


The purpose of the project is to rtr&ithA the capacity of Privpta Agriculturat Orgmintions (FAUS) to provide services : 
and increase incomes to members. This final evalluation was carried out to draw lessons learned from the t~brrIogy ' 

tmsfer experience of the USAIDIBolivia's Private Agiicultural Organizations (PAO) Prqiect, which has been w d n g  
with eight Bolivian farmer organizations. 

The evaluation -was conducted by two Balivian professionals, on the basis of a review of project documentation, interviews 1 

4 t h  project personnel, (USAID and impternentors) and visits to project sites: 

Three out of ten Private Farmer Organizations have been selected, to be used as case studies as follows: 

ANAPO in Sant. Cruz (Soya Bean e .i Wheat Pducers Association); ASOBOFILOR in Cochabamba (Bolivian Plower 
Growers Association) md FEDEK . .a (Farmers Federation) of Chuquisaca. 

0 AWAPO was able to increase the area planted with soja beam, increase what production by 1000% and increase its A 

membership by 50%. 

0 ASOBOFLOR was a failure because in six'years of work, it was not able to develop a self sufficimt system. 
Eventhough the area planted increased 25% and quality of flowers was improved, the flower growers are stir1 facing 
problems in paying back their loans to the bznks. 

0 ~ D E A G R O .  This small farmers fedention in Chuquisaca received project assistance only during two years.' The 
assistance consisted of institutional support and marketing. 

The most important lesson is that if in the future, and if the Mission Jwires to start a similar project, the initial ' 

institutional analysis should be made in a different way as it was done. Factors r. the regh, m m b r  if active 
members, economical status of  the association, crops being gmwn, fcu bdng paid to the association and others must' 
be considered. 

Other important lesson is that the amount of milney inyested is not so important, as is the time required for efficient 
institutional development work. 

Alflllatlon 

Alfonso Kreidler Independent 
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I .  A.I.D. EVALUATION SUMMARY - PART I I  

Address Ihe Iotlowlng Items: 
Prlnclpal recammsndallons 

PURPOSE OF EVALUATION 

in their relative success. 

MEmODoLOGY 

For the f ind  evahation work, USAIDIBolivia defined the "Case Study" rnethodoIogy. Three 
institutions where selected as a representative sample from the eight PABs with which the project 
worked during the last project phase. 

V ANAPO, created in 1974, is a trade union which gmups the oil and wheat producers in the 
Department of Smta Cruz. 

Undoubtedly, ANAPO in its eighteen years of work in favor its members, has k e n  able to 
reach, at the end of 1992, the objectives for which it was created, It is today a leading 
institution at regiond, departmental and national level. 

Much of the success that ANAPO has had is due to the professionalism and dedication of its 
directors and executives who have prover? their capacity and revnsibility. 

. - 
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The ASOBOFLOR statutes contemplate rendering the folIowing services: lobbying, marketing, , 

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 entity and make possible the provision of services 
to i'cs associates. 

I 

I 

I , 
I 

In early 1988, WCNCO prepared a document entitled "Diagnosis a d  Orgmizationd 
Development Strategy of the Bolivian Association of FIower Growers, ASOBOFLOR", which 
contemplated the implementation of trade programs as well as managerial activities. It 
incorporates in its strategy a Marketing Department, in charge of gathering, tiansporting, 
processing, finishing and shipping of products. 

Zn March 199 1, the " 1991-1992 Work Program of the Bolivian Association of Flower Growers, 
ASOBOFLOR" was prepared. The activities which the Assmiation must have realized as a 
trade organization, were identified and reviewed. The work program served to identi@ the 
need to create a new organization to provide the marketing services needed if a successful 
operation was sought. As a result, SERVIIFLOR was crated. 

0 ASOBOFLOR started its activities in 1983 with twenty five members, eighteen of which were 
' 

considered producers and seven were planning to produce in the near future. 

At this time, SERVIFLXIR is working as an independent organization, but absorbing a great 
number of activities which ASBBOFLOR would have. This Assmiat,Xion i s  limited to try to : 

solve the financial problems of six of its associates. 

In February 1992, as a result of transferring the ASOBOELOR activities package to the PA0 i 

Project, a dwument was created "Restructuring of SERVfFLOR Work Program" which 
contains many statements and suggestions for the future activities of the enterprise, 

O FEDEAGRO, has as its main objective, the red and effective solidarity among its associations, 
" 

allowing for the opdrnurn benefit from training, production, cornmerciaIintion and other 
activities; and improving the living conditions for the associalled agricuItural producer. 

1 

The P A 0  Project's assistance to this Federation began in 1990. Prior to that, the producers 
had tried to group the activities of the associations, creating two Association Centers, one in 
the Hernando Siles Province and one in the Luis Calvo Province, 

The Project's first activity was to combine the efforts of a series of associations and o b i z e d  I 

groups of producers from different areas  in!^ a Federation, to obtain common objectives 
resulting in the creation of FEDEAGRO on August of 1990. 'ne first step was &en towards , 

the fulfillment of one of the main objectives of the Project, the strengthening of Private . 

Agricultural Organizations. 

I 
, 
I 
I 

i 
! 
j 
I 

Starting in August 1990, the Project began to assist the Federation in an effort to strengthen it 
in order to provide mare efficient services, to reach project goals and objectives and to raise 
the income Ievel of its associated producers. 

I 

I AID 1330-5 (10-87) Pago 4 
, , 
I 
I 
I 

' . 



I Although the Federation is a relaively new organization and given the short perkd d 
assistulce provided by the Project, we believe that the results obtained, greatly contributed b 
the P A 0  Project. I 

The contracted evaluation t m  delivered the three requested case studies, one for each of the three 1 
selected farmer organizations, ur&r attachments to the main body of the evaluation report. The 
final evaluation report provides a comparative analysis of the three case studies, assessing the 
project's experience in working with these organizations. 

The evduation report concludes that the project did not reach uniform results in attaining goals 
and objectives. 

The leadership capacity of the personnel from the Board of Directors and Executive Staff7 and 
the institutional representativity of an organization, are very important elements in the 
implementation of  a Project. 

In addition to the above two statements, the disposition, the will, and the common interest of 
all the associate members of  the organization should be present, in order to work on behalf of 
the institution and to benefit its members. 

0 The qualitative analysis of the potential beneficiary institution should be emphasized at the 
selection criteria stage. 

0 The diagnosis stage is fundamental for the efficient planning of the activities the projects will 
develop, including a cost-benefit analysis. 

O A pemanent mmrnunication channel should be established, that will dlow a better 
coordination md provide more flexibility in project implementation, 

0 Prcrjtxt implementatian agencies should be given enough decision making authority, in order to 
expedite imjplernenrtation actions. 

0 Monitoring and evaluation activities mud be ca&ed out independently from USAIDlBolivia 
and implementing agencies. 

C 
A m  1330-5 (10-87) Page 5 







I 

COWTBN!FS PAOt 
I 

I 

I I IEBTRODUCFZOB It, 
I 

I 

I X FVALUATIOH METHODOfrOGY 3 
I 
I I BRIEF S-Y OF TEE PROJECT 3 ' 
I 

I 
A.- S%lectioa of the Project's baeficiary 

I 

organiaatlons "I 
I B.1 Diagnosis and Stfatsgy of Develpm%nt 
I 

for the beneficiary organfrations 9 
I C. - Xrrtroductioa of the Project a the 
I 

I benef f cia- organizationrr LA 
D o -  Iqplementation of the Strategy of 

Development in tbe Beneficiary argaairations I1 I 

I 

I % . - Prof ec t Results 2 2  

V, -  CQlqCfUSIONS 28 

I V f . -  IICOMXEKDATXOIS 35 

A.-  For application ia future projects 35 
I B,- Supplementary ta the PA0 Project 41 
I 

I 

I C.- Per application in the Bsneffciary 
orgamizations 45 

m m x  r ANAPO 
I 3bmmI f I  AgbOBOFLOR 
I 

, AlmZX P I T  PIDEAGWO 
I 

I 

I 
XmaYzX SV DQCUMELQTS CO~SUZETED 
Am%EX V BERSQHS COTJTACTED AHD ORGAIZfZATXOElS VISITED 

I AHHEX V I  SCBPI OF WORK 
I 
I 

I 

___------------------------------------------------------ 
DECEMBER, 1992 C%%Nii'EMT@ PAGE 1 OF 1 



1 EXECUTIVE SUMMARY 

I 

This document, is the final external evaluation prepared , for 
~~AID/~olivia for the Private Agricultural Organizations Pro j ect . 

! 

I 

I This evaluation, rather than being critical about past actions, 
I 

I 

tries to contribute with new enlightenments, based in 'the 
, experience acquired and the lessons learned during the execution 

of the Project. Its purpose is to optimize the development of 
future projects of similar nature. 

I 

The PA0 Project, Private Agricultural Organizations Project, was 
I 

authorized to start activities by m i d  year 1986, for a four year 
period. This period may be considered as the first stage a£ the 1 Project. 

In August, 1990, the original Agreement was amended when Amendment 
6 was approved, This amendment, among other aspects, changes 'the 
termination date of Assistance of the Project to Deceniber 31, 

I 

1992, extending tbe 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 w i t h  eight 

I 

organizations : 
I 

I 

i 
ANAPO, ~sociaci6n de Productores de Oleaginosas y Trfgo 

I . ASOBOFLOR, Asociaci6n B o l f ~ i ~  de Floricultores 
I , EBGAEENI, Federacibn de Ganaderos del B e n i  
I 

! . CIS-tBBA, Cooperativa Integral de Semicios "Coclmlmrban h t e , .  
I 
1 . FEDWRO, Federaci6n de Asociaciones Agropecuarias, Chuquisaca 
I . PEGASACRUZ, Federacibn be Ganaderos &e Santa Cruz.  
I I . AIPPA, ~sociacf6n Integral Provincial de Productores 

Agropecuarios, La Paz. 
I . rmAWWi, U n f h  de Asociaci~nes -eras, Chapare, CochabamM. I 

I 

I 
-----------------------.-U-U--UUUUUUUUUUU------d----------- 
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Five basic camponents were developed to attain the project 
implementation : 

. Technical Assistance 
Capacitation 

. Donations 
, . Credit 

. Institutional Support 

The criticism and co~llparisons done in this analysis, cover only ' 

three Project beneficiary institutions: m, ASOBOFLUR and 
FEDEAGF€O, which have been selected as case studies. The main 
purpose of this selection is to answer a very concrete question: I 

Did the Pzivate A g r I c u l  turd  Organizationr, Ptoject =each ; 
the goals and objectives for which it was created? 

This interrogation will be answered using the sequence of the : 

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

1,- Selection of the Project beneficiary orpanizatianpr 
2 . -  Disgposis and Strategy o f  dmmlopme~t for the selected , 

orga~lzatio~s 

3. - Introduction of the Project io the organiz-ations 
4 - rmpfmmntatiozl of the D e v ~ l o g ~ ~ 8 ~ 1 t  Strategy l a  the 

benef i c f  ary f ns t i  t v t i o a ~  
A,  - Insti. tutional S trengtheaing 

B - Dgvelopmmkt of the producere aector 

f,- Commtcialization of Agricultural Products 

5 . -  Raaults obtained with the Psoject 

The expected results at the end of the Project, are given in Annex 

I of the Agreement's Amendment 6 of the Donation Agreement: 

-------I----IC-C-----II-IC-I---------I-----C--C-3--ll--I-- 
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- W a d e ~ v d u n t E c n d v ~ ~ t f L L ~ V b G L ~ C i R d ~  

-d-&-y-. J# 

I 

I ! 
I 

I 
The three producer organizations selected as a sample to prepare 
the evaluation, came to be a representative sanrple, which permits . 

I the identif icatian of three very different types of situations at 
I the end of the Praject. These situations can be described , in a 

simple way, as follows: 

a) success; 
I b) failure, and 

C )  positive experience. i 
I 
I 
I 

I The experience with AWAPO, would be a case of success, 
I 

ASOBOFfrOR, represents failure, and FEDEAORO represents the I 

I positive experience of the Project . , 

I 

I 

W h a t  are the reasons for the occurrence of such different 
I 

situa5fons. at the end of the Project? 
I 

I 

I 
I 

I ----------------------------------------------------+---- 
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As a final conclusion it may be said that the leadership capacity 
of the directive personnel, the professional capacity of the 

executives and the institutional representativity of an I 

organization, are very important elements in the development 
phases of a Project. Mowever, above all, the cami tmat ,  the 
disposition and the cam011 interest to w o r k  for the Institution ' 

to benefit all the meniber producers are most important. 

