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ABSTRACT
- H. Evalug;lon Ahstract (Do rot OEMMEQ provided)

b The purpose of the pro_;ect is to strengthen lhe capacity of Private Agriculturai Orgammtlons (PAQS) to prowde services
and increase incomes to members. This final evaluation was carried out to draw lessons learned from the technology.
- transfer experience of the USAID/Bolivia’s. Private Agricultural Organizations (PAO) Pro;ect which has been workmg

w:th eight Bolwlan farmer orgamzatxons

o -The evaluatnon was conducted by two Bol:vmn professionals, on the basis of a review of pro_;ect documentahon, mtervnews [
~with project personnel (USAID and 1mp1ementors) and visits to project Sites. : SRR

! _ : Three out of ten anate Farmer Orgamzztmns have been se]ected to be used as case studies as follows;' )

ANAPO in Santa sz (Soya Bean 2’ 1 Wheat Producers Association); ASOBOFLOR in Cochabamba (Bnlwsan Flower .'
) Growers Assocmtlon) and FEDEA el (Farmers Federatlon) of Chuqmsaca _ A

& ANAPO was able to mcrease the area planted with soja beans, increase wheat productton by 100()% and mcrease ﬁs :
membershlp by 50% : ; :

< 'ASOBOFLOR was a failure because in six years of work :t was not able to develop a self sufﬁc:ent system. R
: S Eventhough the area planted increased 25% and quality of ﬂowers was 1mproved the fiowes growers are stﬂl facmg
i - problems in paymg back their loans to the banks o e

_ o . FEDEAGRO This smal! farmers federatmn in Chuqutsaca recelved pro_;ect assistance only durmg two yea*s. The e
F . assistance consisted of mstltuuonal support and marketmg : : :

The most :mportant lesson is that if in the future, and if’ the Mrss:on desires to start a smular project, the mmai

. institutional analysis should be made in a different’ way as it was done. Factors as the regicn, number of active
i}. . members, econonncal status of the association; crops being grown, fees being paid- o the association and others mu
|

' be con51dered

o Other important’ lesson is that the amount of money mvested is not so 1mportam as is the time requ:red for eﬂ‘lc:en
L msntutlonal deveioprnent work. . : , .
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ALD. EVALUATION SUMMARY - - PART i

SUMMARY

- L Summary ot Evaluation Findlngs; Concluslons and Recommend-ﬂlons {Try not to excoed the three (3} pages prov!ded} '

_Addrass the following Iltems:

USAID/Bolivia June 1993

& - Purpose of evaiuation and methodology used i ) . Prlnclpal recommendalions
¢ Puyrposs of aclivity(les) evaluated : ) ' * les sons fearned
) " e FEindings and conciuslons {relato to quastions) BTl
Misslon or Ofllce: Date This Summary Prepared: Title And Date Of Full Evaluation Heport: Private’

Agricultural Producers: Oroanlzatlons
Project Final Evaluation ' '

PU'RI"OSE OF EVALUATION

The purpose of the evaluation is to draw Iessons learned from the technology i:fansfer expenence of __

the USAID/Bolivia’s Private Agricultural Organizations Project (P.A.O.) which has been working -

with eight Bolivian farmer organizations. The experience emerging from working with one of thesc_."
. organizations ANAPO, has been characterized as a success, while that of working with another - P
' organization, FEDEAGRO, has been characterized as potential success, and finally ASOBOFLOR Jooo

characterized as a failure. The evaluation determined what role different technology transfer and"

communications support systems as well other organizational components of the PAOs have played v

in then- relatwe success
METHODOLOGY

'For the ﬁnal evaluation work USAID/Bolivia defined ihe "Case Smdy" methodology 'I‘hree I
institutions where selected as a representative sample from the elght PAOS with whlch the pro_;ect

o worked dunng the last prOjCCt phasc

- ANAPO (Asoc1a<:1on Nacmnal de ‘Droductores de Olcagmosas y Tngo), "ASOBOFLOR o
- (Asociacién Boliviana de Floncultores) and FEDEAGRO (Federaclén de Asocmcloncs de L
Agricultores). s

o ANAPO created in 1974, is a trade union whlch g'oups the oil and wheat producers m the
' Depanmcnt of Santa Cruz. . :

L Its main. ob]cctlvcs are to dcfend the rights and mtcrests of fie producers, to. promote and Lo
strengthen the development of oil seed and wheat crops; and, to strengthen the 1nst1tut10n m
order to- prov1de efﬁc1ent services to the producer ' :

__Undoubtcdiy, ANAPO in its 'eightecn years of work in fa.vor its members, has been :ébl'e'tc.; :
reach, at the end of 1992, the objectzves for which it was created. Itis today a leadmg o
_ 1nst1tut10n at rcgionai departmentai and national Eevel _

y Much of the success that ANAPO has had is due to the profess;onahsm and dedlcatxon ofits B
. d1rcctors and executives who have proven thelr capac1ty and responsxbxhty L |

"The PAO Project rocogmzed the Instltution s efforts and, after an analysns and an’ evaluatlon
- selected it as one of the parhc:patmg beneficiaries of the Project. - 'The most’ 1mportant feature
 is that within the Project ANAPO was able to reach its goals and objectlves of strengthemng
and dcvelopmg the orgamzat;on _
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SUMMARY {Continued)

. o ASOBOFLOR started its activities in 1983 with twenty five members, etghteen of whlch were
] - consrdered producers and seven were pIanmng to produce in the near future. :

- " The ASOBOFLOR statutes contemplate rendering the following services: lobbying, marketmg,_. [

i - technical assistance and training. The statutes recognize the mixing of not for profit trade : '

: activities, with company activities of more specifically legitimate commercial activities to

- absorb some of the expenses to support the enttty and make possible the provision of servrces '
~ to iis associates. o &

A S In ear!y 1988 RONCO prepared a document entitled "Diagnosis and Orgamzattonal _
Development Strategy of the Bolivian Association of Flower Growers, ASOBOFLOR" which s
_contemplated the implementation of trade programs as well as managenal activities, It '
“incorporates.in‘its strategy a Marketing Department, in charge of gathering, transporttng, _

"processmg, fimshmg and sh;ppmg of products ,_

1 I March 1991, the "1991 1992 Work Program of the Bohvran Association. of Flower Growers R
1. . . ASOBOFLOR" was prepared. - The activities which the Association must have realized'asa =
. . trade organization, were identified and reviewed. The work program served to. 1dentrfy the -

" need to create a new organization to provide the marketing services needed if a successfu[ .

o operatlon was sought Asa result SERVIFLOR was crcated R

K At this time, SERVIFLOR is workmg as an mdependent orgamzatton but absorbrng 2 vreat : |
*‘number of activities which ASOBOFLOR would have. This. Assocrattos is hmrted to try to Py
' soive the ﬁnanc1al probiems of six of its assoc1ates =

_ In February 1992 as a result of transfemng the ASOBOFLOR actlvmes package to the PA@
- Project, a document was created "Restructuring of SERVIFLOR Work Program” which™
. contains’ many statements and suggesttons for the future actwrtres of the enterpnse

] __<>= : FEDEAGRO has as its main objectwe the rea] and effectwe sohdanty among its assocratlons .
'_ allowmg for the opt;mum ‘benefit from training, production, commercialization and other
aCtIVitleS -and i 1mprov1ng the . ltvmg condmons for the assocrated agncultural producer

_ The PAO PrOJect s assistance to this Federation began in 1990. Prior to that the producers N T
“had tried to group the activities of the associations, creating two Association Centers one m B B
the: Hernando Sﬂes Provmce and one in the Luis Calvo Province. =~ SR

The Pro;ect s ﬁrst actmty was to combine the efforts of a series of assocratlons and orgamzed e
- groups of producers from different areas into a Federation, to obtain common objectives. _
- resultmg in the creation of FEDEAGRO on-August of 1990. ‘The first step was taken: towards_

1~ the fulfillment of one of the main objectives of the Project, the strengthentng of Przvate cE
AR Agncultural Orgamzatlons -

= Startmg in August 1990 the Project began to assist the Federation in an effort to strengthen 1t
in order to provide more efficient services, to reach pro_]ect goals and objectlves and to raise
; _“the income level of. 1ts associated producers : '

. AID 1330-5 {10-87) Page 4




SUMMARY (Contlnuad)

. Although the Federation is a relat:vely new orgamzation and given the short penod of L
assistance provided by the Prolect we believe that the results obmned greatly contnbuted to

- the PAO Project.

The contracted evaluatlon team delivered the three requested case studies, one for each of the three_
-selected farmer organizations, umder attachments to the main body of the evaluation report. The
final evaluation report provides a comparative analysis of the three case studies, assessmg the

: pro;oct’s experlence in workmg with these orgamzatlons

' CONC-LUSIONS

: and xmplementmg agen(:les

¢ The evaluation report. concludes that the project did not reach uniform results in attaxmng goals
~and objocuves o -
¢ The ]eadcrshxp capacity of the personnel from the Board of Directors and Executive Staff and-_ A
' the institutional representativity of an organization, are very m1portant elements m the '
1mplementatlon ofa Pro_}ect :
¢ In addition to the above two statements the d15p031tlon the will, and the common mterest of _
' ~all the associate members of the organization should be present in order to work on behalf of B X
the mst1tut10n and to.benefit its members. ' : :
RECOI\MNDATIONS
o The qualztatwe analysis of the potential beneficiary institution should be emphasned at the B R R
- selection cntena stage. : .
& The diagnoms stage is fundamenta] for the efficient planmng of the activities the pr()jects wﬂl R R
o develop, mcludmg a cost-benefit analysis. _ S
oA pefmaoem communication channel should be established, that will allow a better - |
o coorémaﬁon and prowde more flexibility in project 1mplementanon.
: <> Pro;ect 1mplementaﬁon agencxes should be given enough demslon making authonty, in: order to |
. expedlte 1mplementatxon actions. : SR
o Momfonng and evaluatlon actmtlcs must be carried out mdependentiy from USAID/BoIma

© . AID 1330-5 (10-87) Page 5




ATTACHMENTS

-K. Attachments (ist a!lar-lmmn‘l.s submliing with thiz &z nlun'lim Summacy; always nlt"rh copy of luit avatisxtion report, even If one wns suhrmt'ed s

oarliar; altach studies, survays, ofe., from on—go!nn evaluation, i relavant o rhe svalui\llon rr-pnrl H

Pri?ate__AgricUltural Organizations Projeét Evaluation

COMMENTS

L, Commonts By Mission, AID/W OCliice and Borrower/Grantee On Full Report

The Mlsswn Project Manager consider thc evaluation fulfilled the expectations; and that the
_ findings, conclusions and recommendatlons represent the reality of the prOJect :
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 PAO PROJEGT FINAL EVALUATIONM

EXECUTIVE SUMMARY

This document, is the final external evaluation prepared (for .
USAID/Bolivia for the Private Agricultural Organizations Project,”e‘i-f'

anis evaluation, rather than being critical about past actlons,"

tries to contribute with new enllghtenments, based in the -

experlence acqulred and the lessons learned durlng the executlon.' i
‘oF the Progect. - Its purpose is to - optlmlze the development of-
_future progects of 51m11ar nature. L

The PAO Project Prlvate Agrlcultural Organlzatlons Progect, was-“

authorlzed to start activities by mid year 1986, for a four year

period. ThlS period may be considered as the flrst stage of thefTﬁj“tj*a
- Project. ' '

' In Angust{'lggo the original Agreement was amended when Amendment —
6 was approved. This amendment, among other aspects, changes’the% S
K 'termlnatlon date of Ass:.stance of the Project to December 31 Do
| 1992, extending the project activities for an additional two year =
period. This period may be considered as the second stage of (the -
Project. During this last phase, the Project worked with eight = |~

organlzatloHS'.

.'ANAPO Asoc1ac1on de. Productores de Oleaglnosas y'Trlgo

';'ASOBOFLOR Asociacibén Bollv1ana de Floricultores

.-1FEGABENI Federacidn de Ganaderes del Beni :
. CIS- CBBA, COoperatlva Integral de Servicios #“Cochabamba” Ltda B
. PEDEAGRO, Federacibén de Asociaciones Agropecuarias, Chuquzsaca"

. FEGASACRUZ Federacién de Ganaderos de Santa Cruz.

. AIPPA Asociacién Integral Provincial de Productores
‘ - Agropecuarlos, La Paz. .
;.UNABANA Unlon de Asociacicnes Bananeras Chapare, Cochabamba
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'Five ~basic components were developed to attaln the pro_-;ectf
) 11rplementat10n. '

.. Technical Assistance

. Capacitation

. Donations

. Credit

. Inst1tut10na1 Support .

The CI'lthlsm and comparisons done in this. analysm, cover . only_' SRS

a-PAQ(jg. E)ﬁ;@p@]§l©=w _FIIMIA\L:'. E'WAA[LHJZlﬁTﬂ(3IM'"fjff'

three Progect benef1C1ary institutions: ANAPO, ASOBOFLOR and o
FEDEAGRO, which have been selected as case studies.  The mam

- purpose of: th::.s selectloﬂ is to answer a very concrete . questlon-

Did the Private Agriculturel 0rganizations Projeet :r:each.'}__;;.é-

the goa.ls and objectives for which it was created?

-ThlS J.nterrogatlon will be answered using the sequence “of ! the :

facts analyzed, as they happened in time, as a methodology

1.- Selection of the Project beneficiary orﬁaniz&tione

2.- Diagnosis and strategy of development for the selected-.

. organizations : :
3.- Introduction of the Project in the orqanizations
4.~ Inplenentetion of the Development Stz:ategy in the
beneficiary institutione
A, - Ins_titut_iona_l S_trengthening' L
B.- .'-V'Devel'obnent of the producers sector

C.- Comeici-alization. of Agr:l.cult_urel” _Products' _ B

'5;. - Results obtained w:l.th' the- Project

_The expected results at the end of the Project, - ‘are given in Annex
S of the Agreement' S Amendment 6 of the Donatlon Agreement-

s:ogﬁje_sueea,__wsze - EXECUTIVE SMM&RV' :-_PAGE_ 2 OF 7 2




PAO PROJECT FINAL EVALUATION

Sta.tu.‘xat‘?’wf&cta Teamination: -
= nereased mmhatotnwnbemwthapa&trmpa&ng mgwuza&m, O G
- incheahred numhber of non~thaditional modue.ta. cultivated by thf_:-- I

m:matm of the PAD;

o memhers’ support. of mast of the senvioes, by mears. of pa_qmg;t og-

-dx.te.a.tothwte.mw.pandmg mmm&m

- eaeananaﬁ'nmag&multm.aieompamea

aalc&.oﬁ'th.ebamtyoﬁgamza&oru

~ The three producer organizations selected as a sample to prepar-_e‘ HS
the evaluation' come to be a representat:.ve sample, which pemit's-f. o

the identification of three very different types of 31tuat10ns at '

the end of the Project. These situations can be descrlbe_d inca S

simple way, as follows:

a)  success; |
b)  failure, and
¢)  positive experience.

. The experience. with- AR_A‘PO, - would be a cas'e " of success, S
ASOBOFLOR, represents failure, and "FEDEAGRO represents the S

-positive experience of the Project.

-What are: the. reasons for the occurrence. of auch different e

sitvations, at the end of the Project?

DEcgueER,_ 1992 EXECUTIVE SUMMARY | PAGE 3 oF 7




PAO PROJEGT FINAL EVALUATION

'As a f1na1 conclusuon it may be said that the leadershlp capac:.ty

of - the dlrectlve personnel the professu)nal capa01ty of; the'

executives. and the _ institutional representatnr:.ty of” -an’ -
orgam.zatlon, are very . important  elements in the developmentl

phases of a Prog ect - However, above all, the commitment,: -the_"

' disposition and the common interest to work. for the Instltutlon;'l

to beneflt all the member producers are mMosSt Jmportant.

.'I'he work model applled by the Project and ANAPO comes to be an :
- experience which should be taken into account to repeat 1t 3.n3 S

futures projects of s:Lm_-Llar characteristics.

Accordlng to the objectives of this evaluat::.on, Stated in the 'Work

Scope prepared by USAID/BO].].Vla'

'mgab,muvaosmgmmaummtommmmmmm“

the expenience of the tranafeience of technology of USf??‘D/‘BdLVLa& |

| Private Agucultural Producers Dnganizations Project. which haa b.sm

uxmk.mguuth&ghtpwducﬁu.mganmtm

.To reach the goal of opt:.m121ng future projects of Slmllar ﬁature_'._'_'--
and in order to positively contribute with the oplm.ons presented_'-” :

here, the follow1ng reconmendatlons are put forward. _

A.- FOR THE DEVELOPMENT OF PUTURE PROJECTS

_1.;?- Within  the selection | criteria for beneficiary
 organizations, = the qualitative analysis of the

1nstitutions should be emphas:l.zed.

- DECEMBER, 1992 EXECUTIVE SUMMWARY  PAGE 4 OF 7




PAO PROJEGT FINAL EVALUATION

- The dlagnosis stage is fundamental to obtain an

efficient ‘planification of the activities the projectsf

| should develop a

The Development Strategy should contemplate' cost- .
benefit analysis ‘of the components to be applied in'_- _:

the Project development. '

The Strategy of Development for each organization andi'-”j_-
the changes it undergoes, should be analyzed by the |
_ 'People who_'m it, with an active participation of. the"_ .
- beneficiary members, within the Global St:rategy_”_'__;E'.'__-._',":'_j:

context of the Project.

The simple and direct comunication channels betweenp " |
the people who run the pro:!ect and  the beneficiary;__f_ .'
members, will sponsor a better coordination and will
give more flexibility to the actual development of ‘the

projecte.

The projecta ‘should delegate euf_fi:ci-_ent_ anthoritf' cn i
its coordination and executive brauches, in order to .
attain grester flexibility in the development stage..._. s

The monitoring model which is to be applied during the T
de-elopment stage, should measure independently. _E hef'_.;':
impact on the objectives, the attainment of goals amd . -
purposes, ‘and the fulfillment o:f the established 'ba.gi-c'._' ._ﬁ
- channels of action and the global strategy which hag
 beem developed. = The monitoring and evaluation R
activities should be independent and free of Camy

internal or external influence ‘or pressure.

. DECEMBER, 1992 EXEGUTIVE e@"aﬂ-w “PAGE 5 0F7




1.- Technical issistance

'2.- Support im .'tizxé-' creation of Sexrvice Companies

PA@ Pﬁ@JE©T F{IN[A[L _EW&L@&T_[F@M“ ,

'B.- OF SUPPLEMENTARY NATURE TO TEE PAC PROJECT

The BRO prog ect has been an ' lm}:Jox:tant experlence 'f-(.j_f'j‘.
USAID/ Bollv1a and the GOve*‘nment of . Bolivia; aven . though its
._-.ObJectlves have ‘been reached w:l.*'hln t‘le PrOJects' term_s,_ these*_'_'féi__:;
_'objectlves have a permanent va idity. _ _ o IR

- Consequantly, a mechanlsm should be developed whlch in oux c_'););inipn” S

_should help to urgprove the. follew1ng aspec‘_s.

3.- Financial _support  for  the ‘Commercialization .~ of
S _P.I.'Q.d'l.l_c.t.ion' o o _ N | e

d. < ‘Specific _recomen_{lations ‘iz the case of fﬁzm_rn'mx '_

5= -R-efemtl_ation' of the objectives for GCP

e.- "FOR APPLICATION IN TEE  BENEFICIARY oaem:rzm:itons

-The producer organlzatlons should take dlfferent ‘types of actlon}-.__
on their own,. in order to strengthen themaelves 1nst1tut10nally, s

they s”lould assume the spec'lflc roles for which **hey were creat,ed."

In such case they not onl v should undertake global acrlons, _ buti i
? also_ service actions fc_;r the member's; among these we may mer*t:.on
the following: S B

| DECEMBER, 1992 EXECUTIVE SUMMARY  PAGE 6 OF 7 |




" PAO PROJECT FINAL EVALUATION

J:..-‘-. To strengthen its :pfesence among ‘the producers.
2.- Establigh financing mechanisms whick would permit its
' inqepen-dent'3”-o__rganiz_a|:ioz_1,' 'co_l_asol_iglatio_n' anfd ._sjt'x_'sta.:.lne@j
‘growth. | | | SR L
N 3.- :iﬁt‘er-:zelgtiog with other organizations.

' 4.- Orgenization of the producers.

. Mo adequately define its field of action.

' DEcemen, 1952 EXEGUVIVE SUMNARY  PAGE 7 OF 7 |
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PAO PROJEGT FINAL EVALUATION

"I INTRODUCTION

This document, is the final external evaluation prepared. for
USAID/Bolivia on the Private Agricultural Organi-zatioxis Ptoject,;
its purpose is to Show an analy51s and make some cr:.t:.c:l.sms about: ’
the successes and fallures the Project had in 1ts 1ntent10n to'__

attain the ob3ect;.ves :.t wag created for; at the same t:une, PO
focus on the causes, situations, actions and environment. vmlch__f R
determined the level reached in the fulfillment of the goals and

obij ect:.ves of the Project.

T_hi’s evaluation 'rather'- tan being a criticism to past actioms, -

tries to make new contributions, based on the experlence acqulred:f- R

and the lessons learned in the execution of this Proj ect, Wlth the
'_'objectlve of opt:.mlzn.ng the development of similar nature future?.- o
-projects. '

In many cases, very positive aspects are identified, aspects ﬁ}hich

“could be cons:.dered as an example to follow with future- actlons,-

in other cases negatz..ve s:Ltuat:Lons are recognlzed wh:.ch should be.' j' R
‘avoided in new work experiences. Between these two _xtremei" S

__positic)ns, ‘a serles of experiences e.x:s.st, which although not .
' detez:mining, are a contribution to improve the effi 1c1ency level'
_durmg the design and execution stages of assz.stance programs in
: the future. . : ' ' ' - -

In sunmry, this document will use anmalysis and cr1t1c1sm as a;;;‘-

tool 23d not as a means on itself, the detected failures will be
Itrans.n.ated into recommendations which could be taken :x.nto account
for future actions. 'I‘he successes will be analyzed in their cause-"
. effect rela.tmonsh:.p, 80 the exper:.ence which pemltted to reach-'
these results will be ta.ken. 1nto account for future pro_‘}ects.

DECEMBER, 1992 . UsAaD / BOLIVIA PAGE 1 OF 48
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‘II = EVALUATION METHODOLOGY

For the final Project evaluation work, USAID/Bolivia defined the

study cases, using criteria we share, choosing a representative. L

sample from the eight Private Agricultural Organlzatlons whlch
worked w1th the Project dur:.ng its last stage.

Three organizations were selected:

. Asocmc:.én de Productores de Oleagmosas Y Trlgo, ANAPO m the .

~ Department of Santa Cruz. , N :
. “Asociacién Boliviana de Flori‘cultores, A'SOBOFLOR,* in the
Department of Cochabamba. e T T P
. Federacidn de Productores Agropecuarios; _ FEDEAGRO ;,  in o t;l‘;e'
'~ Department of Chuquisaca. : . SRl

In base of the r:ésults reached with the individual evﬁaluatiofn"' of -
each one Of these PAOs, -which are presented in this document as
' Amnexes I, II and IIT, an evaluation using criticism and making -
comparisons 1s done on the work experlence of the Pro3ect w1th_

_ conclus.ions. and general recommendations of the - evaluatlon_ R

performed are established.

 Ammexes IV y V, show a list of reviewed documents and interviews
and visits which took place to perform the evaluation. _ :

'Before presenting the evaluation results,' it was deemed COnvenient'
to dedicate a speczal paragraph to 3.nclude in this docmment a’
br:.ef summary of the Project. .

DECEMBER, 1992 - USAID / BOLIVIA ~ PAGE 2 OF 48
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III BRIEF SUMMARY OF THE PROJECT

The PAO Project, Private - Agricultural Organizations L was . ;

‘authorized to start about mid year 1986, for a four year per:.od

by means of a Donation Grant Agreement, signed up by the Republlc .

of Bolivia and the United States of Aamerica,: represented by

'-USAID/-BOllVla. This perlod may be cons:.dere_d as the proj:ects'.-"_'g- .

 first stage.

The Project activities started in June, 1987, aft.er the smnature

of a contract for the execut:.on of the Pr03 ect retained with Ronco'

: Consultlng Corporatlon,

'Dur:x.ng the second half of .1.987 the PAO’s Wthh woulci rece:r.ve- "
ass:.stance from the Project were identified and selected. At the"__ |
beginning of 1988, the dlagnosz.s phase had been finished and the
development strategy was defined for each one ‘of the selected'_

organlzatlons whzch were ten in mmxber for the flrst phase. '

_ Up to the preparation date of the first e_xternal evalua.tlon of the

Project _111 April,; 1990 the Project worked w:.th beneflclary' B
institutions which represented four - well dn_.ffere_nt;ated '
organlzatlon . types: Ag‘rlcultural Chambers, Fede_ra_tﬁ:i-.dzis} '

Cooperatlves and Associations.

In Aug.ust, 199¢ the_ Original Agreement was modlfled by Amendment

6, which among other things changed the Assistance Termination = -

- date of the Project to December 31, 1992, 'extending the activitieS'

for an additional two year per:.od This perlod could be cons1dered-

-as the second stage of the Pro;xect.

'Dt_xring the devel'opment of the Project, its objectives and pumoses g

remained unchanged:

osct-:ﬁ_asn, 1992 USAID / BOLIVIA PAGE 3 OF e
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fhg abﬁadlvz at'thﬁ qmuytcl 2emaina the aame: botﬂmﬁ£ﬁA£ uuuwne

mtamandmmtlaaughmmﬂigadd.a ex.pmdadmaiactm

andm&maadm&kﬁab&m%ududmgam

The pae.poag ob the Projest ia to atrengthen and expand 1 the capam.ty S

of privale agricultural producer organizationa to p«zmda Asavicea
and increaacd incomes to membens.  The Project will m.mgthm"_'

the adminiatrative, financial, technioal and marketing capﬁcitz.ea o

thap‘wducamaumzatma_

out of the ten orlglnal beneflcz.axy organizations, only four kept' IR R
on receiving assistance from the Project until the term:.natlon-' :

_ date of the Project:

. ANAPO, Asoc1ac1on de Productores de Oleagmosas \'g Trlgo

. ASOBOFLOR ‘Asociacién Boliviana de Florlcultores

. FEGABENI, Federacién de Ganadercs del Beni

. CIS- CBBA Cmperatlva Integral de Servn,cms “Cochabamba Ltda

Other 'fdur 'beneficiary organizations were selected for the se&:ond Rt St
stage of the Project, these were maintained up to the end of the-

Project:

' Annex | Rev:ewedDesapuonofthe Project, ofAmendmentNﬂe GRANTAGREEMENT o
. BETWEEN THE REPUBLIC OF BOLIVIA AND THE UNITED STATES OF AMERICA PRNATE s
- _AGRICULTURAL ORGANIZA'I'IONS PROJECT :

 Decewsen, i USAID 7 BOLWIA  PAGE 4 OF @
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PAO PROJECT FINAL EVALUATION

. FEDEAGRO Federacz.on de Asociaciones Agropecuarlas, Chuqulsaca

. FEGASACRUZ, Federacidn de Ganaderos de Santa Cruz. '

. ATIPPA, Asoc:.ac:r.én Integral Provincial de Productores
Agropecuar:.os La Paz. | | -

- . UNABANA, Unlon de ASOC1ac1ones Bananeras, Chapare, Cochabamba

It can be seen that the Project dldn't work dur:.ng the last stage T

with the Agrlcultural Chambers; Clause B, Article I of Amnex I of

Amendment 6, . states explicitly: “.The q%egwnal. ﬁg&m&dtu'uzl.

