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Introduction.

The purpose of this report will be to proiido a supplement to the many
existing technical reports by AID and INC lfoclaliltl. monthly reviews by
the AID project zmanager, quarterly reports by the project advisor, annual
reports prepared by the WYC project coordinator, and those various spesial
reports written by visiting experts and evalustors, There will be no atteapt
to compile or summarize information contained in already existing raterials,

. rather the effort of this paper will be directed tovard providing the reader
vith opinions and conclusions formed by one who has had sustained involve-

| ment in the project from the time of conceptualization through S5l months

of project implementution, It zay also dbe noted that the writer vas in-

volved in colonization activities {n San Julién nnd Chané-Piraf over a period

ot seVen years prior to the 1n1t1ation of the AID-financed project,

Ropefully this paper will provide insights as to what has actvally hap-
pened in the project S11-T-050, Thcbvritor wvill try to éonlidor hév vhat
has happaned has differed from vhat wvas planned, and vhy. There will 50
an attempt to fooues on factors that might have Soon altered in order fo have
enhanced the outcomes, Special consideration vill be given to the roll of
the orientation pProgram, consumer and credit cooperatives, and the rvll of
the field advisor in the program as a whole, A bdrief projection will de

provided as to possidle future colonization activities in the sone,

I. Summary and Conclueions,

Colonization in Bolivia is today a dynamic social movement that will

continue through the next two deoades with or withomt programmed participation
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on the part of national government lnd/or international ugenoiol.. The

major question to be confronted is how this sooial current can best be
channeled to benefit national‘interultl. Consideration must be given to

the wasteful potential of purely spontaneous colonization in terms of
natural resources, human health, and productive potential vhich i® not maxi-
mized. The need for development of effeotive low cost patterns of rational
settlement on currently unproductive land should be o major isesue in rural
development stirategies. The San Julidn/Chané-Pira{ program of Sub-tropical
Lande Developaent is rvaking a major contribution toward denonatrating one
viable alternative for Bolivian colonisation, |

Flaws in projeot design and implementation can be pointed out, but
also positive results can be observed, The dasic model for large-scale
settlement on the basis of provwision o(_eaaontinl infrastructure, village
.lottlenent, and orientation is sound, lessons learned in this project
coﬁld and should have a major upgot on the future of new lands development
in and beyond the Bolivian sub-tropics,

The lack of sufficient interaction between the Ngtional Imstitute of
Colonization (81C) and AID/Bolivia during the period of project design and
the vriting of the projeot paper led to a situation of poor communication
betveen the tvo agencies, Poor comsunication, in turo, led to a period of
noticeable distrust between the cooporating institutions and significantly
hampered the tfimely oxoéution of l£art-up activities. Delays in the letting
of contracts aund the procurement of essential project equipment have had
their reprocuseions throughout the life of the project., Thie has Leen

most notadble in the orening of all-weather sccess roades in both the Chané-



-

Piraf and the San Juli&n areas, as vell as in the opening of lateral roads
and in wvell drilling activities, '

Major adainistrative problema rovol§ed around diffioulties with cash
flow, While the basiz of much of this problem was related to irratic budget
dioburs;nenta from the national treasury, the difficult uituftion could have
been dealt with more effectively had there been greater flexibility within
the administrative structure of the National Institute of Colonization, ,T£o
effeotivencss of the projest coordinator was impaired by the lack of clesarly
defined lines of responsibility, A more decentralired administrative design,
giving greater authority to the projeot coordinator, could enhance project
implementation. “he physical loc tion of the project coordinator in the
visinity of the project, oithér at Los Cafes in San Juli4n or in the city of
Santa Cruz, should be considsred if future projects are developed on the
basis of the existing program,

Land titles, as of yet, have not been provided to colonists settled
under the Sub-tropical Lands Development Progran, Ismediate attention
‘should be given to this project component, assigning a brigsde of the.appro-
priate personnel to be stationed at Los Cafes in order to carry out land
titling activities during the coaing year.

Orientation of new colonists, one of the project's more significant
components, has, until nov, been dependent upon funding from OXFAM/England
for the operational budget with the exception of salaries. An effort is
being made to more fully incorporate the orientation program into the admi-
nistrative structure of the Institute of Colonization for the 1980 settle-

l,nt season, DBudget provisions must be made for the total orientation
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activity if this component is to be extended beyond 1980. If in the future
orientation for naw coloniate is not provided, the activities of the Insti=-
tute oI.Colonization vill be limited to litile mere fh:n road construction,
vell drilling, and land titling, 1In that case, it should be considered
vhether or not the provision of infrestructure might be best handled by the
National Road Service and titling carried out by Agrarian Reform. If that
option vere followed, the role of the Institute of Qolonization_vould be
reduced to selection of colonization sites and Physical design for new
colonies. This option is not recommended by the advisor, but seems to be
vorthy of consideration should the FIC fail to expand {ts oapability to
¢arry out orientation for new colonists,

In the San Julidn area there have been major achievements in providing
& diversified agricultural subsistence base for new colonists during their
first year on the land, More attention is needed in dealing with the problem
of weed control, introduction of tree crops, and the proaotion of animal pro=
duotion, With regard to fish Production {n the San Julidn area, the recom-
mendations made and the procedures described by Dr. Loveshine for ltooking
road-side ponds, should be acted upon,

Given an analysis of the long history of difficulties relating to main-
tenance and repair of heavy equipment in San Julidn, 1t now appears doubtful
that colplotion of the repair facilities at los Cafes vill, in and of iteelr,
change the aituation to any great degree. More basic than the lack of proper
equipment for majintenance and repair has been the avajlability of operating
funde and qualified mechanios at the field level. The shop fasilities at
Los Cafes should be made operational, but NIC operations should be scaled
to what the operating budget can handle. Major attention should be sivon'

to maintenance, Equipment should be stopped vhen maintenance schedules are
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not met, rather than running machines until they require major repairs.