The work model applied By the project and ANAPO, comes to be an 
experience which should be t a k a  into account, t o  repeat it in ; 

futures projects of similar characteristics, 

According to the objectives of this evaluation, stated in the 'Work I 
Scope prepared by USAID/Bolivia: 

I 

To reach the goal of optimizing future projects of similar nature 
and in order to positively contribute with the opinions presented 
here, the folluwing recamen&tions are put forward: I 

I 

A, - FOR THE DEVELO?MBHT OF PuTfJRg PROJECTS 

1. - Within the selection crf teris for beneficiary 
arganixatfone, the qualitative analysis of .the 
instftutioxls should be mhasized.  

--d_LI---------C-I---.l-l-lll---------------d------d------------- 
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-------------------------------------------------------- 

I 
I 

, 2 . -  The diagnosis stage ie fundamental t o  obtain an : 
I 

efficient planiffcation sf the sctivitiea the praj'ects , 

should U,evelop. 

I 

3.- The Developmeat Strategy ehould contemglate cost- 
I 
I 

I benefit analyais of the coaxpaneats to be anplied in 
I the Project development. 

I 
4 .  - The Strategy of Developmest for each orgamizatioa an& 

1; the changes if undergoes, should be analyzed by the , 

I people who run i ,  with an active participation of' the 
bensf i c f  ary members, wi gain the Global Strategy 

context of the Proj ect , 

5 .  - The sim,ple and direct comrmxoicatlon chunnals between ' 
1. the people whs run the project anrd the beneficiary 

members ,  wlll sponsor a better coordinatian and will 
give mere flexibility to the actual development of the , 

projects .  I 

I 
I 

! 

I 

I 6 ,  - The groj  eetr should delegate auf f icf ent authority an 
its coordination and axecutive braxrehes, in order to . 

I attain gre~ztef flexibility in  the develapmant stage, 

7 ,  - The mnf taring madel which is to be applied d.uriag the . 

developanent stage, should measure indepesrdteetly: the 

Amact on the objectives, the attainment of goals: and 
purposes, and the fulbillmsnt of the established basic .j 
channels of action and the global strategy which has 
be- developed, The mo~ritoring and evaluaeion 
activities zahould be independant and Erae 02 any 

internal or external influeace o r  pressure. 

........................................................ 
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I 

B e -  UP SVPPLEMENTARY HA- TO TFIE PA0 PROmC'P 

! 

The PA0 project has been an hr@ortmt experience for 
I USAID/Bolivia and the Goven~ent of Bolivia; even though its , 

objectives have been reached within the Projectst terns, these 
! 
I objectives have a p e m e n t  vayidity. 
! 
I 

a ,  

I 

, Consequsntly, a mechanism should be developed which in ocr' opinion I 
I 
I should help to improve the f o l l m i n ~  aspects: 
I 
I 
, . 

1. - Tlechaical Bsaistanse 
I 

I .  

I 2 .  - Support fa the ereation of S s ~ ~ i c e  Co-aniee 
I 
I 
I 

I 
3 . -  Financial eupport for the Co!nmbercfalizatiap: af 

I Production 
4 

4 , -  Specific zecopmnendatione in the case of  SERVZFLOPL 
, . 
I 5 .  - ~e50muXartion of the objacti-i~es for FCP 
I 

I 

I 

C , -  FOR APPXlXCATIOl I# m E  B B ~ F X C I A R Y  ORGmIZAT30HS 
! 
I 

I 

I The producer orpnizatioris should take different types of action 

on their own, in order to strengthen themselves institutionally; 
I 

I they s b u l d  assume the speclf ic roles for which they w e r e  created. 
I 

I In such case they not only should undertake global actions, but , 
I I also service actions for the m&e2s; among these we may m a t i o n  
! I 

the f ollauing : I 

! 
I 

I I I 

I 
I ......................................................... 
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ACRONYXS 

A f  PPA Asociacihn Integral Provincial de Productores 
Agropecuarios , La Paz . 

ANAPO Asociacibn de Productores de Oleaginosas y Trigo, 
Santa  Cruz, 

ASOBOFLOR Asociaci6n Bolivians de Floricultores, Codmbarba- 

CAO C b r a  Agropecuaria del Oriente, Smta C r u z .  

CARE Cooperaci6n Americana tte Rmesas a1 Exterior 

Cooperatin Integral Ge Servicios "Cochabamba" CIS -CBBA 
Ltda, Punata, Cochabaniba. 

COXEX mAP0 Complejo Expdrtador AMAPO S ,R .L . ,  Santa Cruz. 

COmX S.A. C a n p l e j o  Exportador Sociedad m6nim, Santa Cmz. 

CORDZCH Corporation Regional de Desarrollo de Chuquisaea- 

FBDBAGlO Federacibn be Asociaciones Agropec~~ias. 
Provincias Bemando Siles, Luis Calvo y T&M, 
Chuquisaca . 

FRGABBNI ~ederacibn de Ganaderos de1 Beni y Pando, B d -  
I 

FEQASACRUZ Federacih de Ganaderos de S a n t a  C r u z ,  Santa Cruz.  

XACA Ministerio de Asuntos Campesinos y Agropecuarios 

~royecto OAP Proyecto Organizaciones Agricolas Privadas 

OIT Organizaci6n Imtema~ional del Trabajo 
I 

016s Orgai~izaciones No GubernamentaPes 

OAP 8 Organizaciones de Productores ~gricolas Privados 

ROBtCO Ronco Consulting Corporation 

SERVI FLOR Empresa de Servicios a la Flosicultura, Cochabaniba. 

-------------------__----------------------------------------- 
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This document, is the final extemal evaluation prepared for 
USATD/~olivia on the Private Agricultural Organizations Project; 
its purpose is to  show an analysis and make sane criticism about 
the successes and failures the Project had, in its i n t a t i o n  to 
attain the objectives it urns created for; at the same the ,  to : 
focus on the causes, situations, actions and environment which , 

determined the level reached in the fulfillment of the goals and 
objectives of the Project. 

This evaluation mther tan being a criticism to past actions, 
tries to make new contributions, based on the experience acquired ' 

and the lessons Learned in the execution of this Project, w i t h  the 
objective of optimizing the development of similar nature future ' 
projects. 

In many cases, very positive asnects are iaentif ied, aspects which , 

could be considered as an example to fallow with future actions; 
in other cases negative situations are recagnized, which shml[d be 
avoided in new work experiences. Between these two ekrekte 
positions, a series of experiences exist, w U c h  although not 
determining, are a contribution to improve the efficiency level. 
during the design and exemtion stages of assistance programs in . 
the future. 

In summary, this document w i l l  use analysis and criticism as a : 
tool 2.1d not as a m e a n s  on itself, the detected failures w i l l  be . 

transiated into reccmmen&tions which could be taken into account , 

for future actions. The successes will be analyzed in their cause- 
effect relationship, so the experience which permitted to reach : 
these results will be taken into account for future projects, 

--------II_I-LI------------------d-------------------- 
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IX EVALIJATIOW XBTXUDOLOGY 

For the final Project evaluation work, ~S .AI~/~ol iv ia  defined the 
study cases, using criteria we share, choosing a representative 
=le from the eight Private Agricultural Organizations whf ch 

worked w i t h  tbe Project during its last stage, 

Three organizations were selected: 

. Asociacibn de Productores de Oleaginosas y Trigo, P,NAPO, in the ' 
Department of Santa CNZ. 

. ~sociaci6n Bolivians de Floricultores, ASOBOFLOR, in the 
Department of Cochabanba. 

. Federaci6n be Productores Agropecuarios, FWEXXO, in me 
Department of Chuquisaca . 

In base of the results reached with the inavidual evaluation of 
I each one of these PAOs, -which are presented in this document as 

Annexes I, If and 111, an evaluation using criticism and making 
comparisons is done on the work ecperience of the Project with 
these organizations. Finally, using the inductive method, . the. 
conclusions and general recommendations of the evaluation 

performed are established. 

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

I Before presenting the evaluation results, it was deemed convenient 
to dedicate a special paragraph ta include in this document a 

I 

: brief sunaMry of the Project , 
i 

d-llll--_.1--I---d-L111--------------------------------------d 
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The PACI Project, Private Agricultural Organizations, was 
authorized to start  about mid year 1986, for a four year period, 
by means of a Donation G r a n t  Agreement, signed up by the Republic , 

of Bolivia and the United States of America, represented by 

~SAID/~olivia, This period may be considered as the projects' 
first stage, 

The Project activities started in June, 1987, after the signature - 

of a contract fox the acecution of the Project retained w i t h  :Ron= 
Consulting Corporation, 

Dwfng the second half of 1987,  the Par>,s which woulg recetve 
assistance E r m  the Project were identified and selected. A t  ~e ! 

beginning of 1988, the diagnosis phase had been finished and the ' 

development strategy was defined for each one of the selected 
organizations, which were ten in nt,mber for the first phase- % 

Up to the preparation date of the first external evaluation of the ' 

Project in April, 1990, tXle Project worked w i t h  benefkciaxy 
institutf ons which represented four w e l l  dif ferentiatedl 
organhation types : Agrjcultural Chahers, Federations, 

Cooperatives and Associations. 

In August, 1990 the O r i g i n a l  Agreement was modified kry Amendment 
6 ,  which among other things changed the Assistance Termination 

J 

date of the Project to Decerrber 31, 1992, extending the activities 
for an additional two  year period. This period could be considered , 

as the second stage of the Project. 

During the developmat of the Project, its objectives and puzpoaes 
remained unchanged: 

# 

----11-1-11_1--1--------1II..-.-.---.---1------LdI-L~-YII-II-I- 
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Out of fhe ten original beneficiary organizations, anly four kept , , 

on receiving assistance from the Project until the termination 
date of the Project: 

I 

ANAPO. Asociacibn de Productores de Oleaghosas y Trig0 
. ASOBQFLOR, Asociacibn Bolivians de Florialtores 

I 
, ~ . FBGABENI, Federacibn de Ganaderas del B e n i  

CIS-CBBA, Cobperativa Integral de Servicios nCocbbmba" Ltda.  

O t h e r  four beneficiary organizations were selected for the seconc3 
stage of the Project, these were  maintained up to the end of the 
Pro j ect : 

'Annex I F W h d  DaWpMn ofthe Project, of Ammchm NQ 6 GRANT AGREEMENT 
BETWEEN THE REPUBLIC OF BOLIVIA AND TH€ UNITED Sfs9TES OF AMERlCA , PRNATE 
AGRICULTURAL ORGAlalltA710NS PBaJE6t: 

-------I--------------------------------,------,,,L,, 
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. FEDEAGRO, ~ederacibn de Asociacfones Agropecuarias, Chuquisaca 

. FEGASACRUZ, ~ederaci6n de Ganaderos de Santa Cruz. 

. AIPPA, ~sociaci6n Integral Provincial de Plrsducrtores 
Agropecuarios , La Paz . 

. UWSANA, Uni6n de Asociaciones Bananeras, Chapare, Cochabamba. 

f t can be seen that the Project didnt t work during the last stage 
with the Agricultural chambers; Clause B, Article 1 of Annex I of 

' p m  : Amendment 6 ,  states explicitly: 

The selection criteria for the faur beneficiary orgmizatfons, was 

based mainly in the following sentence, which is found i n  the same , 

cLause mentioned in the previous paragraph: '...m€ cpc10 jd  LuiCL &#tit ' 

a t d f - L - b & - ' ~ -  * .  in 

adryc 4E@Wl& & rpdivh G ? d  / Z % d d A  ULILfCJL WE. Q ?LIw 
~ ~ ~ ~ ~ ~ M ~ & V E ~ O ~ ~ A L L * .  . a 

In order to coordinate the efforts of the main institutions which 
participated ia the project development, a Technical Cauccil was , 

created; it was made up by representatives fxm USAID/B, UCP, PL- 

480 a d  RONCO. 

1 

During an eighteen month period, the Project operated only froan i 
its central office in La Paz, After that, two regional off ices 
were opened, f i r s t  located in S m t a  Cmz and Tarija and later in 
Cochabamb and Sucre. 