- '_Chwnbau w.f.tim(mgat 2£ceive direet q’m;ectaamtcmca

The selection criteria for the four benef:.c:.ary organlzatlons, was' R
based mainly in the following sentence, wh:.ch is found in the same |

cI@.use mentmned in the previous paragraph- Th.e qmzo;.:c: uua (umt

a.tmtcgm Q.E.QLORA. of Bolivic and w.:.th. products which have a azw

;canmemwlpatentmlandd&pﬁ&entmalt&ﬂw&vetompwductm

In order to coor_dmate the efforts of the main insti_tutions : whlch L
participated in the project development, a Technical: Courcil was kD
created; it was made up by representatives from USAID/B, UCP PL-

- 480 and RONCO.

| Durmg an eighteen month period, the Project operated only'? from -
its central office in La Paz.  After that, two regional offices '
‘were. opened first located in Santa Cruz and Tar:.ja and 1ater 1n-_3__' e

Cochabamba and Sucre.

Five basic components were developed for the Projects’ |

implementation:

oe_ceuasa,_. 1892 USAIB / BOLIVIA T TPAGE 5 OF 4a
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. Techm.cal Asszstance
. Capac:1tat10n
. Donations
. Credits :
. Institutional Support

All these components were applied to all the henef:r.c:l_ary
organlzatlons, accordlng to the formulated strategy The results-

obtained by ‘the Project in each one of them were different, a.nd" pRi
the extent in which the Project attained 1ts own goals and

objectlves is also dlfferent. _

The consult;.ng work retained by USAID/Bollv:.a to prepare tlus

flnal evaluat:.on, precisely pretends to determ:.ne by means of a s

comparatlve analysis of the three beneficiary orgam.za‘_lons chosen
: for the study, which were the causes that made such a 1ack of -
um.form:.ty in the results obta:.ned. ' '

| DEcsua-En, 1992 YSAID / BOLIVIA T PAGE 6 OF 48




IV WALYSIS AND COMPARATIVE JUDMR'TS

This: analys:Ls compares and criticizes only the three beneflclary

' PAO® PROJEGT FINAL EVALUATION

Organlzatlons of the Proj ect whlch have ‘been selected as study- B L

‘cases; '1ts : fundamental purpose is to answer a very concrete__'

quest:.on :

'_-D:I.d tha Private Agriculturai Organizations Project reach‘
the objectives a.nd goals for which :I.t: was created? '

'I'h:.s very same quest:.on was analyzed in each one of the stud:.ed_

cases and it was answered by mea.ns of the responses glven to a

series of interrogations which had been specified in the wor}c'j'_ Lok

scope of this ‘evaluation. In this chapter, we pretend to answer' R AR
the questlons using another analysis methodology the sequence of oo
E occurrence of the analyzed facts. ' ' '

A.- Selectiom of the beneficiary organizations of ' the

Project

The large number of PAO’s existing in Bolivia, their geographical

dispersion, the different types and degrees of :mst:.tut:.onal
) Organizations, the product:.v:Lty variability and the ploneer::.ng
_ nature of the Project, were the elements which. detem:.ned the ‘need
to’ establlsh & selection process of beneficiary organlzatlons,
which would permit the fulfillment of the features and ellg‘lb'l ity o
criteria which were. established in the Project Document and ‘to. - -
conc.entrat_:e 4 ef.fqrts in a relat:.vely limited number of" |
'..Qrga.nizatioﬁs.' o ' N

The selection model developed for this effect, includes the
following stages: - o N

: DECE'_'BER" 1wz - USAD / BOLIVIA  PAGE 7 OF vy
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a) Pre-selection, the model foresees a phase'which' is *previoxié to .
 the selection; in this stage exclus:.on criteria are applled or
_'more - precisely 1ndlspensable requlremepts with which the
organlzatlons under evaluation should comply are establlshed
prlor to passing to the evaluation phase. ' S

b) Evaluat'i-on, preselected organizations are evaluated through
the identified factors or indicators for each selection criterion,
at the same time the model separates criteria in two categories;

the first one establishes relationships between the aspec'ts" 'of:_'_
experience and organizational v1ab111ty and the second refers to -
the product::.ve and socioeconomic aspects.

c) Ranking, the model assigns points to the indicators 'or' factoré'

of each evaluated criterion ant assigns the same ponderat:l.on to Hihe

' each category.

d} 8e1ection, the model does not specify the methodology used to_' i [
‘select the beneficiary organizations, based in the ranklng they; Fr

: obta:Ln

~ ANAPO, in the particular case of this Association, ‘with the
‘application of the model previously described, an organization was R
- selected, one which adjusted itself with precisiom to the features = | =
. and criteria of the Project Document. It had the ca?aéi'tyﬁ to
become an effectlve service institution in the shoft term, i
- financed by its own members, ‘with the pOSSlblllty to beco:ne a

model for other PAO’s; it was representative of a region, - 11:"_'

represented a specific productlve sector and represented a level'-':_-

and assocnatlve type.- -

B_ECEHBER,' 1992 USAID / BOLIVIA . PAGE 8 OF 43
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~ ASOBOFLOR, COEtIaIY to what happened with ANAPO and because the

selectlon ‘model does 1ot clearly specify what are the mechanlsms

to use for the selectlon of the  beneficiary orgamzatloBS" ot
accordlng to the ranking obtained in the ‘selective process, ic
becomes hard to understand how come under the conceptual frame of
~ this Project, this organlzatlon was selected The answer is ;c:_l.ear

when the Final Report prepared by ' RONCO is consulted, 'WhiCh

established that:”..ifa inclusion Ga 6 PAO Project heneficiany WaGA dua
'tooutudammmtoammtamhaotmodmemﬁmtmmpmtota ,
- previoua Ul conecived and poorly managed project.” However we believe

 that the election of ASOBOFLOR obbeyed to a strateglc programl
: both of the Government of Bolivia and USAID.

FEDEAGRO, in the evaluation oprocess of this organi'zatio:i' the}

fulfillment of the 1ndlspensab1e requlrements establlshed in- the

pre-selection stage of the Model were set aside, in order to |
satisfy the guidelines and selection criteria contained -in-*the'l-'_ -
Project Do_ci.zment. This showed the use of good criterion,  In
_ effect, it WAS Decessary to create; efflclently centermg the,_'_' : j
efforts of the Project, a Federaticm to group together the large : i
'number of producers assoc:Lat:.ons,_ Wthh lay dlsperse in the. Chaco'. _'

zone of Chuqulsaca_. Th:.s action would beneflt a representatlve-
orgé.nizat‘ion of a region, representat:.ve of a productlve secto:r::

and representat:.ve of a level and assoc:.atlve type.

3.'_—”_ biagno_:_l..g and strategy of devel_bpn’zeht for ' the

beneficiary organ:l_.zetion-s o

_Once the beneflc:.ary organ:.zatlons were selected the dlagnos:x.s ;

phase started to detect which areas could the _ Progect support

. ':p.ecEM:BE_a, 1992 - USAID / BOLIVIA - PAGE 9 OF 48 .
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and later elaborate a development strategy to perm:.t the -

: strengthenlng of the institutions and s:.nmltaneously reach the
goals and obj ectlves of the prozect. '

AﬂAPO in the diagnosis prepared for this entity, its weak points

- were perfectly detected, both at sectorial and regional level, and - '

at institutional level. The development strategy clearly defimed | =
how to make an eff1c1ent ass:Lgnat:.on of resources ‘both in beneflt

cf the Assoc:latlon and the Pro; ect

ASOBOPLOR. The diagnosis elaborated for ASCBOFLOR, shows that the

problems the entlty faced were detected in their true dlmenslon,

-especzally the lack of representativity of the sec"or._ '.1{'1'1e"__.i )
potentlal the region offered for the floriculture development im |

"Bolivia, was also detected and the commercialization problens, o

which limited productlon. Consequently, in the _s_tr_at_egy .o_f
development, the PAO Projects’ support was focused on efforts to

~solve the two aforementioned aspects, institutional position ‘and |
commercialization; in a parallel way, technical asszstance and -

capac:ttatlon would be giveu for the production area.

!'EDBAGRO as mentioned prev1ously, this Federatlon was created to
. have the Project give assistance to a group of . sma.ll producerﬁ
assoc:LatJ.ons which were geographically dlspersed although unlted_ﬁ

by the .same objective. The . ~first great ac_conqalls‘nm_ent of the

__.diagnosis performed was to identify with precision: - this |
situation, which was a limiting problc-m for productlon and .
'commercializatlon, affectlng all producers. ' The proposed.'

development strategy, including the granting of assistance. from-.'-‘%' s

'the ' Federatlon's formation and organ:.zatlon h phases, : _its'-__ 5
‘institutional and financial strengthening, up to the. development
‘of the sector and the producers, both in the productive aspect and' :_
‘the commercialization aspect, probably. was a .somewhat ambiti ou_s [RRE e

'os_c.m-ae'n,--_ 1992 " USAID / BOLIVIA  PAGE 10 oF 48
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‘beneficiary organizations; this work methodology allowed for the

'che beginning of the Project, that they had a. clear understandlng s

- for implementing the strategy in a j}olnt manner wn.tl; the Pro:ect.._- S

'DECEMBER, 1992 “USAID 7 BOLIVIA  PAGE 11 -'ch',_-48 -“
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program, if we consider the Project only would have two more IYear's .
of work; however the urgent needs of the producers in a zone wha_ch_-
had a significative production and an ‘even larger productlve_ -
potent:.al were taken into account Lo make the &ec.ls:.on. B

| cC.- Introduct::ton of the Project in the bene}:'iciary

'_organizations

ThJ.s phase worked smmltaneously with the prev:.ous phase, ' the.

developme&t strategy preparat:l.on was done jointly w1th 't_hef g

organizations to interchange and contribute ideas to def:.ne the -
type of help they required, and at the same time to become R

conscious of the responsibily they assumed and the requlred" T
_ capa01ty to actively partlclpate in the mrplement:atlon phase of o
the Prog ect. ' ;

We were a.ble to observe in the three analyzed mst:.tutlons from

of what they would be able to get and what they should g:.ve,
besides it became evident that they assumed thelr resgoﬁsa.bllltylf

D__-Qé Imlementation of t.he Strategy of Development in t'h.e
beneficiary organizations

The f:Lve ba51c: cou_ngonents used for the Project :melementatlon
'were applled to the three analyzed 1nst1tutlons-
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COMPONENTS.

“"pTechnlcal
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INSTITUTIONS

ANAPO ASOBOFLOR  FEDEAGRO

':CapaC1tat10n

_Donatlons

L Assn.stance C/P (peraons;’days)

L{rexeqns}

(U5 equivalent)

1.271

492

54.324,76

. 279

229

137.457,24

-_Lélf,t:"'
| ez
49.578,26

' Credlt _
'.Instltutlonal
' “Support .

The Progect supported the benef1c1ary 1nst1tut1ans, accordlng to

- areas :

'._; Develcpment of the sector and the producers

_E, Commerc;allzatlon of agrlcu;tural productlon .

" 1.- rInstitutional Strengthening

~ ‘One of the purposes eétablished in the Projects}-boeumeﬁt ié'tb7;

V*prov1de admlnlstratlve, financial and ‘technical . strengthenlng to’

"fthe‘ Private. Agrlcultural Organizations, to 1et them 1ncrease and
'enhance the serv1ces they prov1de Lo thelr associates. '

| (658 equtimlent) ~100.000 '503.144,65 108.316,98

. (personsfmoncw) < 16,08 66,40 13,20 .

- Table- prepared using information cont_ainéd- in the ‘PAO" Project Final. Aeport, .RONCO,-November,._-ﬁiss_zf S

the Development Strategles that had been prepared _in three maln

Instltutlonal Strengthenlng

___D-E'csu_asn-, 1892
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- Dur:.ng the executlon phase  of the Project this purpose was ta.ke;n' T
~as the main goal of the Project. Chapter I of the Final Report by'_ e
RONCO unde,. Subt:.tle Backgrour\d states:

‘7A genemai tea.m.& the 4’&0;&!. aim i to ataength.en puva& o
_ag':.tcul’.tumi ozga!uatwru e Umt th.ey can provide m and bettee.
aenvicss o thein membem 0

The mst:.tutloﬂal strengthenlng, has' always been e. means, a way - _
~ which would permlt the Progect to reach its ob;ectlve, whzdh 1slf_
clearly established in the Project Document and. in the otherf-ff
- reviewed documents. The strengthening of the prlvate agrlcultural:___- 1
producer 'organizatioﬁs,_ would perm:.t them to provide more and
'better services to the - ‘producers, enabllng the 1ncrease of ; the
agricultural productiom, and at the same time increasing the .
_ income of the farmers by means of increases of product1v1ty,3£he;
" expa.n510n of productlon and the mcrease of coumercz.al volumes, 5
1nc1ud1ng exports._ ' '

The support g:.ven by the Pro:; ect in this area had a large extent i
- and worked through several components. o ’ 3

',.,'-DECE'.-._BER-, 1992 " USAID / BOLIVIA R pms:._{s- oOF 4
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SUMMARY OF SUPPORT GIVEN BY PAC PROJECT
~AS INSTITUTIONAL STRENGTHENING .

: _ : COMPONERTS :
TECENICAL  CAPACITATION DONATIONS CREDITS INSTITUT.
ASBISTANCE : . - . -  SUPPORT.
INSTITUTIONS ' - - -

. ANAPO Affiliation . Techmical Vehicles Seed . . Technical
: o . Syetem Capacitation of - - . Plant _ I T o
' .| professionale Office ' Expansion Managerial -
Development, '  Equipment : ' :
. implementation Use:of : _
and use | Computers . Design of _
- of computerized @ . the Instituticm's o (R
:i;:fcmtion ' Headquarters = = - IR R ' :

ASOBOFPLOR  Bylaws Technical Office - _ Managerial . - |
- " Rreform Capacitation of EBquipment - . L RO
o . Professicnals : ' _ . Secretarial
By-laws and . Legal o ' E
Operative . Upe of - Services.
Regime ¢ Compraters ' '

' Deire].opnent,
implementation
and use :

.- of computerized
systeng :

FEDEAGRO  Legal Courses on  Vehicles " Mamagerial |
' " Counseling Leadership : Col - RS

" Development, . - - Office o . Techmician
. implementation . Equipment - R '
of computerized
systems )

| Secretarial .

_ fable_prepéred using information c_ontained- in the PAD Proiect Final ‘Report, RONCO, -Noverﬁber, 1992

b
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2. - 'Development_.- of the .sector aﬁd the producers

_ The appllcat:.on of the strengthenlng conponents of . the productlve._ : :l-"
sector and the producers, was another mean or way used: by the S
.Progect to reach its objectlves. ' ' - '

It may sees somewhat dlff::.cult to establlsh the dlfference between'

~institutional strengthening and the sectorial or prcducers i

strengthenlng. In this paragraph we w:Lll define that the sector1al '

and producers development involves the application ' of Pro;!ect'.-_ ]
. resources, where the dJ.rect beneflc:.ary is the sector and/cr the

producer, although the producers organlzatlons are‘_ .1nd:_.rec_t1y" 5
strengthened ' '

SUMMNARY OF 'I'HI SUPPORT GIVEN BY PAO PROJ!C'I' h .
- FOR TK! SECTORIAL m PRODUCSRS D!V!LOPM!H‘.I.‘_

COMPONENTS S

'INST:TUT:OH TECERICAL CAPACITATION DONATIONS CREDITS ~ INSTITOT. |
- ASBBISTANCE _ L : S SUPPORY
ANAPO = = Five-year Plan Wheat _
o . . for Wheat ©. . Production

Five-year Plan Seed
for sunflower - Production

“Wheat . : Ra.tiénal use

Production of pests and
-Plan = . ' pesticides
Soils - Use of :

Conservation  Harvesters
Seed. B Post—_haryeét_
Production = Technologies
Study
Trips

: Internat:.onal

Symposgium on Sovya. Bean
and wheat

DECEMBER, 1992 USAID / BOLWIA 'PAGE 15 OF 48
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 COMPONENTS

INSTITUTION 2RCENICAL CAPACITAYION DONATIONS CREDITS . INSTITUT.
| ABSISTANCE _ ' .. BSUPRORT
ASOBOPLOR Production  Production and  Young rose . Reactivation
- Coste . post-harvest plants. of
handling - - Floriculturiam "
of cut flowers : )
Flowexr .
- Production Soils use,
nutrition and
_ fertilization
Roge plant of rose plants
Production - :
: Handling of rose
plants and greenhcuse
Rational handling
of pests and -
" Pegticides
Computer processing .
of flower production
coets '
Flower production : o _ o E '
FEDEAGRO . Feats - Ratiomal handling
: ' Identificstion of pests and
o pesticidea
Post-harvest o
handiing of Pest. -

grain Tdentification
: - and ccntrol_
Froduction
. Technclogies

Post-harvest
Course

Table prepared using -information contained in the PAO Project Final Report, RONCO, Nove:i_iber, ;1992"
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3.- C!omerc'ialization of agricultural products

The Pro3 ect foresaw within the Development Strategles prepared for
the beneficiary organizations, the :unplanentatlon of - eff1c1ent--

commercialization services = for agrlcultural p_roducts. ;'I'he_ | R

: strengthen:.ng of the marketing services, did not intende_'d; to. N
strengthen the agricultural producers organizations; the intention

was rather to establish a marketing system which would benefit the
'produc'ers, allowing them toc develop their agrlcultural productlon"
- and therefore: increase their incame. ' :

In Some - cases the strategy involved the creatlon of narketlng' .

-companies or units, in other cases the creation of a marketmg.

- system within the producers organization. It depended on the
'development degree the secter had reached in the marketing of | 1ts_
| products. | S

The :melemented strateg-y was d:.fferent for the three analyzed
o organlzatlons. ' ' :

mﬁo. Durlng the development of the Project, ANAPO was a

maj orlty share ‘owner in a grain marketlng company, - which bought ] -

soya bean from the producers and exported it directly to overseas o
markets. - : ' C '

_ANAPO's objective in th:.s operatlon, was mainly the open:Lng of ! thef':'
export market for soya  bean, because the internal market ‘was _
already saturated. Through the soya bean exports by means of COMEX
ANAPO, the Assoca.atlon acted as a price. regulator for the soya

'bean market. As other grain marketing and exporter . companzes S

| sta.rt:ed operat:.ons, ANAPO proceeded to decrease  its partlclpatlon '.
in COMEX ANAPO. T
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By the Project termination date, the Association has already

-'transferred the whole company to prn.vate producers and merchant:s,-

the degree of competence reached in gram marketing operatlons,"_ '

allows for the supply and demand act as price regulators. .

By 1985, ANAPO had also bought a Seed Process:mg Plant. Whlle seed- o
productlon was not sufficient to cover the producers requlrements,-"'

'_ANAPO produced and sold seed. By now, new seed companies have
started operat:.ons ‘and they satisfy the demand, ANAPO acts as a
service company in charge of processing and storage of g::am for

producers and merchants, the institution doesn’t participate R

directly in marketing operations.

The support received from the Project in the area was focused on

the physical and technological 'strengthening ~of the Seed
Processing Plant. T DR

'ASOBOFLOR: As mentioned previously, ome of the most d:.ff:.cult s
problems the floriculturists were facing in the Cochabamba

Valleys, n_ot only ASOBOFLCOR, was the commercialization of_ f lowers.

In a f:..rst try, the Prog ect strengt:hened the Assoc:l.atlon, to let _

it prov:.de serv:Lces to the producer assoc:.ates‘

| jWithin the Same' Association, two groups of producers coexisted:
the traditiomal producers, who had developed relatively integral
' marketing systems and the small producers financed by “the :
Corporations Project; its financial situatiom did not perm;.t than_"

to establlsh :Lndependent commercialization mechanlsms
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The latter were in control of ASOBOFLOR and :mstead of tIYlng to.- &

_prov:Lde a better service to their fellow assocm.tes, they were_
- worried w1th the solut:.on of the:Lr personal f:.nanc:Lal szt:uat:.on.,

After the. fa:.lure of this flI‘St attempt Wthh was caused of the:

lack of experience and knowledge in the flower marketmg bus:.ness,

the Project analyzed the feasibility of 'establ:.sh;x.ng a
commerc:.alzzatlon cmtpany, which would not only act 111 marketlng' .

but also  sell inputs and provide technical ass:Lstance to .

florlculturi'sts. This company, under the name of SERVIFLOR, was

created with the Project’s support and financing; it ‘bad the"__' |
- objective of prov:.dlng services not only to ASOBOFLOR members, , but s

also to CIS Cochabamba producers and private florlculturlsts.

ISevera'l factors' also took this new scheme to faillire, ”in viev} of -

such a situation the company was reorganized; presently 1t is » 5
owned by PL-480 and private producers; it is run by uce,. PL 480'-_ S

-and the private sector. The Pro:ect granted it a PAO status.

FEDEAGRO: 1In the special case of  this recently created:-”

‘Federation, the Develcpment Strategy  prepared involved the"~ S
strengthening of the organization”s comnercializatlon area. A

. price and market 1nformatlon - system was ~developed . for this

~ purpose, with the assistance of the Project, which mairkediy, T
-lmproved the commercialization conditions of the corn produced in: - sl

the region. Improving the services FEEAGRO offers its assoc:.ates__'_,j
in the conmerc:.allzatlon of products by means of :merov:Lng the 8

- prices and identifying markets, a financial strengthening of the:_’ R

| ._Fedemtlon in its first stage of work is also expected. o
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SUMMARY OF SUPPORT GIVEN BY PAO PROJECYT

IN THE COMMERCIALIZATION OF AGRICULTURAL PRODUCTS .

INSTITUTIONS

| TECENICAL
ASBISTANCE

 CAPACITATION

COMPONENTS

DORATIONS

CREDITS '
- ' . SUPPORT

" ANAPO

ASOBOFLOR'

FEDEAGRO

“Handling of

Seads

Processing

Evaluation of

Seed Plante
Storage.

' Centera -

Flower.

marketing '

Ma:r:keﬁing and

Financial.
Analysig

' 'Pricee: and
- market
information

‘Handling of

Silos

Design and new
Design of

Seed Plants

trip

on speeds
Seed .
Production
Technology

Training on Truck

“markets -

' :Refriéerating
Management box for
of Flowex Truck

- Production

companies .

. Trips

abroad _
. Radio-
tranemitter
equipment

Seed
Plant

Expansion

Corn
Marketing -

 INBTITUT.

 DECEMBER, 1992

* Table prepared Lisi_ng information contained in the PAO Project Finai Repor, RONCO, November, 1992 -
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with the change in status of SERVIFLOR, to a Project béneffiféiary'
organizat.i_on and to illustrate separately the support this. ccmpany-
received from the Project, we show the following table:

SUMMARY OF SUPPORT GIVEN BY PAO PROJECT
TO THEE SERVIFLOR COMPANY

COMPONENTS

TECENICAL CAPACITATION DONATIONS  CREDITS -_:xsm_xm_.' - '

ASSISTANCE - . . SUPPORT.

LRIAS : '_ (persons/days) (péreons} _ ($US equiv.) ($US gc;uiv.)_' (perscns/month)

QUANTITY 113 3 319.454,50 . - 10X,17: -

INSTITUTIONAL Development, o Offices : o Gemeral -
BTRENGTHENING implementation - -~ Rental ' Manager " -
of computerized _ Services _ o .. General
systems - ' . Materials and ' Ascistant
copplice _ stant.

~ Fixed Rssets

' Opératima'
Fund

BSECTORTAL Flower . Flower _ Florculturiet .

DEVELOPMENT Production  © Production ' S . Technicians
OF PRODUCERS S - e

" AGRICULZURAL " Opeming of B ' . Ccommercia- -
 PRODUCTS R ' regicnal o o lization
COMMERCIALIZATION .- markets . - Manager

In-sexvice
" training

Table prepared using information confained in the PAQ Project Final Report, RONCO, N'overnber,: 1992 S a
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The preceding table, intends to show a classification- of the = .
support received by SERVIFLOR, according with the three main areaS_ﬂé*'_f,
in which the Project provided assistance; however bearlng in ‘ming -

that SERVIFLOR is a commercialization company and not a producers:

organlzatlon, the application of all the implementation componentss_ﬁﬁfi. ﬁ
should  Dbe gldbally considered - as a  support . to - the-*;{'57?

commercialization area of agricultural products.. -

B.- Proj'ect Re_s’ul_ ts

The expected results at the end of the Project, are established in."i'

Annex I of »Amendment No. € of the Donation Grant Agreement -

 Chapter 1, Clause D, ° &nd-of~Project Status”.

These results will be comparatlvelv analyzed for each of the three.o_{*‘-“
~ organizations studied: | e

- Plembenahip of pantioipating organizations inohecssd;

- By means of the Afflllatlon ‘Program organlzed w1th the. support off' o
the Pro;ect ANAPO was able to increase its member afflllates by_:fisiif
two hundred per cent. This 1ncrease proportlon, shows by 1tse1f;f : _
the level of success reached, however it should be sald that w1th;f i
thé execution of this. program ANAPO also was able to 1dent1fy and_fs;
classify by zones almost all the soya bean and wheat producers ofﬂfHé -
Santa Cruz. This will in the future simplify the afflllatlon of”s;yff'i”
'producers process. '
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The case of ASOBOFLCR was different, no 'new members ‘were .

~attracted, om the contrary, the number of associate members |

decreased.

' Although FEDEAGRO is a relatlvely new organlzatlon, it was able | )
' to increase the number of its. registered member assoc:.ates by
thlrty per- cent - in a very short time, 1nst1tutlonallyj_'
| strengthening' itself in this way. Nevertheless some of “the

N assoc1at10ns show decreases in the nunber of thelr affll:t.ated’_;

members .

- - mwnb&totnm—tmddwnd cé.op.d. garmed by nwnb&mm P

ANAPO, has obtained very good results with the Five-year Pla.ns:'for- S

'-Wheat ~and Sunflower; it not ‘only reached a degree of'_._'-._-“

' dlvers1flcat3.on from non- trad::.t:.onal crops but it also was able to';__ .
exceed its goals in terms of cultivated area and vields, as RS

establlshed in the original plan.

| With ASOBOFLOR, the Project is unable to increase the ‘number of
nozi traditi'onal 'produ'cts, however in an indirect way it atta:ms;' T
the - dlvers:.flcatlon of  flower. cultlvat:Lon, - with producers ‘not
'belonglng to the Assoc:.at:.on. Some of the experts ass:n.gned to o _
ASOBOFLOR by the Project, have stayed in the regiom, workz.ng w:n.th_-‘.:':

.pr:l.vate floriculturists who are producing new flower spec:Les... The'_'

' Project has also promoted the 1nterest of . the producers on . the =

. cult:z.vatlon of new flower related products. N

, In the case of F@EAGRO 1t can t be sa:.d they reached a sustalned |
- increase of . the non tradltlonal products, however,_ with the.[
Prog ect’'s’ support beans and chili peppers were cultlvated and

' sold in external markets,
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.'"... nuynbfagh%n ﬁruﬁig 5n¢4xntumg the p&ovuuan.oﬁ aemvuu&xt?uuqu& tagirgg |

paynuytag

The income that ANAPO obtalns from the payment of dues fram 1tsﬁ ;_'
member a55001ates and the services it prov1des, permlts the @
_ Assoc1atlen to cover all its costs and normal operation expensesy

The Seed Proce851ng Plant finances itself, and even _producesi-?

surpluses for ANAPO

It was not posszble to establish a mechanlsm to flnance the thea

provided services in ASOBOFLOR. Presently, ASOBOFLOR has a General.~€ff o
fmanager and a Secretary and only assists its assoczates with thelrf

transactions and negotlatlons

Even considering that SERVIFLOR is the organization that has takem |
the responsibility of providing services through the supply 0f70§'H
t,lnputs, technlcal assistance and - providing commerczallzatlona-é{.:i%
' services, this organization can’t cover the - operation Costsffé,ﬁfiW
‘imposed by the services it provides. R TR

FEDEAGRO has not been able either to cover the costs to maimtain |

the adequate structure to provide serV1ces to its a35001ates,

‘however the situation is completely d;fferent to - that found 1n_1é f'”
ASOBOFLOR. In FEDEAGRO, the directive and executlve personnel’ arerxzt}
 interested in increasing the Quantlty and - quallty of the services - . -
the organization offers, not less important is the disposition of =
the affiliated assoc1atlons to contribute with a portion of the::érfﬁfg
'addltlonal income they obtain from the serv1ces ‘the 1nst1tutlonafé*fj
prov1des them. The causes of the f1nanc1al offset is the level of;.éiff;m
'the operatlons the Federation presently carrles on. However: ve:y“??'5”’ﬁ

prOI!llSlIlg perspectlves exist .'.I.Il this sense.
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 ANAPO was considered in the initial diagﬁoSis as a we].Istruc’r.izmﬁe.d'""f
.1nst1tutlan, however the Project has strengthened it further in

the 1nst1tut10na1 organlzatlve, physrcal and techn.:.cai senses

'.At'the Project’s termination date, ANAPO is an organlzatlon whlch rfﬁﬁ”"

can support itself in the fulflllment of all its objectlves and; |
_capable to further 1mprove with the serv1ces 1t prov1des to 1tshr
_393001ates._ : : L

The professronal level reached by its dlrectlve and executlve_r
personnel and the degree of representat1v1ty‘ reached at the{
sectorial, regional and national levels, make it the leadlngf‘

_1nst1tut10n of the agrlcultural sector in Bolivia.