Vhile minor repairs should be handled in the zone by RIC personnel, the con-
tracting of qualified mechanics on a short-term basis for repair work should
be oonsidered, More genersl repairs will call for equipment to be transferred
to Santa Cruz.

Needs for short-term credit for new colonists have not been met, Alter—
native procédure- to those currently used by the BAB aﬁould be sought, giving
particular attention to oredit education and uase of community oxganizations,
Use of such social structures could expand the use of group credit and reduce
cost to the loaning agency., While the savings and loan cooperative activities
in San Julidn have shown promising results, it cannot be considered an ade-
quate ansver to the total need for short-term credit. An even more difficult
question is that of provision of medium-term credit for colonists after being
on the land one to three years, Such credit is necessary to stimulate produc-
tion of cattle and swine, to expand the use of tree crops, and to develop
the utilization of appropriate mechanisation, |

The lack of clearly defined poliéios vith regard to logging in the San
Juli4n colonization ®one contimes to contribute to insecurity on the part
of coloniets, Attention of NIC staff is diverted from project goals by
activities concerning logging. Private logging operations are seriously
damaging access trails and retarding work on the all-weather access road,

The policy of NIC exploiting lumber for profit should be closely examined,
E{ther the operation should be put on a separate budget with realistic cost
acoounting or {t ahould be suspended. In the past, lumbering operations have
been supported by the administrative overhead of the settlement project,

The work wall begun in settlement of new colonists in the San Julidn
ares runs the risk of stagnation at an early point, unless there is a well-

planned follov-on activity for consolidation of the area, Based on the
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family farm unit and village orgnniiation, concern for farm systecms develop-
ment should be a high priority, An integrated approach to consolidation
should include broadening the subsistence lgriculturo.bnao of the family
farm, development of alternatives in cash cropping, weed control and soil
fertility, marketing programs, and access to credit, A demonstration ap-
proach on the farms of colonists settled in the zone is seen as advisable
for expanding the uee‘of appropriate mechanization vithin.the context of
diversified farm development, All efforts on the part of agencies, govern-
ment or private, aimed at stimulating the consolidation process within the
nev colony should include broad participation of the colonists from the
rlanning stage on, - |

The activity of the project field advisor had major impact on the
program during the planning and start-up stage when the role of iﬁfornation
handle; betwveen the NIC and AID/Bolivia was critical, During the first
. tvo seasons of settlement activities under the Sub-tropical Lands Developmen!
Pruoject, the majority of the advisor's time wvas dedicated to direct involve-
went in field implementation, As the project uatuiod and multiple changes
occurred in the KIC and AID administrative staffs, the advisor became more
involved with administrative concerns which could have bect been attended
by an administrative advigor who figured in the project design but was never
hired, Activities relating to project pudblic relations became a major com-
‘ponent in the advisor's sctivities and possidbly one of the most valuable,
The aspect of public opinion and attention to official gnd unofficial visi-
tors on the project sight should be contemplated in future projeot develop-
ment. The advisor's contribution to NIC and AID managenent decision making

could have been more effective had information collecting been more



Te

structured and had reporting been more timely.

In the years ahead, colonization in Bolivia vill increasingly take
place in areas which, until now, have been considered m;rginnl for ugficul-
tural production., Specifically, it may be anticipated that colonization
will take place in the sparsely settled dry regioni of southwestern Yolivia,
as vell as in the poorly drained wet regions of Santa Cruz, la Paz, Cochablamba,
Beni, and Pando. Given this consideration, the situation of the San Juliédn
project is particularly interesting in that the southern regions of the
project touch on the dry-lands area and tho northern regions of the project
extend inlo the wet-lands zone, Utilizing tha base of operation which has
been established in the Sub-tropical Lande Development Program, as well as
the experience accumulated through the San Julidn settlement program, a
challenging opportunity exists to develop appropriate patterns for fuiure
colonization activitieg. |

Over 200,000 hectares south of the Rfo Grande-San Julifn all-weather
road are included in the concession to the Institute of Colonization for
settlement of new colonists, Revised patterns of physical design and
implementation ltrateéiao should be developed on the basis of the San
Julidn experience for settlement of colonists in the above-mentioned area,
Major attention should be given to questions of wind erosion control and
pui table cropping practices for maximum conservation of humidity. The
experiences of Mennonite colonists in the immediately adjacent areas should
be utilized, as well as that of Mennonite groups wvho have been settled for
over 50 years in the Paraguayan Chaco around Filadelfia, The agricultural
implications of surface water run-off patterns should be carefully studied

vhen roads are being designed, Road designs should spacifically consider
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the construction of useabdble roadside ponds in the provision of £111 for
the road dbase. An appropriate oriontutioﬂ program should be designed tc
meet the special needs of the area and to respond to the physical layout
of village cettlements, The demonstration of appropriate systems for th
settlement of small farmers in these dry lands could prevent large-scale

erosion problens brought on by inappropriately mechanized lnnd ¢learing

and cultivation practices,

I1I, Factors Leading up to the Project "Sub-tropical Landa Development, ®

The military take-over of August 1971 led by Colonel Hugo Banzer marked
the opening of a new era in Bolivian colonization activities, The nevly
eppointed natfonal director of the Inatitufe of Colonization found that what
had begun as a government sponsored push to open frontier regiong of the
country had bacoue a dynamic social movement, Colonists were noving trun
traditional rura) areas into the Alto Bani, Chapare, and Santa Cruz colony
zones at a rate of arproximately 2,000 families pexr year., Colonization of
some type would go forward with or without direct government involvement,