Five basic compannts w e r e  developed for the Projectsr ' 

implementation: 

I 

_I___-e-_ll-l_--llk-------1I_I_----_CI--..lll-LI---l--- 
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- Technical Assistance 

. Capacitation 

. Donations 
* C r e d i t s  

I . Institutional Support 
All these components were applied to all the beneficiary 

organizations, according to the formulated strategy. The results 
I 

obtained by the Project in each one of them were different, and 
I 

the extent in which the Project attained its awn goals and : 
objectives is also different . 

I 

I 
I The consulting work retained by USMD/Bol iv ia  to pre~are this i 

final evaluation, precisely pretends to determine by means of a , 

I comparative analysis of the three b e f  iciary oxganizations chosen . 



I 
This analysis compares and criticizes only the three beneficfaxy 
organizations of the Project which have been selected as study , 

cases; its fundamental purpose is t o  answer a very concrete 
I 1 question: 

I Did the Private AgriculturaP Organizations Profact reach , 

i 
I tbet ubjsctives e-ad goals for wbich it was created? 

This very same question was analyzed in each one of the stuaed 
I , cases and it was answered by means of the responses given to a 
I series of interrogations which had been sgecifiad in the work , 

scope of this evaluation. In this cwter ,  we pretend to answer : 
I 

the questions using another analysis methodology: the sequence of , 

occurrence of the analyzed facts. 
I I 

, - 
I 

I 
A , -  S%lsctiosa of +be beneficiary organlratioas of tke ' 

P r o j  ec+ 

1 I 

The large umber of FM's existing in Bolivia, their geographical. ' 
I dispersion, the different types and degrees of institutional 

organizations, the productivity variability and the pioneering , 

I nature of the Project, were the elements w h i c h  detedned the, need i 

to establish a select ion process of beneficiary organizations, I 

which would permit the fulfillment of the features and eligibility : 
criterfa which were established in the Project: Ducment and to 

i concentrate efforts in a relatively limited n-er of 
I 

I organizations. 
I 

I 

I The selection model developed for this effect, includes the 
following stages: 

_I_II---I----------l__--lll---ll-l-__.cl-~ 
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a) Pre-selection, the model foresees a phase which is previous to 
the selection; in this stage exclusion criteria are applied, or 
more precisely indispensable requirements wf th w u c h  the 
organizatiolls under evaluation should canply are established, 
prior to passing to the evaluation phase. 

b) Evaluation, 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 aspects of 
experience and organizational vliability and the second seers  to 
the productive and socioecondc aspects. 

C )  Ra~kIng, the &el assigns points to the indicators or factors 
of each evaluated criterion ant assigns the same ponderation to 
each category. 

I 

d) Seilectien, the model does not specify the methodology us& to 

select the Beneficiary organizations, based in the raking they 
I 

obtain. 

AHAPO, in -the paxticular case of this Association, with the 

application of the model previously described, an organization was , . 

selected, one which adjusted itself with precision to the features 
and criteria of the Project Document ,  It had the capacity to 

become an effective service' insti tution in the short term, 
financed by its own menibers, w%th the possibility to become a 

mode1 for other PAO's; it was representative of a region, it 
represented a specific productive sector and represented a level 
and associative type. : 

_-_CC1_1---------CI.--l-----l_1------------------- 
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ASOBOFLQP, contrary to what happened with zui!APO and because the ' 

I 
I selection model does not clearly specify what axe the mechanisms 
I to use for the selection sf the beneficiary organizations 
I 

accorang to the ranking obtained in the selective process, it 
I 

becomes hard to understand how come under the conceptual frame of 

I this Project, this organization was selected. The answer  is clear , 
I when the Final R e p o r t  prepared by R U N 0  is consult@d, which 

, established that:" ...&A i?dUUm G (1m p'~b/€fLt bW&kkEy UfGA tfUE 
I 

I 
I b ~ ~ ~ t o t z ~ d ~ t ( s & ~ & ~ ~ ~ u ~ p ~ ~ c r  ; 

! 
I ~WV- U( ~ L W ~ C E L V ~  wd pW@  WIG& ptoid ." However we believe 

that the election of ASOBOETOR, obbeyed to a strategic program , 

both of the Government of Bolivia and USAID. 

FEDBAQRO, in the evaluation process of this organization the i 

fulfillment of the indispensable requirements established in the , 

pre-selection stage of the Model were set aside, in order to : 

satisfy the guidelines and selection criteria contained in the : 

Project Daament, This showed the use of good criterion, In ' 

effect, it was necessary to create, efficiently centering th.e 
efforts of the Project, a Federation to group together the large , 

number of producers associations, which lay disperse in the Qraco 

zone of Chuquisaca. This action would benefit a represeneative : 

organization of a region, representative of a productive sector 1 
I and representative of a lwel and associative type. 

I ' "  
8.- Diagnosis and strategy of developaa~~~t for the : 

I beneficiary organiaations 
I 

I Once the beneficiary organizations w e r e  selected, the diagnosis 

phase started, to detect which areas could the Project suqport, 
I 

I 

I 
----------I------UI--------------------d----------------h- 
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and later elaborate a developanent strategy to permit the 

strengthening of the iostitutions and simultaneously reach the 
goals and objectives of the groj ect . 
ANAPO, in the diagnosis prepared for this entity, its weak points 
were perfectly detected, both at sectorial and reg-ional level, and 
at institutional level. The development strategy clearly defined 
how to make an ef f fcient assignation of resources Soth fn benefit 
of the Association and the Proj em. 

ABOBUFLOR. The diagnosis elaborated for A S O B O ~ R ,  shows that the , 

problems the entity faced were  detected in their true dimension, 

especially the lack of r%presentativdty of the semor.. The 
potential the region offered for the floriculture developnent in 
Bolivia, was also detected and the ccmmercialization problems . 

which limited probuction. Consequently, in the strategy of 
development, the PAO Projects' support was focused on efforts to , 

solve the two af oremat ianed aspects, institutional position and 
cmercializatioa; in a parallel way, technical assistance and 
capacitation would be givw for the production ayea. 

FBDEAORO, as mentioned previously, this Federation was created to ' 

have the Project give assistance to a group of small pr&.ucer 
associations which were geographically dispersed, although united , 

by the same objective. The first great accmplisbment of the 
diagnosis perfoxmed, was to identify w i t h  precision this 1 
situation, which was a limiting problem for production and j 
conanercialization, affecting a l l  producers. The proposed 

development strategy, including the gxraating of assistance from , 

the Federationf s formtion and organization phases, its , 

institutional and financial strengthening, up to the developnrent , 

of the sector and the producers, both in the productive aspect and 
the comercialization aspect, probably was a somewhat ambitious 

dd_---------1C------1-d-------II---Y-_--IXII+--I.-- 
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---------------------------------------------------------- 
I 

I 

I program, if we consider the Project only would have two more years 
I of work; however the urgent needs of the producers i n  a zone which 

had a significative production and an even larger productive , ! 
I potential, were taken into account to make the Gecision. 

i 
I 
I 

C rat=oduction of the Project in tPie bensZiciaty 
i organizations 
I 
I 

1 This phase worked s ~ l t a n e o u s l y  with the previous phase, the 

I dwelo-t strategy preparation was done jointly w i t h  the 1 

beneficiary orgaizatisns; this work methodology allowed Ear the , 

organizations to interchange and contribute ideas to define the ' 
I 
I type of help they required, and at the same time to 'become 

I conscious of the responsibily they assumed and the required 
I capacity to actively participate in the implementation phase of 
I 

I 

the Pro j ect . 
I 

I 

! 
We were able to observe in the three analyzed institutions from 
-i=he beginning of the Project, that they had a clear underatmCilng 

I 
I of what they would be able to get a& what they should give. 

besides it became evident that they assumed, their respmsibility . 

I for implementing the strategy in a joint manaer w i t h  the Project. 
I 

I 

I I 
I 

D.- Ilaplententrtion of the Sttatem of Develo- t  fa the 
, be~rficiary organizations 
I 

I 
I 

The five basic cmponents used for the Project implementation, ! 

I w e r e  applied to the three analyzed institutions: 
I 

I 
I 

f 

I 

--------11-------3-11----1-------I--------III-I1--13--1--- 
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I 

I 

I 
I 

I I N S T I T U T I O N S  
I 

AWAPO ASOEOBkOR F1DEA6R0 
I 

CO#PU#IMTS 
! 

i 
I 
I Technical 

I Ass.i stance C/P (pereoae/days) 1.271 27 9 151 

Capacitatian (perme) 002 229 92  
I 
I Donat ions ($US equivalest) 54.324,76 137,457,24 49,578,26 

Credit ($US equivalent) 100.000 503,144,65 108.316,98 
I Institutional 

Support ~ ~ 1 2 8 / m c u l t f i )  16,08 66,40 13,20 
I 

I 
I 
I 

fable prepared using informa@on contained in the PA0 Project Final Report, RONCO, November, '1992 

I 

I 

I 

I The Project supported the benef iciaxy institutions, accorUng to ' 

I the Development Strategies that had been prepared, in three main 

I areas : 
I 

. Institutional Strengthening 
I 

. Development of the sector and the producers 
I 

. C ~ e r c f a l i z a t i s n  of agricultural. production I 
I 

I 

I 

, 1,- Instftvtioaal Strengthening 

I 

I 

I 

One of the purposes established in the Projectst Document is to 
I 

provide administrative, f inancia1 and technical strengthening to 
I 

the Private Agricultural Organizations, to let them increase - and 

enhance the services they provide to their associates. 
I 
I .............................................. 
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During the execution phase of the Project this purpose was taken a 

as the main goal of the Project . Chapter I of the Final Report by 
I 

I 
RONCO, under Subtitle Background states: 

I 

I 
I ... ?n g m -  &mu, t k  FmiCEt dm to &wUL pLvtr  . 
I 

t=guvdh& a%gatLn&am Ja thd t@ cw p w & k  may wad M t E . .  

&EL- tD th&?k nwnhu. I J  

The institutional strengthening, has a l w a y s  been a means, a & , 
which would permit the project to reach its objective, which is 

I 

, clearly established in the Project Document and ia the other 
reviewed documents. The strengthening of the private agricultural 
producer organizations, would permit them to provide more and" ' 

I better services to the producers, enabling the increase of the : 
agricultural groCluction, and at the 8- time increasing the ' 

I income of the farmers by rneaas of increases of productivity, the . 

-sion of production and the increase of comnercial voluzates. 
I 

h c l ~ d ~ g  exports. 

I 

I 

The suppart given by the Project in this area had a large extent 
I and worked through several components. I 

I 

I 

i 

I 

I 

I 

I 

I 
I ...................................................... 
I 

DECEMBER, 1992 USAlb / ENWW8A PAGE 1 3 OF .s18 
I 

- - - - - - -CI I IC-CI--- - - l - - - - - - - - - - - - - - - l l - - - - - - - I_ 

! 



---_1--------_3C-lll_---------.--I-I--I--.CI-ICI------- 

S-I OF SVPPORT OXVEX? BY PA0 ]PRO-CT 

13 IIBVITUTXOXAL STrtEIOTmWXlQ 

C O Y P O H L I O I B  

T I W X -  CAPACITAPXQB DOWAIIO~B CZfRDIXB T Z W T X m ,  
ABBTaTAHa S ~ P O B T ,  

I HSTZTVTIOIS 

 PO Aff iliatf on Tecfnziciil VehicleB S d  Tdlnical 
mta Capacihtion of Plant 

profeasiaaale Office Expnaio3t Wger ia l  
mm=t, Equipneat 
hj?lemefitatf on Use of 
and use CcmpUt€ze Design of 
of caupkeized the faatitution' a 
~ o r n r a t i o n  H e a d q w & z e s  I 

m- 

iLSOB0f  LOR Bylaw 'Bzehuical Office Managerial 
R&orm CapacFtation of EqxL-t 

Profeeaide  ~ ~ d L  
By-law and Lesd 
Operative U8e of S m c e e  
R-e Caap-uters 

I 

-apneat. 
imp1~tatian 
a n d m  

! of canpyterized 

FRIDIAORO L-d CO- on Vehiclee -u 
C o d *  Leaderamp 

~ O F m ~ t .  off ice  Technician 
implemeutation EquiFrnent: 
anawe secretarial 
of ccrmputesized 

syst- 

Tabte prepared using information contained in the PA0 Project Final Report, RONCO, November, 19@ , 
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I 
I 

I 
2.- Development of the sector a d  the producers 

I 
1 The application of the strengthening cmonents of the productive 

11 sector and the producers, was another mean or way used by the 

I Project to reach its objectives. 