Unfortunately,_ASOBOFLOR was not prepared to recelve the . supportz"
the Project could give it, all the efforts done to strengtheh_ltfj

were in vain. The member . aseociates, knew'perfectly well. whatythef,

_Progect could glve them, and what they should contribute with to

reach a successful implementation of the Develogment Strategyen

;Plan._Durlng the oevelopment phase of the PrOJect, they left a11~z
© the responsrblllty lay on the Pr03ect alone, failure came,;notf' e
only the Project w1th ASOBOFLOR but - also ASOBOFLOR asl;anfh e
"organlzatlon. : : . : _ U ‘

In order mot to lose all the offorts and resources the Project had -
put forth to faver the development of flower cultivation’in'theg_

-Cochabamba ‘valleys, . the Project supported - and financed : the - i
" greation of a . commerc1allzatlon company, SERVIFLOR trylng to e
‘reach the results whlch were frustrated.ln the case of ASOBOFLOR
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' This new implementation component, did not yield good results:
either; up to date, SERVIFLOR is neither a mature company nor is =~

gself- suff1c1ent- the ca.uses of this situation w3.11 be analyzed

later on

' '-FEDEAGRO, may be presently considered as a structured organlzatlon

in maturatlon process, "in the sense that it 1S -nota self =

suff1c1ent entlty vet, it still requires external ‘support to be o
able to reach its objectives and goals and to attain an adequate
deve;.opment in all its interest areas. ' '

Of the tnree 1nst1tut:|.ons analyzed in Just one. of t:hem a- ﬂéﬁ*_
_ agrlcultural i enterprlse was created - the Condltz.ons oA
_ cncumstances under which it was created did not correspond to o

those esta.bl:.shed in  the strategy prepared by the Prog ect. The--
intentlon for the creatlon of these compan:.es was to prevent the ;
producers assoc:::.atlons assume the role whlch corresponds to the o
ag*:.cultural enterprlses to develop by means of the prov:x.s:l.on of
| -Sewlces. W:Lth the creatlon of SERVIFLOR, the -contrary effect 15__.
1ntended- that ‘a company -assume ' the role that the producers
| _assoc:.atlon were unable to play. L L

and vdumen 'z.ange. and value cﬁ' domeastic Aaisn. and expmta 05'
mmzzdmgmzatwumum |

. ns it can be seen in - the Annex corresponding to the evaluatlon of
. Bnapo, the m:mbers show a cultivated area increase, increases in (R
fthe ylelds and 1ncreases in the value of the 1ntema1 sales and
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'exports. These results can be supported quantltatlvely by exlstlng'g
stat::.stlcal data. R

' In ASOBOFLOR, as a fruit of the conversations with the pronCers;'_ s
it seems to be that an increment in the area dedicated to flower
”cultlvatlon has taken ' place, however there is. no data to
.demonstrate the fact. Good results were obtained with the mcreaae' "

in y:l.elds, through technlcal ass:.stance and capac1tat10n prov:t.ded:.-.'
by the PI'OJeCt. ?

_ There is no stata.st:n.cal data to est:unate the mternal sales
'evolut:.on, nor the flower exports.

: Through FEDEAGRO a. subutantlal mcrease in the value of corn sales__. _
__has been obtained, us:mg the prlces and market 1nformatlon system'_ S

and apply:.ng the flnanc:.ng granted by the Progect for product 3

collect:.on and storage. 'Ihese became a solution to the problem the
" producers of this region faced with the conmer01a.llzatlon of thelr_’- J
-productlon. The system has also partially benefited the. svune*-: j;"_ s
pr"o'du'c_e'rs, ‘however the commercialization of the 1att:er product
- poses very spec:.al cha.racter:.stlcs, which require another typé of e
assistance and completely different marketing strategies, because--_'__

of ‘the dlsperSJ,on of the production, .the reduced volumes : of

- individual productlon and the absence of a marked seasonality for; |

supply or: demand .
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V.- :coucms_.mm_ |

. As it may be seen, the Prozec did not reach uniform results in th.e: :
‘fulfillment  of its goals ~and - objectives, through its
1mplementat:|.on in dlfferent prlvate agrlcultural organlzatlons.-. - o

_ In thz.s chapter, we w:.ll try to :Ldentlfy the causes, s:Ltuat:Lons,_'*- _' .
_act:l.ons, - and emrlronment wh::.ch part1c1pated and determlned these: T

' dlff erences.

As it  has been prev1ously stated the three - perﬁc‘erg EE S

organlzatlons selected to perform the evaluation, come to be a
Jrepresentatlve sample, one' which permlts the 1dent1f1catlon of _'
three completely dlvergent states of s:Ltuatlon at the end of the' :
Project. 'I‘hese states may be called 1n a sxmple way, as follows g

‘&)  success;
_ b} = failure, and

c) poSitive' _experie:ice |

The experz.ence w:.th ANLPO comes to represen success, because 1t,_ E

allowed the project. to completely reach its objective, alse

| fulllllmg with the goals and purposes that had been establlshed. o
~ The Pr03ect obtains a very satlsfactory result and ANAPO: 1s. -
. 1ntegrally benefited. ! .

L ASOBOFLOR, represents the £ailure, the Project could not reach .
1ts object:.ve and ASOBOFLOR at the end of the Pr03ect is in the_'-‘

same s:.tuatlon it was before the executlon of the Project. The_:-
~ resources used through this institution, could had been useful _to" &

‘other private agricultural orga_m.zat:l.ons., ~which may had | dffer ed S

better perspectives for the Project..
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" The positive experience of the Project, is - FEDEAGRO. oo

Experience, because this organizations is considered as a

- -daughter of the Project, the Project gave it 11fe, taught 1t to_ o

‘walk and 1s gu:l.dlng it towards its maturlty

r-ositive,‘ ‘because in the short time it received assistance fram | -
the Project, it allowed the Project to reach its objective and at RIS
the same time to fulfill the purpose of strengthenlng and mcrease_ __

its capac1ty of prov;.dlng serv:.c:es and 1ncrease the :mcome of :Lts L
_ members. o o '

_ 'm:y such different situat:lons are raached at the end of.'.'_"
.the Project's assistance? ' e :

In po.mt IV Analysls and Comparatlve Judgments, we trled to_-;-
explain all the - elements that tock us to express the oplnlons

which appear :x.n the ne.{t lines:

1 -'rh'e"'. "projsct' eontemla.t:sd ' that the beneficiary'_-

~organizations which would. allow . accomp‘f ish =~ its

obj_ectives, must fulfill a ser:l.e of; requ:l.rements.

‘For this purpose, a selectlon model for benef1c1ary ent:.tles was;

prepared, which 1dent1f1ed assigned values and pondera.ted the
1nd1.cators of the basic cr:.terla. to be evaluated. _ E

In the case of ANAPO, the model was applzed a.nd thlS orgamza.t:.cn"_'_
got a suff1c1ent1y hlgh score to be qualzfled as beneflcn.ary of '_ _'
the Pro:ject. o

'-The same thmg did not happen with ASOBOFLOR, the selectlon mode.l_ |
was not rlgorously applied and other criteria prevalled to 1nc1ude T
it as a benef1c1ary of the PrOJect. s
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FEDEAGRO, is included in the Project as a result of a di'agﬁosis S

- that dJdetected the potentlal the reglon and the evaluated. sector
' offered, ang the need to group up & large number of sma_ll

'assoc1a-t:n.ons, - which The Project = could not ‘take care of
~ individually. i - : - N

The different situation through which the institutions were i

incorporated as Project beneficiaries, could be a part of the
~ answer to the encountered differences. . | | T

2.- The Project foresaw a diagnosis phase and anothar £or : |
the elahoration ‘of the organizatiocnal developmt -
strategy. ' :

The diagnosis stage, im ANAPO and ASOBOFLOR came after the
- selection stage; in FEDEAGRO, the selection was a result of the ' |

diagnosis. Very complete diagnosis were prepared for each of "'the

three = organizations, the problems the Qrgani'zations, o thé_ T
_agricultural sector and the region were fac:.ng were detected so

were the main causes that orlg:u.nated them.

Gi’ven the _wi-de_ var_iety of aspects by which the organizations = |
‘require support, these aspects were analyzed and selected. During
the Strateijie's of Development elaboration, jointly with : 't'he, i
beneficiary organizations,_ prierit'ies were aSSigned _ ac':l::.vm::Lee= : .
" the Project would execute. were planned to satlsfy the needs of the'

institutions, and the components which would be appl:l.ed to its
execut:l.on were establn.shed '

Thereﬁore, the actzons developed in tlns phase do not represent a
cause that would justify the differences. -
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t3. ‘The heneficiary institutions must have'e a. clear
'understanding of what the Proj ect could offer and what wasg

required  on ‘the - part of them ‘to fulfill the designed 3}”

strategy.

In this sense, the Project focus was very successful, it worked S R

jointly with the organizations in the development of strategies. '

- To allorw the orgamzatlons part1c1pat10n since the very plannlng__" ;

of act1v1t1es phase, on one hand allowed the organlzatlons to be

- able to put forward their problems, :Ln order to consider them in = | >
the plamnng under preparation, and on the other, the Proj ect was " S

able to have the orgamzatlons become co- responsuble for the
: strategy de51gned. - '

In the three stt:_ldied -'entities, the introduction procese and th_'e

learning about the Project were successful, the commmications e
channiels were clearly established, both for the des:Lgn phase and'___ A

_the execution phase of this strategy.

4.- The Project must be able to implement the =

Organizational Development Strategy fomlated

jointly and in coordination with the bgneficiary_

‘institutions.

During this phase, the situations for the three analyzed e

' organizations were completeiy different.

IN ANAPO, . the capac1ty of its directive personnel and the_
profe531onallsm of its executives, allowed for all the Progect-

activities to run smoothly, with each one assum.mg the role and

responsmllltles that corresponded him.
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In this sense, the established communication channels for this

phase, simple and direct, allowed for a very orgam.zed and"
 coordinated action, and at the same time keeping the nucleus of

the strategy unchanged, it allowed a reasonable flex:.‘b:t.llty to:-_

y accomnodate the appllcatlon of the components for 1ts execut:t.cn, |
- to detemlned circumstances. - - B

| 'I’ne coordlnatlon level reached allowed for the  Proj ect to ralse"x

1ts reglonal representatlon, freeing resources to establ:.sh new i S
offices where the coordination level and executlon needed to be" R

strengthened

In ASOBOFLOR, a situation turned up, which expla:.ns the cause of A A

jts failure: the lack of 1eadersh:|.p of the directive personnel 1:1 o
this entity added to the lack of interest they had to carry on:

‘with the Project. This situation can be really sumarized in the ~ | =~

following way: the ASCBOFLOR directives sat to wait' for 'Ethé;_'_ :

Project to solve their probletﬁs, while they: ded:n.cated the:.r tame_-__.

to the ‘solution their personal financizl problems

The Project tries to save the situation, a,ssn.gm,ng SERVIFLDR thef';_
corrmercialization company, the rank of beneficiary orgam.zatlon, '

to prevent the waste of all the resources which had already been s

applied in the . sector, however at this point the Pro_j ect
-expenence is negative, R

The causes of this new failure is a combination of s:.tuatlons a.nd_ ST

acts.ons, w1th1n an 1nadequate aenvironment
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aj The first great mlstake was to ass:Lgn the cmerc1a1 company_- L
SERVIFLOR, the status of Private Agricultural Producers T

Organization. It caused confusion in the roles ASOBOFLOR and
SERVIFLOR should play, and new conflicts were created, in- tota.l' -

'contrad:l.ctlon with what the Global Strategy of the Pro;;ect_. o

' establlshed

bl

'Initialiy, this company was run by producers who represenﬁed'
ASOBOFLOR, CIS - CBBA and private floriculturists; once again-

personal :Lnterests and the conflict created by the company

d.nterest vs. sSector 1nterest, added to the problems posed by’_:'
) the exports that had been done, tra.nslated thanselves in a; new_; L

' failure for the Pro:;ect._

'c) szlng to solve this situation, the Pro;]ect takes the d1rectlon'_7__
' of the company w:.th a change in the ownership structure, PL- 480 o

would own more than 80% of ‘SERVIFLOR'S capltal assets. _ Thls

. new scheme brlngs more confusion to the assignment of roles the N _' S
- different 1nst1tutlons must play. o '

| 'I‘he Pr03 eCt wh:x.ch had the purpose of strengthenlng the producer*

_orgam.zatlon, becomes an entrepreneur, ‘the company which had to
be a means to strengthen a producers association, pretends _tq

be converted in a parallel organization to replace the forme'r'

and the obj ect:l.ve of the Project appears too far away to be
reached ' ' ' o
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With FE.:DEAGRo,.-.the execution of the Project pr - . in _ a
different way. Through the assignation of a techni . ,;:vi_ser_,
the 'Pr_oj ect grants FEDEAG_RO the counterpart capacity it . _ﬁot' g
‘have previously. With the participation of some of the directives
who shm#ed a high degree of leadership, and in base of the common

‘interest that existed to perform the Project act1v1t1es in an'_ |
efficient and coordinated way, the Project was . able to work._ RN

successfully with this organlzatlon. :

The_. most _important aspect is that FEDEAGRO, although it did not
had. previous experience, it had the firm purpose to - assume  the
roles t:hat corresponded it to play, in the measure it felt capable"r"-

_ of do:.ng S0. This aspect was greatly helped by the part:.c:.pat:.on

of the ass1gned technical advisor, who did not o:nly worked on- the

-actions but, what is more mportant he taught how to do them,_'_' :

flndlng recept1v1ty and the necessary dlsposltlcn among -the.
' -.dlrectlve and executlve personnel of the Federatlon. :

_As a flnal conclus::.on, 1t can be assured that the leadersh:t.pﬁ

capacity of the dlrect:.ve personnel, the profess:.onal capac:Lty of:'f : S
the executives, and the institutional representativity of ‘an

organ:.zat:.on, are very zmportant elements in the execut:.on phase’
"of a Project. However, above all things, commitment, _the .
dlsposn:lon and the common interest of all the associate members .'
~ of the organlzatlon should exist, to work for the Instltutlon m_

_the benef1t of all the producer who are a part of 1t. '

' The work model- executed by the Project and ANAPO is an experlence‘_

: _.to be taken into consideration, to repeat it in the exec:utlon of- R R

future progects Wlth s:Lm:Llar characteristlcs.
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vI.- nxcommm-xons

Accordlng to the Obj ective of this evaluatlon establlshed in the o
Work Scope prepared by USAID /BOllVla. '

.tmhnd.ogy trarager  expericnes  of the &Sﬂ‘?@/‘ﬂo&m fpmrate" S
Agricultnal (Paoducm Onganizations Project (PAO). Project mﬁ m-— i

heen working m&tha.ght‘BdLvm ta&metm.gamzatm

~ As 1nd1cated in the f:.rst chapter of th.lS document, w:Lth the goal. o

of optlmlz:.ng t,he executlon of future projects of similar nature ¥

- and with the intention to make a pos:._tlve contrlbutlo_n out_: of-; :
‘this =~ criticism-analysis, we  establish = the  following |

recommendations:

A, - ron _.A‘pp':,xcm:ou- :m mm PROJECTS

1.- More emphasis will be put to the Qualitative mlysis_'

of the institutions in the selection  criteria for
_benef:l.c;iary entities. _ o -

As it has been demonstrated in the evaluat:r.on prepared for the:
three beneficiary organlzatlons, this has been one of the = .=
‘determining factors of the results reached by the Project. Many of

the def:.c:.enc:.es the institutions may have can be solved with the -

Project, but the. disposition and the human potentz.al shall be
'present, the Project can not create them. : A
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If by any circumstances, the Project had to work with entitiess:-f":
which do mnot comply with these requirements, all the initial = ' =

efforts shall be focused to invert this situation; then“when'thise' :
aspect is ' solved, the resources should be grantei to reach! the ﬁa§[5
-_goals, purposes and objectlves of the project. In any other way a___?

great portlon of the efforts would be wasted.

2.- The diagnosis stage is fundamental :é; the'feffic#enéui°i”f _s
planning of the actlvitieS"ﬁhich the projects will: . = .

develop.

A detailed and consistent study ‘of the situation of'ﬁthéﬁf-j.._
- organizations and also that of the sector and the region which lsfn;if_*w
to be supported ‘will allow the most precise detection of problems:f

and deflclenC1es they'may have and analyze i depth thelr causes,

_ With the results of a good diagnosis, an excellent strategy caﬁ béfe,f.~':"
- designed, which w1ll allow time and resources savings to reach

| more eff1c1ently the establlshed.obgectlves and goals.

- In the evaluatlon prepared, the most clear . example of the beneflts' S

which are dbtalned startlng from a good diagnosis, 1s FEDEAGRO.

3.- The  Organizational Development  Strategy = must
S contemplate ‘the = cost-benefit analysis ef_'-;the;"?'e];
. components to be  applied in the execution -°f' th°-ffEV":J

Project.
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Th:.s recommendation is supplementary to the prevz.ous one, the_ S
development strategy besides being effective, ‘should contemplate S
efficiency in the application of resources. Many components may be‘_‘ R
identified to perform an. act1v1ty to reach at the same results,'_‘_ ]
all of them may be efficient, which are the ones that will allow a S
- _greater degree of efflc:.ency, should be carefully analyzed. ' |

Onc_ie agai_n,' here FEDEAGRO allows an estlmatlon of the - efflcn.ency’.i’_'

_ obtained - in the appl:.catz.on - of resources, the cost benef:.t
-analysis of the components used by the. Pro;tect to reach 1ts
. objectlve demonstrates thlS poznt ' o

.- 'rhe  Orgamizational Development Strategy of each

‘organization and its changes, must be analyzed’ amng
the executors, with the active participation of the -

‘beneficiaries, within the context of t’he:' : _Gloha;._:-',.: |

"_'Strat:'egy o_f  the Project.

"._'I'h:Ls is a very delicate aspect and :Lt should be taken into account
‘both in the design and the execution stages of a Project. When a

| Project is elaborated the strategies to be- used . are a.nalyzed in -::"
'much detail, to fulfill the establlshed objective. L

' The individ:u_al strategies ela.borated to work with the beneficiary

organizations, must necessarily respond to the global strategy'-'_'j'
established by the project; if it does not happen so, ‘the whole

- -project is 'put under risk. It is very important to - perform a”
 coherence ana1y51s and adjustments of the. 1nd1v1dua1 strategles, B
' 'before proceedlng to the execution stage of the project. .
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During the execution stage, the prepared strategy has to be o
‘monitored continually to make sure it is not changed; if the need . '
-comes to reformul’ate it, the strategy should be completely‘_f '_

redes.;.gned followmg all the steps of analys:Ls, evaluation and' -
-approval just as if it would be the original strategy '

R This ~doesn’t meazi that the project "is not 'flex'ible'_ in its

execution, the flexibility is given by the possibility to adjust '

" the "applied mechenisms during the execution of the "acti:vities
contained in the strategy, ‘but the flexibility of tha prOJect ends
when adaptatlons represent a change in the strategy '

| The situation that occu-rr-_ed .':i.n_ ASOBOFLOR, impoSed adjustm_ent's;_in-_

the strategy; the strategy was partially reformulated more: than :

~ oncz, and without falling within the frame of the Global Strat;egy o B
of the Project, the results obtained give us a very good lesson. . -

'5.- The channels of communication simple and direct |

" between executors and  beneficiaries, allow a betteryi;
coordination and - give greater :Elex:lhil:l.ty i:; the
- execution ‘of the projects. A

€

 The snnpler and more direct the comnm:l.cat:;.on channels establ.;shed.
between the responsible of the project execution, and the B

' executing organlzatlons, the more fluid will the coxmnmlcatlon be S

= 'and more coordlnated the executed actions.

' Many times, the projects are non efficient because they become toc r.i :-' S
bureaucratic, communications become slow, and opportunities: are.-- L

| _'lost because ‘they must be analyzed, evaluated and approved_ :
through many instances, in most of the .cases thlS approva.l 1s L

' obtalned when the opportunz.ty no longer exisgts.

o B?GE"BE& 1992 USAID / BOLIVIA | pAes'-s'a.osje«_




PAO PROJEGT FINAL *E-‘-“?&'@”AW'N

The organlzatlon scheme adopted by ‘the PAO Pro;; ect 'came L.o be

very adequate, the constant coordinmation of activities and: the ;o
- timely decisicn making using the formal channels of comnm:Lcatlon,u A
'reassure :Lts efflc:i.ency. o L

‘6.- The projects will give sufficient authority to their |
coordinator and executor entities, with the purpose of‘.:_ L

reaching more flexibility in the execution stag'e. BRI

--‘Supplementary to what  has been - sa.:.d in the pre:v:.ous"f"',
- recoxmnendatlon, it would have no purpose to establ:.sh adequa.tef-__
'conmum.catlon ‘charinels if the executor and coordlnator entltles__
would not ‘have the authorlty nor the necessary attrlbutlons to“' o

respond to the onportunltles that come up durlng the execut:.on of_

".the progect._

: The main emph_a;s-is in tl'_;e design of the proj e‘c.t:"s,' shall be put on
' the determination of its objectives, goals and purposes, z.n t_h_e'*':‘
- definition of its basic guidelines, ‘and the formalation of the -

global strategy. The work methodology must be defined 'Within'" its.

' general characteristics, but the tactics shall be in charge of the -

coordinator and executor entltles to avoid rlgldlty J.n the

- project. It is 1mportant that the adopted tactlos respond to m@_
traced strategy :

In this mat.ter; the PAD Proj ect granted suff:.cz.ent a.uthorlty on_:

the Techm.cal Counc11 and the \,ouncﬂ, in the- entlty respons:.ble .
for the executlon ‘to allow the initially planned act1v1t1es}.=}'._j.

adjust themselves to the ca.rcumstant:.al needs.

Iﬁ.'any 'cas_e, the functi'ons and attributions. as_s_igried‘,' to‘tﬁh’e_ PCU _a_s:.'f' o
Projects Coordination Unit should be strengthened, allowing it to = =
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“coordinate between different p_rojects to reach greater ef-ficie_nc;y'f-' R
~in  the application of resources for the development of the_--_-

agricultural sector, ‘preventing a duplication of efforts w:l.th'_
. other pr03ects executed by official entities and USAID/Bolivia. . -~

7.- The monitoring model to be applied during the =

execution ‘stage, must separately measure the impa.ct§ on
-thé, ohjective, - the ~attainment of the goals and '~

C purposes _ and the fulfillment of the basic guidelinesr-__”f.;;

| _"'estabiished, : and_ of the global strategy developeﬁo
' The monitoring ~4nd ‘evaluation ‘activity ‘must l_bei'._
;_independent .and free from any :I.nternal and/or external o
._:I.nfluence or pressure. AR

Durmg the executlon of a pI‘OJ ect it is mortant to constantly‘,_'_-_ :
s evaluate a. serles of aspects, both quantltatlve and . qualltatlve. s

'-The project has' to be- evaluated as a whole, to guarantee it w1};]_
-reach the objectlves, goals and purposes which are sought, at 1ts
V'termlnatlon, The part:.clpatxon of a monitoring spec:l.al:r.st and the; -
- -appllcatlon of the evaluation process right frcm the start of the

execut:.on of the Pro; ect are recenﬁable.

o If the attalnment of an objectlve is. reached in detrlment of the-'-i"'
'goals and purposes the same project has established, the' i
| convenlence of- gomg ahead or correctlng the appllcatlon of the’

components,_ should be analyzed. Likewise, if these results are to-;'

_-be obtained settmg as:.de the established guldelmes and strategy SR
an analys:.s ‘should be made to determine if “the road taken 1s [

'.correct or 1ncorrect,

| In the concrete case of the Pro_'}ect under evaluatlcn among 1ts
'gun,dellnes it _establlshes the following: - : S N
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"'Tﬁﬂ '.‘F’wfeét will only wionk wzthagmuzmmc proctucst mm&ma o

"Th& technical aamatwm provided to the &ight pw'z.y pwd.'ace.'!.

o WMMWMMQWQ.WM
dgvdopment ﬁbdamamﬂb&atﬁmk, '

-'The Global Strategy of the Pr03ect included the followmg aspects.___.

davelopment azwmz.b, tm publm w.um puwzta é-m.ma ami (Puvata,.
o ﬁg*uc.cdtumi W@. Omgamzatmna (‘Pﬁ‘O)& a.na'. erm‘lﬁgf. th.em tO_"'

Stunu!ata and mobivate the puvczte agucultuuzl tmma acmh a.a. ! t:-.

-.Aupphea and ma&ketmg mgmza.twm. o :.mm.owa and increcae. a.s#.vm i:a
| -@lu.vata ﬂgue.ultmd *’P&adme&. 'Oo.gamza&m,ﬂ. i

) 'I‘ii' th'e "case' of' ASOBOFLOR/SERVIFLOR the convenience of om'itting? the
'observance of these guldel:.nes had to be evaluated to reformlate_ Sl
'the strategy of development to be analyzed in the context of ‘the
Global Strategy. According -to the = Global Strategy, = the |
participation < of other commercialization and input suppl:.er_'ﬁ
éompanies could had been stiﬁnllated instead of totally assum1ng._ A

the compllcated and complex comnerc:.allzatlon functz.on. -

‘B.- -sﬁpp_z.mm'uv _: TO THE PAO PROJECT

’IHE PAQ Pro;r ect has been an 1mportant experlence taken by
’USAID/Bols.vz.a and the - Govermment of Bolivia, ' its general
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objectives have been reached within the~terms of the PROJECT, but.-f:

they still have permanent validity; therefore, and 'withia :the°yf;ef]a

'reallty of B011v1an agrlculture, the continuatidﬂ'of'the-sdppcrt _?x-.
to agrlcultural producers * becomes necessarY. within 'fah.:;Tf“
'entrepreneurlal focus, to improve their 'income; product1v1ty-'“"
ulevels and proéuctlon increase. Consequéntlyi_ we SUQgest thei';“_ .
~ search for a mechanism which in cur opinion shall cooperate in the b
,follcw:.ng aspects- _ - R R

S1.- TschAical-.Assistance
We understand that the productivity levels in moSta"cf “the |

agricultural activities are still deflclent, consequently the7%€fe r
‘investigation of the sector shall be faced in depth and employ1ng}3;fj}}f

more. resources seeklng for results of 1mmed1ate appllcatlon.;'

Another important aspect Zis. the soils- uSe; handllng and7j€" g

‘conservaticn; any new project must direct part of its efforts tojf”___

~ _the orientation about how to prepare the soil in new areas,}W1theg?;'_“e
“the dbjective of preventing the ecosystem deterioratiom. Programs

should be adopted to preserve fertility in the presently‘exploxtedrféif,f?

"-areas, to prevent degradation, erosion,’ soil compactlon and otheru_j-ﬁ*
'aspects which cause the SOllS to become useless in a. shnrt tlme

_s;Within:tthe frame of a producers support concept,. it "bécqmesrT5f-”
 necessary  to supplement the previous concept ~with  the |
reinfor'cement of aspects of significant importance . such as thef'

“adequate ase of technologlcal packages ‘and post harvest handllng.