At that point the proper technical question would have been, "How
can the government best guide this social process to: 1) prevent great
loss of natural resources, 2) maximize agricultural production, and
3) mininize human suffering, " However, the question that secemed tc havev
drawvn greatest attention revolved aro;nd naintenance of political stability

vin nost of the zones cof colonisation, Only in San Julidn diq the Inatitute

of Coloniration (NIC) attempt to develop & mpecific program for settlement

of new colonists,
At the porsonal request of Colonel Mejfa, director of the NIC, the

United Church Committee assumed responsidility for providing orientation
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to new colonists in San Julidn {n July of 1972, Based on village settlement,
the United Church Conmittae had developed o highly structured program for
nev coloniast orifentation vhich had grown out of field trials beginning in
1968, and was rooted in other colonization experiences going back as far as
1961, Although resources of the NIC were limited almost exclusively to
salaries, the national director 8ave every possible encouragement to the
vork in San Julidn, When the report was received by the National Congress
of Colonization in 1972 concerning the procedures applied in village gettle-
ment and orfentation in San Julifn, a resolution was adopted ihat this ex-
perience should serve as a model for future Bolivian Government colonization
efforts, Although only two nucleos of LO families each had been settled
in San Julidn by the time work was begun on the PID for the *Sub-tropical
Lands Development® project, the experience was sufficient to demonstrate
the clear advantages of village settlement over the ssttlement of individual
families along accees roads, |

Dr. Hernin Zeballos had assumed the poaition of director of the NIC
vhen Robert Moffit of the Rural Development Divieion of AID/Bolivia began
to examine the possibilities of an AID financed prograz with the NIC,
Dr, Zeballos's administrative skille and exceptional preparation in agri-
oul tural econonics, along with his fifteen years experience in the Institute
of Colonization, provided a reasonable basis for the obtimiatic view held
by Moffit that the NIC could develop the necessary administrative capabjili-
ties to carry out the cemplicated activities iaplied in a Program of new
lands developaent, |

Responding to the vision of Colonel Ciro Nealla, then acting sub-

director of the NIC, the NIC began work on three proposals for presentation
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to AID. One proposal was based on a plan to open an all-weather rbad from
Kilometer 21 in the Yapacan{ colonies to connect with Puerto Villarcel. The
second oonterplated consolidntion activities in the Chané-Piraf area, and
the third proposed the amplifying of the San Julidn project. Douglas Jones,
assistant to Moffit in the Rural Development Division of AID/Bolivia, was
assigned major responsibility in the development of the AID project paper,
Zeballos participated directly with his staff in the formulation of the

NIC documents, He also solicited participation of the ﬁnited Church
Committee in the preparation of secticas pertaining to social services and
village settlement in San Julifn, Unfortunately, on the basis of political
concerns, Dr, Zeballos was relieved of his responsibilities as director

6f the National Institute of Colonization prior to the initiation of im-

plementation,

III. Problems Arising in Project Development and Start-up.

In spite of the high level of confidence and mutual respect held between
Rural Development Chief Moffit and NIC director Zeballos, during the time
the KIC was developing "Proyectos de Colonizacién,® volumes I and II, it
seemed that the NIC was unaware of the AID time-frame with regard to presen-~
tation of necessary documents for project funding. The tragic outcome was
that with the NIC running three months behind scho&ulo the AID office moved
ahead, responding to their agency's demands, and produced the project paper
before the NIC was able to finish their own document., It is doubted that
any of the AID/Bolivia officials ever gave the twvo-volume NIC document a
thorough reading. Although the NIC document is dated March 1974, it vas

late May before the document was off the press, The AID paper "Sub-tropical
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Lands Development,” 1 dated May 28, 1974,

It s imposaible for the writer to determine vhether or not it vas

Institute of Colonization, and AID/Bolivia Wa8 unawvare of some of the admi-
nistrative linitations of the NIC,

vas intensified due to the rapiq turnover in otaff in both agencies, During

Institute of Colnnization, In the field, to date, there have been a total
of five chiefs of field operations for the NIC, Although there have been

happy excertions, much of the life of the Project covered in this report

agencies, Thigs distrust hgs been seen by the Project advisor ag a direct
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Delays in contracting for road building and purchase of basic equip~
ment had far-reaching effects on field implementation, The project was
-designed on the assumption that road construotién vould go ahead of the
settlement of colonists, This implied that an all-weather road vonlq be
availadble to enhance logistical support for the NIC heavy equipment,
Throughout the project this has never been the case, The cost for main-
taining equipment and personnel 15 the field hae been higher, in dollars
as well as in time, than was anticipated, The orientation program has had
to function every Year without all-weather roads for transport of food,
equipment, and personnel, Access to markets for colonists has been difficult,
The task of providing basic health services for the colonists has been -
made tremendously complicated by poor access to the site of newv villages,