I It may sees somewhat difficult to establish the difference between ; 

institutional strengthening and the sectorfal or producers - 
strengthening. In tbis paragraph we will define that the sectorial 

I! and producers develoment involves the application of Project 

I resources, where the direct beneficiary is the sector and/or the 
I producer, although the producers organizations are indirectly . 
I 

I strengthened. 

S-Y 01C 'PBE SUPPORT GI- BP P a 0  PROmCT 
FOB THI SICT-IA& AHD P R O D b C m  DILMLOPMEHT 

C O S P O H ~ ~ I S  
I I S T f  TtfTIOIS TXCHBICAL CAPACXTATIOH OOrrATIOHB C-f Thi I H B T I m .  

I ABfiI82AITCmr BWPPORT 
I I 

I A.EU11PO Five-year Plan W h e a t  

! for W h a t  Proauction 

< 

Five-yeax Plan Seed 
i 
I for Sunflawex Pmductias 

Wheat  Rational use 
E?roductiaa of peete and 
Plan pesticidee 

Soils Uee of 
Con6emmtion Harwetere 

I 
Seed Poet -hruveat 

I 

I Production Technologies 
I 

I S b 4 r  
Trips 

I 

Internat iondl 
Sympoeritrm on Soya Bean 

I 

and wheat 

I -------I-LII-.-----------.------------------------------d 
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I 

I 

C O X 0 0 1 P 1 8 1 T 8  

i ~ I W T X T ~ ~ O ~  T S C B e r I a  CAPACI9XELOPI DOllAPXOllB -298 rxr~~~9xm * 

ABSXSTWCS BVPFOB'P 

I 

ASOBOPLOR Pmduction Producticm and Ycxmg rose Reactivatiorr 
-0 p0St-llElXVe~t plant% of 

-53 f?10fl>&tdm 
of cut flarrers 

Flower 
Rroductian Wile  use, 

I nutrition and 
f e i l i z a t i a  

Roee plant of wose plants 
Pmduc4icm 

Handling of xose 
, plants aaa greenhue 

I 

I R a t i d  h;milling 

I of pets and 
Pesticide0 

I 

-ter 
of flower production 

I 

COBtB 

Flcwer prcduEtian I 

blDIIL6RC) Peeta Rational handling 
Ideutificatiai of @s and 

ptakicides 
Poet-harveet 

I harldling of Peat 

grain Identif icatlca 
I 

, and control 

I Baan 
Psoduction 
Technologiee 

Poat-bwxeet 
cour6e 

I 

I fable prepared using information contained in the PA0 Project Final Repart, RONCO, November, 1992 

I 
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I The Project foresaw within the Development Strategies grepared,for 
I 
I the beneficiary organizations, the implementation of efficient 

camercialization semices for agricultural products. The 
I 

strengthening of the marketing services, did not intended to 
I 

strengthen the agricultural producers organizations; the intenkion 
was rather to establish a marketing system which would benefit the 

I 

1 producers, allowing them to develop their agricultural proaction 

I and therefore increase their income, 

i 
In same cases the strategy involved the creation of marketing , 

companies or units, in other cases the creation of a marketfng 
system within the producers organization. It depended an the 
development degree the sector had reached in the marketing of its 

I 

products. 

The implemated strategy was different for the three analyzed . 

organizations : 

I AHAPO: During the development of the pmject, asnrPo was a 
majority share awnex in a grain marketing company, which bought 
says bean frm the producers and w e e d  it directly to overseas 

I markets. 

TSNAPaf s objective in this operation, was mainly the opening of .the 
-rt market for soya bean, because the internal market was 
already saturated. Through the soya bean exports by m e a n s  of COMEX 

ANAPO, the Association acted as a price regulator for the soya 
bean market. As other grain marketing and exporter ~ ~ e s  
started operations, ANAW proceeded to decrease its particLpation I 

in CCWEX ANAEO, 

~_~~--------~--..l--L--------.--l---.-~~---~-...--.------------- 
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By the Project termination date, the Association has dream 
transferred the whole cmpany t o  private producers and merchants; 
the degree of competence reached in grain markettng operati-, 
allows for the supply and demand act as price regulators. 

By 1985, ANAPO had also bought a Seed Processing Plant. While seed 

production was not sufficient to cover the pruducera requirements, 
ANAFO produced and sold seed. By now, new seed c-es have ' 
started operations and they satisfy the demand, M Z P O  acts as a 
service company in charge of processing and storage of grain for , 

producers and merchants, the institution doesnt t participate 
directly in marketing operations. 

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

the physical aad technological strengthening of the Seed 

Processing Plant, 

A80BOFLOBr As mentioned previously, one of the most dfff f&lt 
problems the floriculturists were facing in the CocBbmlba 
valleys, not only ASOIKI-R, was the camtercialization UE flowers. 

In a first try, the Project strengthened the Association, to let 
it provide semices to the producer associates, , 

I 

WitBin the same Association, two groups of producers coexisted: 
the traditional producers, who had developed relatively integral r 
marketing system and the small producers financed by the . 

Corporations Project; its financial situation did not permit them ' 

to establish independent co~~nercialization mechanisms. 

-----------------I..------------------------------ 
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The fatter w e r e  in control of ASOBOFIOR, and instead Of t rying to , 

provide a better service to their fellow associates, they were 
worr ied  with the solution of their personal financial situation, 

I 

After the failure of this first attempt, which was caused of the 
lack sf experience and knowledge in the Elaver marketing business, 
the Project analyzed the feasibility of establishing a 
c ~ c i a l i z a t i o n  company, which would not only act in marketing 
but also sell inputs and provide technical assistance to 

ZloricuTtuxists. This company, under the name of SER?AFIX)R, was 
I created w i t h  the Project's support and f i n w i n g ;  it had the 

objective af providing services not only to ASOBOE*LOR riders, but 
also to CIS  Cochabmba producers and private floriculturists. 

S w e x a l  factors also took t h i s  new scheme to failure, in view of i 
such a situation the company was reorganized; presently it is : 
owned by PL-480 and private producers; it is m by UCP, PL-480 

and the private sector. The Project gxanted it a PAh) status. 

FE~BAOBO: In the special case of this recently created 
Federation, the Development Strategy prepared involved the , 

strengthening of the organizationus cosrrmercialization area. A 

price and market information system was developed for this 

puxpose, w i t h  the assistance of the Project, which markedly 
impraved the c ~ e r c i a l i z a t i o n  conditions of the corn produced in ' . 

the region. fmpraving the services F E D W R O  offers its associates, 
in the carmtercialization of products, by means of improving .the 
prices and identifying markets, a financial strengthening of .the i 
Federation in its first stage of work is also expected. 

------I_----c13-1--------------------------------------- I 
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-APo r3andIinS of HanrViag of s a  
See& Silos P l a n t  

Deeign and new E%pamion 
G r a i n  Design of 
Proceesing Seed P l a t e  

Evaluation of Tt 
' ' 

Seed Plante trip 
&Grain onseeds 
Storage 
C e n t e r a  Seed 

Em&ct icm 
Techn01cgy 

ILSO%OF&OR Flowe? wainhg an ltruck 
marleethg markets 

Refrigerating 
Marketiag 4 Management b a c  far 
F h c i d  of P1-x Truck 

Analyeis Frduction 
ccmpaniee 

Tripe 
abroad 

FICDLIGRO Pricee and Radio- Corn 
market t r d t t e r  Marketfng 
infomnatian equi-t 

, 

Table prepared using information contained in Me PA0 Project Final Report, RONCO, November, 1992 
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I 
With the change in status of SEWIFLOR, to a Pro jec t  benefkiary , 

organization and to illustrate separately the support this company , 

I 
I received f ran the Project ,  we show the following tahle: 
I 

X 1 C B % X ~ X  0- Devlelcrpnmt officea Gal& i 
0 ~ 1 6 1 Q ~ 1 C O  implemeatation Reci ta l  

d hmaiRg 
of cmputerized Servicee O a s d  
inf ormatian 
sy%tw Material8 and &&Letrmt 

B U H ~  

?xx€!d Asaetrr 

Operatima 
Rn33 

I 

I AQRXCUL- -g of Ccmmercia- 
I 

I 
PRODWCTS regional lizaticm 
C O m C f l L f r f X A S I O I C  marketa -g- 

I 
> 

I In-senrice 
I training 
I 

Table prepard using information contained in the PA0 Project Final Report. RONCO, November, I992 

I 

i 

I 
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The preceding table, intends to show a classification of the 
I 

suppurt received by SERVIFLOR, according w i t h  the three =in areas 
in which the P r o j e c t  provided assistance; however bearing in m h d  , 

that SmV3:FLOR is a conanercialization company and not a producers 
organization, the application of all  the implementation c - k t s  

I 

should be globally considered as a support to the j 
commercialization area of agricultural prcducts. 

B.- Project Reaults 

The expected results at the end of the Project, are established in 
AM- I of Amendmeat NO. 6 of the Donation G r a n t  Agreement, 

Chapter 1, Clause D, M+-r5n~id  ma, 

These results will be comparatively analyzed for each of the three : 
organizations studied: 

- m e *  3 j 2 G - m  iruL-; 

By means  of the Affiliation Program organized with the support of 
the Project, MTAPO was able to increase fts member affiliates by , 

two hundred per cent.  his increase proportion, S ~ O W S  by it+e~f i 
the level of success reached, however it should be said that w i t h  

the execution of this grog= ANAeQ also was able to identify a& I 

classify by zones almost all the soya bean and wheat producers of , 

Santa Cruz. This will in the future simplify the affiliation of ' 

producers process. 

I 
I 

1 

I 
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The case of MOBOFLOR was efferent, no new memb@rs were 
attracted, on the contrary, the number of associate members 

I decreased. 

I 
I 

! Although FEDEAGRO is a relatively new organization, it was able 
to increase the number of its registered m e r  associates by . 

thirty per cent in a very short time, institutionallly . 

I strengthening itself in this way, Nevertheless same of the 
associations show decreases in the nmiber of their affiliated ~ 

ANAPO, has obtained very good results with the Five-year Plans for 

Wheat and Sunflower; it not only reached a degree of 
I diversification from non-traditional crops but it also was able to 
I 

exceed its goals in terms of cultivated area and yields, as 
established ie the original plan. 

W i t h  ASOEOFLOR, the Project is unable ta increase the number of 
non-traditional products, however in an indirect way  it attains 
the diversification of flower cultivation, with producers not I 

I 

belonging to the Association. Sane of the experts assigned to 
I ASOWFLOR by the Project, have stayed in the region, working w i t h  

private floriculturists who are producing new ffswer species. Tbe 

Project has also promoted the interest of the groducers on the 
cultivation of new f lower-related products, 

I I 
In the case sf FEDEBGRO, it can't be said they reached a sustained 

I 

increase of the nun traditional products, however, w i t h  the I 

I Project's support, beans and chili peppers were cultivated and 
I sold in external markets, 

I 
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1 Pel-  
, . 

The incume that ANAPO obtains from the payment of dues from its : 

member associates and the services it provides, permits the , 

Association to cover all its costs and normal operation expenses. 
The Seed Processing Plant finances itself, and even produces l 
surpluses for ANAPO. 

It was not possible to establish a mechanism to finance the the : 

provided services in ASOBOFLOR, Presently, ASOBOFLOR has a Genera l  

Manager and a Secretary and only assists its associates with their . 

transact ions and negst iat ions. 

Even considering that SERVIFLOR is the organization that has taken ; 
the responsibility of providing senices through the supply of i 
inputs, technical assistance and providing corrunercialization . 

services, this organization can't cover the operation costs i 
m s e d  by the services it provides. 

F E D W R O  has not been able either to cover the costs to maintain i 

the adequate structure to provide services to its associates, 
however the situation is cumpletely different to that fowid in 
A S O B O ~ R .  In F E D M R O ,  the directive and executive personnel are 
interested in increasing the quantity and quality of the services 
the organization offers, not less important: is the disposition of : 
the affiliated associations to contribute with a portion (of the , 

additional income they obtain f r om the services the institution 
provides them. The causes of the financial offset is the level of 
the operations the Federation presently carries on, R o w e v e r  very f 

promising perspectives exist in this sense. 