LikeWise,_ it is recommendable to close the_ circuit :withi S
‘capacitation in modern commercialization technology for prcducers,t[iﬁf"
11ntermed1ate merchants,- wholesalers, retallers, etc., to reach.”?“”“

eff1C1ency in all ‘the links of the commercialization chaln

. '_-DE_CEEBER,_ _1992 L USAID / @IL.WA o PAGE 42 0F48




PA® PROJECT FINAL EVALUATION

2.- Support in the creation of Service Companies

The success of the producers is reached not only with an adequate
work in the field but also attaining adequate costs for producﬁion_.

-' inputs and reasonable prices for their products. In many places of" '

thie country the commercialization of 1nputs and the ga.thermg a.nd-

storage of crops lays in very few bands an in some cases there isoo 1
a total absence of suppllers or storers, conseguently the. creatz.on -
- of “1nputs centers" would be an important experlence, _ orgam.zed byj;';_

the agricultural sectors,' contributing to decrease the ‘production:

costs, becax._se through ‘this mechan:.sm better ‘prices can |  be" __
. obta:.ned because of the large volumes negotiated and because

. supply is also timely; the gather:.ng and storage centers have,-

become = important experiences = within the coamercz.allzatlon-'

' operat ions.

In bot:h cases  the actlon of these service companles should be
-1:utu.ted to the functlon of price regulat:.on .elements and in- no; o
'_51tuat10n shall they become monopolies or companies whz.ch would RSl B

practice _dumpl:_.x_lg operat:l.ons or unloyal competence. In any case,k

the activity of the sector (the trade) service should be

transferred to the private sector once its function is. cons:Ld_ered‘
fu'lfilled by creating competence and a degree of _cOmpetitivity. '

3. -Support in the financg.ng ot the mmrcialintion of_:
Production ' ' '

‘The financial support for the commercialization of the _pro&nx_'ct‘f:i.on~'_"'-"'-- L

becomes necessary, helping to obtain reasonable prices for the

sale of production, the mechanisms to use may be diverse; in some o

cases the commercialization services organized by the same

producers could be financially supported such is the case of =

"FEDEAGRO good results have been reached also with the system
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applied 'to wheat conmercia;lization, that is the financing ecﬁnes-._*-_ -
directly from the buyers or other storage companies who send the

productlon both to internal and external markets‘

One .-way or =c_>th_er-,, the PAO Project has created expectancy amn'g 'the_'-'
producers and their organiiaticjns, llkewz_se we believe the actioms -
1n:1.t1ated in several reglons to secure the results obtalned up to,' _ o

“date shall be supported, consequently it is necessa:cy to ;":‘ R
h supplanent those action with the aspects mentioned above. SR

- For: - thls purpose, we. already count with the }mcwledge of the‘. L e
_ negotlata.on ca.pac:.ty of many producer organlzatlons and a very.
.good - base to- analyze the needs of each reg:.on and the most._':--

: mortant production sectors.

4. 'Specif-i'c "R:ecom:ma_tion' in the cas_e of anI-rLOR ’

In the c_ase' of the SERVIFLOR company, which was crnated by t_he R
PROJECT to solve the flower commercialization problem im °
- Coclz_abainba. ‘we recommend to practice a fimancial :mprovementf-
operatidn paylng all debts and mmedlately after that selllng the:. : j
business to the commercialization sector or some other establz.sned'_:_z ity

’ flcwer producer fz.rm.

'_"5.'-- Refomulation of objectives for' the UCP_ |

e °°ns-1der that ‘the UCP may play a very uu,portant role in the L
coordination of future projects to be developed ma:.nly in the :
prlvate agrlcultural sector. We " have cbserved, dur:.ng the"'
* execution of the Pro;ect and other actions Wthh are being =
' developed by the Government of Bolivia, USAID/Bolivia and other.'. L
| organ:.zat:x.ons, that a larger degree of coordination is needed to o

prevent the dupllcatlon of technical and flnanczl.al efforts. '
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Consequently, this unit should be ‘assigned with the permanent.
 responsibility of being in charge of the coordination of the

projects and programs for the private agricultural sector. .

C.- FOR APPLICATION IN THE BENEFICIARY ORGANIZATIONS

The producers organizations, should perform other type of actioms, | |

tending to their institutional strengthening, by assuming the - |
specific roles which they were created for; carrying on not only'3 o

global character actions, -but also senrlce fuIlCthDS for thelr
members assomates Among these we may mentlon the follcw1ng.

1l.- -Strenﬁ_then its presence among the produc_ex._‘s.

-~ In many cases the actions performed by the sectorial or_ganiza.tions'

(trades) are mot known in their true dimension by the producers,.

this could be because the actions are ylcbal, which on their'"own--f_
characterlstlcs do not Jm;)ly a direct action with the assoc1ates
and do not get an adequate dissemination. On other cases, even
‘though the actions are done d:.rectly with the producers, very:
.seldom can these actions be carried out with all of the pro&ucers, : o
consequently 1t is deemed necessary to count with an 1nformat10n S

N and dlssemlnatlon department whlch would prepare information - for

the assoc:.ates and producers in general

2.- To establish financinc 'mechanisms-' which will allow its

functioning, consolidation and sustained growth.

The basic problem that most of “the producer erganizations' fac'e_,g is.
‘the financing of their activities; although many of then have
'esta.b_lished contribution of dues mechanisms, the collection -
systems are weak and do not mean a permanent solution for. the
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growing funds requirements to cover their activities. In ’some_
other cases the contributions are minimal and not sufflclent to

pay for the necessary minimum personnel to develop actions. of some'
mxportance, least to generate sav1ngs to establlsh an 1nvestment

fund to reach the ¢ mmsolidation of 1ts physical struct:ure..

Consequently, it becomes mandatory for the organlzatlons to start "
programs whlch would let them raise funds to pay for the serv1ces

‘they provide to the producers, probably through the supply of |

inputs and commerc1allzatlon of a portlon of the productlon. Theyf

also _should ‘take contact with some development_ organ;zatlox}s c}r

institutions to obtain resources as donation grants or to create

trust funds that would generate income for the association’s
budget, attaining its physical infrastructure strengthening

(ins_titutional headquarters," - office equipment, warehoius_es_,”

vehicles, etc.) in order to guarantee its continuity and sustained -

3.- Inter-relation with other institutions.

" A gfeat_ number of institutions exist in the country, . such as the. o
development — corporations, Dbilateral  cooperation agenczes,:_:.. P
cooperatlves, investigatien centers, universities, NGOs, -etc., S
. prcvz.dlng serirlces to the agrlcultural sector. Some of t"h'es'e'.-
"actlv:Lt:.es are simultaneously performed by two or more entities, B o
.-dupllcatlng technical and financial efforts; many o_f_;__the"_- __
activities the sectors (trades) must develop may be assisted'_'_by'_ e
_the_se organizations. In consequence 1t is necessary to ectablish

the coordination of work programs, without losing the 1dent1ty or

specific functions of the individual organizations, and let the & .
work plans be developed orderly and efficiently. We consider that: g
- an approach and negotlat:!.ons w1th this type of organlzatlons
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should be'done by the producer sectors (trades)? they should act*

as coordlnators in- some cases and as executors in otherss

;leevnse, a strengthening of contacts and relatlons w1th other'

producer assoc:i.atlons from other departments of the country . should

'be fostered; thlS would allow to work in a coordinated way, as a

functlon of reachlng p051t1ve results for the common problems each
sector or trade faces. - : - -

' 4.- Organizing the producers.

It is deemed necessary to coUn_t with Promoters to- assist the

.producers organization, in many circumstances providj‘_n'g services

to the producers becomes a dz.fflcult task because of ‘the lack of

organization in their communities, or due to their geographlc

d:.sperszon. Consequently, it would be very :|.mportant to consuier

the creation of an institutional promotion department ‘which would S

allow the provision of services, establish information systems and. |

efficiently develop a series of other activities, getting mutual =
-benefits both for the producer and the organization. _ I

5.- To adequately definme its field of action

It is evident ‘that many of the agricultura’l sector organizatioh's _

in Bolivia are weak institutions, they need to seriously face : o
. service activities for their associates, the farmers prob?ems are
‘also numerous; however the whole spectrum of the producers_ -_

problems can't be covered at once given this would make the g
solution nnposs:.ble ant the effort ‘dispersion would decrease the

-institutional efficiency.

In consequence, each of the entities must clearly define whiéh are

the most important problems they face, and decide which of those
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_may be solved by the same organlzatlon u31ng its own *esources
and then focus their action to work on them, seeklng the supportk
- of other organlzatlons in the fields cooperatlan 1s offered The-_

criteria must be kept to let each cne do his work; the State solve

the'aSPects which are in Charge of it, the producer organizétidns;l b
the cooperatlon entltles and the producers themselves, 'sorving'f;v.]- '
thelrs, ellmlnatlng ~anything that would ‘mean 'some. typeﬁyef:_-

paternallsm" toward the farmers
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L ;--umo DUCTION

. The A55001at10n of 0il: Crops and Wheat Producers, ANAPO created35
in 1974 is a trade union which groups together the 011 Crops: and‘

wheat producers in the Department of Santa Cruz.

Its.main'objeotives-are:-to defend the rights and interests of?the"jlﬁ”"'
producers to promote and strengthen the development'of oil seéd;. :
and wheat crops and to strengthen the institution to prov1dego X

' eff1C1ent nerv1ces to the producer

- Undoubtedly, this institution which has been workiﬁg for eighteen :{é,foﬁ5
‘_yearS'in favor of the producers which'represents,'has been able”to-1
efficiently reach, at . the end of the 1992 fiscal year, the

objectlves for 'Whlch it was created. It 1s today' a leadlngu

institution at regional, de paz*mental and national 1evel._~'

Much of the success that ANAPO has had is due to the-fﬁfﬂ'
profe551onallsm and dedication of its dlrectors and executives: whoff,i;f'ﬁn
' have proven their capacity and respon51b111ty managlng the_
'Instltutlon's assets to reach their objectlves. ‘The  interest: for97'1 _
" the development of their sector, the region and for ‘the well belng'fffif

of the producers guided their actlons dur1ng its. exlstence.'

' The PAC Pro;ect recognlzed the Institutions efforts and after anfrkﬁ'
analyszs and an - evaluation, selected it as 'benef1c1ary' of theQJeﬁ‘f
‘Project . in the department of Santa Cruz. The Permanence'ofji1éf*
' ANAPO, as a Pr;vate ‘Agricultural Organization throughoﬁt _thé;-'i

Project;'proveS'the degree of responeibility in its participation;

being this evident upon the evaluation of the results once the" o

assistance to the Project flnlshes after four years.
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The most important thing is that the Pro;ect is able to reach 1ts=,:}'
goals and Ob_'_l ectives with this Instltutlon, strengthenlng and - s
developing the Association itself. It is important to empha_s:f_ze-
-~ on this subject, that the means used in a project in or':dei‘_'-_t';b: "
reach its objectives, often become Qoals' based on the. e'f';f_ort.'_
'required. .- In some 1nsta_nces on the contrary, 'because of "t'h'e-};_'
-eagexﬁess t'o._ reach the Obj ectives, the Pro:pect sacrlflces the g

' Ob] ectlves of the Institutions through which it is. actlng.

| " Outsjtanding on this subject is the work done by the Project p‘i‘ier;_i o
' the selection, searching for beneficiaries that would allcrw to
work towards the obj ectives of the Project, and looklng for the,' ' -
appropriate Organizational Development 'Strategy to reach f"-its o
purposes. The coordinated and responsible work ‘done jointly by .
the _ Executlng Organism, Ronco consultlng Corporatlon,- and the__:g .-
: Assoca.atlon during the execution of the Pro:ect must be pralsed. SR

II. EVALUATION METHODOLOGY

-The following methodology was used to obtaln the 1nformat10n for

the evaluation: _

. Detailed Analysis of the goals and objectives of the Project
.':Detalled analysis of the goals and objectives of ANAPO '

. Review of the documents of the Project

. Analysis of the documents of ANAPO

. Field visits

. Personal interviews.

nscgubﬁﬁ, 1002 ANNEX ! ANAPO PAGE 3 o#;_és'
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. 'PROJE_CT ACCOMPLISHMENT

The -results_ obtained | in .ANAPQ"S evaluation, are _-Zpreseﬁi:ed_-_'
following the order established by the Scope of Work which states -

that the requested 1nformat10n must answer a serles of questlons' -

whlch w1ll respond a main question of 1nterest to USAID/BOIIVla.:

. MAIN QUESTION

Did:  the | Private Agricultural Producer Organizationsi"

project accomplish the purpose and objectives stated above - o

‘and reflected in Amendment N2 67

. 'I'e' increase :i_.nco:ﬁe on farms and Tranches: -:t:hrez.;xg"h";*__. . s
. increased yields, expanded production and increased

marketable surpluses, including exports.

agricul tural producer organizations to provide services
‘and - increased incomes to members. ' ' S

‘. To strengthen the administrative, financial, technical P

and marketing capacities of the producer associations”'

TAnnex 1 Reviewed Description of the Project, of Amendment N2 6 GRANT AGREEMENT :
. BETWEEN THE REPUBLIC OF BOLIVIA AND THE UNETED STATES OF AMEFHCA, PRIVATE

- AGRICULTURAL ORGAN!ZA'I'iONS PROJECT.
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. QUESTIONS

| '-7:?3; thene @ demand among private. ,ﬁgm&udfuaal Producen

_.‘f)u;vuzaiuwut:nsnduﬂA.EU& tha.ganda and/or services the pkopmi.ui}f ey

‘-'Azzkrng to umpﬁﬂvé7 To auhat exbud:tahtha dkytﬁ#unﬁnt of ﬂnnkﬂe-é3'”'
__goodﬁ.OQ AEQY%&E&:dERHBMi dhunam? | “

N Generally,.the producer who is assoc1atea to ANAPO expects direet-f,?e
.'support from his A53001at10n in order to obtalne,-' ' ol

e Better yleld and 1ess productlon costs
. F1nancrng for the sector
. Higher prlces for hls_products

To what extent ‘has the .PAO Project supported ANAPO to lmprove the T't
}serv1ces requlred by the producer to reach his ob3ect1ves° - o

" ABs far as’ better vields . and less productlon cost is concerned the i
PAO Pro;ect has glven support to the executlon of the folloW1ng

- "act1v1t1es

. Elaboratlon of the Wheat Five Year Flan _ Lot
-4f.. Monitoring and follow1ng up of the Wheat Improvement Plan IO
P Elaboratlon of the Sunflower Five Year Plan |

P PllOt plan for recuperatlon of soils’

Recuperatlon of the productlve potent1a1 of the 30113
Malntenance of. fertlllty of the 50115 - :
50115 Conservatlon L

__':. _15Safe ‘handling of agro- chemlcals
'o,.'-sHand 1ng of crops . _
R =Hand11ng and conservatlon of graln in storage
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o term a plan to promote the appllcatlon of sunflower meal

'-.Wlth the elaboratlon of the sunflower and wheat Five Year plans, L
~ the farmers are given the opportunity to rotate their crops durlng SO
'_-the w:Lnter ‘allowing them to diversify the risks and to glve a
'better use to the soil resources to improve their 1ncome. : S
The results obtalned with the Wheat Plan, regardlng plantatlonz"-_"'_
: s:Lze and yleld have surpassed the expected results.- 'I'h:.s makes' -
'-1t poss:Lble to assure that the Plan has .‘oeen a success. - '

Rega'rding 'the' Sunf lower Plan, although it is ‘not a tradltlonal "
reglonal crop, the oil 1ndustry in Ssanta Cruz is. already producmg’. :
sunflower seed oil, which has been successfully accepted in the .
local market and mlxtures -of soybean and sunflower seed oil are?fl
:- exported | - R | B RIS
With the support ‘of ‘PL-480, ANAPO - will execute during the next’_.

' With the support of the PAO Proj ect in the tra:.nlng of producers.'*-i_“'
by means of the ‘pilot Plan ‘te recuperate soils and courses ‘on:
safe handllng of “agro chemlcals, ‘handling of crops and handllngﬁpl
,and conservatlon of grain in storage, ANAPO has been able to helpff7~
" the producer to reach h:r.s objectlves of lower productlon costs L
'- m1nta1n1ng the fertlllty and preserv:.ng the soil and reduc:.ng; S
1oses dur:.ng the process of harvestlng and storlng gralns. |

“In. reference to £i 1nanc1ng for the sector, the ‘PRO through the S
:_'Wheat Flve Year Plan, has obtalned resources from the PL . 430__ to R
f inance wheat productlon._ o L '

.Regardlng hetter prlces for ‘the products AN:APO through the Wheat o

o Five  Year  Plan, has obtalned financing for the mills wh:n.chl T

, “purchaSé : wheat ‘produced in Santa Cruz, with the condz.tron that
" ‘the producer be assured . by ‘the J.,ndustrlallsts ‘and prlor sovgl_ng [
"ntlme ‘a minimum prlce- : : I

.-‘SIIII'oEc.éﬁ_B'En,- ._.?1:992;4 r _ ANNEX A [N]'-A.[P © _'#AGE' 6 OF 25
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The f1X1ng of this minimum price . results in a benefithfor'thel T
: farmer : P

"The support given by the PAO in the enlargement of the Seed Plant"' "
'and the - spec:Lal:Lzed tra:.n:.ng on seeds, Allows the seed producer to_
"Vlmprove hlS 1ncome though a better and more eff1C1ent handllng of”

h1s product

In synthe51s, the support glven to ANAPO by the Project, has been e |
_.geared to the areas in which the producer is the first one to E o
really be 1nterested seelng that a better service given by thef"

l.ASSOC1at10n can dlrectly be translated 1nto greater beneflts for._g
Producers.' | ' o

2.~ Did the m.o;ect inthoduce and explain the Private ﬂgmuttmd_ﬂ
: _ffmodacm O‘a.gam.zatmn.a. p'a.o]ect to the b.enctcuam n c; way that
B ?qoumta ﬂgu.cultm.al ‘Pwdma. ‘Ouganizationa can aﬁm and. mm: T
 aequined on the part of these organizalions membershipa? Wene the
-appmpwtemmampzacaa:mecmmmqum,mtmgn'
-andiunphynenhﬂian? '

,_The PAO. Progect was clearky understood from the beglnnlng by the;
' ANAPO dlrectors and executlves Although it was taken. 1nto accountf

that the assoc1at10n was 'g01ng through a- maturlng perlod. thef

Dlagn051s made by Ronco in 1988, spotted some weaknesses 1n the;"“
‘activities of the Institution, that is to say, in technlcalﬁ
: a881stance given to its members as well as in 1nst1tut10nal

a.spects nevertheless, 1t was clearly understood that. the. Project.

S _.was not able o] g::ve its support to all’ the spotted aspects s:mce-
- 11t had to deal w1th the requlrements of 30 organlzatlons. o
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_The work had to be carefully coordlnated in order to establlsn__
prlorltles 1n the assistance to be given by the Pro;ect taklng'e :
rlnto account ANAPO's. capacity to flnance with its own resources3
the part correspondlmg to the act1v1t1es to be a531stei by the-

Project.

3- Waa the puwject ahle to Lnlpl.sm.snt the mgmzanm
_-qmangpnuui..Sﬂudcgy (fﬂDSD ;dan Lndnﬂzy formulated got thgg ﬁ:ﬁgrq,:

ouauuzaﬂnna?

hANAPO is one of - the four PAO’s that - received assistance dnrlngﬁ-'itTa“

~the four years in which the. Progect -was executed.

In the orlglnally formulated strategy Development Plan, ;the}f |

*-_as51stance given by the Project was based on the assumptlon thatrh ;
=the consolldatlon of ANAPO as a Service organlzatlon was based ons_"'
. two ' main areas which requlred spec1f1c resources and.'technlcal_;

; a851stance‘

.a) Soybean exports - . _ _
b) The renderlng cf technical ass1stance serv1ces to productlon

_In addition to those two, ‘the need of technlcal ass1stance wasr?,i..,”
-.present in secondary areas such as the flnanC1ng the exten31on ofr:_” _
_the seed plant, computer training, tralnlng in financial plannlng,h]'fvfh'j
_cOunselim;  in communications mechanisms in order to improve, the .
level of -participation ‘and identification of the members w&thh;sj
5'the1r organzzatlon and the a551stance to des1gn alternatlve faaays;_fE

to attract the contrlbutlon of the members.

'”After an evaluatlon of ‘the PrOJect was made in 1990 'it”'wa"s"'= .
'con51dered that the Project’s support to ANAPO has to be changed_#ﬂéyi“ﬁ“
‘and adgusted,to the reality of the institution, the emphas1s had }"'"

oecempem, 1902 ANNEX | ANAPO  pace s oF 2
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—

t'o be less on the: 'strengthening 'of the institution and -Qreater' in

| _'the phy51ca.l consolldatlon of the plant and in the development:' of._j_
act1v1t1es that dlrectly affect the sectorlal strengthenmg of the
' producers. _ ' : g

In reality, at that time there were two strategy 'develomnt a

~ plans, it could be stated in first instance that the complementary N
i plans were almost completely carrJ.ed out: as they had orlglnally_: o
o been foreseen : - - _ . _ »

) Howeirer, there are two critical points:

a) The _commnioations ‘System. that was : established  in the =

original Development strategy in order to improve the. levels of ST
:participation COmnication_ and 1dent1f1cat10n of the manbers;}r:_j_”

with their organlzatlon, is contemplated in the second plan as an

'actlv:l.ty to be supported by the Project,. but under a new pomt of ._
3 view, ‘What initially had to be a conmnlcatlon system to-_~_-
-strengthen the' relatlonshlp between ANAPO - and 1ts members "

became a communications system for the agrlcnltural sector in ;'
- general being its main objectlve to complement the transfer of

technology, and its secondary objective to complement ANAPO’ s, R

:mst::.tut:l.onal strengthenlngr in its capa01ty to render services.

. b) The requ:.rement Wthh was present in the or1g1na1 Development'f_' Sy

‘Strategy, of ‘assistance to design alternative ways to attract the
contribution of the members (if the industry ceased to be the RN
-retention -ag_en_t)_, was not included in the initial work plan_,- and -

~ in the work schedule for the second phase of the Pro;;ect it 'icas s

~only contemplated to ‘elaborate a members registration system that.'_:'jf :
did ‘not go as far as to _ de$,1gn alternatlve ways to attract"._‘;-.. R

contr:.but ions.

. Decewsem, w2 ANNEX | AWNAPO  Pacc 3 oF
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These two aspects which were 1dent1f1ed by the Pro;ect from them_T :

: start as ANAPO s weak areas, by the jOlnt a551gnment of prlorltles:_
in the activities to be assisted by the Project, were not
contemplated in the work plans. | | SR o

A profound analysis of ANAPO would make it poseibie to state.that:

the support in those activities should have been a priority in =

order to consolidate the association from its foundation, as it
- will be explained below in the answer to the fourth question. -«

| 4- What progress have the Puvate Agucultural Producer
‘Oaganizations made in achievement it organizational? LR

_'The'support”giVen"te ANAPO by the PAO Project, complemented by the;f~
support which is currently given by other. organlzatlons, ‘we couldfﬁ“ £
- assurz2 that ANAPO has developed to such a degree . that it can .

efficiently perform the services which it. renders to eitSje"}'

'assoc;ates,' to reach the goals which are the purpose of its

creation.  We could affirm that its 1nst1tut:|.ona1 goals have L

7a1ready been reachcd.

As _an%_institution, ANAPO has a great prestige at"regional?.ﬁ S 0

5_natioﬁa1 and international level and it is considered as a leaaet.f7
institution in the agricultural sector. However it still has two
. weaknesses: ' ' o :

._The'oil'seedjanduwheat producers are nbt quite conscious'of'the"'
-~ power it 'has' and of the - great eupport they have from the’

Assoc1atlon which represents them. The" degree of leadership that-,t R
ANAPO has among institutions that are at its level or hlgher,:ls]:f,;f""

~-not qulte as strong within the assoc1at10n itself.
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. As a consequence' of the weakness above described, ANAPO has not.
| been able to make its members conscious of the multlplylng effect
represented by their financial contributions to the Institution,
in such a way that the producer understands that his- contrlbutlons'_
are not an expense, but .an 1nvestment towards greater future’
‘benefits. ' 3

: It can not be said that ANAPO has not worked 1n the mentloned- 7
-arcas, furthermore, it is still making an effort. towards-

- _consolldatlng its image among the producers. For the 1993 flscal_
year it ‘as been foreseen to create a department of communication |

fw1th the producer in order to relnforce and coordlnate allt;
act1v1t1es on thlS subj ect ' '

It is convenient to emphasize at this point, the iﬁfluente t.hat
the opportune assistance in these aspects would have had :m the:- )
degree of development ANAPO could have in the __relatlons_hlp _wrt_h '

the_producers it represents.

5 9n what woys has the pa.o;mu zmg-t.c_m and m—tam
techm.cd_ a&.au.tﬁne.e m&tmed the davelopmsnt. of the mgm:zatzm '_
aotivitiea thal ate mzubutmg to aehievement. o the. p.,w;mta'
.'PH‘LP!J&EMQOGI?“ |

-."All of the technlcal ass:n.stance programs supported by t:he Pro:gect_-_j'-'

“have resulted 1n better condltlons: and greater beneflts for_“'j‘ ‘_ L

o producers .

'.'The extended dry:a.ng and storage capac:.ty of the Seed Plant ant thef'

training provided in the management of these plants, make it . -
. _pc;ss:.ble to offer the seed producer ~associate better Ser‘ﬂcesf'_-_

o tz_mely retept:.on of seed and more. eff1c1ent proceSS1ng of the

--same, represent a better income for hm

P At S e e
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'For the grain producer, the use of a better treated Se'ec?.,l'_ dlrectly :
implies better vield in production and consequently better .income.

The Five Year Plan and its monitoring and fcllow up progrm, the-
- research for new varletles which are adequate for each wheat area,_

the use of technologlcal packages which are prepared for eachl._ B

_produc:i.ng zone, the technical assistance given to technlcz.ans who'

were tralned in this crop, the courses, which are dlrectly'lj: LT
offered to the producer in the handling of agro chemlcals and in - R
‘the handling of Crops, the opportunlty to obtain timely . flnancmgf-_'- o |
‘and a fixed minimum price for the production, ostensibly improve =

the income received by the producer, which besides improving his = | .
profit helps him lower fixed expenses in his farm and mamtaln-j R
"the soil better with the system of rotatlng soybean in the sumter

and wheat in the w:.nter.

_ With the same purpose, the Five Year Sunflower Plan has been- . | v
elaborated It is expected to oktain similar results Lo £ha se Off'_t'-.'-

the: Wheat Plan, belng the sunflower crop for wmtez. som.ng._ _

Indirectly, the technical training of ANAPO s prafessz_onals has
made it possible to optimize the exploitation of o0il seed and

'wheat crops ;ncreas:.ng yields and decreasing cost per _hectare.. S

| 'uzm.kmg uu.th. the Privale ﬂgm!tmd ‘P'mduc.ﬁ. Oaga.mza&ma.?_

AIEPO ‘has received as donmations from the Project, vehicles, =<'i:f-f:f:i.<::_ee B

equipment and the design for its institutional headquarters.

* DECEMBER, 1992 TANNEX | ANAPO PAGE 12 oF'.;%_ 2@
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The vehlcles have allcwed ANAPO's Technical Department to extend

the geographlcal area’ of technical assistance to the producers, i
“the computers have substantially - improved the Association’s
' systems in what refers to administrative - £ 1nanc1a1 1nformat10n o

as wel}. as statzstlcal information which is processed.-

) with the 'dési'gn for the 'institu'tional 'headquarters, ANAPO was able .
to obtain from the PL - 280 financing for its construction, which
'_"f.ls already in progress and it is expected to finish the bul,ldlng !

bymarch 1993. '

It has recelved a credit of Sus. 100.000 for the expansio'n of t'he'
Seed Pla.’;lt and at the present ANAPO is expanding again the storage s
. capacity of 1_.t_s .p_lant financed by PL-480 so it can _adequ_ately..

store all of the processed seeds. During the visit to the Plant we

‘were able to verz_fy an overstock produced by a lag in the smnmer_ ) "

sowing date.