Institution building has been indicated as one of the major concerns
to be confronted during the project. However, in the critical early stages,
there was a lack of clear guidelines and administrative support for the
NIC, to help them deal with the specifie requirements of AID procurem?nt
procedures., In large measure this was due to the reluctance of the NIC to
bhire an adrinigtrative advisor using project loan funds, The two ye;r delay
in receiving equipment could have been disastrous, but the impact of this
delay was considerably reduced by initiative taken by the AID project manager
in procurement of two D-7 Caterpillar tractors, one 2 1/2 ton truck, and one
12 ton truck from local gources, The initiative and ingenuity of Zone Chief
Teniente Victor Heredia during the start-up phase of Project implementation
was aleo a major factor in getting things off the ground in spite of the
-delays in road construction and equipment procurement, The exceptionally

high morale of the orientation fiold staff should also be noted as a major

factor in keeping the Program going during the first tvo years in spite
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of adveree conditons, It should also be taken into account that vhen the
heavy equipment ordered for the project did argive, it vaé of an excellent
quality, | | |
According to project design, the prineipal administrative support for
the project implementation vas to hgfqyanneled through the project coordi-
nator, Unfortunately, at the la Paz levgl. it seems that there has been
continued confusion concerning the interrelationship between the projeot
coordinator and the chiefs of the various departments., At the field level,
on various ococasions, specific instructions were received from the different
department chiefs which had not been cleared through the Project coordi-
nator. Reporting from the field, from the medical department for example,
quite often vent direotly to the chief of the medical division or in other
situations, information concerning heavy equipment and aspects relating to
engineering were directed to thonehief of the engineering division without
" the coordinator having full knovledgs of these communications. Whils this
oreated considerable confusion and in some inst;nces, noticeable tensions
arose between individuals involved, the major difficulty in administrative
support was sctually related to cash flow, Not only were disbursements
from the natlonal treasury unprediotable, but there wvere also repeated
cases of exaggerated time lag in the movement of funds between the La Pax
office, the Santa Crug office, and the field level, Repeatedly, heavy
equipment was stopped for lack of fuel and there were numerous examples of
extended down-time on machines for lack of minor repairs. The lack of funds
arriving as scheduled made it impossible to atock supplies such as oil

filters and lubricants, It should not be assumed that the major difficulties
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related to administrative support have been a result of ineptness or lack
of concern on the part of the administrators, but a more flexidble structure
might have made it possible to deal more effectively with the difficult

situation created by the irregularities in availability of budgeted funds,

IV. Orientation of New Colonists,

The program for orientation of new colonists was designed to develop
a model which could be incorporated into the structure of the National
Institute of Colonization for assisting new colonists through the initial
stages of settlement, Throughout the four years the project han‘been in
operation, the orientation program has moved consistently toward simplifying
the operation and concentrating upon those elements which were of greatest
need and would have the greatest impact on nev colonists at the lowest cost,
Especially during the past two years, the orientation program has been con-
siderably simplified and procedures have been adapted in such a vay as to
facilitate incorporation into the administrative structure of the Institute
of Colonization, During the settlement season of 1979, budget cuts in the
INC resulted in the government agency providing less in the way of materials
for the establishment of the provisional shelters and in the provision of
transport., At the end of the 1979 season, howvever, the Institute of
_ Colonization took specific steps toward designating an administrator for the
Orientation Program and incorporating the total activity into their adminis-
trative structure, It was sgreed with the United Church Committee that
funding from OXFAM to support the orientation phase of the settlement ac-
tivity would be forthcoming in 1980 as long as the Institute of Colonization

was willing to assign the necessary staff and provide the other support
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_elements as 1ndicntod'1n the contract between the United Church Comwittee
"and the NIC. It now remains to be seen whether the Institute of Colonization
.vill be able to fulfill their commitments to the UCC asaigning the necessary
personnel and make other inputs that will make it poagible for the orientation
program to function effectively without direct administrative control by the
United Church Committee. Hopefully the lessons learned through the last
four years will not be lost at this point, It remaine the impression of the
advisor that inputs made during the first montha that the colonists are in
their new areas of settlement provide the greatest impact in terms of atti-
tude and behavior formation,

An even more difficult test of the ability of the NIC to learn from
their own past experiences will be seen as the Institute of Colonization
develops new projecte; It can only be hoped that field personnel who have
participated directly in the Orientation Project will have an opportuni ty
to make inputs into the pPlanning of the initial phases of settlements in
'
other areas, Begause the program of orientation as developed during the

last severnl years is a multiphase, interdisciplinary activity, it is diffi-
| cult for this program to fit neatly into the tightly departmentalized admi-
nistrative structure of the Institute of Colonitation, The emphasis given
in the orientatién program to community organization aend participation of
groups of colonists in making decisions that directly affeot their own
future {a difficult to evaluate, However, it has been this element coupled
with the physical design of village settlement, the provision of communi ty
water supply, and the emphasis of the formation of a diversified subsistence
agriculture that has provided the rapid movement of new colonists through

the pioneer stage into the consolidation stage,
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V. Agricultural Development in the Colony,

By the end of the first harvest season nev colonists in the S
Julién area typically have Planted fifteen different varieties of annual
ocrops and five varieties of perennial plants, This broad range of agricul-
tural products has Provided new colonists with the basis for an adequate
diet to maintain their families and hae given them a source of seeds for
continuing a diversified agriculture in years to come, The llpk of appro-
priate techniques in weed control, rotation patterns, and cultivation pro-
cedures as basio as plant population, lead one to question whether or not
it might be possible to improve agricultural techniques by more intensive
agricultural education during the orientation phase,

Agronomists evaluating the San Julifn experience tend to ;greo that
weed control is the moot significant of all of the agricultural problems
prenent in the zone. Plant populations, intercropping, and continuous cul-
tivation throughout the year are cited as the procedures most appropriate
for an initial attack on the weed problem, It seems unlikely that much
will be done in changing the patterns of activities of new colonists until
there are positive demonstrations of the recommended procedures on the farm
plots of colonists who have been in the area for two or more Years, Colonists
tend to imitate the agricultural practices of their neighborn.