I ................................................... 
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ANAPQ was considered in the initial diagnosis as a well structured 
institution, however the Project has strengthened it further in , 

the institutional, organizative, physical and technicad senses. 

A t  the Project's termination date, ANAPO is an organization Ghich : 

can support itself in the fulfillment of all its objectives and ; 

capable to further improve with the services it provides to its 1 
associates, 

The professional level reached by its directive and executive 
personnel and the degree of representativity reached at . the ; 
sectorial, regional and national levels, make it the leading , 

instf tution of the agricultural sector in Bolivia. 

Unfortunately, ASOBBFLOR was not prepared to receive the sup~ort ! 

the Project could give it, a11 the efforts done to strengthen it ; 
were in vain. The member associates, knew perfectly w e l l  what the : 

Project could give them, and what they should contribute with to : 

reach a successful inplementation of the Development Strategy 

Plan. During the &svelopent phase of the Project, they left, all : 

the responsibility lay on the Project alone; failure came, not 
only the Project with ASOBOFWR but also ASQBQFLOR as an j 
oxganization, 

In order not to lose a l l  the efforts and resources the Project had 
put forth to favor the development of flower cultivation in, the 
C~chdbamba va3.leys, the Project supported and financed the : 

creation of a camercialization company, SWVIFLOR, txying to 
reach the results which were frustrated in the case of ASOBOFLOR. 

II_I-IC-----3---3CCC--II-------------.I---C-.13111---- 

DECEMBER, 1992 U8AQb 1 I!&DL!w!A PAGE 2 5  QF 48 

- - L L d I - L I I L I _ L L L I I _ 1 1 1 1 - - - - - - - - - - - - - - - - - - - - - - - - - - - - -  



I 

This new implementation coimpanexlt, did not yield good results , 

either; up to date, SERVIFMlR is neither a mature company nor is 
I self -sufficient; the causes of this  situation will be analyzed 

I later on, 
I 

I 

I 
I FEDEAGRO, may be presently considered as a structured organization : 
I in maturation process, in the sense that it is nota self- 
I 

I 
I sufficient entity yet, it still requires external support to be 
I able to reach its objectives and goals and to at ta in  an adequate 
I 

I 
I 

development in all its interest areas, 

I ;I n a u  & a p u  c-; 
I 

1 

, Of the tt=mers irzstitutions analyzed, in j u s t  one of them a new 
i 

I agricultural enterprise was created; the conditions and 
I circumstances unider which it was created did not correspoml to : 

those established in i;he strategy prepared by the l?roject.' me , 
I 
I , intention for  the creation of these c-ies was to prevenk the i 

producers associations assume the role which corresponds to m e  , 
I 

agricultural enterprises to develop by means  of the provisibn oE i 

I services, With the creation of SERVIFTAR, the con- effect is . 
I 

I intended: that a company assume the role that the producers 
association were unable to play. I 

I - G?ui, v-, W E  Gird v G k  & dtmdtE I - &&€!Load-* i "  
hU'* 

I 
I 
! 

! As it can be seen in the Annex corresponding to the evaluation of 
I ~napo, the numbers show a cultivated area increase, increases in 
I 

I 
the yields and increases in the value of the internal, sales:and 

I 

I 
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exports. These results can 
statistical data. 

supported quantitatively 

' _  
In ASOBOFLOR, as a fruit of the conversations w i t h  the producers, 
it seems to be that an increment in the area dedicated to flower 
cultivation has taken place, however there is no &ta t c ~  
demonstrate the fact. Gooa results were obtained with the increase 

I 

in yields, through technical assistance and capacf tation provided 
by the Project. I X 

There is no statistical data to estimate the lntemal sales 
I evolution, nor the flower exports. I 

Through FEDEAGRQ a substantial increase in the value of corn sales 
has been obtained, using the prices aria market infomatfsn system 
and applying the financing granted by the Project for product 

collection and storage. These became a solution to the problem the , 
producers of this region faced with the conmercfa.lization of their I 

production, The system has also partially benefited the swine 
producers, however the carmercialization of the latter product 
poses very special characteristics, which require another type of 
assistance and completely different marketing strategies, because 
of the dispersion of the production, the reduced volumes of 
individual production ant5 the absence of a market3 seasonality for 
supply or demand. 

I 

I 
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v - COHCZIUSIO~S 

A6 it may be seen, the Projec did not reach unit o m  results in the 
fulfillment of its goals and objectives, through its 
implementation in different privata agricultural organizations.' 

In this chapter, we will try to iaentify the causes, situations, I 

actions, anb environment w h i c h  participated and dete-ned these 
differences. 

1 AS it has been previously stated, the three producers 

1 organizations selected to perform the evaluation, come to be a 

1 representative sanq?le, one which permits the identification of 
three completely divergent states of situation at the end of the 

1 Project. These states may be called in a s-le way, as toll-: j 

c) positive merience 

I The experience with ANAPO, comes to represen success, because tt 
allowed the project to completely reach its objective, also 
fulzilling with tfie goals and purposes that had been established. 

11 The Project obtains a vary satisfactory result apd AMLPO 18 
I 

1: integrally benefited, 
I 

I 

I ASOBOFLOR, represents the failure, the Project could not reach 
its objective and ASOBOFLOR at the end of the Project is in the 

I 

same situation it was before the wecution of the Project. The 
resources used through this institution, could had been useful to 

, 0th- private agricultural organizations, which may had offered 

better perspectives for the Pro j ect . 

-C1---------------------l-l-l------------l--CIIh 
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The posiizkve experience of the Project, is FSDEAGRO. 

Experience, because this organizations is considered as a 
daughter of the Project, the Project gave it l i f e ,  taught it to 
walk and is guiding it tawards its maturity. 

Poaft%vs, because in the short time it recetved assistance froan 
the Project, it allowed the Project to reach its objective and at , 

the same time to fulfill the purpose of strengthenLng and increase , 

its capacity of providing services and increase the income of its , 

m e n b e r s  . 
Why such diffarent rituatises rrseched at tha enb af . 

-8 Project1 s assistance? 

In point IV, Analysis and Conparative JU-ts, we tried to , 
explain all the elements that took us to express the opinions 1 
which appear in the n=& Ihes: 

1) The Project contmlated that t'Be beaeficfary : 
organizations which w o u l d  allow rccolrpgkLrrh i t s  

I 

objectives, =st fulfi11 s serfs of requfranmnts. 

For this purpose, a selection model fo r  beneficiary entities was 
prepared, which identified, assigned values and pon&erated, the 
indicators of the basic criteria to be evaluated, 

In the case of ANAX?, the model was applied and this organization j 
got a sufficiently high score to be qualified as beneficiary of ' 

the Project a 

The same thing did not barnen w i t h  ASOBOFLOR, the selection model I 

was not rAgorously =plied and other criteria prevailed to include 

it as a beneficiary of the Project. 

------I_------------------------------------------------- 
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FEDEZGRO, is included in the Project as a result of a diagnosis ' 

1 that detected the potential the region and the evaluated sector 

1 offered, and the need to gmup up large nmiber 0% sxnall 
. . 1 associations, w h i c h  The Project could not take care of 

I individually, 

The different situation through which the institutions w e r e  . ~ 

incorporated as Project beneficiaries, could be a part of the 
answer to the -countered differences. 

\ 

I 

I 

2.1 T'fie P r o j e c t  foreeaw a diagnoaris ghaae and another f0.x: 
the elaboration oi the org~rrfzat fo~ l  dsvelopr~a~t 

I strategy. 

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

I: diagnosis, Very cmplete diagnosis were prepared for each of the I 

I three organizations, the problems the organizations, the 
agricultural sector and the region w e r e  facing w e r e  detected, so 
were the main causes that originated them, i 

G i v e n  the w i d e  variety of aspects by which the organizations 
I 

I require support, these aspects were analyzed and selected. During 
, the Strategies of Developanent elaboration, jointly with the 

beneficiary organf zations . priorities were assigned, activities 
I 

the Project would execute w e r e  planned to satisfy the needs ofm the ' 

I 
institutions. and the coqpnents which would be applied to its , 

execution w e r e  established. 
I 

I Therefore, the actions developed in this phase do not represent a 
I 

cause that would justify the differences, 

11---1----1-1--.--------11--1111------------------------ 
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Benef icf ary f ns t i  tutf ons 

I unQerrtanQfng of w h a t  the Project could ofEex: and what w a s  

II xequi xea oa the part og them to ~UZFXZI the besfgna 

1 ra this  sense, the Project focus was vexy successful, it worked 
I 

jointly with the organizations in the developrent of strategies. 
I 

I To allow the organizations participation since the very planning 

of activities phase, on one hand allowed the organizations to be 
I 

able to put forward their problems, in order to consider them 
the planning under preparation, and on the other, the Project was . 

able to have the orgdzatians become co-responsible for the 
strategy designed. 

In the three studied entities, the introduction process and the , 

learning about the Project were successful. the crmmrlni-ti- 

channels were clearly established, both for the design phase and , 

the execution, phase of this strategy. 

4 - The Project m e t  b able to iwl-ant the- 

1 Organizationel Developamn t Strategy f arraulated, 
1, jofntly an4 in coordination w i t h  the beneficiary 

faetitution~. 

I 

During this phase, the situations for the three analyzed 

I' organizations were ccmpletely differeat. 

/ IN AHAPO, the capacity of its directive personnel and the 

1; prof e s s i o ~ l i s m  of its executives, allowed for a11 the Proj ect 

11 activities to m smoothly, w i t h  each one assuming the role and 
I responsibilities that corresponded him. 
I 

I 

--CI-IYll-lll-3------------------C------.---l----------&-- 
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In this sense, the established c ~ f c a t i o n  channels for this 
phase, simple and direct, allowed f o r  a very organized and 
coordinated action, and at the same time keeping the nucleus of 
the strategy unchanged, it allawed a reasonable flexibility to 
a c c m t e  the application of the c o m ~ ~ ~ ~ & s  for its execution, 
to determined circumstances, 

The coordination level reached, allmed for the Project to raise 
its regional representation, freeing resources to establish new 
offices where the coordination level and execution needed to be 
strengthened, 

In ASOBOFLOR, a situation turned up, which explains the cause af .l 

its failure: the lack sf leadership of the directive personnel in 
this entity added to the lack of interest they had to carry on 
w i t h  the Project. This situation can be really smmarized in the 
following way: the ASOBQFLOR directives sat to wait for the 
Project to solve their problems, while thw dedicated their time 
to the solution their personal financi~l problems, 

The Project tries to save the situation, assigning SESWIFIrOR, the 
conrmercialization company, the rank of beneficiary organization, 
to prevent the waste of all the resources which had already been 
applied in the sector, however at: this point the Project 
experience is negative. 

The causes of this new failure is a canit3i~tion of situations 
actions, within an inadequate environment : 

................................................ 
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Wf th FEDEAGRO, the execution of the Proj ect pz ' in a 

different way- Through the assignation of a technl . 1 v A  sar , 
the Project grants FEDEAGRO the countexpart ~apacfty iZ .-I not 
have previously. With the participation of some of the directives 
who showed a high degree of leadership, and kn  base of the camon 
interest that existed to perform the Project activities in an 
efficient and coordinated way, the Project was able to work 
successful3.y with this organization. 

The most important aspect is that FEDEAGR8, although it did not 
had previous experience, it had the firm purpose to assume the 

roles that corresponded it to play, in the measure it felt capable 

of doing so. This aspect was greatly helped by the participation : 

of the assigned technical advisor, who did nut only worked on the 
actions but, what is more ix@ortant, he taught how to do them, 
finding receptivity and the necessary disposition among .the 
directive and executive personnel of the Federation. 

As a final concPusion, it can be assured that the Leadership 
capacity of the directive personnel, the professional capacity of 

the executives, and the institutional representativity of an 
organization, are very important elements in the execution phase 
of a Project. However, above al l  things, cmmitmmt, the 

disposition and the common interest sf all the associate memibers 
I of the organization should exist, to work for the Institution in 

the ben,ef it of al l  the producer who are a part of it. 1 

The work model executed by the Project and ANAPO, is an experience : 

to be taken into consideration, to repeat it in the execution of 
future projects with similar characterf stics . 