7- Wmt: ge:nmalig mf. g-wff.ct mmcc& ba:n ad.cqmte !:o
‘unplement the Orgarizational Development Staategy (ODS) plan o0
to ampmd to windouss d* oppordunity? ffaa the ,cno;ect been |

- to windows of oppmtwuty not

tme.um tn the c’ugumi. PQO[EEI m‘)

The mteractlon among the executlng and coordlnatlng bodies of the'- : = .
Project and ANAPO's ~ directors and executives, has allowed the . =
efficient utilization of the human resources as well as of ‘the

£ 1na11c1a1 and materlal resources pI‘OVlded by the Pr03 ect. U

DECEMBER, 1992 .“ AMN[EX{ I ANAPO PAGE 13 OF 26. g
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Furthermore, the depth of the Institution’s initial diagnosis made |
it possible to formulate a strategy of assistance to the Project..

'However, when some of the activities that were contemplated m the- RN
- work Programs required to be modlfled or complemented, . the.

response given by the Proj ect was adequate allowing the
modification of the initial plan in order to meet the requirements
that were present at the moment of execution of the work.. '

| 8- Have the criteric used in aclecting thia Prvals ﬂgmaltmd
_‘PwdacaOtgamzatzmpwmmd‘almzdmtouc"Uw‘Puva&"

ﬁgmuzmmqoaadmmmgmaabmtgtommmdym‘ ]
U:ammmthatthcpwfcctuabktomwcdc? '

1In reality, and in the SPeCif'iC case of ANAPO,' there were some .

aspects that significantly helped the Project to be successful

that were not the criteria evaluated for its selection ‘as’ the-'___-

benefz.c:.ary of the Project. These criteria can be class:.fled:
accordlng to their nature as follows.

| Institutional Capacity

Age of the Institution

. Management of the Instltutlon
' - Dlrectlve Capa01ty
- Managerlal Capacity

capacity to Render Services

. Technical _Capa_c':_i.t_:y'

‘Level of instruction
‘Work experience
Updating

- Age

_ :bE:c.E"BE._’_‘! 1992 &NWEEK AW A.E'5©} . s .14._ O:F" »




PAO PROJEGT FINAL EVALUATION

- . Continmuity in the rendering of serxfic_es
. Planning for rendering services

. ‘Availability of resources to render ser\é'ices_
Experience in the Administration of Projects

. ‘Execution of Projects

. Management of Projects

. ‘Resulting impact

.. Capacity to Cdmpensate

B E{_:onomic- ﬂn_anc:lal Capacity

. Solvency
= Economic results obtalned
- 'Assets
- Llabllltles
Experlence w1th Flnance Entltles

_9 ﬂa&.th&pwlec.ta. experience with Privale ﬂgucultwml ‘ond.acct_r-
_'Oaganaahmmmdcatmmthatugndaamoddm'
dupl.matwn? |

ANAPO is o’ne of the " PAO’s that could be used as an eXampie “to |
| - demonstrate that the executlon of Projects such as the Prz_vate:. ;
Agrlcultural Organlzatlons, can be successful in reach:l.ng the:l.r '
- .goals. and objectlves for whlch they were creat:ed. '

Sant:a Cruz as a region will greatly benefit from - sz_m:l.lar_
_pz_:ogects. - The agr:.cultural character:.st:.cs of the reg:.on, the L

|
<L
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‘way producers in the department have been associating for a. long e

time, the way the inhabitants in Santa Cruz identify themselves

 with their institutions, the nonexistence of ~conflicts between .

‘associations which are at the same time affiliated to a matrix

entity the Agricultural Chamber of the Orient, 1n charge of :
coordlnatlng the agrarian act1v1t1es of the sector and the{

existing agricultural potential, partially detemu.nlng factors for |

the SU.CCGSS Of a similar project.

The agricultural sector in Santa Cruz, requlres and - is ready to
‘receive the support of new Projecte which would provide fmanc1al o

and technical assistance to the producers, helping them grow and

‘reach a _1evel. of technical development which would give them"-"__

- direct benefits though larger vields, and :mdlrect ones by
'1mprov1ng the economic standard of the region, which will br:Lng__ i
' -ab_out an 1mprovement in the social and cultural level of all- o

inhabitants of Santa Cruz.

_10-— Was the pwject’s data collection, analysia and 'uspmtmg :
- agatem. adzquatz to monitor mo;mta progueas towards its p«w’ SR

'kave heen mf..numd to better deteamine pwfec.t buccesn? wmzt

impael can he deletmined neault from project mt;a.ventzm&.‘? |

: Th_e indicators to measure the impact of the PAQ Proj ect, in .ocur el
_opinion, have been claissified under very good standards, ‘in two Lo
tctally representatlve groups. The first one that measﬁ*eé the_'
m;pact of the Proi ect on the Institutional Development of the

PAD’s that it is working with, and the second that measures its

1mpact on the sector:z.al Deve}.opment of the Producers.

bEcewsen, 1952 ANNEX | ANAPO  PAGE 16 OF 25
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The system of collection, analysis and information is cempleté'andj,ﬁ'”
con51stent -quantitative and qualitative aspects can be analyzeda
and the methodology applled is sufficiently flexible to coMblnee
the reports from the Institutions with the first hand apprec1at10n“
made by the evaluators through direct contact with the members of - :
the Institutions which ~were evaluated and fleld visits Wthh:.'L 

enlarge and sustain the crlterla evaluated.

_Regarding 'the.-indicatOrs used to measure  the inStitUtienal' R
development —impact, they will be analyzed one by one in thefr.;_j'

spec1f1c ‘case 0f ANAPO.

Tastitutional Developnient .Inrpa.ct" Indicators.

1,- NUmberaof members

The verifications 1n the number of members have been measured only"
in a gquantitative way, which does not necessarily reflect theﬁeéf"
progress. of the Association in relatlon to its field of actlen Ifg'f
‘this criterion were replaced and the field of = action of the_-_'- e
organization were measured in a guantitative and qualltatlve way ,
it would provide better means to analyze and evaluate the 1mpact1':

of the Project.

2.- Increase in the income of the PAO‘s members.

This indicator, other measuring the institutional develqﬁmenti'
impact, measures the sectorial development, but if_we CQmpareféhis:' RE
‘income to the contributions made to the Association byj~the[:f5fe'ﬁ
:producers, a 'better indicator c¢ould :be ebtaineﬂ:- .on“tﬁe;_? ?fﬂ

recognition, by the producer, of the efforts ‘made by ANAPO- to e

improve his income.

'. SECEMBEB,’ 1992 ANNEX | ANAPRPO PAGE 17__05',;‘-_'_25"'-1
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3.- Self management Capacity

The first index, Capacity to Cover Operative Expenses, of the

 evaluation made by ANAPO, was measured with the index of liquidity S

" which evaluates the Association’s capacity to meet itSIShort‘termf.
commitments and not the capa01ty to cover operatlve expenses.
Instead, if an 1ndex, 31m11ar to the one detalled below, had beenf'

used:

- -Qngrasixe_lnnghe'j | Operative Income
' Administrative Expenses Operation Costs
Operation cOst-+-Increase of Assets

-.' ' ' Operative Income

Operation Cost + Increase of Assets + Cost Qf'Prbjectstz’H'f

We'éould-have evaluated;the evolution of the Institution to céver7‘

with own resources ‘the maintenance of ‘the post project cost } '

: structure . _

'If we made an analysis of the budget in ANAPOS'S Lechnlcal areaf
for 1992 and 1993: o : : : :

cost £inahced with own resources/ total budggted,céstg-?. ‘

 We would have the following results:

Term of 1992: 20.7%
Term of 1993: 22,7% *

~ * Scheduled according to budget

DECEMBER, 1-952 | ANNEX | AN AP ' " PAGE 18 OF gs_;__ R
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'An analysxs of this resuH: would make it possﬂﬂ_e to evaluate how . -
. the increasing tendency of the contributions fits to the evolutlon_.'
of the funds requ:.red to cover: the ever 1*1creasrng comm:.tments of"g:_ D
Compensatlon of the projects executed by the Instltutlon._,.- "'

4.- Capa-city to increase and 'diverizi_ﬁy finance 'sources.-_'

- The indexes el_eh_orated in point 3 of - ANAPO'S - evaluation _51:-10111& - E
have been_ used for this indicator. g R e

;,-.dVquuldlty Index
' Levels of mdebtedness 1ndexes,

B Whlch complemented with the analys:.s of credit conoe‘_ntré.tion-.'-.-.-‘:i."'
| 1eve1s and sources, would ‘have allowed an evaluatlon of ! the
. capltal structure, showmg -the degree -of dependence in external_l'-
'flnanc:Lng and cf the contrlbutlon of its own funds to. cover the:'j-‘
' 1nst1tut10nal rlsk. ' L ' -

'5.- Increase in the number of publications

.'I'hJ.s 1nd1cator is contalned as part of 1ndlcator N98 Uit would‘
: therefore be - dupllcated accordlng to our opinion, it could be- g
' : replaced._by_ the Insta.t_ul_tlon s C_apac:.ty to _Generate_ Slat:_l.st:q.cal
Informatioh - measuring the quantity, :Quality,:' _ opportunity_i and e
. degree of rellablllty on the same, aspect which ‘has been omltted B
in. thlS evaluatlon | FURR T

6.- Analys:Ls of the budget for the purpose of expenses ' _
7. Increase 1n the capac:.ty to render services to its assoc:.ates

l DECEMBER, '.19_92'_ = ANNEX I ANAPO PAGE 190F26




10.- Improvement in the -;‘"_fuﬁcticna; ‘model” of the PAO'S

_frIt would be adv1Sable to 1ncorporate in thls_'lndlcator the ﬁ
'-5analy51s of a factor that ‘shows the Instltutlon s 'advance ‘in 1ts
"fcapablllty' to plan 1ts_ operatlons and tc self evaluate its- own.f'

-'_._p_g;_--ee-Jeer FINAL evtw}ﬂ©mﬁ

_Theee two ihdicators could have been put together as one, show1ng
- the evolutlon of the Instltutlon in the eff1c1enqy of appllcatlonw_ o
C o of resources,. decrea51ng the ratio of administrative expenses.r':ﬂ?"
-related to the total operat:l.ve cost and the relatlon of flxed_ ‘
'.expenses .versus total expenses,_ and increasing the ratlo 'ofﬂ
;:dlrect expenses 1n the services rendered ' '

Eurthermere; thé analysis made of diversification; of . services; o

. makes it p0551ble to evaluate the flnan01a1 as well as the-“"
-technlcal evolutlon of the. Instltutlon. '

'.81'_'Inéreaseuin~the"1evels'of“cbmmunicatioh-and_exchange, -

Besides the aspects evaluated for ANAPO this 1ndlcator should;

also analyze the -number, class, quallt frequenqy and scope offi

publlcatlons produced by the Instltutlon.

9. Improvement inw1the 1nst1tut10na1 1mage of the PAO' 'wdtginrf'j

the agrlcultural sector':

ThlS crlterlon 1s of great 1mportance for At allows to v1suallze35ﬁu
~the - evelutlan of the Instltutlon regardlmg 1ts consolldatlan a-ﬂfh

reglonal departmental and natlonal level

. DecemseR, 1‘_55:2' T ANNEX n A WAP @ 'éggeés_,:sz..g;_ .
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. _programs, - proj ects and activity plans. "This indicator WOu-ld R
= 'allow an evaluatlon of the eff1C1ency in the ass:.gmnent of. :|.ts own ...
3 resources to rea.ch the long term goals set by the Instltutlon. o

-Regardixig the Developmeht' indicators for  the ‘sector® and ‘the 1 -
Producers, there are mno observations, they are sufficient and

co‘n__sist’en_t-_ en_ough to make the right evaluatlon of the Pro:J ect'

_ “impact. o

“IV. CONCLUSIONS

This _ cjhapter. will .ainswe:r the last part of question N2 10 2

- UJhat :.mpﬁctm h& d.r—:teq_mmgd WMPMJ;&& b enventi .' ?

- The 1mpact could be measured analyung the degree to which the.-“.__:
object:.ves and goals proposed 1n Amendment N®* 6, were, reached: E

through ANAPO:

1.- - To 1ncrease ' income on farms and ranches’ through =
"increased _yi_elds_, o e‘xbanded _broducti_on © and increased- I
mrketable_ s-urﬁiu'Ses, .including exports. : PN

--"‘hrough the programs of transference of technology tralnlng and_' | _
educat:.on, the Program : has contrlbuted to 1ncrease ylelds 1:1__'-_'.'_.
'crops such as. soybean, wheat and Sunflower' '

. oeciween, 1oz ANNEX 1 AWAPO  race 21 0F %
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gvox.w:on IN THE YIELD OF somam WHEAT AND smrn.owxn-
' 'IN THE DEPARTMENT OF SANTA CRUZ '
( in MT/Eectare)

YEARS . SRR
. 1989 - 1890 1891  ~1992(1)
CROP B : R
 Soybean - .. 2.05 1.36 . 2.00  l.48%
. Wheat - 0.81 1.61 1.32  1.51%% . -
Sunflower 1.6 1.3 1.20%

B SOURCE:'1990_— 1991 Seasons report, ANAPO.
L Paftial infOrmatiOn prepared-by'ANAPO_
e Wheat Report -~ 1992. ANAPO

(i) Tt must be noted that the~summer seasons of 1991 —1992 and w1nter of 1992 l;

were affected by the: cllmate condltlons at harvest tlme._

'I‘hé 7' expansn.on of- the productlon can be appre01ated by the
' evolut:.on of the cultlvated a.reas-' : o

;svoan:aR'OF CULTIVATED AREAS WITH soxnxnu; WHEAT AND H{'mfiiii
SUNFLOWER IN THE Danmm OF SANTA CRUZ
(in Bectares) ' '

YEARS

o 1989 1990 1991 1992
crOP e SR
Soybean ~  140.000  172.334  195.000 190.000%
wheat ~  13.316  30.219  36.614 63.917+%*
Sunflower - 10.217  21.500 - 11.500

. SOURCE: 1990 - 1991 Seasons report, ANAPO.

*:Partiai ihformatidn prepared by ANAPO -
%% Wheat Report - 1992. ANAPO
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R leew1se, the evolution of the marketable surplus can be measured   
from the soybean and wheat production data: ' -

EVOLUTIQN ‘OF THE SOYBEAN, WHEAT AND SUNFLOWER famn'{;f
sunrnowzn PRODUCTION IN THE DEPARTMENT OF SANTA CRUZ,
(in nm)

YEARS

crROP P8 190 e

 ;_sdybean_ ' 287.000 234.780 392.000 266.000 * .
© wWheat . '50.164  46.800  77.000%* . .~
Sunflower R 11.870  29.500 13,800 *

=--sonRCE;:1990'-*1991_ - seasons report, ANAPO.
% Partial infqﬁnation prepared by ANAPO
#% Wheat RépOrt - 1992.,ANAPO

The evolutlon exports of soybean and 1t:s derlvates 1s shown as_'.. 5
follows-' '

zvonum:an IN EXPORTS ‘OF SOYBEAN AND nxn:varxs'
' IN 'THE DEPARTMENT or SANTA ‘CRUZ
( in m) ' '

| YEARS -
c | 1989 1890 1991 1992(*;
PRODUCT . o | o o |
Soybean Grain = 78.157 = 67.744 112.835 45.174 _ B
" Soybean Flour = 114.384  101.505. 150.644 . 69.453 j-“ b
 Soybean 0il - 395 ~ 9.891  14.433 4.311

(*)' ?artia'l_ iﬁformation._of 'ex':po‘rts made from Santa Cru_(z up to Octobéér_: c.,:f:.:r-.'
1992. g ' L

eceupen, 1oz ANNEX | ANAPO  pace 23 OF 2 |
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It must be mentloned that the 1992 productlon suffered a 1oss-'
estlmated at 40% due to the cl:unate COIldlthIlS. e

2.- o strengthen and expand . the capacity of private

 agricultural producer organizations to provide services
- and __.increas_ed' incomes to members. ' S

The PIOJ ect has ‘not only contrlbuted to strengthen and 1ncrease' o
_ANAPO s capac1ty to: prov1de services to its. assc301ates.. “but also,;_;“

:|.nd:|.rectly through the 1nst1tutz.onal strengthening, has made :|.t'"
possible for ANAPQ to recelve the support from other pro:; ects :

whose final objectives were, to increase productivity, extend the .

agricultural borderlands in the Department, reduce the cost of'

production, -preserve the land and the enviromment, and as a maln__f o
goal, -t_c increase the beneflts_ for the producers, economic as -?’e].-l_*. s : :
as social to this way promote the development of the sector, the . | =

region ‘and in synthesis of the country.

3.- To strengthen the sdministrative, financial'- | t:echnical'i”

and mrketing capacities of t:he producer associations.

--_In' this aispe'cc the Project has made important achievements,; the“ '_ I
" adequacy of the 'Organic - Statutes of the: Assoc1at10n, the :
development of computerlzed systems Of: accountlng and budget, . B
control of the Seed Plant, reglstration of members and technlca}..: S

information.

Decewmen, 1002 ANNEX | ANAPO  pace 24 oF 3 |
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: Tfhe prov1s:.on of equlpment to develop adm:.n:.stratlve as well as.
techxucal a.ct1v1t1es, the credz_t granted which made possmle the‘.' '
exten.31on of the Seed Plant, the de31gn of its headquarters Whlch.--. o
made possible to obtain financing for the construction and the
-_tralnlng given at all levels within the Institutionm, has made ‘it .
-poss__lble to strengthen the Assoc:latlon to build an Instltut:.on' :
which is ‘mature, solid, a leader. in its area, in the reg:;._c_m ‘in - e
‘the department and at. nat10na1 level. x R R

. In summa::y, the exper:.ence of the Project w:Lth this PAO 1s o E
_worthwhlle to dupllcate for other projects, knowing that, it :.s';----
-poss:.ble to successtully reach the goals and objectlves. ' o '

V. RECOMMENDATIONS

‘As it was mentioned in question N® 3 'ANAPO still has two '.

weaknesses which - -should be . attended to, if po'ssible . it

recommended to somehow . - continue  supporting this Instltutlon, e
these two weaknesses should be a leOrlty. : '

' 1.- The Coumnfi(:atien’. system as put forward in the original. -

development strategy to improve - the 1eir_e1s of .participatien,-

commmication and identification of the members with their =
.1nst1tut10n. ' : : : _ .

2.- ‘I‘he requlrement noted in the or193.na1 strategy of assz.stance-'

in the de51gn of alternative system to attract contrlbutlons by

'the members (if the J.ndustry stops being a retentlon agent)

N ,.-pecmeea,' 1_592_' o INI!NIE}X I ANAPRPO .' .PAGE_ 25 oF.-;ge“..._':"
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ANAPO is . contemplatlng in its operatlve plan tor 1993 to createﬁ"
an  area w1th1n its structure that will work in the system of
ccmmunlcatlon to the producers. '

1f somethlmg could be done about these two aspects ANAPO ceuld

- really strengthen the base which sustains all of its structure not'
only to contlnue with, but to optimize what has been obta:s.ned mth- |
the help of the Progect. ' L L

DECEMBER, .-1992 | &NNE}X | ANAPO PAae._ .2_5.' oF 26 and
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ANNEX H

' EVALUATED ORGANIZATION: ASOBOFLOR

.--b.ECIE.g“BEJ& '5.1992-. - ANNEX I _.'&3(@@)?@.5‘%' TTERAGE 1oF 22 |




PAO PROJEGT FINAL EVAL @A‘E’B@)N

'DECEI'BER; 1992 ANNEX 0 AS@@IF[L@E‘-’R. | PAGE 2 os= 22 B

I.  INTRODUCTION

The Bolivian Association'of Flower Growers, ASOBOFLOR startedfits~7

activities in 1983 with twenty five members of which eighteen were
con51dered producers and seven plannlng to produce in the future.:-

The ASOBOFLOR Statutes contemplate rendering  the folloﬁing
services: Lobbying, marketlng, technical assistance, trainingzand'

 -SﬁpplY'0f inputs. The Statutes recognize the mixing  of not forV _? ;
Prbfit' trade activities, with company activities Qr mDreﬂf'i:
specifically commercial activities that are legitimate, to abgorb
some of the expenses to support the entity and the renderlng Of; .§   ;f

services to its assoc:.ates

In January of 1988 RONCO prepared a document. ”Dl&Q’IlOSlS and_

Organizational Development Strategy of the Bolivian Association 0f1 ,¢

Flower Growers, ASOBOFLOR”, which contemplates to implement . the
trade programs as well as the managerial - act1v1t1es.' T i

Incorporates in its strategy a Marketing Department, ~which is also -j£"'._
to gather, transport locally, process, finish and ship the =~ ..

product;

- In March of 1991 the “Work Program of the Bolivian Assoc1at10n of B
Flower Growers,_ ASOBOFLOR” was prepared for the 1991 - 1992; ;ﬁﬁ_,;p
'_Perlod The activities. which the Association must have as a tradeff h
'.organlzatlon, are identified and reviewed, and realizing, althoughf 

.a little late, that the rationmal marketing of flowers is. a real .
necesgity as well as a technology which requlres Knowledge and” S I

experience, created SERVIFLOR.
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At 'pres'ent, SERVIFLOR 1is working as ‘an independent organizatijon,"'_ :
' but absorbing a great number of activities which ASOBOFLOR shoul'd:
have. This Association is limited to try to solve the financial
problems of six of its associates. B o

- In February of 1992, as a result of transferrlng the ASOBOFLOR.. _
_ activities package to the PAO Project, a document was crated o
' ®Restructuring of SERVIFLOR Work Program® which contains mny
statements and. suggestlons for the future act1v1t1es of the"

.Company _

N. - EVALUATION METHODOLCGY

In order to - obtain the information which would allow an
.evaluation,-' the £ o-l'lowing program was developed: | o

. Readlng and analyels of documents,

. Interviews with off::.cers_ of sponsoring institutions .and ° |

executives of, USAID, RONCO UCP. _ Lo
.Iuterv:aews with- representatlves of - ASOBOFLOR an SERVII-'LOR |
. Interv::.ews wi th partlclpatlng as well as 1ndependent producers.
. VlSlt the fac:Lllt:Les of benef:.cxary an prlvate producers. o

W.  PROJECT AC.c_‘o.paersmsnr

'I'o reglster the results of the evaluatlon ASOBOFLOR/ SERVIFLOR we

- ‘suggest the sequence of questions as established in the Scope of .

Work, the answers to which are of 1nterest to USAID/B. .

DECEMBER, 1992 @\NNEZ‘K ] AS@@[F[L@IFR | pAqE_'s OF 22
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- MAIN QUESTION

Did the Private Agricultural Producer - Oryanizetlens-
'-project accomplish the purpose and objectives stated ahove'

and reflected in Amendment N2 6?

“C. ngienen.ghieghixeneann.znxnnnea of the Project

. To increase income _ozi farms and r'an_ch_es‘ -thi:;ouﬁh_
increased  ylelds,  expanded production and ~ increased .

marketable surpluses, including exports.

. To strengthen and expand the _'capa’city-' io"f private "
agricultural producer organizations to - provide se:wfi_ces; '

and increased incomes to members.

. To strengthen the adﬁiﬂietra'tive, finaﬁciai technicel_".‘._
~and marketing capacities of the preducer essoc:i.a*l::l.m:p.sArl PR T

thswxons-'

1~ 9a there a demand among private ﬂgucultm.d rmadap_m

Oa.gam.zatl.ma. nwnbeu. §or the gooda and/on seavices the p‘w[ect us.
| aeeking to improve? To what extent is the de.velopm:nt o m o
- gooda oA aeaviees demand dwm? |

T Annex 1 Reviewed Descnpuon of the Pro;ect of Amendment N26 GRANT AGREEMENT
BETWEEN THE REPUBLIC OF BOLIVIA AND THE UNITED STATES OF AMERICA, PRIVATE

AGRICULTURAL ( ORGANIZATIONS PROJECT.

i
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There was an enthu31ast1c initial demand and at the present there:
;s still an 1nterest to receive training, . technlcal a531stance;f

‘marketing and lobbying. From the interviews with producers,.lt_;se

sensed that they expected much more than what they got. However,

'__the performance of the entlty in the execution of 1ts own: work has L
been - poor, expectlng in many 1nstances the project to execute the: Che
‘association’s specific activities.

2.- r:)uz the pw,ec.t uzto.oducc and. expiam t.h.& Private pgmm S

fphadungn.IDannuuﬂkona.;ruyEct to the heneficiaries in G way that:]e

eraunsd that the olient has o elecr undenstonding of what the
. Paivate Agricutlural Producer Vaganizalions can.attex,andluwhat uxf;*¢ S
‘nequined on the part of theae organizations membershipa? Were the
. Gppuopiate chanrels in place at. the eu.tmatpkamct project. dc.'u.gn
'andfun¢d£nuudntuwﬁ’ |

The active members' of ASOBOFLOR have had a clear 1n1t1a1¥f;f'"'“°
'understandlng of what the Project can offer, unfortunately, due to_' ; :
frequent changes in strategies, lack of genuine interest in thefge§~"°'
| part of ‘the associates, diverging personal phllosophles and*? |

1nterpretatlons, ‘a climate of confu51on was created. In order'to;“_f'

-better explaln this situation, we will make a brlef chronologlcal o
o rev1ew of the mentioned changes. ' ‘ .

The Progect was presented. as an integral, technlcal a551stance .

program, in trade aspects as much as ia managerial ones, frem_ Lf*1 H
_lobbylng, ralnlng, technical service up to marketing of productse I

and supply'of 1nputs.

DEthss'g.,{as'sz."' ANNEX I ASOBOFLOR T pace 5 oF 22 |
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In January of 1988 a document was prepared “Diagnosis and
Organizational Development Strategy of the Bolivian Assoc:.atlon of

'Flower Growers, ASOBOFLG # ‘as an. instrument to_ guide the

activities of the Project, to give the beneficiaries what they = .

expected

-When the Pr03 ect found a group of producers, members of i:he _;'

Association,  with f:l.nan01a1 problems, the CommerCJ_al a Ct1v1tles - S AR

were given priority, with the understanding that this was the s e
weakest point and the most urgent to solve, the results were_ SRR S

negative. o

- Because of the pressure from other groups of producers and of the.-_
results given in the  evaluation of the PrOJect wh:.ch was made in

1990 and which identified that ~..the ‘Pm;ect wGA too o'ugnted to o »

| creale markeling enteaprises”, the Proj ect takes another ‘turn and

puts more emphasm in rendering trade services.

 In March of 1991, the ASOBOFLOR Work Program for the period. 199.1 - -
1992 is prepared strengthening the providing of trade- un:.on_ O R

- services. - To satlsfy the permanent demand of a391stance in
 marketing SERVIFLOR was Created in 1989, assigning to it . the_- Sl
-responsibility of marketlng flowers, and to 1mport and- supply agro«_' _.

. _ chemlcal inputs.

-As of March of 1992, SERVIFLOR is cons:.dered by the PrOJect as an R

independent PAD, confu51ng the trade-union and managerlal d.utles

by assigning it duties of techmical and financial assistance to - g
the producers, besides its specific ones of marketing. ‘Later it

. was decided - that this enterprise would not per1de any longer'_

the services of -'gathering, local transportatlon, and packing.
would .only receive the finished flower for its marketing in

oEceusen, e ANNEX Il  ASOBOFLOR  PAGE 6 oF 22
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foreign'. markets. However, the percentage that SERVIFLOR_ Cha'rg;es: Be RN

for its services remains unchanged, 20% of the return.

.~ Up to the date of our visit to this institution, (November 27,
1992)', only ‘two producers- had accepted the 'change. | o

B Another measure taken by SERVIFLOR which has created confusion

5 '.and resentment among the producers, is the blndlng c:ontract to
conmer01allze all of their production through SERVIFLOR or to pay
a heavy flne 1f they do not ablde the terms of the ment:.oned.
 contract. | ' S

The changes in . strategy work systems ‘and changes of dutles as ]
mentioned above, combined with the little experience, - false-:-_j B
expectations and lack of genuine 1nterest in the" part of the

_.producer_s, has resulted in confus:.on regardlng the understandmg.
of the Proj ect. . 3

3-— HJG.‘L the pm]£c.t chle to unpl.sment the MQamzatwm(i
- Development Strategy (ocb_s') plm t.m.tmﬂy toumclated for theA&

mgam.zatwnaf?