The more extensive use of animals as part of the diversified farm progfnm
is dependent to a large extent on the availability of medium~term credit,
There is high interest on the part of most colonists in moving into cattle

and/or swine production, but limited capital has made this a Yery slow

pProcess for most of the colonists, )
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~ The use of legumes euéh as lab-lay,kutsu or macuna to cover areas
that are not being cultivated and avoid return to second growth jungle is
a concept not totally foreign to most of the colonists, The lack of seed
for these legume cover crops has made it virtually impoesible for colonists
to put into practice this recommended procedure, With tho'efception of
bananas and citrus, there is a very limited supply of plant material that
would allow the colonists to expand ihe use of perennial plants as part
of their diversified farm operation,

Transport and storage of grain croﬁs, notably rice and corn, are major
p}oblem areas for the colonists as they move into cash cropping., With the
exception of the construction of roads, little or nothing has been done in
the San Julién project to assist the colonists with this particular problem,
At this stage, the colonists continue to depend heavily on intermediaries
vho purchase and transport their grain products from the village area into
the markets in Santa Cruz, 1In some cases where groups of colonists have
organized into credit commit%oel and have associated with a local savings
and loan cooperative, considerable savings have been achieved by the collec;
tive tranaport of grain products into the merket areas of Santa Cruz and
Montero, |

Utilizing project funde for technical asgistance, Dr. Leonard Loveshine
wag contracted to assess the potential for production of fish in ponds in
the San Julidn colonization zone. The contents of Dr, Loveshine's technical
feport will not be repented here, but it is significant to observe some
é-pocta of activities in the zone related ¢o his recommendations.

" Observing that thers ware 150 ponds in San Julifn at the time of

Dr, Loveshine's visit, it was recommended that a natural depression located
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next to the NIC headquarters in San Julidn:ba prepared to provide a repro-
duction pond for telapia. It was further suggested that after the production
of fingerlings in the pond, these could be distributed among the various
roadside ponds improving the quality of fish in the area, not only the
telapia themselves, but also increasing the growth rate of local predators
that inhabit the waters natur2lly., Throughout Dr, Loveshine's visit, his
emphasis repeatedly was on the importance of maintaining simple programs,
g#ven the fact of low levels of input from the Bolivian Government agencies,
The site recommendsd for the reproduction pond was considered ideal, in that
1{ requred only a very gimple earthen dam with a drain, The run-off from
thc corrals above the natural depression would provide fertilization for
the pond, The only management that would be required would be occaeional
c;eaning and annual draining of the pond to pick up the fingerlinga for

dietribution along the roads,

f After Dr, loveshine's report was filed considerable discussion was
carried on at the NIC headquarters in San Juli4n as well as in La Paz con-
cerning the conatruction of the dam, It was calculated that the dam construc-
tion ehould require no more than six or seven hours of work vith one of the
D-7 Caterpillars and that two bags of cement should be sufficient to do the
work nocesaary for installing the drain at the bottom of the dam, An
enginecring drawing was made of the proposed activity, An institute surveyor
apent tvo weeks measuring and drawving up the proposed project, At some point
a %aterpillar tractor pushed dirt across the low end of the depression,
forming a shallow pond approximately one n;tor deep, but without putting in
the recommended drainage facilities, Changes were made in the administration

at San Julidn., A new chief of zone and a new agricultural chief again began

to consider the proposed project for the development of a reproduction pond,
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New drawings were made and newv consultation was carried out vith.tho La Paz
office. Almost three years after Dr. loveshine's visit in San Julidn there
is no reproduction pond and no telapia in San Julién,

This is not to cay that there are no fish in San Julién., Exactly as
Dr. Loveshina had predicted, predator fish common in the area have continued
to reproduce in the roadside ponds, numbering now almost two hundred with the
construction which has gone on along the Brecha Casarabi. Colonists do engag
in a limited amount of fishing in these ponds, but the major fish harvest
is carried out at the height of the dry season when the ponds dry out and the
people can get in and harvest the fish by hand. It would appear that Dr.
Loveshine's observaticns and recommendations continue to be valid. It would
be helpful for increasing the quantity of animal protein in the colonists®
diets if telapia could be introduced into the roadside ponds, Given the
inability of the Institute of Colonization to set up a reproduction pond
in a period of three years, it might be more feasible to find one of the
more suitable natural ponds located close to the home of one colonist, and
arrange {or the éransport of telapia into that pond.lso that he might become

the unofficial distributor of the fish in the area,

VI. Equipment Maintenance and Hepairs.

The firset heavy equipment provided for the settlement of new colonistse
in San Julién consisted of five reconditioned D-8 Caterpillar tractors
vhich were purchased through U,S. Surplus Commodities. There was general
disapproval in the Institute of Colonization concerning this purchase in
spite of the very low cost to the sgency. Sﬁortly after their delivery to
the colonization 2one, nhumerous breakdowns began to occur. Equipnent main-

tenance nnd repafr had been contemplated in the project design, but the
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exaggerated demand for repair of the D;B tractors pushed forward to a top .
priority rating the projected.development of maintenance facilitios._

. A general plan for maintenance and repair of heavy equipment in the
San Juli4n project was drawn up with consultation between Institute of
Colonization personnel, AID specialists and the project field advilor.
This initial maintenance plan is dated Novenber 26, 1975, and inoludes
general maintenance procedures, procurement procedures for necessary replace
ment parts, and the design for the construction of the maintenance shop,
At the date of thig report the maintenance facility is not operational, It
was redesigned three times asg personnel in the AID office and in the NIC
changed, There were long delays in the procurement of the necessary equip-
ment, although some basic tools were aupplled by off-shelf purchases, The
lack of electrical instalations made it impossible to utilize most of the
maintenance and repair equipment aftef its arrival, The construction of
the maintenance shed was completed but the electrical instalhtion and
installation of such equipment as the steanm cleaner, press, metal lathe,
drill press, and air comprescor have notvyet been made, It was considered
essential that this equipment be operational in order to maintain tne rhythm
of heavy equipment activity, At this point it can be Trecognized that f{nsuf-
ficient lead time was programed for the development of support facilities
for the project as well as for general procurement. This is not, however,