I 

I 

....................................................... 
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TI*- RI#COHHSXBATXOgTS 

Accarding to the objective of this evaluation, established 
Work Scope prepared by ~ ~ Z A I ~ f ~ o l i v i a :  

As indicated in the first chapter of this document, with the g m l  
I of optimizing the scecution of future projects of similar nature 1 

and w i t h  the intention to nake a positive contribution out of 

this criticism-analysis, we establish the following , 
i 

recammendat ions : 

1.- laore emphasis w i l l  be put to the quazitative ana~ys%s : 
of the inst%tutions in ths selection ctf.t-&a go= I , 

Ibsneficiary entities. 

As it has been demnstrated in the evaluatfon prepared for the 
three beneficiw organizations, s has been one of the , 

determining factors of the results reached by the Project, Many of 
the deficiencies the institutions may have can be solved w i t h  the 1 
Project, but the disposition and e humn potential shall be , 

present; the Project can not create them. 

I ----------111-1-11--1111-111-d------------------I-& 
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If by any circumstances, the Project had to work with entities . 

which do not camply w i t h  these requirements, all the initial 
efforts shall be focused to invert this situation; then when this 
aspect is solved, the resources should be granted to reach.the ' 

goals, purposes and objectives of the project. In any other way a 
great portion of the efforts would be wasted. 

2 .  - The aiagmsie stage ie fundammtaX for the eff  i c k m t  
planning of the activitfer which the projec+s w f l l  
develop. 

I A detailed and consistent stuw of the situation of the 
I 

organizations and also that of the sector and the region which is 
to be supported, w i l l  allow the most precise detection of problems 
and deficiencies they may have and analyze i~ depth their causes. 

I 

I with the results of a good diagnosis, an excellent strategy can be : 
designed, which w i l l  allow time and resources savings to reach ' 

mare ef f ieiently the established obj ectives and goals. 
I 

In the evaluation prepared, the most clear -1e of the benefits 

which are obtained startiag frcm a good diagnosis, is FEDEAGRO, 
I 
I 

I 

I 

1 

3 . -  abe Organizational Develuprpent S t r a t e g y  muat 
cant-late the cost-benefit analysis of : the ; 

components to be applied 1n th8 execution of the 
I 

f 

I Project. 
! 

I 

I 

...................................................... 
I 
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This reconmendation is supplementary to the previous one, the 

develqpit strategy besides being effective, should contengpkate a 

efficiency in the olpplication of resources. Many components may be I 
identified to perform an activity t o  reach at the same results, 
a l l  of them may be ef f kient ,  which are the ones that will allow a : 

greater degree of efficiency, should be carefully analyzed. 

Once agakn, here ~ E X X O  allows an estimation of the efficiency 

~btained in the application of resources, the cost-benefit 

analysis of the components used by the Project to reach its 

objective demonstrates this point. 

4 .  - The Orgarriraational DeveIopment S t r a t e  of e a ~ b  L 

oxganizatlon and its cfranges, mst be analyzed ammg , 

the executors, wfth the active participation of the j 
beneficisrias, w P t h i n  the c o ~ t e x t  of the GTo&X 

Strategy of  t e  Project. 

I , This is a very delicate aspect and it should be taken into account . ! 

both in  the design and the execution stages of a Project. When a : 
I 
I 

Project is elaborated, the strategies to be used are analyzed in , 

much detail, to  fu l f i l l  the established objective, 

I 

The individual strategies elaborated to work w i t h  the beneficiary : 
1 

organizations, must necessarily respond to the global strategy 
I 

I established by the project; if it does not happen so, the whole , 

project is put under risk, It is very martant to perform a 
coherence analysis and adjustments of the individual strategies, 

I before proceeding to the execution stage of the project. I 

I 
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During the execution stage, the prepared strategy has to be 
monitored continually to make sure it is not changed; if the need 
comes to reformulate it, the strategy should be cqlete'Ly 
redesigned, following all the steps of analysis, evaluation and 
approval, jus t  as if it would be the original strategy. 

1 This doesn't mean that the project is not flexible in its 
, execution, the flextbility is given by the possibility to adjust 
I 

the applied mecfianisms during the execution of the activities 
contained in the strategy, but the flexibility of thr project ends 

I when adaptations represent a change in the strategy. 

I The situation t-t occurred in MOBOFLOR, ircrposed adjustments, in 
the strategy; the strategy was partially refanrmlated more than 
onc.r, and without falling within the frame of the G l o b a l  Strategy 

I of the Project, the results obtained give us a very good Lesson. 

5 . -  The chenrrels o f  co~s~uxrhcatisa aiprgle aaad d i ~ e c t  
b e t w e e n  executors arrd beneficiaries, allow a beetex I 

, cooarQir~ation and give gseater flexibility fn ,the 
1 

axecution of the projects. I , 

I I 

The s-ler m d  mare direct the communication channels established 
between the responsible of the project exemtian,. and the I 

executing organizations, the more fluid w i l l  the conmanicat ion. be 
and more coordinated the acecuted actions. 

I 

Many times, the projects are non efficient because they become too 
! bureaucratic, colramxnications became slow, and opportunities are 

lost because they must be analyzed, evaluated and approved 
through many instances, in most of the cases this approval is 
obtained when the opportunity no longer exists. 
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! 
6 . -  The grujeets will give suffiefsat authority to theis J 

I coordiaator and msec~tvr entfties, ~ 5 t h  tba puxpose of 

I reaching more fXgxfbility in  tfne aecutfon stage. 
I 

I 

1 Supplementary to what  has been said in the previous + 

I I 

I recomnmdation, it w o u l d  have no purpcsse to establish adequate 
conmumication channels if the executor and coardinatox entities 

I would  not have the authority nor the necessaxy attributions to 
respond to the ogporttmitf es that come up during the execution of ' 

I 

the pro j ect . ! 

The main emphasis in the design of the pruj ects, s-11 be pug on . 
I 

the determination of its objectLves, goals and purposes, ia' the - ' 
i definition of its b s i  c gufdelixnes, and tkre f o~zzrlatfon of ' the : 

glob1 strategy. Tke work methodolugy must be defined within its 
I 
I general characteristics, but the tactics shall be in charge of the. . 

coordinator and executor entities, to avoid rigidity i n t  the ; 
I project. It is important that the adopted tactics respond to the : '  

traced strategy. 
I 

! 
I 

In this matter, the PA0 P r o j e c t  granted sufficient authority on i 
I 

I the Technical Council and the Council in the entity responsible 
I ' c 

I for the execution, to allow the initially planned activi'ties' I 
I 

adjust themselves to the circumstantial needs, 

In any case, the functions and attributions. assigaed to the PCU as : 
I 

Projects Coordination Unit should be strengthened, allowing it to 
I 

< .  .................................................. 
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i 
coordinate between diff sent projects to reach greater eff icf ency 

I in the application of resources for the development of the 
agricultural sector, preventing a duplication of efforts w i t h  

I 

other projects executed by official entities and ~ S A I D / B o l i v i a .  
I 

, . 
t 

7 .  - The monitoring made1 to be applied &arias ,the 
executi~n stags, m e t  asgarately =asure the i w a c t  an - 

the objective, the attifmu~pt of the gsala and 
purposss and khn E ~ l f l l l ~ ~ % ~ t  of the basic qddelfker 
es+eB%%shed, of  the global etrategy beveCLoged, 

The monitoring and evsluatieri actgvity must -bet 
fm&ependemt and free Prom any inteznal and/or external 
ief luence or pressure, 

~ - 
< .  

During the execution of a project it is important to const&tly j 
evaluate a series of aspects, both quantitative and qualitative. a _ <  . 

The project has to be evaluated as a whole, to guarantee it. will 
reach the objectives, goals anb purposes which are sought, at its 
termination. The participatf on of a monitoring specialfst and ,$he 

application 0-2 the evaluation prmess right from the s t a r t  of 'the 
I 

execution of tbe Project are recamendable. 

If the attainment of an objective is reached in detriment of the 
goals and purposes the same project has established, the . ' 

i 

convenience of going ahead or correcting the application ~f *the , . 

components, should be analyzed. Likewise, f f these results are' to i 

be obtained setting aside the established guidelines and strat&. 
an analysis should be made to determine if the road taken is 
correct or incorrect, 

In the concrete case of the Project under evaluation, among ,its 
I guidelines it establishes the following: 

1-11-11-1-1------------1-11-1------------d-----------d---------- 
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1 The Global Strategy of the Project included the following aspects: 

- 

, 

In the case of ASOBOFLOR/SERVIFLOR the convenience sf omitting the ' 

observance of these guidelines had to be evaluated, to reformulate . 
L 

the strategy of development to be analyzed in the context of the : 
G l o b a l  Strategy. According to the G l a b a l  Strategy, tbe 

participation of other conrmercialization and input supplier 
L 

c-ies cuuld had been stimulated, instead of totally assuming i 
the complicated and complex ccumercialization function. 

I 3  S W P P m 1 R Y  TO T%% PAO PRWBCT 4 

THE PA0 Project has been an important acperimce taken , 

~~AID/~olivia and the Government  of Bolivia, its general 
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I 

I objectives have been reached within the terms of the P R m C T ,  'but . 
I 
I they still  have perrcranent validity; therefore, and w i t h i n  the 
I 

reality of Bolivian agriculture, the continuation of the support 
to agricultural producers becomes necessary within an 

I 

I , entrepreneurial focus. to improve their income, p&@tivity ' 

I 

levels and production increase. Consequently, we suggest the . 
search far a mechanism which in our opinion shall cooperate in the ; 

I following aspects: I 
I 
I 

I 1 .  Technical Aeeistance 
i 
I 
I 
I We understand that the productivity levels in m o s t  of the 

agricultunl activities are still deficient, consequently the 
investigation of the sector shall be faced in dwth and -1-g 1 
more resources, seeking f o r  results of inmediate application, 

I 

I 

Another important aspect is the soi ls  use, handling and 
I 

consexvation; any new project must direct part of its eff arts to ' 
I 

the orientation about how to prepare the soil in new areas, w i t h  
the objemive of preventing the ecosystem deterioration. Program 

! should be adopted ta preserve fertility in the presently explo5ted : 
I 

areas, to prweat degradation, erosion, soil compaction and other ' 
I 
I 

aspects which cause the soils to become useless in a short time. 

I Within tbe frame of a producers support concept, it becomes . 

necessary to supplement the previous concept with the I 
I 
I 
I reinforcement of aspects of significant importance, such as the. 
I adequate use of technological packages and post -harvest handling, 

t 

I Likewise, it is recommendable to close the circuit with 
r' capacitation in modern commercialf zation technology far producers, , 

I 
I intermediate merchants, wholesalers, retailers, etc , , to reach , 
I 

1: efficiency in a l l  the links of the cmmercialization chain, 

I -------------------------------------------- 
! 
I I DECEMBER, 1992 UBAID I B@L!aPNA PAGE 4 2 OF 48 1 



2 Suppoxt in the creation o f  Service Camepnaier 

The success of the producers is reached not only w i t h  an adequate 
work in the field but also attaining adequate costs for production 
inputs and reasonable prices for their products. In many places of 
the cauntry the cammercializatfon of inputs and the gathering and 
storage of crops lays in very f e w  bands an in some cases there is 
a total absence of suppliers or storers, consequently the creation 
of "inputs centersa would be an important experience, organfzed by 
the agricultural sectors, contributing to decrease the production 
costs, because through this mechanism better prices can: be 
obtained, because of the large volumes negotfated and becakse 
supply is also timely; the gathering and storage centers have 
becane important aperiences within the camercf alization I 

I 

operations. 1 

In both cases the action of tbese service coanpanies should 'be 
limited to the function of price regulation elements and in no 
situation shall they become monopolies or ccmpaaies which w d d  
practice "dumplingH operations or unloyal competence. In any case, 
the activity of the sector (the trade) service should be 
transfend to the private sector once its function is considered 
fulfilled by creating conpetace and a degree of competitivity. 

3. - Support I the tinancing of the Cumwrcf a l i ~ t f  UP ' sf 
Ptodxxctioa 

I 

The financial support for the ccmmercf alization of the probuction 
becams necessary, helping to obtain reasonable prices for the 

I saLe of production, the mechanisms to use nay be diverse; in same I 

cases the c ~ e r c i a l i z a t i o ~  services organized by the same 
: producers could be financially supported, such is the case of 
I 

I 1FH3EPGR0, good results havg been reached also w i t h  the system 
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applied to &eat comercialization, that is the financing comes 
directly from the buyers or other storage companies who send the 
production both to internal and external markets. 

