
 
continue with the program.
 

At this point, however, the Adviser alone was supcrvising seed fields
 

and orienting producers. Further progress depended upon decisions taken in
 
MACA and other institutions to provide support, especially to form a Certi
fication Scrvice that could promote seed production and carry out quality
 
control. A strategy paper was prepared and distributed for this purpose.
 

In retrospect, much of what was proposed in the paper we would not now
 
agree with. But at the time, it helped get local leaders to make key
 
decisions about certification and other aspects of the program. Later the
 
National Director was changed; local leaders put in a key person for about
 
eight months to carry out many of the decisions.
 

One of the decisions dealt with the Seed Conditioning Plant in Warnes, 
which was being operatcd by MACA Certification personnel. The strategy 
agreed upon was t-, rent the plant to a local institution, and then reorient 
MACA technicianF- to carry r;ut the Certification Service. Some officials in 
the Ministry ,cre concerned about losing control of the Plant. It took 
several months of intense effort with the help of a local lawyer and lead
ers to prepare an acceptable rental agreement between MACA and CIAT. Once
 
this task was completed in 1982, the Certification Service was organized
 
with support of the Soybean Growers Association (ANAPO). In the following
 

years, the program took off. Local soybean seed was well-received in the
 
market, replacing all imports by 1985. Wheat followed easily with the
 
leadership of ANAPO and CIAT; then corn and rice with private growers.
 

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

The program was again expanded, this time out of the tropical regions
 
and into valley areas. This -as important in order to demonstrate the
 
practicality of the approach taken in valley and highland areas where small
 
farmers predominate. Many persons argued that the private sector orienta
tion was appropriate only for commercial agriculture, and that the public
 

sector had to predominate in the Andean region of the country. An adviser 
was posted in Chuquisaca. Leaders from the region adopted the same atti

tudes as those in other regions. However, there were several modifications 
that had to be made in the mode of operation. Field practices by seed 
producers were not so readily changed, probably because they act as cooper
ating producers and do not get directly involved in marketing. As a re
sult, they have less incentive and arc less confident in the market. More 
emphasis on foundation seed and precise conditioning is needed 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 seed conditioning plants. Six plants of modest size
 
were equipped and installed by the Project. Seven others were built by the
 
private sector 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 Chcmonics worked,
 
Seed Councils have bcon formed. Three others were formed in regions that
 
do not receive our Airect support. Creation of Regional Seed Councils has
 
been key to success. "hey not only form policy, but are also operative in
 
that they control funds and personnel for operation of Certification Serv
ices. A National Seed Council has been formed, and has prepared a new
 
National Seed Law now being 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 anyone's expectations. From a very
 
modest beginning just six years ago, production has grown to over 6,000
 
metric tons. The teotal value of seed produced in local prices is between
 
2.5 and 3.0 million dollars. More than 50 entities now produce seed in
 
Bolivia. All are small companies (including public programs), averaging
 
about S50,000 sales per year. The largest of these (a public program)
 
produces around $290,000 worth of seeds each year. Seed 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 increased more than 50 percent 
in recent years, 'rom a-inaverage of j200 to over 2000 kilograms per hec
tare. In the case of wheat, over 1.2,000 hectares are now planted in the 
lowlands of Santa Cruz, instead of one or two thousand as before. This is 
because seed is available from valley regions. 

An analysis of the economic impacts of the seed program demonstrated
 
that the c-,sts of the entire T-059 Project, in all its components, have
 
already been recuperated by the Bolivian people. This was done only with
 
soybeans, based on increased productivity and lcwer costs of production.
 

12. Special studies
 

Some stueiies were carried out in support of seed programs; most
 
notable wcrc feasibility studies for seed plants in the Gran Chaco and
 
Saavedra, Santa Cruz. Both were fully operational in 19M. Another was
 
done for a seed plant in Chuquisaca. However, with the low volumes pro
duccd in the region, it was decided to first install a smaller plant in
 
rented facilities.
 

Other studies were carried out upon request from various institutions.
 
A series of reports were done early in the project on fruit and vege:able
 
processing and marketing in Tarija and Chuquisaca. Some of the activities
 
proposed were 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 Chuquisaca. We found the environment in wheat and
 
flour markets to be highly 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 implemented. Those done
 
for other entities, 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 the same period that
 
Chemonics was involved in the soil conservation program. As a result, we
 
were asked to assist with courses in land classification and soil conserva
tion. Other courses scheduled in a longer series were cancelled due to
 
lack of funds and adequate local organization. However, we did follow up
 
with three courses in soil conservation for rural school teaohers who are
 
involved in agriculture. Two such practical short courses were given in
 
the Department cf La Paz, and 3ne was given in the Chaco.
 

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

D. ACTIVITIES FOR WHICH CONTINUED USAID SUPPORT IS JUSTIFIED
 

Results obtained in the seed production program have been excellent.
 
Given the level of activity and interest, it would be easy to assume that
 
the job is complete, and that continued support of a development project is
 
not needed. However, persons who arc closer to the program feel that,
 
indeed, the job is only half-way complete. Three out of six regions with
 
Seed Councils ha'-e not yet irganized certification services, nor have they
 
implemented a chain of seed multiplication. Furthermore, the T-059 Project
 
has worked in only fivc major crops: soybean, wheat, corn, rice and cotton.
 
we have virtually not touched the most important crop in the country,
 
potato. Also we have not made a significant impact in barley, forraqes 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-05q Project
 
has been in existence for seven years with Chemonics, our work in seed
 
Production in the Chaco and Chuquisaca has had only three years to
 
develop.)
 

In the final analysis, most people working in the seed industry seem
 
to agree 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 increase in production similar to that achieved
 
during the last 3 to 5 years --ROO to 1000 tons increase per year. 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 Bolivia over the next 5-10 years. We see the effective
ness of technical assistance and training; the benefits achieved have
 
created an economic 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 seed programs; hundreds of cooper
ating farmers producing seed; organization of local institutions; public
 
institutions reoriented to providing services in support of che private
 
sector. Few development projects promise, with relative certainty, tc
 
produce results of this maqnitude within a reasonable time--frame.
 

For this reason, USAID has already received several requests for the
 
continuation of technical assistance in seed production. This is a stark
 
contrast to the carly days of the Project when foreign advisers were,
 
perhaps, seen mainly as a vehicle to gain access to financial resources of
 
international projects.
 

The second area which I believe merits USATD attention is in conserva
tion and management of natural resources throuqhout the country. In this
 
case I do not have the information to demonstrate the probable impacts, 
nor
 
even to present an order of priority activities. However, anyone familiar
 
with Bolivian aqriculture would be equally c:-nccrned, especially with the
 
need for soil conservation programs. Fortunately, most Bolivians working
 
in the sector 3re very concerned, and USAID is providing some support. But
 
it is clear that this endeavor requires much more concerted effort than it
 
is receiving.
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