8 sufficient explanation for wvhy, after four Years, the maintenance shop

is #till not operational
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VII. Credit Availability for New Colonists,

Project designas contemplated utilization of $Us 500,000,00 to provide
funde that would stimulate the development of procedures for extending .
short-term credit to new colonists, The BAB wvas selected as the most ap-
propriate agency for administration of the project componenf, but results
as descrited in the USAID evgluation of.1979 proved to be unsatisfactory,

Meanwhile, community credit committees associated with a savings and
loan cooperative is not seen by the advisor as a total response to short-
term credit needs in a new colony, but significant elements can be observed
Qith respect to the differences between BAB procedures and the use of the

savings and loan cooperative as a source of short-term credit,

BAB Coop

1, Credit agent is permanently )

in the zone No Yes
2. Agent has use of vehicle Yesn No
3. Agent has office in zone Yes No
L. Loans arrive on time _ Yo Yesn
5. Agency has sufficient .

capital to cover needs Yes No
6. Community organizations _

are utilized . Na Yes
T Works with select clientele No . Yesn
8. Progrom provides credit

education No Yes

VIII. Lumbering Activities in the Area of New Settlement,

Repeatsd attention han boen drawn to the need to establish clear guide-
lines with respect to logging concessions and the rights of colonists to
timber in the nucleos after scttlement. As the price of lumber has gone up

and as access roads bujlt by project funds have reduced the cost of taking


http:500,000.00
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out 10g8¢ the pressures on the part of priLate logging operations to expand
activity in gan Julidn has notably {noreased. puring 1979, in on® L5-4ay
period, over 250 truck-loads of mahogany lgga were taken from the colonization
gone, The yssue of who profits from this exploitation of natural resourcee
15 a policYy question to be dealt with at oiher levels, vut the offect of the
unregimented erploitation on the attitudesland activities of the oolonists.
4 a direct concern to the Sub-tropical Laﬁds Development Projecte

Colonists have demonstrated insecurity concerning their rights to
jand on which they have pettled. Thie i8 nnderatandable if from month to
month the question is reopened a8 to uhethér or not ‘the NIC or private
logging companies have the right to come on the colonists’ land and take
out gtanding timber. At preeent, coloniste believe they have the right to
gell logs from their land, and with the general uncertainty aroused bY the
poasibility of changing policies OT the th:eut of log thefly many colonists
dedicato 8 diaproportionate amount of their time to finding, cuttingy and
salling marketable logs on their SO—hectarl plots. From the point of view
of the colonist, 1t is not reasonatle to héld small 1OES that.are on their
Jjand to be used 88 8 capital reserve, Long hours of comzunity meetings are
dedicated to concerns revolving around logéing. NIC administratore and
workers {nvolved in the Orientation Program have dedicated during the past
- year NO less than 20 yper cent of their time to problems directly related
to logging operations. lateral roads constructod in the project area to
facilitate povement of cXoOps to market and.to provide access for social

|
service activities have been severelY {mpaired by logging operations.
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Civen the lack of enforcement of clear policies regarding timber in the
colonization zones, one cannot criticize ghe colonists for their reactions,
A; the situation now stands, rnot only is So pregsence of timber in the |
cplonization areas not providing an 1ncom1 vhich directly supports the
colonization activity, it ia actuallj raiging significantly the cost of

colonization in San Juli4n,

!

IX. Keeds for Consolidation,

The Sub-tropical Land Developuent Préject vag designed as a bare bones
program responding to the reality of reetgicted national resources and
limited institutional capabilities, The dxperience has demonstrated that

!
significant impact can be made upon the a?ontaneoua colonization process

i
vith relatively low investment, Perhaps dven more significant has been
the indication that the impressive impact|made on the colonization process
through provision of access roads, water iupplies, village type settlements,

and orientation for new colonists, runs the risk of stagnating at a very

énrly point unless there is a well planned follow-on activity for consoli-

dation in the new colonization zones, Su¢h a consolidation activity should
éoncentrate on utilizing the social struciures organized during the settle-
ment stage. There is considerable eviden%e that utilization of these com-
munity structures enhances activities such as provision of credit, develop-
ment of marketing activities, maintenance?of basic infrastrucfuras, as well
as provision of education and health mainéenance services.

Concern for farm systems development within the consolidation process

ghould be a high priority, In the past, extension activities in colonization
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zones have concentrated on isolated components related to agriocultural
development, Attention has been given in é;me cases to the production of
ona or another specific crop., Concern haa'been directed toward extension
of credit services, marketing programs have been developed for specifioc
Jrops or isolated areas., Specific agronomic problems such as weed control
:

4r s0il fertility have been looked at by e;perts but rarely have we seen
én attempt to focuc upon the development of integrated farm systems.
ﬁurther consideration should be given to the basic social elements with
wﬁich ve are dealing during the consolidation stage, beginning with the
f?rm family as an economic unit and taking into consideration the inter-
action at the village level. The degreo to which consolidation activities
ipcorporated in support packages by government or private agencies have
longutenm impact in the San Julifn area will depend to a great degree on
the extent to which the colonists themselves, by way of their own organi-

zations, are involved in and coumitied to the process,

X, The Role of the Field Advisor,

5 As reflected in the job description, the role of the project field
advisor has been extremely varied. In consideration of the range of
uctivities which have been carried on throughout the term of thie contract,
we might look at the functions of the field advisor as they have been broken
down into five distinctive time phases, f