O n e  way or other, the PA0 Project has created expectancy among the 
producers and their organizations; likewise we believe the actions 
initiated in several regions to secure the results obtained up to 
date shall be supported, consequently it is necessary to 
supplement those action with the aspects mentioned above. 

I 

For this purpose, we alreac3y count w i t h  the 3mowZedge of the 
i negotiation capacity of many producer organizations and a very 

good base to analyze the needs of each region and the most 
important production sectors. 

In the case of the SERVIFLOR carnipany, which was crsated by the 

PRWFCP to solve the flower comerciafizatioik problem in 
Cochabandba, we recamend to practice a financial imr,roven-t 

operation paying all debts and inmediately after that, selling h e  
, business to t'he comaaexcialization sector or some other established 

f lowex producer firm, 

5.- Reformulatioa of  objectives for the WCP 
I 

r '  

we consider that the UCP may play a very important role in the 
, coordination of future projects to be developed mainly in the < 

private agricultural sector. We have &served, &ring the 
I execution of the Project  and other actions which are being 

developed by the Government of Bolivia, DS&ID/Boli.ria and other 
I 

organizations, that a larger degree of coordination is needed to ~ 

prevent the dszglication of technical aad financial efforts. 

...................................... 
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Consequently, this unit should be assigned with the penranat 
responsibility of being in charge of the cmrdination of the 

projects and programs for the private agricultural sector. 

C . -  FOR APPLICATXOI 3C# ?PEE BEaEFICXARY ORGMIZATXONS 

The producers organizations, shouid perfom other type of actions, 
tending to their institutional strengthening, by assuming the 

specific roles w h i c h  they were created for; carrying on not only 

global character actions, but also service functions for their 
members  associates. Among these we may mention the following: 

1.- Strengthen its presence anrong the producers. 

In many cases the actions performed by the sectorial organizations 
(trades) are not known in their true dimension by the prrllducers, 
this could be because the actions are 311~ba1., which on their own 

, characteristics do not imply a direct action with the associates I 

and do not get a~ adequate dissanination, On otbex cases, wen 
though tfie actions are done directly w i t h  the producers, very 
seldom can these actians be carried. out with all of the praltuc&rs, 

consequently it is deemed necessary to count with an information 
I and dissdnatioa department which would prepare infomatfon for 
I the associates and producers i n  general. 

I 2 . -  TO e8tdblf~h financins zmecharpisms which will allow its 
i 

functioning, consolidation end sustained growth. 

The hasic problem that most of the producer organizations face, is 
the financing of their activities; although many of then have 

I established contribut f on of dues mechaaisms , the collection 
I 
I systems are weak and do not mean a permanent solution for the 

I 

----------L1dIIIII---------------------------------------* 
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I 

I I 

I 

growing funds requirements to cover their activities, In s c d  
I 

1; other cases the contributions are minimal and not sufficient to 
pay for the necessary minimum personnel to develop actions of some ' 

I hpurtance, least t o  generate savings to establish an investm~t  : 

fund to reach tbe c-,nsolidation of its physical structure. 

: Consequently, it becomes nandatory for the organizations to start 

programs which would let t3em raise funds to pay for the senrices , 

they provide to the producers, probably through the supp5y of 
I 
I inputs and coxrimercialization of a partion of the production. They 

I also should take contact with same development organizations or 
institutions to obtain resources as donation grants or to create , 

I 

I trust funds that would generate income for the association's 

I! budget, attaining its physical infrastructure strength-9 
I 

, (institutional headquarters, off ice equipment, warehouses, 
vehicles, etc, ) in order to m a t e e  its continuity and sustained , 

growth. 

I 
I 3 .  - Inter-relation w i t h  other dnstittations* 

I 

A great number of institutions exist in the country, such as the ; 
! 
i development corporations, bilateral cooperation agencies, 
I 
I cooperatives, investigation centers, universities, NGOs, etc,, 
I 

I providing services to the agricultural sector, Some of these 

activities are simultaneously performed by two or more entities, 1 
i 
I duplicating technical and financial efforts; mny of the 
! 

activities the sectors (trades) mst develop may be assisted by 
I these organizations. In consequence it is necessax-y to establish 
I the coordination of work programs, without losing the identity or . 

specific ructions of the individual osganizatfons, anb let the 
I work plans be developed orderly and efficiently. We consider that 

an approach and negotiations w i t h  this type of organizations ' 

I 

I ---------------------------------------------------------- I .  
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shauld be done by the producer sectors (trades) ; they should act : 
as coordinators in some cases and as executors in others, 

Likewise, a strengthening of contacts and relations with other 
producer associations from other departments of the country should 
be fostered; this would allow to work in a coordinated way, as a 
ftmction of reaching positive resul ts  f o r  the cornon problems each 
sector or trade faces. 

4 . -  Organizing the prot3ucers. 

It is deemed necessary to count with Promoters to assist the 
producers organization, in many circumstances providing services , 

to the producers becomes a difficult task because of the lack of 
organization in their colrsrmnities, or due to their geographic : 

dispersian. Consequently, it would be very important: to consider 
the creation of an institutional promotion department which would 
allow the provision of services, establish information systems and 
egf iciently develop a series of other activities, getting mutual 
benefits both for the producer and the organization. 

5 , -  To adequately define its f ie ld of action 

It is evident that many of the agricultural sector organizations - 

in Bolivia are weak institutions, they need to seriously face 
service activities for their associates, the farmers p r o ' b 3 ~  are 
also numerous; however the whole spectrum of the producers , 

problems can't be covered at once given this would make the I 

solution impossible ant the effort dispersion would decrease the , 

institutional efficiency, 

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

the most important problem they face, and decide which of those 1 

_h_I-C----------I--h-----------d-.h---------------------- 
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I' may be solved by the same organization using its own resources, 

1 and then focus their action to work on them, seeking the su~port  





P A @  P R O d E G T  F Q M A L  E W A L U A T M Q N  
I .................................................... 

I 

I. INf  ROBUCtlON 
I 
i 

I The Association of Oil Crops and *i-t Producersc ANAPO, create : 
in 1974, is a trade union which groups together the oil crops and 

I wheat producers in the Department of Santa Cruz,  

Its main objectives are: to defend the rights and interests of the 
I 

producers to promote and strengthen the development of oil seed 
, and wheat  crops and to strengthen the institution to provide 
i efficient services to the producer. 

I 
I 

I 
Undoubtedly, this institution which has been working far eighteen , 

I 

I years in favor of the producers which represents, has been able to 
I 

efficiently reach, at the end of the 1992 fiscal year, the 

I objectives for  which it was created. It is today a leading 
I 
I institution at rsgionaf , 5 e w - w e n t a l  and national level, 

Much of the success that ANAPO has had is due to the 
profess2onalism and dedication of its directors and eecutivesm wha : 
have proven their capacity and responsibility managing the 

1 nstitution' s assets to reach their obj ectives - The interest for 
the develapment of their sector, the region and for the well being 
of the producers guided their actions during its existace. 

I The PZY) P r o j e c t  recognized the Institutions efforts and, after an . 

I 

I 
analysis and an evaluation, selected it as beneficiary of the 

I Project in the department of Santa  C m z ,  The permanence of 
I 

AlWPO, as a Private Agricultural Organization throughout the 
I 

Proj ect , proves the degree of responsibility in its participation, 
I 

, being this evident upon the evaluation of the results once the 
I 

assistance to the Project finishes after four years. 
I 

---------------------------------------------------------- 
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The most important thing is that the Project is able to reach its a 

goals and obj ectives with this Institution, strengthening and 
I I 

developing the Association itself. ~t is important to emphasize 
on this subject, t h a t  the means used in a project in order to , 

reach its objectives, often become goals based on the effort 

required, ~n some instances on the contrary, because of the , 
I 

eagerness to reach the objectives, the Project sacrifices the 

objectives of the Institutions through which it is acting. 

Outstanding on this subject, is the work done by the Project prior . " 

the selection, searching for beneficiaries that would allow to 
I w o r k  towards the objectives of the Project, and looking for the ' 

, appropriate Organizational Development Strategy to reach its 
I 
, purposes. The coordinated and responsible work done jointly by 

I - the Executing Organism, R a n c o  consulting Corporation, and the 
I 

Association during the execution of t=he Project, must be praised. 

I 
I 

I 

14. EVALUATION METHODOLOGY 

The following methodology was used to obtain the informtion for I 

I the evaluation: 

I 
I . Detailed Analysis of the goals and objectives of the Project 
I . Detailed analysis of the goals and objectives of MAP0 

. R e v i e w  of the d o m a t s  of the Project . - 

I - Analysis of the documents of ANAPO I 
I Ff eld visits 
I 

, Personal interviews. I 

I 

........................................................ : 

DECEMBER, 1992 L!M~MEX 1 .A h!l A a 0 PAGE 3 OF 26 
I 



' Ill. PROJECT ACCOMPLISHMENT 

The results obtained in ANWU" evaluation, are presented 

I following the order established by the Scope of Work which states 
that  the requested infomation must answer a series of questions 
which will respond a main question of interest to ~SAID/Bolivia. 

HAIN QWBSTION 

Did the Private Agricultural Producer Organfzations 
I 

project accoarplieh the purpose an4 objectives stated above 
and reflected I n  Amendanent NP 6 1  

' C -  JmxieMdbbl.iectiv%sanBPurPosea~thaProject 

. To increase fncome on fams and ranches through 
increased yPelds, expanded prodvc tioo and increased 
marketable surpluses, including m o r t s .  

I 

To strengthen and expand the capacity of private 

agricultural probucer organiaa ti on8 to provf de services , . 
and iacreaeed incomes to h e r s .  

, . . To strlengthen the a-nistratfve, financial, technicaz 

/ and marketing cagacfties of the producer associationsn' 
I 

I 

* Annex 1 Rewiwed Description sf the Prom, of Amendmm Ne 6 GRANT AGREEMENT 
BEIWEEN THE REPUBLIC QF BOLIVIA AND THE UNFED STATES OF AMERICA, PRIVATE 
AGRICULWN O ~ l P I I Z A T l O ~  PRQJECT. 

---------&-&--II-LL_LI---------------------------------------- 
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QUESTIOrPS 

I . -  9 &'LP G ekntmd GmDmj pav& f l g e &  Cip*'~ 
I 

n w n k ~  thE. g d  &/a Y~W- thL wid id. 
s & h g  to i n r p w ~ ?  To tdd odrnt LA tk &vd~pmmt t& & ; 
gjwch m =SV&.E& &nwd dav~~n? 

I 

I Generally, the producer who is associated to ANAPO expects direct 
support from his Association in order to obtain:: 

I 

I 

. Better yield and less production costs 

I . Financing for the sector 
I . Higher prices for his products 

To what extent has the PA0 Project supported M X P O  to improve the 
services required by the producer to reach his obj~ctives? 

As far as better yields and less production cost is concerned, me 
I 

I PAO Project has given support to the execution of the 'following 
I activities: I 

. Elaboration of the Wheat Five Y e a r  Plan 

. Monitoring and following up of the meat Improv=ent Plan 
I 

Elaboration of the Sunflowex Five Y e a r  Plan 
I 

I 

I 

I 
Pilot plan fox recuperation of soils ! 

Recuperation of the productive potential of *Ae soils- 
Maiatemmce of fertility of the soi ls  

I 

I Soils Conservation 
* Safe handling of agra-chemicals 

I H8kiBling of crops 
HandXing  and conservation of grain in storage 

-I-L--LI-II--II-IIIIl----------------------------------------- 
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W i t h  the elaboration of the sunflower and wheat Five Year plans, 
the farmers are given the opportunity to rotate their crops during 
the w i n t e r  allowing then to diversify the risks and to give a 
better use to the soil resources to improve their income, 
The results obtained with the Wheat Plan, regarding plantation 
size and yield, have surpassed the w e c t e d  results. This makes 

it possible to assure that the P l a n  has been a success. 

