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Although the project has terminated, continued 
reporting on one of thE subprojects (Bermejo) will 

have to be prepared by the implementing agency on 
corrective measures on the water system's physical 
works, systems operations and maintenance, as well 

As the financial management of the water cooperativehAaEN 03/31/92 

reporting(~ac on~rt onei of the sbpojct (ere il 
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Provide "the: Bolivian ij~tVings '-4IU' Loainfizan'Iresouxrce s and, technic&I assi t cJe, 7 dvriy,
its, ............ .inanco01 the- a.. tPon 0o Potable',water andna.ht4Ysiems cforu1W-incowae poieitihat Resources\Ch tere 

-''" t, olivih the, 'Qja Catralntt de.'z'~'*horir& y, Prestao para' 1.J' Vivienlda (CACL D), 'which, chan'neled loanresources to th.individual S&L ariciation. This fnal evaluation
-~7~..was by theconducted WAsu tam bted Ion n review 6f projectdocuments, : visit to hubprojectspersonnel involved in and in .iw withtha projact. Pu~qposnThe Wns to holp thesmission An assessing the i'hiavemelltarecomendations or the project andfor future activiti(,. to make&'. of thia kind. The aajor'findi .s,a.d --conclusions... :--- . ----

Tlie'project has produced a' pueAt'ive impact oil the,beneficiaries-.
 

The quality of the 'sub-projects planning, design andcoordination lack,uniformity..and is uneven.
 
The projecid model is repliczible, affordab..e by individuahOuseholds and the coimunities hava proved that they- haivecapacity to solve their p.bl.... M..any aspects must be 

the 
improvedbefore the project is replica.ted.
 

The evaluation made the followying %:ecommendaltions: 
The oub-projects should be planned and deuignad accordingnational standardG, by. a technical to 

either unit dedicated to tha project,at CACE or CORPAGUAS.
 

* Thp project should he implemented through 'local groupssupporting private effort-pto solve publiv needs.
 
* Planning,, conl.oi and monitoring gunictionv rust bestrengthened.
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'i'his evaluatio2 had two objectives: the first was to assist the Bolivia Mission of the U.S. Agency for 
internaflonal Development (USAID) In assessing the technical assistance and loan components of the

Water and Sanitation Project; the spcond was to make recommendations with regard to future
activities of this kind with the Bolivian savings and loan (S&L) system or with other financial 
instltutionm serving the needs of Bolivia's urban poor. The evaluation was also expected to provide
useful Information for a possible project of CARE. 

The objective of the Water and Sanitation Project was to provide financial resources and technilcl 
assistance that would allow the Bolivian savings and loan system to diversify It,portfolio and finance

the installation of potable watr and sanitation systems for low-income communities. Resources were

disbursed from the Central Bank of Bolivia 
 to the C iaCentral de Ahorro y PrOstamo para la 
Vivienda (CACEPI), which channeled loan resources to the individual S&L associations. 

Although the project was authorized in 1983, no disbursements were made until 1986 because the 
country's economic crisis curtailed lending by all Bolivian financial histitutions. The firs;, subproject,
Initiated in late 1985 and finlshed in September 1986, was to improve and expand the water supply 
system of Guayaramerhl (Beni). 

When the project ended in March 1989, It included five subprojects with a total of $1,205,016 in
loan funds. All of these subprojects are operating and provide water services to approximately
16,500 families in five of Bolivia's nine departments. The subprojects range from simple water 
connections to more complex systems serving large populations. Twelve different private or public
entities participated in the design and implementation of the subprojects. 

Conclusions and Recommendations 

Although the subprojects have affected the beneficiaries positively, several deficiencies w.rc found 
during the technical evaluation. 

The model is replicable. It can be afforded by households and the communities have proved their
capacity to manage water supply systems and to solve technical, financial, and operational problems.
However, there are many aspects that must be Improved before trying to replicate the model; some 
of these are mentioned below. 