The first phase involved the start-up period where a great deal of
time was given to planning in la Paz with AID and NIC staff, as vell as
in actual field exploration for determination of the specific site where
the study trails should be developed. The fact that there were no aerial
photographs and no accurate maps existing of the San Julidn colonization

area prior to the initiation of the project, created an unaﬁticipated res-

ponsibility on the part of the field advisor to work with NIC staff in
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looating the appropriate route for the future development of the trunk
road through the new colonization area,

The second phase covered the first Year of Aettlement under the project,
At thie time, the only project funded equipment in use was the five recon-
ditioned D-8 Caterpillars and the one pickup truck which had been assigned
the field advisor, The Pickup truck constituted the major tranport unit -
for moving food, supplies and porsonnel during the settlement of the first
nucleos under the Sub-tropical Land Dovelopment Program, This wvas a phase
of intensive field work, working very directly with the Institute of
Colonization field personnel, and most especially personnel assigned to the
ofientation work. The problems of logistical support for the heavy equip-
ment, transport of personnel, along with technical support for colonist
settlement and orientation activities were all complicated by the fact
that, cnce leaving the asphalt 10 kilometers on the Okinawa side of the
Rfo Grande River, there was no all-weather road, It wasg not until the
folloving Year that "Servicio Nacional de Caminos" completed the first
phase of putting down a gravel base on the road that extends from the San
Julidn River to the R{o Grande River, The most vivid memories of the field
ndviaor concerning this particular phage of activity were the hours spent
digging the pickup truck out of bottomless pits and the numerous nights
npent sleeping in the cab of the truck, stuck somewhere along an impassible
road,

During the second year of colonization settlement under the Sub~tropical
Eﬂndn Development Projoct, the role of the field advigor began to change
ngticeably. There wan less direct contaoct with the fieid pereonnel involved

in settlement and orientation, More attention vas being given to questions
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involve with procurement and arrival of equipment, -Maintenance and repair
of equipment was becoming a bigger problem. Trips to la Paz during this
pdrticular period were somewhat less frequent, as the major issues being

dgalt with wvere - more directly linked with the field operations,

. During the third year of settlement, wvhich would correspond to the
féurth phase in the activities of the field advisor, the big issue was that
o% private landholdings in the colonization'zone.. Areas that had been
c$ntemp1ated for settlement by colonists appeared to be overlapping with
a;eas claimed by private individuals, in spite of the fact that it had
béen assured in the conditions precedent to the loan that the area was clear
o% privats claims, The field advisor was concerned with developing the
chability of the Institute of Colonization to carry out the big push for
s;ttlement of 20 nucleos during the cominé year, At this point, although
tﬁa project was running behind schedule, it still appeared possible to
qbvelop the capability of the NIC, given the arrival of new equiprent and
éhe experienced personnel, to settle as many as 20 nuoleos per year, It
Jaa felt that if this capability could be developed, it would be an achieve-
ﬁent Justifying the effort, planning and expense involved in the project
vaelopmont and execution,

\ The fifth phase of the activities of the field advisor began to focus
én activities that might take place following the Sub-tropical lands
%evalorment Program, Unfortunately this period was marked by repeated
;hangeu in staff, both at the NIC national level and at the field level,
ioliticnl concerns and concerns relating to logging began to take precedent
|

FVQr dedication to projeot goals, GSettlement of new colonists, vhich should

have been the climax to four years of preparation, was a disappointment,

‘
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There were serious delays in disbursement of budget from the national
treasury, and draatic budget cuts. Teniente Victor Heredia, who had con-
ducted the settlement program during three years, Qaa transferred from the
zone' to San Pedro, Morale of the field personnel in the San Juli4n zone
dropped notably. The disruptive effects of private logging ope:atiéna in
the area have already been noted, and the fact that the road constfuction
which should have provided all-weather access into the settlement zone for

I
new, colonists, was running so far behind schedule, complicated even further
]

the'activities of that year. The result was the settlement of only six
nucieoe, four less than the year before.

It should be noted in this report that the project field advisor has
recelved excellent support from the national office of the fnstitute of
Colonization, as well as from the various project managers representing
AID/Bolivia, On very few occasions have lines of communication been other
than totally open between the field advisor and the sponsoring agencies.
Certainly on not all occasions hae the opinion of the field advisor been
ghared by decision makers in the NIC or the AID offices, however, the
osinions of the field advisor have been heard. In retrospect it is
bélieved that the arrangement which has existed with the field advisor
being directly economically dependent on the Institute of Colonization
has been advantageous, Had the field advisor been a direct employee of
QID, it is doubtful that the same communication would have existed between
éhe KIC and the field advisor, In the opinion of the field advisor, it could
Javo been helpful to the project administration as a whole, had the project
gdminiatrative committee, headed by the Subsecretary of Agriculture, con-
tinued to function throughout the 1ife of the project., The role played

by Boris Marinovio during the time he served as Subsecretary of Agriculture,

acting as mediator between the Institute of Colonization and AID, was an
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important role, The monthly meetings of this project committee required
the Institute of Colon;zation and AID to openly air whatever concerns they
might have had regarding the project, apd provided an opportunity for the field
advisor to make inputs in an atmosphere of mediation., The monthly adminis-
trative committee meetings also allowed the project to wmaintain a statps

of high priority within the activitiea of the ministry as a whole,

A significant role which deveioped as part of the responsibility for
the field advisor, though not indicated in the speoific job description, was
that of involvement in public relations, There are many seétors of Santa
Cruz society in which colonization is considered one of the greater social
and economic evils of the age. Formal speaking engagements with civice
groups in Santa Cruz, as well as innumerable conversations with local leaders,
provided opportunities to explain what is actually happening in colonization
and why the government is concerned and involved as it is, Reception of
official visitors in Santa Cruz and in the San Julifn colonization area has
aleo been a major activity carried out by the project advisor, Official
government representatives visiting the project area have included represen-
tations from Bolivia, the United States, FEngland, Costa Rica, Honduras,