Although the Project prepared the Institutional Dlagn031s .and. 1ts--l' R
corresponding Strategy Development “Plan, the 'act1v1t1es thatlo o
o ASOBOFLOR was able to carry ' out are very few. On this subgect, we-l:

E”' must 1nd1cate that ASOBOFLOR 1s an orphan organization, w1thout-;l'

- an organlzatlonal and a functional structure, without a deflnlte_f

. . rol and without any kind of resources or income that would alKQW'-'

it to. work.

The PAC Pro:ject h.ac' significantly contributed to the areas' 'of

a tralnlng and admlnlstratlon, it has provided equipment and it has
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. itrade or of the secter: as a whole.

:jeVDue to the constant changes and adgustments in’ the strategles, theigﬂi
; ,.creatlon of. SERVIFLOR and the confu51on regardlng the. objectlveszhrr
1_.and dutles of each of the two organlzatlons,:there has been ng:1,~.

!°f;goa1 of 1nst1tut10nal strengthenlng, the courses and semlnarsﬁi
o : dlﬂtated by spec1allsts h1red by ‘the Proj ect -and the training -

f“ihtherflower growers,_awakenlng their interest in ‘the appllcatlon ofj_:“

 PAO PROJEGT FINAL EVALUATION

alsc given'technical assistance to the production and marketing of
flowers. The efforts made have had no results in thlS organlzatlon U
.that gave prlorlﬁy to. prlvate problems and not to those of . the”-;f

.In.'this 'sense, the executing- and'-coordinating-'entit%es of-*thef:
,t,prOJect were forced - to. make some hanges in the orlglnallyeit:
: .;proposed strategy, in order to make viable the objectlves an goals s
i'_]whlch were deflned for thlS sector'- : C

4~ What progreas have the Puvate ﬂgwmmz ¢ma.}_-
;v:ft)mgarnzndlana.numic.Ln.acﬁuﬁymynfyd:uta omganuzatnanal7 ' S

'progress cin the 1nst1tutlona1 consolldatlon and as a result ﬁh
nelther of - the two PAQ’S has been able to reach thelr goals._ '?

9n wfmt ways haa the p'w;acta tong-team and- ahmt-tezm L
Th“”tsehlucﬁl aAAaaLance nuntumad the dkve&uunent of tha a&gmwuzaiuwux S
| Gotivities' that G contributing to aehievement. aﬂ' the mo,acu*--._-,.
pm.poa.eandgoal.'?' L

'Although nelther of the two benef1C1ar1es was able to- ‘reach the”l

‘trips ‘for producers,.have been effective and much appreﬁlated byfﬂf;

,__3new technlques ;ef productlon,  indirectly benefltlng --the
:f';development of flower grow:ng in Cochabamba. 5

."‘-55??5“3'5&'_L1‘992§ _:__;,-&NNEX [ S@@Fu,@ﬁ T pace 8 OF az“
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' L1keﬁ1sé, the tralnlng programs for' the admlnlstratlon ' and"

management personnel of small bu51nesses ‘have also been useful

The. part1c1patlon of ASOBOFLOR/SERVIFLOR in the organlzatlon,'jof  t:E h=7?
‘logistic = support ~and recruiting of  training programs}_f.i'
. beneficiaries, has been efficient. ' ' : o

ﬁa.a. thc pw,vect wsed amal gmnt and anedit programa in

_'mmkmg with the "Puvats. Agricultunal Producer mgmtmv
. aﬂhat.haa.bwen.bha axpmﬁmenca of numkxng thia te&ouacc.aymuﬂmbtg7 “ *';”}"“3

e _ASOBOFLOR/SERVIFﬁOR have received  donations ~of vehlcles

'-telephones and computers which helped them.lmprove thelr services ”;;?,TJﬁﬁ
_'as well as',thelr. administrative and 1nformat1on systems.i[._ :__

Furthermore, the = Project has financed the salaries for the_l~5ﬁ”'":”
_ e:rployees of.'bot}'i' entities. | . ' |

_jAs stated in the preceding paragraphg' what wag 1nvested 1n.thesey”“'ih' S,
= 1nst1tut10ns has not given the expected results. . S

7.4: Wou_ genemtl.y h.a.w; project  acsources  heen adequate to:’ CRiEE
umplement the Onganizational Development Strategy (ODS) plan or 1

tbmpondtouzuuiomatoppmtmty7ﬂaathepw[ectbem
audficiently flexible to nrespond to uq:uﬂxaa. ot' o;unudluutyf nat

."&m&mﬁzn.Utthz:ouguudquwectcﬂuugn7
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The resources, human as well ‘as financial and materlal that were'”__‘ -
. assigned to the Proj ect, have not only been adequate for the R
_ _1mp1ementatlon of the Institutional Development Strategy, but also C

addltlonal funos were ass:.gned to solve unforeseen situations _that

came up 1n the course of the PrOJ ect.

‘The success in the first time that S"‘RVIFLOR exported flowers v
apparently created a feeling that it was easy to commercialize in~ .
a foreign market. The following experiences, such as the total . PR

loss of two s_hipments with an estimated value Oof $us. 150.000.-

caused by the lack of an established  distribution chain, high - _.
_ perceﬁtage of refusals, late payments, prdblems.of'trénsportftﬁtf-.':t_.‘
export markets, -quality - and quantity. of available - -flowefs:,'._'
obsolescence of varletles offered ‘etc. ‘have - demonstrated that .

the market:.ng of f lowers is very: complex and that it requlres

years of experlence to handle “unexpected problems, over Whlch L
'there is no control cr power of decision, particularly when they'_ -'
- have to do with such a delicate products as flowers, whlch must""_—':
arrive to their destination in a matter of hours receivirg a veéry .
special treatment during their transport, to be able to compete
o with experienced producers and merchants. '

8 ifava tha cuteua aa:.d in admtmg t}uA (Puvate ﬂgﬁteutt !

Producen O'cgam.zatwru pw:n useful pe.edmtm.a of the (Pmrata_-:"

Agriculltunal Producer Oagamzatzma. ahility to pmuvecg utz.&.ze
'-:_thcwmmthatthzmofmtuab&topmda7' ‘ o

. We cons:Lder tha.t ASOBOFLOR'S : selectlon was: not. based in the o o
B _'ellglbll:.ty c:r:.terla preestabllshes by the Prog ect but that 1t
' _ obeyed to ot_he::_ objectives, toc save an entity which was a plor_lee_r '

‘DEcewsen, 12 ANNEX il  ASOBOFLOR  pace 100F 22 |
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'in_the field of growing flowers, with a real_poteﬁtial'of_'being
o an anchor, in txaticular'for'the ymmngsters of Valle Aito%in‘,
E Cochabamba, _cratlng for . them a permanent and productiﬁe:
aCtiVity, sparlng them the exodus to the coca produC1ng areas of”tf

| . the Troprcal Chapare in partlcular

9 ﬁa& Uz.e pw;&cta. expericnce uuih. Paivate ﬁgtmatta&al fPtodaceL o
' Oegmzatwru. pmda [ tmck. &ecm.d that aignala G modcl 5‘09.'

dupim.atx.m7

. r"]rxere is no doubt that ‘the --experience ‘with ASOBOFIDR/SERVIFﬁOR
has been. very useful, but not precisely ‘as a model to “be
dupllcated on the cmmtraryr to avoid making the'same nﬁstakeSj :
with ‘some Instltutlon with a meager economy and with prdblems'”'
.from the start. e

It has been clearly proved that a producer's Association hasrgi*'é:"”w

-Speeificf-trade~union activities, such as lObbYIDQ,: tralnlng,;'
- technical assistance, to defend the interests of the sector and to;”
loock for a better product1v1ty from 1ts associates. :

Other areas such as research, coordination with different-serviceﬁi
‘entities, contacts with ONG’s, tending to obtain their

cooperation, information market and price condltlons, etc., couldjf

be incorporated to its act1v1t1es in the measure that its

resources and experience would allow it.

In the case of ANAPO, marketing can only be a'temporary activity;f"

“which after reaching its initial objectlves is transferred. to
other economic agents of limited activity, to ratlonallze prlces,--
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__such as FEDEAGRO, which offers the producer an alternate mrketlng "
channel. - '

10~ Waa the projest’s data ecolleation, mlym and u:pmtuzg
| '.-a.ya.temadzquatstomondmpﬁo;&ta DROGREAS. tom&.d&.tt.&pu&.po&&? .

Were unpaet indicators identified? 9§ rol, whal indieatows emzd_ __
have been idenlified to beller delenmine ,m.o;ect Aucceas? thtzt-- i
unpactcanbedet&munedmulthmp&.o;&t mtetventm7 :

'The indicators to measure the impact of the PAO Project, in our .

opinion, have been classified under very good standards m_ two

totally representative groups. The first one that measures th‘e o
impact of the Project on the Inst1tut10na1 Development ' of i:he"_.

PAO‘s that it is working with and the second that measures its
impact on the Sectorial Development of the Producers. -

The system of collection, analysis and information Iis_ complete and
. consistent, guantitative and qualitative aspects can be analyzed
and the methodology applied is sufficiently flexible to combine
the reports from the Institutions with the first hand appreciation_ ;
| made by the evaluators through direct contact  with the members of

‘the Institutions which were analyzed and the field visits whlch'_'-_ '

‘enlarge and sustain the criteria given.

Regarding the impact indidators we suggest to extend the ene
refej:ring to “increase at commmnication and information excnange"f ol
 levels...” in document "Indlcators to measure the Impact of the o
PRO Project on Benef1c1axy Institutions”, prepared by RONCC. Such

extens:.on would comnsist in the incorporation as an 1ndlcator, a’ _
workiry 1nformatlon system of up-dated prlces in the . markets-'
supplied by the product or products of the associates and regiomal =
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_producers, FEDEAGRO in particular, 1is a case which should '_ be

emulated.

We also sﬁggest to genera_iize the in_dicator_ #abgorption of 1abor :

‘working on coca 1'eaf' pla.nting and harvesting”, to' all other crops. DR R

'Regard:.ng the 1mpact due to the interventions of the Pr03 ect 1n'-_ '

ASOBOFLOR/SERVIFLOR, it is evident in the follow1ng matters. S

- Training of Personnel

We have been informed that flower related PRO’S have dictated 12'_- SR
- courses in the areas of - soil handiing, plant handlmg, post-'

harvest use and 'handling of pesticides - (mtegrated control of -

pests), handling of flower nurseries, accounting of costs, handllng Y

of green-houses. The average attendance was of 30 partlcnpants :

: per course which shows. the permanent interest to traln techn1c1ans -
as Well as producers. : .

- 1Increase in cultivated areas and diversification of mom |

‘traditional crops.

Regarding the evolution of the cultivated areas from the starf:.:_'of

the Project, a quantitative opinion cannot be given, -_ because'_

‘neither ASOBOFLOR nor SERVIFLOR provided statistical 1nformat10n

on this matter, we only know ~that some of the producers who' are_-

associated, have decided to increase the area cultivated, trying - B
‘to find a solution to the financial problem. However, it is - o
‘estimated that in Cochabamba 30 hectares of flowers are being. L
~cultivated of wh_u:h 19 correspond to producers who are assoc:i.,ated' :

to. ASOBOFLOR {most of them pass:we) ' '
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‘Outside of the Project, two flower growing companies have been

organized. One of them has 50.000 sq. m. producing, ‘carnations,
roses, chrysanthemums and others in a. smaller scale. ‘_nlkerSE,

the administrators informed about the acquisition of 94 hectares_ _' |
“to develop open ce:.lmg plantations as part of a pro:j ect that o
intents to 1nvolve local peasants. '

The- other company which was recently created, (July of 1992) , is

cultlvatlng seven hectares of staticias, and they have just SR

started their first picking for export, likewise, they are
providing _te the peasant of the area, seeds of the same spei::ies__
which they commercialize under the system of consignment. It is
necessary to underline on this subject that the second cmnpany -:'

has been. formed by a Bolivian. bus:.nessman as capltal partner and._ o

two experts. who were mltlally contracted by the PAO Pro;u ect
(agroncmlst and marketing expert).

IV.  CONCLUSIONS
_This chapter will answer the last part of questioh- N® ._1-0, |

What impaet  could he determined aa @ reault of the epw,ecu
-mtet.ven&m.a? o |

"I'he development of the PAQO Project, in the flower gromng sector_‘-'
in Cochabamba presents diverging results. ' '

Among the results that can be ment‘ioned as_ pOsitive_ we have:

1.- The valleys in Cochabamba have been consolldated as an'
.adequate area for the productlon of flowers in an ample range of ©
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_ species and varieties. We consider this as important since'this
Department has lost its position and maybe even its capa01ty to be

the seed center of the country, as well as to produce fruits and'f

vegetables, which was complicated by the exten51ve subdivision of

the land in small parcels, which comes to be an econcmy of “one

furrow states”, aggravated by the long lasting_drought of the last

. few y_ears,

~ The flower grow1ng in B011v1a has been establlshed as an act1v1ty -

intense in the use of labor and capital.

'2.- The training at different levels, through courses and'séminarS'__
dictated by experts, consultants; trips, local - help ' andr;_ﬁ'
_'scholarships, has had good results, particularly in the areas of
production and administration. We had the opportunity to talk to
some.producérs, from a small one in Punata, to one of the mo$t~~'

sophisticated ones, noticing that they use technical language with
confidence as evidence of an adequate formation in their field..

3.~ :The3administrative and'institutional training, combined withn :”

the provision of equipment, has also been effective.

4.- Another positive aspect is the creation of new jobs, absorbing

labor in all the activities related to flower growing, beiﬁg

_outstanding the participation of women. In additionm, other  f

activities of service to the production of flowers are also

generated, such as: manufacture of packing for transport, printiﬁg"
of labels,_ transport, gathering and marketing of the £flower

- production, etc.

“among the negative aspects, we_can.mention_the following:
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1.- The institutional strengthening of the PAO ASOBOFLOR has not e
'been a reality, on the date of the evaluation it had lost its
identity} and its activities were limited to try to flnd. af
- solution to the f1nanc1a1 problems of six of its members._ L

*lsERVIFDGR-is an institutian without the necessary experience?in,;t'f“

- the field of marketing which added to the limited personnel of thé'r

company, the almost nonexistence of demand of services, the close

to null income and the budget prepared out of the air, presentsf"
vexy deterlorated image.

2. The marketlng service has been poorly conceived and poorly putff_;

into practice. From the. analysis of. the documents, it is noted=fq_
that as the_Pro;ect went on, it was ' taken for granted that the'; G
‘marketing was easy, perhaps automatic, there was no consciousnmess . |
that to produce is one thing and to sell is another entlrely
dlfferent. o '

In concept, a reasonable marketing program has three stages: _'ff tf:Q£¢ j,f

a) Study and/or analysis of the market.

‘and potential market) and the location of the market, (local, . =~
regional, export, continental, etc.). ' o

Evaluatlon of the competition, to 1dent1ﬁy who and how many are L
jserv1ng _the market which interests us, their organlzatlon_ '
‘distribution systems, terms of sale i{credit, cash, COHSIQDmentSLj”

|

|

|

|

|

To determine the size and volume, and its future growth, (present
~etc.).
|

‘Distribution channels, brokers, wholesalers, chains, retailers,
etc. | :
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Peak and low demand. Time to negotiate, sale and del’ivexyf_. of

' products. " Profile of the products on demand, size, sha!pe, .

variety, etc. Prlces at different ‘levels or scales of the_‘

- .dlstrlbutlon chain.
Re‘ciuiremerits to export, ‘sanitary, packing, labeling, etc.

The 'Pechnical, Economic and Financial Feasibility study.,'_ to crate - : e
a Company to market the Products of and Service the Flower Growing . .

Industry, which was prepared by RONCO in October of 1989, contains ty

a market study, Annex I, which cculd ‘have served as the basis to "

up-date and prepare the analyses and to complete the necessary_,'

elements for a detailed study of the market to guide the future of

the bu51ness.

- b) -Product ion

The folloﬁing points 'wei:'e decided upon, basad on the 'resx;itsé--ef_":. '
the market study: location, capacity, presentation, - v_arieti@esi, o

etc. regarding production, cultivation, storage Center aanorhtng_a;;;

processing for delivery or shipping.

c) 'Market-ing or Commercialization Plan

g Th:r.s is one of the most delicate areas to handle since the value.-_ s
of the crop. to be harvested depends on the 1nvestment and efforts S S

made on the productlon of a good or a service.

A market-ing pi_an general-ly contains _the following elements_:‘ _
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- Budget of sales and expenscs, amount of pretented sales and at |

what level: of :!'_n?vestment .

o DlStrlbuthn strategy to use brokers, wholesalers, retailers,s-”'

etc., or to organize and use a self dlStrlbut:LOIl channel How much

_ of an :x,nvestment does th:Ls last option requlre.

- Coverage.'_ the portion of the market which is intended to’ be '- .
: covered local reglonal ‘continental, etc. '

. - Price 1evels-, per volume, per variety, per season, ete.

.- Promotion and advertisement program, med:.ums " to be ' used
-personal sales, mass. media, brochures, telephone messages, etc. -

- Tlmetable of act1v1t1es, - set dates and responsibilities for L

promotlon sSeasons, sale and dellvery of merchandlse. )

- Bvaluation of results. Were the sales goals. met - in the - o
‘conditions that were planned? Have the economic results beem as -~ "

expected? Were there any mistakes to be corrected in the futxire? ',

These 'plans’ are dynamic ‘and flexible, subj ect to edjuStmeiits'
pendlng on chang‘lng market conditions or pressures and on the, - |
' conpetlt:l.on - '

: The ma'rketi'ng ' p_lan_s can be prepared annually,- ‘but the niost -

important ones for each season, to satisfy the peaks in- the demand. o B o

-and to regaln or 1ncrease the market part1c1pat10n

pecemsen, 1902 ANNEX Il ASOBOFLOR  pace 1s oF 22 |
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'I‘he documents that were rev1ewed dld not reveal any plan to market. }

~or commercialize the products handled by ASOBOFLOR/SERVIFLOR
R Except for the prev;ously ment:.oned 1989 market study, accordlng_ o
to which, the United States imported in 1985: $us. 164.000.000. -
 from Colombia, $us. 55.000.000.- from Holland, $us. 5.000.000.0

from . Peru, $us. '4.000.000.- from Mexico, $us. 2.000.000.- from

Costa Rica. ~ These amounts  show the importancer of the ‘United = j. |

States ‘market .

3.- inadequate_ focus of the duties of the original PAO, ASOBOFLGR_;- - B

a hybrid organization ' with conflictive duties, trade Vefsusﬁ

administration, production versus Sales, was being st’ructured. ':

has created confusion and caused frequent changes of pr:.orltles to'_
' dlsadvantage of the efficient development of the Pro;ect. : Th.e

creatlon of - SERVIFLOR as a marketlng entlty has not solved the‘ '.

- problem either.

4.- The definition of goals and purposes of the Progect has been - '
1nterpreted in dlfferent ways: '

Some understood that the purpose of 1nst1tut10na1 Strengthenlng_ g
(focus on - the trade) ‘was above the goal of obtaining a better_ : L
~ income (focus an the company) others that the purpose is the way N I
‘to reach the goal of obtalnlng a better income for the producers..‘ L b
Said goal will : "be reached through an adequate marketlng of"

: existing volumes, but nor through a trade association Wthh has'_._ i
. duties of support to reach the goal. : '
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5.- Fipancial problem

The financial situat_ion of producers who  are _-1ate'_ in trljeix_:?"'
payments without the possibility of bringing them up t_o’ date,
combined with the feeling that they were forced intc these

obligations, has created a negative image of ASOBOFLOR and L

 SERVIFLOR.

 6.- Producers’ attitude

- Lack of solldary partlclpatlon, colaboratlon and coordlnatlon of ) '_ y
all flower produr*ers,' to strengtiien their sector, their trade':_ (.
organlzatlon and their administrative organization, AQOBOFLOR and » '

SERVIFLOR respectlvely.

- Disloyal"" commercialization practices, such as: lowering of the -

previous-]iy‘ agreed' upon prices, surreptltlous dellverles, and_f 'i_n'_.

' ﬂgeneral 11ttle or no respect for commercial ethlcs.--

- Low technlcal ‘level of production, post Tharvest and_
- commecialization. Obsolete and low demand varieties are: Stlll-::_._:”'.

- - ‘being produced.

V.  RECOMMENDATIONS

l' The PL-480 must .abandon - the comercializaticn 'I‘o' siei}.' |

--SERVIFL'OR 'to'one' - of the five conmerc:Lallzers who, as we have: |
been informed, are workmg in the area. No .matter what, - ”Ethe, .

buyer must be a company w1tn experlence 1n mrketlng flowers, flrm- -
contacts Sin the export markets, 'solid economy, _ preferably a’ o :'
-lproducer- ' - o ' '
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2- Reinforce -ASOBOFLOR', clearly deflnlng its trade dutles such '
‘as, lobbying, training, technical service, handling of soils and .
o plants, contacts and cocrdination with other proj ects and programs - :

of research and 1mprovemnnt of flcwer growing, etc.

3.~ Obtaln fmanc:.ng from a fund whlch wa_ll generate suff:.c:.ent
: 1ncome to. cover the operatlons budget of ASOBOFLOR ' '

'4.-__' Future aC'”ILVlt‘LeS mist imve ‘the partlca.patlon of marketlng RISy
‘experts, ‘mot only  in ‘commercialization, but’ partlcularly im0

conmerc::.al 1nvestment p""Oj ects Wthh requlre managerlal focus. o

5.- One thlng to lcok for is the partlcz.pat:,-.on or coordlnatlon o
"_wa.th other proijects of USAID/B, of other ONG's and of other
4government 1rst1tut10ns,; such as? CORDEP IA}.ternatlve Development,_"' '

Project, Cochaba.mba - USAID/B) which, has the. same goa"s as’ the :

PAO, for the farmers of Valle Alto in Cochabamba.  'CARANA
‘Promotion _o.f_f ‘Bxports and. ‘Investments Project, - would- be thei '

' -rind'-ici_:_ed" to cooperate with the comerc:.al_i_z’erg _--cf,_ f_lcwe?;s , -t]fl_eyf

have acquired -ex_perienc'e_ion_ this field in Costa ‘Rica. - Use the S

resources of  institutions such as INPEX, C’hazrber of Exporters, o
Commercial Attache’s and Consuls, etc..

' 6.- Extend activities to the creation of small iﬁdus-tries} s__-tic;h as L
flower export box factiories, iabel printing - "shops;' etcs, | as
e permanent - work sources to keep the youngsters in partlcular m E
' their places of or:.gln ard stop the exodus tc the coca grcw1ng

areas «

: .77.'—' ASOBOFLOR could eventually 1nst:a11 and manage an experlmenta“i |
.farm cn a surface no - smller than three hactares Lo flnance 1tse1f
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'-'w1th the productlon and sale of new or  improved varletles. - It
' could also serve as - a nra:l.nlng and Demonstratlon Center. - [T

8.- Look for a mechanism to establish pilot centers of research =
‘and technology transfer, to consolidate the region as a flower
p’rOducing ‘zone, providing at the same time new production options . ;
w:Lth a relatlve profltabz.llty 1eve1 partlcularly for the omers':'_.-

of small 1ots where the annual crops do not provide a reasonable'--"'__'
-lncome av01d1ng ‘this way the mlgratlon of the v:_l'! agers to Other”: :

areas th.ch offer different work alternat:.ves whlch are. much more-\'_"l

. profltable. '
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. IN.T:ROD_U'CT'I:O'N'

The Federatlon of Agrlcultural Producers of the Hemando Slles, o

Luis Calvo and Tomina Provinces,. Chuqulsaca, 'FEDEAGRO, has as: its
_ '.'main ' obj ective, the real and effectlve solldar:.ty among. 1ts
o asso<:1at10ns, allowing tor the optimum benef:.t from tralnlng, .

productlon, : comerczallzatlon and other. act1v1t1es, and mrov:.ng_'- '
the 11v1ng ‘conditions for the assoc1ated aqucultural producer._'

| 'I’he PAO Progect s assistance to this Federat:l.on began in 1990,- B g

before the Federation was such. Prior to that the producers had

-.trz.ed to- group together the act1v1t1es of the assoc:.at:Lons,
-_ creatlng the. Assccnatlon Centers, one for the Hernando Slles
- Province and one for the Luis Calvo Prov:.nce. : R

In fact, the Project’s first activity was to combine the efforts = |
‘of a series of Associations and Organized Groups of Producers -
‘from different areas in the mentioned one, into a Federat:.on, to.

. obtain common objectives. This way, with the creation of FEDEAGRO
| on August of 1990, the first step was taken towards the
__fulflllment of one of the main objectives of the Pro:lect the'.'

= strengthenlng of Prlvate Agrlcultural Organlzatlons. ' g

As of that moment the PI'OJ ect began to a551st the Federat:.on to_ i
streng‘then it as an institution so it could prOV1de efflclent
_serv:.ces which will make it possmle,_ to reach the objectlves of

the Pro;; ect and obta:.n a better level of income for the producers.,

 Diceween, 130z ANNEX Ul FEDEAGRO  racE2 or 2
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The evaluatibn of FEDEAGRO pretends to provide the necessary

_-elements to visualize the results of the experlence obtained by
~the Project in the assistance given to an institution which

contrary to the -other PAO’s, that were evaluated to see if .t_hey
met the necessary conditions and requirements to be beneficiaries
of the _Pr03 ect, was partlcularly designed and created for th:.s, :

' purpose.

'Although the Federation is a relatlvely new organlzatlon and the_

per:.od of ass:.stance given by the Project relatlvely short we

'- belleve that the results to be obtained from the partlclpatlon of

the Proj ect w1ll great]‘.sgr ccmtrlbute toc the global evaluatlon of _

the PAO Proa ect.

I EVALUATION METHODOLOGY

In o'rdéf to gather the information which ~would  allow an '

evaluation, the following methodology was used:

- -Detailed analysis of the Project's goals and objectives.

- Detailed analysis of FEDEACRO’s goals and objectives = .

- Revision of the Project’s documents
- Analysis of FEDEAGRO's documents:

- Field visits
- ‘Personal interviews

A detail of documents which were analyzed and of the personal

interviews is included in ANNEX IV.

'DECEMBER, 1992 ANNEX il FEDEAGRO PAGE 3 OF 23
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Wl PROJECT ACL .MPLISHMENT

' The results of the evaluation of FEDEAGRO, are exposed accordlng
_' to the order established in scope of work which 1nstructs that the_
. information requested must answer a series of questlons to respond_
a ma:m question wh:.ch is of interest to USAID/BOLIVIA

" 'MAIN QUESTION

| pid .- the Private Agr:l.cultural Producer Organizations.

project accomplish the purpose and objectives stated above_.-
and reflected in Amendment N’ 67 :

‘?c._ mmxmmmﬁmam

. To increase income on farms and ranchés-' through

" increased’ yields, - expanded production and increased'_

marketable surpluses, including expo: “8.

. !"-o strenqthen and expand the capac'i.t'y cf._vf._:' prifvate_
agricul tural produ_cer organizations to provide servlc’e_s' =

. and increased incomes to members‘.

. T strengthen the administrative,  financial, technical

and mrketing capacities of the producer alsociations"‘

~Annex 1 Aeviewad Description of the Project, of Amendment N 6 GRANT AGREEMENT
BETWEEN THE REPUBLIC OF BOLIVIA AND THE UNITED STATES OF AMERICA, PRIVATE

'AGFHCULTURAL ORGANIZATIONS PROJECT.
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 QUESTIONS

1- 9a thers @ demand among private figricultunal Producen
_f”vaQZGUbhA memhers for the goods and/or sewviees the paqﬁnt-a: B!
a££kxng to anmunﬁﬂ’ To what exdent uL the dkva&#un£nt of aanh;n
goadh.o&.a&ungza.dhnuauicﬂuy£n7 | | |

As an organization of recent formation, this Federatibn_andﬁthejgi'r'

Associations which are part of it, required for their development
and strengthening, all of the services and products that gthef'
‘Project could offer. ' ' o

With very good criteria, the Project selected the most 1mportantr
-and most strateglc areas to prov1de its support and a331stance.