I Subproject designs should co.,iply lth the na,ional ct!a-,n't.ict'ilinist..ro .'!UJrbanismo yof tii. 
Vi.vlenda, Normas de d!-', o jc.ircis:', ,,gua potaible ,.! :.1as e dse'lu pcrasstemas 
de alcantarillkdo. In g.'neral, the !-.bp-,oj'!.ct5, .iou!d be designel s-,iht they will provide sufficient 

and safe w&ter. Furth:, iore, here .;hoflI K; >.lh.at! .n - _.:tcrsupply and sanitation so 
that w.stewater disposA 1, p-op dy accoroplkh=. 

"A-buIlt" drawings should be produced for the ;ubprojercts so that operators have accurate 
Information on 3ubprojeci construction. The !ubprojecs sl-. ild be pla'.ned for easy mAh.tenance, 
maintenance that can (,::cur without intarptlnq servi, --.Water sourcis shiould be protected. 

In areas where no sewers are av-.lable, beneficiaries shouid be educated in proper methods of 
wastewater dit;posal. Was.ewater pools can be avoided by providing seepage pits or piped drainage 
to natural streams. Proper sanitation should be Included In water supply prograns; pour-flush latrines 
are a perfect compl,.:,nent to piped water sut _.Iy in a household. 

All of these recommendations could be implemented either by having a special technical section In 
CACEN dedicated to the project or by having a specialized unit of the Corporacl6n de Agua Potable 
y Alcantaillado (CORPAGUAS) or similar organization provide the technical expertise the 
subproject.s need during pla..iing, design, construction, and operation. 

USA ID 0 tould promote mor,- loas to support private effor;s to solve public needs, particularly those 
related to inprovement of water and sariitatlcn factlities. In th,- case of construction and/or 
operation of a water system, loans should be channeled through organizations representing the 
target population, capitalizing on th S&L system experiences. 
CACE's planning and control functions must be strengthened to obtain conlinuity of the project. 
If CAC!W.-N continues to be Involved in projects of this type, it should-

Establish a special unit to operate the program and provide technical and 
financial ;_'-slstance to ihe rnutuales and wa'-r supply cooperatives. 

Define In &-,rance ai Implementation plan that includes objectives, goals, 
strategies, and a slmple and flexible oper.Atlonal structure. 

Set a system for monitoring the program, based on the Implementation Plan. 

Establish clear criteria for project Identification and selection through 
technical, financial, and economic studies carried on before the initiation of 
every subproject. 

Clearly define the 'oles and responsibilities of each institution involved before 
the beginning of evcry project. 

USAID and CACEN s-hould share v'lth other Intemational agencies In Bolivia (such as the United 
Nations Development Program, ihe World Il,calth Organization, and the Inter-American 
Development Ban!,) the -.;,perence of the S&L system with the privately owned water facilities. 

Accordlirg to the agreement between USAID and the government of Bolivia, loan repayment will 
be due In 1995. This date should be extended for at least ten years to allow for other subprojects 
to be Impler.iented, l,;Ing thell ex ;dence av.iulred during this pilot project and the monies CACEN 
ref2'.I;es -.sj paynents cri ';he .ijbyrojects .'o far ,:pevrent.',d. 
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Opy of the Final. EV.a.uat.. Report. 

Mission: The evalntin covers reasonably well the statement of work and considers 
the need to establish proper envirormnental measures during proj.'ct design and 
implementation. The report also points out the impact on land val-s resulting
from the execution of water and infrastructure projects; which may lead to land 
speculation once they are completed. 

The project has demonstrated the feasibility of private sector participation in the 
achievement of a public purpose, i.e., improved health through better water 
systems, in ox6rdinaticn with government agencies and local municipalities, with 
the desirability of financing local investments on a cost-recovery basis. That is 
why CACM should take the initiative to find innovative ,eays to keep this activity
 
as part of the Savings and Loan System's operations.
 

Implementing Agency:
 

CACM has established a special account for relending tne reflads to similar 
projects in the future, if the S&L System so desires. 

The income level of the current residents in the San Juan-San Pablo subprojecc are 
above the 70th percentile due to the increase in property values resulting from the 
availability of water services. This came about from the sale of many properties
by the original beneficiaries of the project to people in higher income brackets. 