Fl Salvador, Peid, Germany, and Holland, Representatives of the press from
England, the United States and Holland have written special articles con-
cerning the San Juliédn project. Delegations or representatives from private
agencies throughout Bolivia and other parts of the world have made visits

to the San Julidn colonization zone. National universities as well as
foreign universities have made it poasible for students and doctoral can-
didates to do specific work in investigation. Business representatives of
Folivian companies have called upon the field advisor for orientation as to

>

the program of colonization in San Julidn, Perhaps the most rewarding of
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all pudblic relations activities by the field advlaor:has been that of

making possible the over-night visit of two different delegations from
Bolivian high schools., Visiting technitiane have been innumerable and
of tremendous value, broadening the perspective and clarifying prodlems

seen by the field advisor,

XI, Future Colonization in San Julifn.

The colonization process in Bolivia undoubtedly is to continue during
the next twenty years., This very vell may be a spontaneous activity without
government inputs, but whatever the accompanying circumstances might be,.
the process of transferring people from the highlands into the Bolivian
lowlands is going to continue., The San Juli4n project holds an extraordi-
nary opportunity to contribute on a long-term basis to the social process of
colonization in Bolivia, The kinds of lands which have been settled in the
past twenty years in what has come to be known as the Bolivian frontier
along the eastern slope of the Andes, are no longer available for new lands
development, San Julidn, however, is situated in such a wvay that the southemrn
rogions of the project mea touch on a dry-land ecological zone that extends
nearly to the Paraguayan border, The northern edges of the San Julidn colo-
nization zonn enter into the‘wet—lands area characterized by high rain fall
and poorly drained terrain. Future colonization in Bolivia will be directed
primarily to wet-lands and dry-lands rather than to the more desirable agri-
cultural areas which are rapidly being filled by colonization and concessions
to private individuals or agricultural companies,

By extending the San Julifn colonization experience into the south, 1t

will bde possible to utilize the base which alredy exists in San Julién as
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a support unit for developing a program which will give considerable experience
and insight into future settlements in dry-land areas, Because settlement
in the dry-land area is, in the opinion of the field advisor, less compli-
cated than settlement in the wet-lands area, it is recormended that the first
move toward expanding the San Julidn colonization project would be to the
south, Tt is not recommended that the San Julién model as it now exists,
with the village nucleos of L0 families and fifty hectere plots of land
radinting out from the center of each village, necessarily be accepted ar
the physical design for the area to the south, Rather the experience in
San Juli4n should be critically analyzed and hopefully improved in terms

of physical design when developing a program for dry-lards to the south of
the San Julidn-Rfo Grande all-weather road,

Experiences have demonstrated that the most significant aspects
to be taken into consideration in the development of physical design
are the concentration of groups of a minimum of forty families in situations
which allow utilization of a common water supply, participation in the deve-
lopment of Bocigl services such as educational facilities and health services,
and optimum utilization of road networks,

Villages should be grouped as to provide population concentrations of
no less than two hundred families within a seven or eight kilometer radjius,
Obviously this has direct implications as to the maximum 8ize of the family
farm un{ts which could be allotted to new colonists,

Hopefully in future projecto greater consideration can be given to the
topography of the area than was the case in San Juli4n, There should be
certaln areas designated as compunal land or maintained as land in the hands

of the government, specifically land along running streams or gullies, or
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lands that for some other reason ahould be maintained in the natural state,
Future needs for the planting of windbreaks or othar kinds of erocion controlg
sﬁould be written into contracts with colonists from the beginning of the
settlement program,

Management of surface water should be given greater consideration than
was done in the laying out of the San Julifn project, It has been observed
that the building of roads creates a pattern of ditches and dikes across
natural drainage systems. The provieion of ponds along the roadway is
something that should be developed and included specifically in the road
design,

It ehould be clarified among new colonists that an equitable distribu-
tion of land is irpoesidble, If every colpniat is given the same amount of
land, as was the case in San Juli4dn, this in no way guarantees that all land-
holdings are the tame., An attempt toward a more equitable distribution of
land in a colony area could imply that the plots of land would be of different
sizes, While these variants should be considered in the develorment of rhysi-
cal dasign for new colonles, also it is well to keep in mind the limitations
of the executing agency for carrying out the design, One of the factors that
Iroved to be very positive in the San Julidn program was the fact that the
physical design was easy to execute,

A certain degree of flexibility should be maintained in order to take
into account the probability that population centers will develop responding
to many factors which Are not predictable at thig tire. The physical design
should contemplate involvement of colonists in decisfons relating to the

future develorment of major population centers, The degree of flexibility
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tuilt into the present program by means of €Teen belts which separate each
nucleo from the others, allowg Surveyors to move the nucleos to one side or
another, forward or back, in order to best situate the center of the nucleo on
high, well drained ground, This minimal flexibility within the rigid physical
design is extremely important and siﬁilar neasures should be contemplated in
future programs,

The utilization of material produced by GZ0BOL should facilitate greatly
the phynical design of new colonization projects, Another and perhaps the
greatest resource aviilable to the Bolivian Government for such planning is
the experience of the N1C fiéld staff and establjshed colonists, The pre—

-liminary plane and basic designs for Newv colonization efforts should undergo
extensive discussion b} those persons who have lived closest to the realities
of Bolivian colonization during the past decade. Failure to fully utilize

this potentially valuable resource by the "specialistg" would be lazentable,