‘It made a great. effort to establish an information system and a.ﬁ'

commerc1allzatlcn. serv1ce for agricultural products whlch. would,_
allow, in the short run, to show the producers, tanglble results,f
to be: able to demonstrate that, through FEDEAGRO the Project wasg
_ trylng to beneflt the members of the Pederation. : B

The service given by the Federation supplying 1nputs, allows-ther’

producer to have a variety of materials at the rlght time and. at__ g

convenient prices. Up to this moment, lower prices have beeq
obtained for inputs in the zone, not only in the products sold by -
the Federations, but the competition has also ' lowered them;"
“however they can still be lowered through contacts Whlch were made"

- w1tn 1mportant 1nput supplylng firms.

The intereSt in the part'of the producers to receive training'and'
technical assistance, was also developed by the Project, with the

selection of practical courses which allow the rapid appllcatlon,a

-by the producer, of the techniques taught.

Decemsen, 1952 ANNEX [l FEDEAGRO  pace 5 oF 25
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. The results were very good and the producer'’'s necesss,ty to. recelve-'

technlcal ass:.stance and tralnlng, 1ncreased-

- Regarding the administrative management of FEDEAGRO, the Project o |
contributed with the design and implementation - of computer:_zed_'.

systems of accounting, 1nventory control, members’ reglster, _jVe:ty

1nterest1ng courses have been offered on farm management and the
Peace Corps has- been requested to train the producers to keep farm

registers. There are at least fine volunteers, one _of which is
assigned to FEDEAGRO. . o

_'The Project ‘has alsc contributed to maintain and flnance the' e

executive and technlcal personnel of the Federatlon.

Up to the moment,- the ch:.ef support of the Federatlon lS the_ .
' Adviser assigned to FEDEAGRO by the PAO Project, | the
professionalism, the capacity and the dedication ~of | th_.]_:s gl
professional, added to the desires and efforts of the “'dir'eotors- L
-has made it possn.ble for the Federation to have in a short tme a |

very important  and coordinated development in its grow:.ng stage,

makz.ng FEDEAGRO, which was in a very 11_1c1p1ent state _of_' K _.

development, an already' structured organization.

Accordlng to what was expressed by the same producers that were .
interviewed, FEDEAGRO is a recently born organization and the
“®Papa”, the PRO Project, should not abandon its son due to a lackf':_'-
- of experlence and of resources. The base of the Federation has =
still to be consolidated, particularly those association whlch -
_ were abandoned in 1992 and where no action was taken for the:.r_' RRE

streng’th_enlng, their ;Lnstl_tutlonal,  accounting, - financial
management, etc. ' s

| ns.c':suss'n',‘ 1992 TTANNEX 10 FE!D)EA@@@ - .pms 6 oé n
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'In summary, FEDEAQRO : sta.ll has to change from a structured
organlzatlon to a mature and self suff1c1ent Institution. i

- 2.- Did the project mtwdaca and expl.am the (Puv-a&: ﬂguudtuml*_ '_
- Producer Daganizationa pwject to the heneficiaries in a way that

 £nAumai that the client haa elecr understanding ot wthat th£ :-§

qhuyute;ﬂgiuudta&aL‘Fhodanza.ikq#uuza&nna cantcttai andludhdic&7

requited on the part of these organizations memhenahipa? Wene the

-WMMmpmamammatpwfmtmj
and.unpﬁynznnﬂknn7 |

In. the specific case of FE')EAGRO, the Project did not r'eqdiré to
 be introduced to the organization. In this case the organization
was. created so it could be introduced to the Project. | '

HWwer, a différent type of work was 'required 1ntrod:uce the'_ T
Project and make it  known among the different Instltut:_ons that

work in the area. Institutions such as CORDECH, CARE an OIT, had,;

an dimportant participation and gave the PAO Project . thelr. iﬁ _;.”
effective support in. organizing the Federation, to group. together'“

the Producer’s Associations, many of which have been formed to be
able to receive the credit or loans granted by said entities.

-Durmg its. first working stage, the Federation, stayed too éiose
 to the PAD Project and did not look for other options of flﬂﬁﬂClng,:”
and technical assistance. Currently, the necessary contacts h@ve'

been established to receive support from the Dutch Cooperation 'and . -

from the . Govérnmeﬁt ©of Saxony, for institutional development andh;}i'

technlcal 3351stance in yommer01allzatlon and production.

oEcewsen, 1992 ANNEX [l FEDEAGRO  PacE 7 oF 2
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‘It was also FEDEAGRO’S error mnot to have contacted & the
Institutions which originally cooperated in its organizations such
as CARE, CARITAS and OIT. ' o o

3- Waathemo;ectﬁbletocmplemmtthzmgamzatwnd%

Development Strategy (ODS) plan mn:may $ovnulated gor theae
' aagan;zatuwu17 ' :

In the 1991 - 1992 Work Program for FEDEAGRO, three fundamental . .
areas to which the Project would give assistance were rightfully.

identified._

a) Financial strengthening, by g1v1ng adv;se for the executlon of__

1ts 1nvestment program.

To generate and put 1nto effect the 1nformatlon service for thee
commer01allzat10n of agrlcultural products was one of the columnsi"
of the Project, it aliowed on one hand, to integrate: the
Associations which formed part of the Federation, and the other_,_d
‘this service, which comsists of a radio network that connects
 FEDEAGRO with the Associations and with the’ most important .

markets, made it possible for the producers of. thlS reglon, whlch

has precarious roads and insufficient communication means; to be,.
able ' to surpass one of the main ‘difficulties in ' the
commercialization, the lack of knowledge of demand and prlces for:_['

thelr products in the main markets.

~ The price and market information system, has not only resulted in’
‘a significant increase in the income of the producerS-becauée"df~, i

the increase in the price they receive when selling their main -

product, COrn,-but it has also contributed to an3increaserin'thé¥'5

cultivated area.

pEcEMBER, 1992 ANNEX Il FEDEAGRO  PAGE 8 B
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:On the other hand, the corn commerr.uallzatlon service offered by- -

FEDEAGRO to its associates, which is offered in three dlfferent_'_

ways, as. 1ntermed1ary, on a commission and as a buyer, has been of-
benefit for the producers as well as for the Fed.eratlon 1tse1f o
which this way has a source of income to cover part of 1ts:

operat10na1 expenses .

. In the hcg conmer<21a11zatlon serv:Lce,' the Federation is working

w1th the . most remote associations under the intermediary system,'

because those Associations are mnot familiar Wlth the market. The"_'
'blgger ones commercialize the hogs on their own, u51ng the current L
market price system, but not FEDEAGRO’S" con_amerc:.allzatlon_ system

b) Orga.nizational Development' of the 'Federation technlcal' SR

ass:.stance and Ainstitutional organization and performance.

_The tralnlng scheduled and offered at the level of Directive. and e
Organization as well as the courses at the level of tec*hnlclans"_ N R
and Producers, have been a very valuable contribution of the

- Project for the development of the. Federatlon and the updat:.ng of .

- the technicians and producers in the region. Nevertheless, in the." o
field interviews, we felt that the training given to the producers R
has’ increased the demand for training and technlcal ass:.stance._ _ R O
~ The producer has proved ‘that through training he can 1ncrease ol

productivity and reduce costs and to prov1de the- condltlons under

- which to produce.

B In thls sense, FEDEAGRO, has reproduced the courses d:l.ctated by" _
' the experts who were contracted by PAO and given them in var:n.ous
ﬁgeographlcal ‘zones, with particular success, the course on pests B

~ and pest control. - | RS
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rc)- Development of the sector and of the producers,' threugh-
technical ass:.stance, tra:.nlng and special course. L

In relation to this area, "t'he importance of the ‘development
reached is: not as much in what was done to improve the prOdu_ction_

 itself, but in the fact that the producer in this region was made -
conscious of the need of a more technical handling of his crops.

Among the farmers, there is also the desire to produce seed stock,

because they had some  bad experiences with the certified seeds

'they used FEDEAGRO could face a certified seed production program-_ '

startlng with bas:.c seed, and with the’ help of local producers. L

A1l these aspects lead to the conclusion that FEDEAGRO needs mor'e"_'_ . S
technlcal personnel to cover the demand made by the producers of . .

more ass.15tance and techm.cal training.

In .reference to special studies regarding corn ‘gathering,

- processing, storage and conservation, and to the possibility of
:melementlng a battery of silos in Monteagudo, oully'a 'p.rof'i]_e: was '_ .
made of the project to.commercialize corn with an 1nfrastructure-;_ R
of silos, this pro;ect 1s of great miportance to the Federa.t:.on_' : .
‘and the technical and economic feasibility of putt:.n_g it mto
‘practice should be analyzed. ' : ' ' SRR

) 4- What PAOGAEAA. k.ave the Privale ﬂg'tmu{tum qyﬁmeﬁ_"..:.?.
_ *Oagam.zzztwu mczdz tn acluzve.m&nt ita oﬁ_ganl_zaﬁ_ond? ' -

' As it was previously mentioned. FEDEAGRO can be classified as an: ( |
structured organization which still 1is mnot ' mature and self
' suff:.c:.ent enough to reach its goals as an orgam.zatlon w1thout“ '

.the a351stance of the Pro;] ect. '
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The advances made up to now are very important, because in: the

-flrst place it was possible to organize all different Producer 5. i

Associations under one Federation to reach obj ectlves Wthh are
common to all of them. In second place, the services wh:t.ch are?

- most frequently requested by the member associations, weref-_:,_-__

organlzed efficiently. Finally, it has recelved the credlblllty"i '

"and representatlon at loca.l level and wh:.ch is requ:.red _to_.. .

attract new members and to be considered as = an organlzat:.on .

potentially  eligible, - together  with other International IERTR

Organlzat:.ons as the beneficiary of new pro;ects, “which will I_ie_lp L
in 1ts consolldatlon process. - ' '

5~ 9n what ways haa the project’s Long—tatm and M—tamf__'_. =
technical aasistance nuntured the development of the organizationa’ |
Golivitiea thal @re cantubutmg to ach.wrement ot the pm,eeu?_.}_g* -

pm_pouandgod?

The technical aSSIStaJ.C‘e given to FEDEAGRO in the des:.gn and'_ e

1mp1antat10n of the prlce 1nformat:n.on system and market for fam-_

| products, helps increase the income of producers improving the-._-'_"
prices which the producer receives and 1ncreas:.ng cultivated areas_'

as a result of better pr:.ces. At the same time, this assn.stance:.'
directly strengthens the marketing capac:.ty of the Federatlon and

' 1nd1rect1y the financial capacity of the Institution - because of
: the income recelved for renderlng its services. ' : '

Through the training and te’chnical - assistance- cffered
directors, executives, and technicians at FEDEAGRO, the Proj ect ‘was

 able to ‘strengthen and extend the organlzatlon s capacity to' L

prov:.de servn.ces and to 1ncrease the J.ncome of its assoc:.ates

‘Dicewsen, 1ser  ANNEX 1l FEDEAGRO  Pack 11 0F 2 |
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. Through technical assistance and training  directly giveni_tq-:"a
._producers- they were able to 1mprove productlon 1evels,';an<_:‘l=

 decrease productlon cost for thelr Crops.

:6 ﬁa”- U’-'E P‘wlect u.ud amall gmm‘. and cudi pwgmm m R

uunﬁxng with. the qmuyate 1anuudtu¢a£ Producenr i)ugvuzniuxuf?;_

uﬁhat‘haa.bgan.tka exﬁmﬁx&nca qt:mak;ng thLa.&£AOumc£ ayzubmbbﬁ?

FEDEAGRO has recelved as a donation from the Pro;ect a vehlcle,]_

offlce equlpment and radic equlpmen*

The furnishing of the office with the corresponding'-teChniéalﬁ;“”“

‘assistance has made it p0351b1e to put into effect admlnlstratlvef_ L
systems of bookkeeplng, the register of the producers and a system‘g‘,é'jfj;

of - control of 1nventor1es in the Federatlon

_The radlo equlpment received made it possible to put into- actlon f
'.the prlce information system and market for. farm prlces. On thls_;’
subject it is 1mportant to underline the eff1c1ency of thee
Project in’ the: appllcatlon OF resources, Whlch was able to:- T
-increase in a significant manner the 1ncome of producers at a

relatlvely low cost for the Pro;ect

. Regardlng the donated vehicle, the station wagon received: by

i FEDEAGRO resulted to be: too elegant for the needs of thei_a ?j£'

Federatlon maybe because of the obllgatlon to buy from the Unltedfff”“
States the goods asszgned to the Project. Vehlcles more- adequate.;_'
" to the work requirements of the Federation, could have been bought
with the same resources. This error has been rectified with thef:
Pr03ect's authorlzatlon to sell the statlon wagon and buy anotheru

:'vehlcle or vehicles.
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In 1992, FEDEAGRO received a loan from PL-480 via the UCP. (Pronth;js1_
Coordination Unit) for $us 108.000, for the acquisition of - corn’ |
and its posterior commercialization. The idea ‘was. to ‘take
ad:vantage of the season prlces for this product in the nat:x.onal- o
' market. This concept is right, however, unexpected ‘situatiomns |
-arose, such as massive corn = imports and the national Wheat__
production of bad quality which was purchased by the animal food

1ndustry to replace corm, this ‘caused an unexpocted behav1or m

‘the price. of this grain, reason for which the Federation' dec1dedfi;_ i
' not to comerc1allze the product and to wait for better pr:.ces.-;"': KRN
We cons:.der that this temporary situation will not have an effe\ct_",__'__:: o
on a long term program and that. the mechanism of support should be' o
o contmued and that it w:.ll be of oenef:.t for the producers as well ;';- ;

as fOI.‘ the InStltuthI'l. -

.:7-."'" ?’fo&g gwmay kﬁV’a project REAourCES m m to o

un;pzemm: the Organizational Development Strategy (ODS) Pgm m

to mpand to uu.ndom.t of oppm_tm,ty7 Haa the p‘to;ﬁct E

"thmugtmcztammtommat ppmtm:.tgmat
'S'mEAm n Uus m:.gr.ml. p‘w[mt dca.c.gn’f" |

In general, it can be stated that the resources assigﬁeti-j_:;fbf-a?

FEDEAGRO were properly applied based on the entity’s develo"pméﬁt‘-:]
plan. However, the PRO" Project decided to work with the area 1nr_~__" e
“‘the second phase of tbe execut:.on, in practlce everythmg was toi_

be done, from its own internal organizationm,, (Comstitutiom,

) Strtictu're,-- statutes; h:Lr:L_ng of personnel, etc.), the rel at:._ogsh:;p
with its own associations, with other prbducér 8 organiz_atio;iS';
‘with local entities and with other' cooperatlng iﬁstitﬁti’om} 5
bes:.des developlng its own specific objectlves
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In this. sense, it is considered that in the short time that

 FEDEAGRO has been active, the resources were properly .distribﬁt"e__d_:: .
-'giir:_i.rig priority to 't'h_o's_e- which required the most attention, not B
entering in - the stage of diversifié’at_ion of crops, soil
_management, specific export project, creation of marketing
'_ conlt')axiies, although the corn gatherlng performed could be. the S
'embryo for the format:.on of a company of that nature. '

If an ass1stance program that tends to consolidate the efforts -

.'_-'made, is not contlnued " the. 1nvestment Wthh has already been PR
_'-.made, would be in: danger of belng 1ost. : S D

_ 8.- f[aw: tke cutem u.usd in adectmg thm. ‘Pumte ﬁg‘ua Ei q.at
Producer Organizations proven uscful predictors of the ‘Puvate,
._ﬂg‘u.e.ultuqd (P'wdacm. t)ﬁ.gamz.atcma.a. ability 1o P’lﬂdﬂcﬁ-\fdy m
rthemmthatthepm,&tumtopwm7 | =

"The crlterla of selectlon introduced with Amendment N‘*"S. of the .
-PrOJ ect were ma::.nly contemplated in the select:.on of FEDEAGRO. ! | As:_- __
a matter of fact, it would not have been possible to apply the
| orlglnally def:.ned crlterla for the selection of . the PAo; ' '. g

'beneflclarles of - the Project,  since 1t did - not. even -meet the"". _
: .mlnmmm requ:n.rements needed to satlsfy the cr:.ter:.a for it to be. '_
| _1ncluded ' - TR

* .The new criteria of selection mentioned in Amendment N® 6 are: | -~ - |

“a) 'I'hat the organlzatlon would be a producers’ asscciation or.a i

cooperat :Lve .
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' -'-O_n this matter," the crlterla of selectlon was not 1nterpreted

literally, the reason is very sunple.

There was not a producers' | assoca.atlon in the reglon with enough:

_ representatlon for the Proj ect to be able to reach its, goals amii
obij ectlves,_ there were however, many dlspersed ass<301at10ns and
groups of producers, who had the some activities and  the same'

obJect:Lves, but were not able to work together._

| .It was necessary theh,_ for the ‘Project to help these grOups_ o Ok
_ organlze a Federat:.on wh:.ch would represent most of the: producer 'y ‘_ :
' groups and associations, in order to be able to comsider it as a i
beneficiary organization. | - | T .

by 'I’l'xat 1t be an act:r.ve producer in a partlcular fleld w:.th a__'."
deflned com_merc1a1_ pote_ntlal, whether :Lt be for the 1nternal or.'_
the internmatiomal market.

The selected region has good | natural resources and is an actlve"f g
L producer in two fields mainly: corn and hogs, both of which. have a i
defined commercial potential in the internal market, and w1th the'-'j::"" o
'poss:.blllty for ‘corn to penetrate the forelgn market. ' :

"¢} That it be located in a strategic region, with access to
. transport and other infrastructure, which would _facilit'a_t'e-
. production and commercialization. ' S N

At present, the conmunlcatlon means and the basic services are"_{_ S
deficient :m ‘this region, hls is in part an obstacle,_ ‘but does S0

not hinder _ the: development of productlon nor the commerc:Lallzat:Lon

:,Dscrua-_saj, _'_1-592' - ANNEX i FE@EA@P&@ o | PAGE 15 oé 2
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of - the products.' On the other hand, - there are many 1nst1tut10ns
and integral deVelopment projects, that are work:.ng in the area to.
improve these services. ' :

B 9 ﬂa‘.i tb.a pw;ec.ta acpauenca with Privale ﬂgucuitwmt ‘Pwdaceo. -

| Ouganizations provide & tacek aceord matugma model gon
| duplication? | | | e

The experlence ‘with FEDEAGRD  based on the results related ‘to -

_ d:.rect benefits for the producers, with minimum 1nvestment and the_-_'-___'_
~ short tlme J.n whlch the activities took place, leads us to th:.nk 3

'tha.t it 1s a model feasible to be repeated in other: areas. .

-We con31der however that some basgic crlterla must be esta.bllshed
-'to have a s:Lm:Llar exper:.ence'

- The zone must have appropr:.ate cond_rtlons +0 produce at 'leasti -

one commerc1al crop whether J.t be for the domestlc or for. the SR
. foreign market. ' '

- The' producers must' feel the need | to . group togeth-er- or to
- associate. into a relatively representative group, that would allow-
them to obtaln favorable condltlons to negotlate prices for thelr'
products and productlon mputs. S '

-~ The experlence with FEDEAGRO shows at the same time, that? o - opn

..--have-u an - organlzatlon which has : complled with all legal:_r':--

'requlrements for its. constltutlon is not a necessary ‘condition, = | :
these details can be worked out later -on, since in many ‘cases, the_:_ AR ROL

i peasants do not hLave the economic or technical resources to do 1t.
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Any 'éicperience simiiar to the one with FEDEAGRO, must consider-_ B S ER
that the assistance given must tend to be discontinued once the_--f.
fmechanlsms have been created for the self sustaimment .of the“
entlty.- It should not be assumed that the contributlons made by_
the peasants who are associated will support  the organlzatz.on, _
"because of the low level of  income they have, the smallest
contrlbutlon is significant to them. Therefore, the creatlon_ofa
other sources ~of income must be ‘considered to supportIfthe o
Organization, whibh can generally be_obta1ned_prov1d1ng-se:vicés._13'

_' 10~ Was the pw;ect.a dala cdiec&an, analyais and upm.tmg

Ay&.tcm adequale o monitor project’s progress toucrds s pm.pau?_:‘._ |
Were Unpaet indicators identified? 9§ not, what indieators could
have been identified to hetter detenmine project auccess? wmf

- 'Lm.pae.t ean be d.c.mmuud mamtm paojeot mtavM?

On'this_point, it. is necessary to pinpoint the impact'indicaﬁorsa-
which were identified in order to measure the_ success 'dfsgthet

' Project, they were designed for the PAO‘s that were already active .
when they were selected as beneficiaries of the Project. FEDEAGRQ'r
“is the'only exception, and due to the importance_it has as a new.
-experzence in the . assistaﬂté given by the Project, more__
appropriate impact indictors had to be identified to measure theﬁ“

-'success of the Project..

In effect, the increase in the number of members is not a relevant
fact in the structuring of a company, it is during this stage when
the efforts of the members are most required though. Some of tnemf'
“who_are.nqt ready to give without réceiving a lot in return, lééVe :

the organization.
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Another aspect to consider is that the organlzatlon does not count;_
T yet with the necessary resources to “establish contact with the
members nor to carry out a campaign to recruit new associates.

As far as 'meesuring the capacity of self management, although the
Federatlon has obtained valuable results in a short time which 1s
the 1ncrease, in favor of the producer, in the price of corn, _
these benefits are not passed on to the income of the organization
at the same rate, and since the rendefing of services was .juet |
being started, there are no f igures against which to compare to
decide if the Project’s contribution was valuable or not. '

in . general, almost all of the quantz.tatlve f:.gures wh:l.ch were

considered as impact indicators, did not have previous comparatlve -

- figures that could show a change of behavior in the indicator,
positive or negative, as a result of the Project'’s participa_tion_.@ - h

To establish ’iﬂ_stitiztional development impact indicators in new;l_.y_i :
created entities, it is recommended to add some .qualitative_" ones,

‘as for example:

. Evolution of directive capacity, trying to measure the level of

leadership reached by the directors of the Instltutlon as 1t |

develops.

. Evolutlon of executlve capacity, particularly in the General -
Manager’s Office as a result of the technical a531stance and_'
training prov1ded by the. Pr03 ect. ' ' '

. Evolut-.ioﬁ of technical capacity, of personnel in charge of _
providing services directly to the members that form the"
‘organization. ' '
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. BEvolution of'administrative capacity, measured by the level of =
dependance that the _InStitution..has with the Project, in fthe_
‘handling of administrative, accounting and other systems which

e; were developedt

. Bvolution of plannlng capac1ty, follow up and control of its owny
act1v1t1es.. ' o

. 'Bvolution of members’ capacity in the process Oof takihgf__'?'

_decisions.=

_ . Evolutlon of capacity to transmlt the Institution’s 1mage to 1ts.
_ associates and to other reglonal departmental and natlonal__
organlzatlons.- ' - '

Likewise, for the indicators which measure the producer’s
‘sectorial development impact, it is recommended to include some
qualitative ones: o '

. Improvement of the practices used by producers members of the

organization, who have received technical assistance and training. R
in conservation and recuperatlon of soils, to adopt and put into - i

E effect the technical recommendations given.’
. Degree_of adoption of technology transferred through. coufSes-and' _
direct or indirect technical assistance, such as the use of betterfﬁ

quallty seeds, ratlonal handllng-of agro chemlcals, etc.

The incorporatioﬁ of this type'of indicators will make possible to

evaluate or determine if the increase in the productivity of ane;f*m
agrlcultural campalgn is due only to cllmate elements or to thee' -

adoptzon of new crop technlques.u'
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IV. CONCLUSIONS
'This chapter will answer the last part of guestion N2 10:

The impact could be measured through an analysis of the degree to |

Whlch the objectlves and goals exposed in’ Amendment Nﬂ 6, were
: reached through FEDEAGRO:. o

1.- Increase the income of agr:l.cultural - farms ‘and ranches L
through an increase in their yield, the expansion of -
‘their production and an increase in their marketable
surpluses including exports. - . S A

. In reality, there are no reliable statistical facts to. assﬁre SR

that there has been a substantial increase in the yield,  of

 production areas and of marketable surpluses. What can be- assure

is that the income of the producers ‘has increased via _price of :_ft_he_. :

'produ'cts, the information system and the commercialization system

‘put into effect in FEDEAGRO.

What can also be stated is that by obtalm.ng this flrst result

 the producers are willing to increase the cultlvated areas and
:_' that because of training courses and technical assistance Wthh '

they have received, and wh:.ch has demonstrated that they can'

obtain greater yields and reduce their productlon costs, t:here is

an increasing demand for these services.
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2.- Strengthen and exte:i&_ "the capacity of private

agricultural producers’ organizations to provide services

an_d te :lncrea‘se the income of their associates.

*This po:.nt 1s where the Pro:; ect ‘has obtalned more advancement, :Lt
has created a new organlzatlon, it has strengthen i{:' |
1nst1tut10nally and it has made of it an Instltutlon which is ablel

to provide services to its members, in what has to do Wlth the‘

supplying of inputs, training, technical assistance, as well as’ _'
the marketing of their farm products, and through these servi_ic’es;j :
‘increase the income of its associates. R PR

3.- Strengthen the administrative, financial, | '-technjicﬂ_i
and commercialization capacity of producers’ associations. -

" The Project has totally structured and strengthened FEDEAGRO in o
its administrative capacity, putting into effect, accountlng, R S

1nv_ent_ory con_trol and other cmlp_uterized systems.

Regard:.ng the strengthenlng of the capacz.ty to conmerc:lallze, it_
has obtained important results in spite of the short time <that ;

FEDEAGRO has been workmg. With the implementation of a market

price 1n_format_1cm systan, the producers as well as the Federat:.on- -
have been able to subst_antlally advance in thez_.r -capac:.ty to :
‘negotiate prices and to identify markets. ' ' '

With the participation of FEDEAGRO, new channels have been" opened :

to commercialize the farm products that benefit the whole region.

Sc:methlng that the Project was not able to do is to. strengthen j
.F-EAGRO'S financial capacity. - :
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 However, what was obtained at institutiomal level, has made it
; "_-pos'sible to consider this organization as potentially eligible to -
execute the projects of other organizations that want to work 111"
the agrlcultural development of the region. '

V.  RECOMMENDATIONS

As it can be appreciated through the evaluated points, FEDEAGRQ is

at a degree of development, maturity and self support which make: -

it poss:.ble to assure that all efforts made for the Project w1ll_. e

still be of advantage if the assistance given to this PAO
dlscontmued suddenly. Therefore it is recomended to contlnue %
supportmg FEDEAGRO for at least one more year. - '

Durlng thls perlod the followmg areas should be supported as a
prlorlty. S

. FurtheranCe of FEDEAGRC

. 'I'rai_ning and formation of leaders to strengthen_ the negotia;ti_ng: |
‘capacity of FEDEAGRO’s directors with the producers and ‘the o
associati_ons which form part of it, as well . as with oi:hei__.

producers, cdoperat’i_on ; and government institutions.

. . Training at managerial, tecl_mical' and administrative level,

: applied to the requirements of the activities to be carried .oui;_ by

. the Federation.
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. Tralnmg and techn::.ca; assistance program geared to strengthen |
the tase of the association. - R

Prov.mde the most distant assoc1at10ns with ra.dlo equlpment to

‘have an opt:munn market prlce information system. -

. Propose the diversification of crops

. Training in rational soil management and protection to avoid '
eroSion which could cause changes in the ecoSystem of the régio’n; RO
mostly due to the irrational clearlng which is practiced on

h11131des 1n order to obtain cleared areas for annual crops.

. Evaluatlon of the technlral and economic fea51b111ty to 1nsta11
a plant to treat and preserve gralns in Monteagudo. - : K : ,

Commer01allzatlon of corn and other agrlcultural products
not trying to

volumes limited to its admlnlstratlve capacity,
monopol:.ze the market nor to eliminate the mlddleman, but to ae... Ve

as a price regulator.

PAGE 23 OF 23

 Droamsen, eez | ANNEX 1l FEDEAGRO

:in. o _ . - :.._}:.‘;




PAO PROJEGT FINAL EVALUATION
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' Documento del Proyecto Organlza01ones Agrlcolas Prlvadas.;l”

.-Enmlenda N2 1. Agosto 1990.

”lﬂ;f
S 11l.-

12.-

Enmlenda N®* 6 Convenio de Donacidn Provecto: Organlzac1ones
Agrlcolas Prlvadas Agosto 1990.

Criterios se seleccidén de OAPs beneficiarias del Proyectd;

DiagnéstiCO'y Estrategia de Desarrollo de ANAPO;'Enero-lSSS;*H'

VConvenlo de A31stenc1a Yy Fortale01m1ento Instltu01onal entre

el Proyecto OAP y ANAPO. Noviembre 1988.'

Dlagnéstlco v Estrategla de Desarrollo de ASOBOFLOR. Enero
1988, . S .

Estudio de Factibilidad Técnica Economlca v F1nanc1era.' 5
Empresa de Comer01allza016n y Servicios a la Florlcultura._‘.

_Octubre 1989.

_xPropuestas de polltlcas \'g mecanismos para ampllar el 4rea RS
- soyera en el Departamento de Santa Cruz. W. Nuiiez ANAPO 1989.-*

Plan para el desarrollo de la produccién de trigo en el

Departamento de Santa Cruz. J. G. Justlnlano, J. Muﬁoz ReYes,'ff:
- J. Velasco. ANAPO 1990, _

_Dlagnostlco v expan51on del cultivo del glrasol en el : SR B
Departamento de Santa Cruz. H. Ordofiez, R. Coll y C. Ferrar1. ,-g_g“*

ANAPO 1990-

Evaluac1on."9r1vate Agrlcultural Producer Organlzatlon

" Project” USAID/B011v1a Gordon Appleby J Phlllp Fason. Abf11;;”‘%f'
1990. . i

Programa de trabajo de ANAPO. 1991/1992. Marzo 1991.
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13.-

i4.

l5f

16.

17..
18.

19.

20.
21;
| _ 2_2_.:
23.-
f 24;_

. 25.-

Pfograma_dé trabajo de ASQBOFLOR.-1991/1992._Marioilssl.:'

Programa de trabajo. de FEDEAGRO. 1991/1992. Marzo 1991.
Memoria 1990. ANAPO, Marzo 1991.

- Anélisis de 1as opera01ones realizadas hasta el 31 de

Diciembre de 1990 por SERVIFLOR VERNA, Audltores Asoc1ados. '
Abrll 1991. o

.Estatutos de FEDEAGRO.

Reglamento_Interno de FEDEAGRO. ARbril 1991.

Informe flnal primera fase del programa de af111a01on- B. de:f' 

~ Kreidler. ANAPO Mayo 1991.

Informe de las campafias 1990/1991 Cultlvo de soya. ANAPO
1961..

Informe ‘de las campanas 1990 y 1991. CulthO de trlgo. ANAPO,;f

Informe de la campafia 1991. Cultivo de girasol. ANAPO’ 1991;._*-

Indlcadores para la medicibdn del 1mpacto del Proyecto OAP
sobre instituciones benef1c1ar1as. RONCO- _

Programa de trabajo 1992. FEDEAGRO. Diciembre 1991.

PLAREG, Plan integral de desarrollo subregién IV Provincia

Hernando siles, prlmera fase (1992/1996) CORDECH.Diciembre

1991,
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o 2_5. .-

a7
28.-

29.-

30;—
31
']32Q-
a3
';34;;
:35?;

36.-

37.-

Reyes, E. Rivera. “ﬁﬁDO Enero 1892,

_Memorla de la Cémara Agropecuarla del Orlente 199l/l992 CAO.~

'Setlembre 1992

fInforme sobre resultados de 1la reunlon del Consejo Tacnlco o
-Ampllado. 17/18 de Setlembre 1991 : '

-Evaluac1on de 1mpacto para ANAPO perlodo 1987/1991 Dlego ”*
o Montenegro Octubre 1992. ‘ _ _ £ _

“Mbntenegro. Octubre 1992,

_-Costos de produCC1on de aji, fre3ol malz duro, maﬂl nn la
‘provincias Lulq Calvo y Hernando Slles. FEDEAGRG ﬁﬁvaemhfe
1992, . _ _ . R

_Pr¢grama de_tfabajb*léQBﬁ~EEDE§G3O.§bviembﬁew1992;;+f- _3

Informacién .- sdbre el érea da -iﬁflﬁencia.‘ﬁe,?EDEAGRdg
G. Salame NOVlembre 1992.}_,‘- L

Plan Quinquenal para la produccién de girasol enm el
Departamento de Santa Cruz 1992/1996. A.Kreidler, J. Munoz_

Inferme flnal segunda fase del programa de af111ac1on. B déjr

.Kreldler. ANAPO Enero 1992.

'ReestructuraC1on de SERVIFLOR Programa de trabajo. Febrero :
- 1992. | . _ .

Informe san Valentin 1992. SERVIFLOR; Fébréro 1992;1._

Exp051c1on de ANAPO para la reunién del Proyecto QAP.__

Evaluaczon de 1mpacto para FEDEAGRO per;odo l990fl991 Dzego
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38.- Reporte final del Proyecto OAP.RONCO.Noviembre 1992.

39.- Plan de 'trabajo v presﬁpuesto del Departamento Técnico de
' . ANAPO gestidén 1993. ANAPO. Diciembre 1992. ' '

40.- Informe - Trigo 1992. ANAPO. Diciembre 1992.
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' PERSONS CONTACTED

.Jorge_calvd c.

Gasté4n Martinic R.
‘Marcelo Miranda

Diego Montenegro

Carlos Hincjosa

Alicia vargas-defAsin

_Eric-POnce.

Juan leos

ﬁ_.V1ta11an0 Gonzéles

" Gonzalo-Saavedra .

Gonzalo Humérez

'f'Juana-Pozo
Gonzalo Dlez de Medlna
Carlos Tadlc

_Carlos vargas
*camilo Molina

'”1R1cardo Frerklng

'_Carlos Ro;as

Guil le:x:mo R:L_bera '

Bduardo Nostas

Project Manager, Agricultural and' |
Rural Development USAID/Bolivia.. -

Co Dlrector uce/ MACA

Econcmlst RONCO.
Economist UCP/ MACA.

President, ASOBOFLOR;

Vice President, ASOBOFLOR.

' General Manager ASOROFLOR.

Flower Grower.

Flower Grower.

_ Flower Grower and Exporter.

G_eneral Manager, SERVIFLOR

Accountant, CIS Punata.

General Manager, Flor de'Empresa;

Copartner, Flor de Empresa.

Technlcal Ménager,
Flores Samay huasy.

Marketing Manager,
Flores Samay huasy.

' President, ANAPO.

Director, ANAPO.

 General Manager, ANAPO.

Technical Manager, ANAPO. . -
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'Rolando_Zavala
Herman Salvatierra
'~ Melgior Baeny

Augusto Saravia

Seed_Mahagér, ANAPO.
ProJect Manager, ANAPO.
General ‘Manager, COMEX S.A.

President, FEDEAGRO.'

DECEMBER, 1992

ORSAMIZATIONS YISITED

Alex NAjera Director, FEDEAGRO. | o
Cristina Salazar de Camacho Director, FEDEAGRO and Presidént of
' ' - Taperas/Tipucha Associaticn. :
| Roséndo.Rojas_ Tréasuref; FEDEAGRO.
_Humbertc Garcia Presidénﬁ,'Itapenti.ASSQCiétign.f;'
_Gonzalo;sélaﬁe” Project Assessor,_FEDEAGRo.'
'Onemxz-quus'- VISITED |
Pléntel de-Vitaliano-Gonzéles; Puﬁata.- cOchabamba;:
Flores MSA. Carcaje - Cochabamba.
Plantel de Aiiéia_vargas de Asin._ Carcaje - Cochabamba
' Flor de Empreéé.'Tiquipaya - Cochabamba
Flores Samayﬁuasi._Colcapirhua - Cochabamba.
Planta'de Semiilas'ANAPo Santa Cruz. B o
Asociacién Itapenti, Chuquisaca. ASSOC1ates meeting, 1l out ofiizf
assoczates partlclpated _ ' s
‘Asociacién Tapera/Tlpucha, Asstiates meeting, 31 éssociates  “
participated,-(zz women y 9 men). .
ANNEX V PERSONS CONTACTED AND  PAG. 3 OF 3




 PAO PROJECT FINAL EVALUATION

 ANNEX VI -

'SCOPE OF WORK

. DECEMBER, 1992  AMNEX VI SGOPE OF WORK PAGE1 OF 8




ORDER FOR SUPPLIES OR SERVICES

MPORTANT: Mark all packages and papers with contract and/or order numbers.

. DA TE OF ORDER

November 18, 1992

2. COMNTRACT NG, (i any )

51

3.0ORDER NQ,

-0000-0-00-3018 PIQ/T!

Ta. REQu:smOwRCFéRENcE:_vp- L

3 lS;SUING OFFICE {Address cowreapondence to)

Rég ional Contracting Officer

5. SHIP TO:

(Congignee and address, ZIP Code}

11-05893- 3'20175

L

22 NI ED STATES OF AM"-HECA

BY (Signature)

vﬁp_f—)\_,./f-o\

Clemenl: J. Bucher

T E e O THALT NG ORBERING GFFICER

U3a1D/Bolivia )
Casilla 4530 ‘ .
[a Paz, Botlivia SHIP VIA: ]
;TO: CONTRACTOR (Name, address and ZIP Code) 8. TYPE OF ORDER -
o ‘ et X D A PURGHASE — Refersnce yc_:u:f .
' e _si‘_i,;itl Négotiation 11/92 __ I
. RIS I -Fl 1 ish I fall 1 n:the nd ¢condl-
- Mr. Alfomso Kreidler G i “fg:::“’:‘é?{,’?"tg:i?%"?v:“%‘si?’% 53“%?{;3“;?'} ntg.'o
) gt atta a8 n u W -
Calie Cuellar No. 79 ' 'f [‘J‘Z‘ k cu-?:.%‘ms’purcsnase ‘l‘s r}:e‘;oltated 3ndarautnority ot
_Phone\ {03) 346333 L FAR 13,106 ; : .
Santa Cruz, Bolivia 1 D B. DELIVERY — Except for bitting Instructlons
. ’ K . e it e on the reverse, this delivery crder.is sutject to In-" .
structions confalned oa this side onty of this form:
and . is 1ssued subjact to the terms and ccmdltfons Df
L ] the above-numbered contract. .
L,ACC_OUNT!‘&%AND APPROP‘R!ATION D_ATA' . ’ * 10. REQUISITIONIN(‘_:‘ UF’F}CE' e ""' _' i N . o
72-1121021 . ' ' i
e 11 BUS!NESS CLASS!FICAT!ON {Chcck appropriote box[a))
e 0 . LDNA-92-25511-K6 13 . PO 05893018 s OTHER e Ta s
PIO/T 511-0589-3-20175 S T e e THAN ADVAN- "r‘ TWOMEN-""" ",
tmToL I : : E920208 DSMALL (SMALL " 1ol TAGED . OWNED -
2. F.0.B. POINT 14. GOVERNMENT 8/L. NO. . . DELIVER TO F.O:E. POINT | 16. DlSCOUNT TERMS ', T
: ; e , U TR B 9".‘0“.‘3555’;55,“’_‘?‘?).—_. R T ;
[3.PLACE OF INSFECTION AND Acczwraﬂcz—: AR EER N ot
. 17. SCHEDULE {See reverse for Rejecticns) : SRR P
- - GUANTITY UNET - QUANTITY -
ITEM NO. SQPPLIES QR SERVICES ORDERED UNIT PRICE AMOL{NT ACCEPTED -
(A) : {B) . C} (DY {E} : MG e
,Fox the fixed ceiling price lentxoned in 1E§!.:;1_7.(i).the' contra
shall provide the services and reports } C
described below. ¢S
A, BACKGROUND o !
. . . . R : Pty s :.;..._,- I P4 .
P o t . .
In 1986, USAID/Bolivia sigped a $US. 4.2 gillion ‘grant agrees K
which, after three years of implementatidn, was pxtepded tojtwe -
additional years and $US. 7.2 wmiilion, Wwith thé QGdverameal of '
. Bolivia providing .technical assistance,| trainigg, |credit jand o
. organizational support to assist selectdd privafe - gricul'h[;ral B
producer organizstion meambers-to 1ncreasd income| and- ua'rket ble T
_beDl’éacb from their favms and ranches, ' T RN
; \ e ) Tt :
_The geal and objectives of the Private Agriculturpl Prodycer -
Organizations (PAC).Project are similar to| many tzansfer effofts, :
i through the adoption of improved technologies and fraclices, tq:
18. SHIPPING POINT 15 EROSS SHIPPING WEIGHT |20, INVOICE NO. : 1..7(H:.é=1'6'r__.~' >
, o>
SEEBILLING : _ pages) - -
INSTRUCTIONS |77, WAIC INVOICE ¥O: {Include ZIP Code) oo
- ON 17{t) - -
' REVERSE c:ontroller 8 Office, USAID/Bolivia l g 14 ?g?ﬁf-_
23..NAME (Typed) : -

f s 7'540_,01_.1-_52_300

%0347 101

OPTIONAL FOHM 54? HO 53)
Prescrined by GOSA .



SCHEDULE — CONTINUATION

MPORTANT: Mark all packages and papers with contract and/or order numbers.

JATEZ OF ORDER

Novesber 18, 1992

'{CONTRACT MO.

. 811-0000-0-00-30138

GROER NO.

PIO/T 511-0598-3-20175

" ITEM NO.
™

SUPPLIES OR SERVICES
{B}

OHoERes
?C?

UNIT

L

UNIT
(D)

 AMOUNT

(F] .7

QUANTITY

R

- The Private Agricultural Producer Organij
also intended to strengthea and expand
‘agricultural producer organizations to prgvide teghlino]
services to their members.
such services is therefore basic to this eValuatioh:
the Project purpose, the following strate y was i

1.

~increase agricultural production, th

~ Increase communication and informat

Jacrease the awareness and ‘use
_practices through more effectjve info

farmers and ranchers incomes througi
expand production,

increase marketable surpluses, incly

sTeby in
increay

ding exp

ed yields,

ortyg.

rations

Definition of the most appropriate rples for
or publf
private firms and Private Agricultural Produder

agricultural development services

(PAO)s, and encourage them to assume
contributions by each, which will
conflicting and more complete in cov

Contract local consulting/technical
effective ‘comsunication processes

Agricultural Producer Organizations
wember problems and stimulate the

improve private coasulting firm/Privi
Organizations (PAO) interaction and
project benefits,

Improve the -capacity of Private
Organizations (PAO)s to market on
using social marketing skills),

among the Private Agricultural Produ
and the rest of the agricultural sec

An assessment| of the leff

uch rol
be more

assistan
to help
{PACG) oF

drowth of

fte Agrid
in the

Agricy

cer Orzq
ter,

jon exchbnge
nizdtions (HAO)s

ce

between

Increase the integration between ¢

groups through association for their common
-improve the production and marketing pf spec

economies of scale and coordinated 2

Stimulate and motivate private agri
input supplies and marketing organi
increase - services to  Private
Organizations (PAO)s, and '

esino

forts),

culturall
zations,
Agriculj

"ic drops th

to] improve
turall

nd rfon-campgsino
1con aic gooa
i

creasing Boljvian

PAQY) projedt is
the capdcity of private
togy transfer
ctivene{é of

lish

g Tum, {post

lturdal Pro ucer.

their oyn bghalf {¢.8.,

and

(to

ough-_

firms, such as .

and

Producer

hf sound’ enviroomeutal 7 ¢
Fpat i dnd dowmunicdarion

| : methods.
. : : ; TOTAL CARRIED FORWARD TO 15T PAGE [ITEM 17(H))

' OPTIONAL FORM 348 (10:83).

Prascribed by GSA. | S t/
FAR {48 CFR) 53.213[8) |

50348-101

LN-754c-br-asz_aoaz .

ERvaY




PAGENO. .

ORDER FOR SUPPLIES OR SERVICES

o 'SCHEDULE — CONTINUATION R
MPORTANT Mark all packages and papers with contract and:’or order numbers_ o
DATE OF CRDER - T ICONTRACT M _ ORDERNO _
November 18, L992 S 511 0003—0—00—3018 : 10/T 511_0539‘3.29175
CaTEmNo. . . SUPPLIES OR SERVICES S QDI uner|  UNIT. | AMoUNT ?-ggéﬁggg,j[
(A} ) : B} OH?C}H o {0) (l]:'? - {FY é ot

I .| At the gnd_qf the Project, there should bé

ST

= Increased production and income from Project hssifted ?riVété_ )
L © Agricultural Producer Organizations {PAO) member$' farms|and
- - . ranches. : e S

! -~ .. ‘Project assisted Private Agricultural Producer Ofganizatioans:
f _ - (PAD) memberships fully supporting the provisiod of Prijate
| Co : - Agricultural Producer Organizations (PAQ)} service throughj fee
g . payments or production check-offs, : o

|

|

of Private Agri;ultural'Producer Orga
firms and GOB entities in providing -

- A clearex'nnderstanéing and implement tion of -he'ptoﬁer rples :ﬁ
;ization (PAD)s, priyate
ervices |to ?xoducers,
- - Private Agricultural Producer Org nizatiogs _[PAD)S. with
TR N increased inlluence over policy issuis affecying [thenm, o

- A regular publication of an agRiculturgl erganization
- newsletter, perceived as useful by Private gticultnrél
_ . Producer Organizations (PAO) leaderslip, '
1 -  Imcreased cooperation and service d 2livery ket een prirate o .

. sector .agricultural firms and tk Private aricultyralw-i-3" "

Producer Organ1zations (PAC)s, :

- : Increased demand for, and use of envitonlental information,

. and
! 1= - Plans foraulated and ipitial implemeqtation dctidns taked to
§ : establish a national agricultural chagber andfor gricultgral

L ) _ - .advisory service which may be uilt o e proiect_" -
% infrastructure and trained Bolivian gersonnel of {the Pro: ect
Implementation Team to continue to fgcilitatq the growthi{and R
T - improvement on non—subsidize&.serv1ce priented proflucer groups . ¢
R - ~ after Project close-out : S o

On april 1990, an evaluation Iaslconi?cted by Gozdon Appleby.
and J. Philip Eason that pointed out the necesfityof changing-
the project iaplementation strategy.| from o e i which [the
- same approach was used for all sellected ¢
- N tegional = chambers and agricultural | organizati _ R
' : . focused primarily on long term ﬁ;:hnical' as istance in
organizational development to pro i ' . ! KRR T
- reflected in Amendment No. 6 of the firant Agreesfent ‘beteen .
the Republic .of Bolivia and the United|States ¢f _ R IR
change inproject strategy, therefore, ccacentfatefl efforts on
) _ strengthening of first level organizations, with ndirect and
. . | margisal support to second level orgapizatio
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LS Ly - T fette ]

SCHL Q’u et T | o E. - L ) 4
PC'RTANT Mark all packages and papers with'contract - = g . —
ATE OF ORDER _ CONTRAGT I © e ~TGRDER NG.
ITEMNO.. _ SUPPLIES OR SERVICES - QUANTITY | jnyg ] UNIT TAMOUNT  |QUANTITY
: s _ ORDERED PR i : :
{A} . - {8) ?C)- kil é?& {F} : '.ACCC%P)TE'E-)

combination . of imstitutional strengthening in the
administrative and . techanical areas; and |financial
strengthening by . encouraging ' e fdrmation qf
production/marketing enterprises wheneyer it Was donveniegt
and feasible to do so. Additiomally) products with high
technical and econcmic potential bhpve badn aphas1z d
(flowers, bovines, wheat and maize).

The project's technical'assiéténce is Heing prdvided through g
. a contract with the Ronco Consultmg (drporatidn. '

B STATEMENT OF WORK

1. Purgose
The purpose of the evaluation is to dra lesaon o
. the technology transfer experience of the Ut AID Bolivials
- Private Agricultural Producer Organigations )
- Project which has been working with geight Bqlivijan farmer.
3 organizations.
X. Scope-of_ﬂork =
The contractor for the evaluation will delivpr e
S . studies (one per each of three selected faramers )
i < . and a main report, the. case studies appearing o
- e the main report. The main report will{provide | e
| ~analysis of the 3 case studies that cpitically’ asfesses the
~project’'s experience in working witl these 8
g

analyzed in depth in the case studies.

.Ia.particnler, the analysis should addreés onelmaih questibn
of concern to USAID/Bolivia:

iiﬂ R 1 Did the Private Agricultural Producgér Organ Lzatlons_(?#})'.
P . project accomplish the purpose and Jectivés stpted aboje
and reflected in Anen‘dnent No. 67 :

i o : .
; o In carr}ring out tl’is task data will be cellrected. L
i~ . .| ~answer a range of empirical questipans. The flollawi
i gquestions, should be addressed fcr; each case stud

LI - B -]

T Is there a demand among prijvate grijcultur
i ' ' Producer Organizations members f4r the 100&5 and/
j services the project is seeking to isprdve?
y' S - what extent is  the development of sufh Roods
|

serv1ces demand drlven?

_H'o H o
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ORDER FQOR SUPPLIES OR SERV

ICES

- SCHEDULE — CONTINUATICN

TANWE V.

5.,5:

MPORTANT: Mark ail packages and papers with contract andfor order numbers.

ATE OF ORDER
|

CONTRACT NO,

ORDER NO.,

| ITEM NO.
I {A}

SUPPLIES OR SERVICES

QUANTITY
OH?EHED
C)

uniT]  SNIT
(D)

AMOUNT

QUANTITY - °
|AccggTED

-aDid the project introduce and)
Agricultural Producer Organiza

(8}

g

explai
tions o

PR

n tie Priv
roject to

beneficiaries in a way that en

- (F)

ured tHat
has a clear understanding of what
~Agricultural Producer Organigations
offer and what is required o3 the par
Were 'thi

.organizatidns-lenbership?
channels in place at the criticgal pha
~design and impleaentation?

es

,  Was fhe project able o ilplérent
: L - . organizational Development trategly (it
b : "ipitially formulated for these| organfzatiions?

Agkicultur
in aghieviang

the P3
- made

_ progress have.
Producer Organlzatlons

| : _

! ‘What
| . .

L ' o organizational
| : '
[

_In.what-ways has the project's Jlong-tdrm
pred the ‘d
acivitiesg

achievement | of tLe

terms technical assistance nurt
o of the organizations'
o _ “ ‘comtributing to
' ‘purpose and goal?

_ _ ~ Bas the project used small
I -programs in working with the
- Producer . Organizations? Wh
- experience of making this reso

S More - generally, have oprojec
SR . - adegquate to  implement g
: | ' Development Strategy (ODS) pl__
~~vWindows of opportunity? Ha
: 'ﬁufficlently flexible

"Has_}the_ project's experience ]
- Agricultural - Producer Organizations
‘track record that signals a model for

fdu;11¢ati

R o . : L o _ ' _ _
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SCHEDULE - CONTINUATION

R OF ORDER

dPORTANT Mark all packaces and papess with contract and/or order numbers,

CONTRACT NO.

CROER NO.

 ITEM NO.

SUPPLIES OR SERVICES

QUANTITY
DRE()ERED
Ci

UNIT
(D)

UNIT

e

AMOUNT

(F)

JlauanTiTY

{A)

{8}

- Was. the project's data collec
reporting systes adequate to
PIOgRIESs towards its purpos
indicators identified?
could have been identified t
project success? What impact ¢

10.

If nojt,

tion, na
moaiter
e ?
vwhat i
b better
an be

result from project interventidns.

“IMore questions will be added or the
|be modified im light of
Agricultural Producer
personnel and the

13.

Methods and Procedures:
Befoxe.the evaluation begins,
SOW, define timeliness,

Speciallst and the evaluation team.

The study's methodology will be a-cxcss-cuti

“lof  the - case  studies of three
lorganizations. Field work to collec
will employ a rapid appraisal appreoa
- Review of secondary informati
lproject implementation plan, amendmen
studies, evalnation reports, etc ).

focus groups, and
i { ~ Review of administrative rebofd

-;ﬂriﬂter#ieé acheddlé will be deve

colliection of data on key issues an

have affected the organizational perf

|private Agricultural Producer Organigations

jsame schedule will be utilized in col
each of ;he three organi;atiqns.

This eialuatidh.will be carried out d
and-a-half pezriod, and the contracto
a 6-day vork*ﬁeek, including holiday

discusslions
"Organlzatiopns

USAID Project Mpnager |
Coordinator during the study's evaluption d

: a te4gm plannin
‘{will be held in La Paz to plaa for the¢ team fo 1

Site v1sits 1nc1uding key informant i%ter

bove gigest

it
(PAO)
an

and establigh a woikflan.
- w111 be comprised of the preject mana er,_th,

ereg

esign-pha

1?51&_2
project

isp
ndicat
detern

etejrmined

ions w
Priv
proj
Proj

eview

bk meet]

ct
s

ne

to

ind -

11

te

ct
ct

rhe

11t
ssiqn N&E -

Boli
the 1
ch that

o (Pr
ks, PILE, d

1opedf
d factlors
:raancd of

lecting th

will

to Fuidef@

{(PA0)s. 1

- analy
‘Far

views

that
the thi

¢ data

ring the ane-mont
e duthorij

er
ta

ahd

ay
tee
'he
on

h-

ng .

is

the -

pér, . i
stie .

:gd"
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FAME AL

| _ S . RDER FOR SUPPLIES OR SERVICES

e S * SCHEDULE — CONTINUATION L BTN A S
MPORTANT “Mark all packages and papers with contract and/or arder numbers,
;ATE OF ORDER. . _ CONTRALCT NG. . ORDER NO,
: : o QUANTITY UNIT AV QUANTITY &
ITEMNO. | © SUPPLIES OR SERVICES SROERSD UNITE SILE | AMOUNT ACCERTED
ta) L . : {B} L C Cy S {m i ey . - - {FY . ): Lo

L Evaiuation'?e é Coaposition:

3 b e conplete this scope of worX a one~mohth-and-a-
' SR half time frame, a two- person pvaluatiion] team will
' o be required, Borh team members| will He responsible
SR ~ for .the authorship of ome of the twof cage studies

i . ‘and the agricultural econonz#t'will ‘bej the team

; e leader and respon51b1e for the authérsHip of jthe
. e - na1n report. _ '

;;-“'“_ ;;5-5  Time Frane and ReDor_iﬂaugiﬂﬂiEEEEﬂié
o : The followinu schedule related subnisﬂion of dralfts

- -  1  _ and debrlefxnas to completlon of fielldwofrk. -
i'}'_   |- The draft of the.three case stfidies wWill|be due on
. e Week 4 of the evaleation| febriefling.

presentation and Jdiscussion jof thle Five CaSe"'L
studies will. be schedule two d_ys lager.i - _

i o b= The draft of the -ain report w‘ll be due pn WeeX 5,
o : with a debrlefing presentatiof and @isqussion| of °
T S the report_schedu1§ two days later. ' )

- The final versions of the 3 chase sﬁ;diqs and £hé 
N :nain report w111 be due on 31 Pecembdr. -

The reports to be subaltted in Spanmsh and t¥apslation . . -
‘to BEnglish will be responsibility af the congractor| (5 -
‘l'copies .in Spanish, 5 copies in English jand computer
‘| diskettes in each language). The'rep%}t length phould jnet =
| exceed 50 pages, with any detailed discyssilons beling - -1 -
- | placed - annexes. (Results of Jthe study; will { be
I subn1tted to AID/S&T/CDIE. That offide willjcirfulate the
... .../ Teport to private sector in1tiat1vel-and kelit widely -
SR .-_accessible) S N

AID s .required ftormat for evaluation r pdrts: is’ as “

'-follous
. - Executive Sunuary stating the Jindingsf(wvidenpe),
- |~ and recommesdations of the evajuatioy, 1
L - Project Identification Data Sheet,
N E _ S
R Table of Contents,
& 1= :3ody-of report,
. = UAnnexes . TOTAL CARRIED FORWARD TO 1ST PAGE (1TEM 17(H)) >
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