Itwarding the Sunflower Plan, although it is not a traditional 
! 

regional crop, the o i l  industry in Santa Cruz is already producing ; .  

sunflower seed oil, which has been successfully accepted in the I 

local market, and mixtures of soybeaa and sunflower seed oil are j .  

exported . I 

With the support of PI*-48Q, ANAPO will execute during the next 
term, a plan to  promote the application of sunflower m e a l .  

I * 

With the support of the PAO Project i n  the training of producers . . 
I 

by means of the Pilot Plan to recuperate soi ls  and courses:on: . . 

safe handling of agro chemicals, handling of crops and handling < 

and conservation of g a i n  in storage, ANAPO has been able to help 

the producer to ream Iris objectives of lower production costs, I 

maintaining the fertility and preserving the soil and reducing ~ 

. , 

loses during the process of banresting and storing grains- ! 

I 
I 

In reference to financing for the sector, the PA0 through the i 
Wheat  Five Y e a r  Plan, has obtained resources from the PL - 480 to 
finance wheat  production. 

Regarding better prices for the products, P;NAPO through the Wheat 

Five Year Plan, has obtained financing for the m i l l s  w h c h  
purchase wheat produced in Santa Cmz, w i t h  the condition that 

- ,  

the producer be assured by the industrialists and prior sowing 
time, a dnimum price, 

t 

I 

I ---------------------------------------------------------- ! 
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11 The fixing of this  minimum price results in a benefit for the , 

I 

i 

I , The support given by the PAI) in the enlargement of the Seed Plant " .  
I and the s p x i a l i z d  t raining on seeds, Allows the seed producer to 
I i ~ r o v e  his income though a better and more efficient handling of 

I his product. 

In synthesis, the supwrt given to ANAPO by the Project, has been ' . 

geared to the areas in which the producer is the first one to 
I 
I really Be interested, seeing that a better service given by the 

Association can directly be translated into greater benefits for 

i Producers, 

2.- w * pmjd Utt- old a@a?k tk Pav& p w  
I 

'PW&CEC w- p w i d  b t k  ~ ~ a i r a  in G that 

! ~ Y d t h d ~ ~ h a ~ ' ~ ~ ~ 4 ~ t h r ~  
I 
I *CL~& P ~ ~ K C S E ' L  cwr &E'L d a 
I 
I ~ ' L f d m t l r c p & q f t h r y ~ ~ m m & ~ ?  We=& 
I G # 3 ~ ~ ~ b ~ d & ~ . ~ ~ o $ ~ i d ~  ' 

! i 

Gdim@hd&m? , . 

I 

I The PAO Project was ch2arly understood f rom the begiming by the , 

#NAP0 directors and executives. Although it was taken into account 

I that the association was going through a maturing period the , 

Diagnosis made by Ronco in 1988, spotted some weaknesses in the 
activities of the Institution, that is to  say, in technical : 

! 
assistance given to its members as well as in institutional 

I 

I 
aspects nevertheless, it was clearly understood that the Project , 

was not able to give its suppart to all the spotted aspects since 
I it had to deal with the requirements of 30 organizations, 
I 
I 
I ......................................................... 
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I 
I 

The work had to be carefully coordinated in order to establish 
priorities in the assistance to be given by the Project, taking , 

into account ANAEQ's capacity to finance with its awn resources . 

the part corresponding to the activities to be assisted by the 

Project. 

I 

I 3.- WGA tk p r t o p d  to tqdmwtt h o a g m m ~ a m d  
mElf&pwtt S t w y  (OcDS) plwc inaGuy & t m m d G t d  &uk tk& ' 

-? 

ANAPO is one of the four PAOps that received assistance during 

the four years in which the Project was executed. 

i In the originally formulated strategy Development Plan, the 
assistance given by the Project was based on the assumption that : 
the consolidation of ANAPO as a senice organization was based on 
two main areas w h i c h  required specific resources and technical . 

assistance: 

a) Soybean exports 

b) The rendering of technical assistance services to production 
1 ,  

In addition to those two, the need of technical assistance was , 

present in secondary areas such as the financing the extension of 
the seed plant, computer training, training in financial plann+g, 
counseling in ccxrmmications mechanisms in order to improve the 
level of participation and identification of the m a b e r s  w i t h  [ 

their organization and the asskstance to design alternative ways : 

to attract the contribution of the m-ers. 

After an evaluatia of the Project was made in 1990 it was 
considered that the Project * s support to AN?U?O has to be changed , 

and adjusted to the reality of the institution, the emphasis had 
, 

C--------hII-I-------------I----------------------------------- 
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the physical consolidation of the plant and in the development of 
activities that directly affect the sectorial strengthening of the 
producers. 

In reality, at that time there were zwo strategy development 

plans, it could be stated in first instance that the ccmplaentaxy 
plans were  almost completely carried out as they had originally 
been foreseen , 

However, there are.two critical points: 

a3 The cormrmnications system thaZ was established in the 

original Development strategy in order to improve the levels of 
participation, communication and idexitif ication of the m-rs 

0 

with their organization, is contemplated in the second plan as an 
activity to be supported by the Project, but under a new paint. sf 
view, What initially had to be a coxmanication system to I 

strengthen the relationship between ANAPO and its members. 
became a c ~ i c a t i o n s  system for the agricultural sector in 
general, being its main objective to complement the txansfer of 
technology., and its secondary objective to carmplement ANAXYs 

institutions1 strengthening in its capacity to render services. 

b) The requirement which was present in the original ~evelopnkt 
Strategy, of assistance to design alternative ways to attract the 
contribution of the m r s  (if izhe industry ceased to be the 

retention agent), was not included in the initial work plan, and 

in the work schedule for the second phztsa of the Project, it was 

only contemplated to elaborate a members registration system that 
dfd not go as far as to de9,ign alternative ways to attract , 

contributions, 

I 

...................................................... 
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These two aspects which were identified by the Project f ran the 
start as ANAPO% weak  areas, by the joint assignment of priorities 

in the activities to be assisted by the Project, w e r e  not 
contemplated in the work plans. 

A profound analysis of ANAPO w o u l d  make it possible to state that 

the support in those activities should have been a priority in 
order to consolidate the association from its fomCktion, as it 

I 

w i l l  be q l a i n e d  W2aw in the answer to the fourth question. 

I 

The support given to  ANAPO by the PA0 Project, coqplanented by the 1 

support whica is currently given by other organizations, we could 
I assur2 that ANAPO has developed to such a degree that ft can t 

, . 
efficiently perform the services w h i c h  it renders to its . ' 

associates. to reach the goals which are the purpose of i t s  
creation- W e  could affirm t t  its institutional goals have 

already Been reached. 
I 

I 
, As an institution, ZS;NAPO has a great prestige at regional, 
1 

national and international level and it is considered as a leader 
institution in the agricultural sector, However i t  still has two 
wealmesses  : 

I 
I 

The oil seed and wheat producers are not quite conscious of the 
I 
I 

power it has and of the great support they have from the 
I Association which represents them. The degree af leadership that 
I ANAPO has among institutions that are at its level or higher, is 
I 

I not quite as strong within the association itself. 
I 

___-------------------------------------w----------------- 
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. As a consequence of the wealmess  above described, ANAPO has not 
,. . I 

been able to make its members conscious of the multiplying effect 
represented by their financial contributions to the Institut'ion, 
in such a way that the producer understands that his contributions 
are not an expense, but an investment tamrds greater future 
benefits. 

It can not be said that ANAPO has not worked in the mentioned , 

areas, furthermore, it is still making aa effort towards 
consolidating its image among the producers. For the 1993 fiscal ' 

year it *:as been foreseen to create a department of cammication 
with the producer in order to reinforce and coordinate all  ' 

activities on this subject. 

It is convenient to emphasize at this point, the influence that 

the opportune assistance in these aspects would have had in the ; 
degree of developent ANAPO could have in the relationship w i t h  
the producers k t  represents, 

5.- 9~ UrAGlt aAE. pmjdBa 
I 

*4m cncP. dlUhmt*n 

tz&mkmE w&M thE * tk wmi.z&mA 
- .  # 

d v U  C L .  b & w d  c& t k  p4rb@dD&. ; 

w m  !3&? 
I 

All of the technical assistance programs supported by the Project 

have resulted in better conditions anzd greater benefits . for , 

producers, I 

The extended w i n g  a d  storage capacity of the Seed Plant ant' the 
training provided fn the maxmgement of these plants, make it 

possible to offer the seed producer associate better sen-ices, 

timely reception of eeea and more efficient processing of the 

same, re~resent a better income for him. 

---------------------------------------------------------- 
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, For the grain producer, the use of a better treated see& directly 
implies better yield in  production and consequeztly better income- 

The Five Year Plan and its monitoring and fcllow up program, the 
research for new varieties which are adequate for each *at ar@a, 

, the use of technologira1 packages which are prepared for &ch 
producing zone, the technical assistance given to technicians who 

w e r e  trained in this crop, the courses, which are directly 
offered to the producer, in the handling of agro chemicals and tn 
the handling af crops, the opportunity to obtain timely financing 

I and a fixed minimurn price for tae production, ostensibly hnprme 
the income received by the prWcer, wkibh  besides Qmnrov5~g M s  
prof it helps him lower fixed expenses in, his  farm and maintain 
the soil better with the system of rotating saybean in the swmer 
and wheat in the w i n t e r .  

W f t h  the same purpose, the Five Year S u n f P m e r  Plan bas been 

elaborated, I t  is expected ta obtain similar results to those af 
the Wheat Plan, being the sunflower crw for w i n t e r  swing .  

1 ndirectly, the technical training of AIUWlf s professionals has 
made it possible to optimize the acploitatiora. of oil seed and 

I wheat crops iacsr-sing yields and decreasing cost per hectare. , 

6.- ~ G A  t h ~  uacd am.~U gumt tmd c e  p a g i i  h 

I & th clp~vcztx pg+iadtmd c P u x h L & ~  

W M ~ ~ ~ ~ ~ & ~ ~ ~ t y ~ ?  I 

ANAPO has received as doaations f r o m  the Project, v&iicles, office 
equipment and the design fox its institutional headq~arkers, 

_ _ _ 1 1 - - - _ 3 C - - - - - - - - - - . 1 - - 1 1 - - . 1 - - . - I . I  
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1 The vghicles have allowed ANAPWs Technical Department to extend 
the ~ ~ w g r a p h i ~ a l  area of technical assistance to the groducers, I 

I I 

the mmputers have substantially hprwed the Association's : 

! systems in what ref to administrative - financial information 
I 

as well as statistical infoxmation which is processed. 

W i t h  :he design fox the institutional headquarters, ANlWO was able 
to obcain frm the PL - 280 financing for its constmction, which , 

is already in progress and it is expected to finish tbe building ' 

by =ch nS83, 

It has received a credit oE $us, lOO.000 for the expansion of the 
Seed Plagt an& at the gresent ANWQ is ecpandLng again the storage 

I 

capacity of its plant financed by PL-480 so it can adequately 
store all of the processed seeds. Daring the visit to the P l a t  we ; 

w e r e  able to verify a1 overstock produced by a lag in the mmer 
sr3wing date. 

1 

7.- w e  g ~ ~ r )  &&&WE p LLfUt C z & q m k  to 

1 

, The interaction among the executing and coordinating b e e s  of the 
Project and AMAgOJs directors arnd executives, has allowed the : 
efficient t i a t i  of the human resources as well as of the : 

I 
! 

financial and material rssources p m ~ ~ d e d  By the Project. 
I 
I 

I 

I 

I 

I ---------------------------------*----------*---------- 
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Furthermore, the elepth of the Institutionf s init ial  diagnosis made 
it possible to formulate a strategy of assistance to the Projsct - 
Zowever, when stme of the activities that w e r e  contemplated in the 
work Programs required to be modified or complemented, the ' 

response given by the Project was adequate allowing the 

modification of the i n i t i a l  plan in. order to meet the requirements 
that were  present at the merit of aecution of the work. 

In reality, and i n  the specific case of ANAPO, there w@re some , 

aspects that significantly helped the Project to be successful 
that  were not the criteria evaluated for its selection as the ; 
beneficiary of the Project. These criteria can be classified I 

according to their nature as follows. 

I~st&tutional Capacity 

. Age of the Institution 

. J!!Ianagement of the Institution 
- Directive Capacity 
- Managerial Capacity 

I 

Capacity to Render Service8 

~echnical Capacity 
- Level of instruction 
- Work acperience 
- Updating 
- Age 

ANNEX O A M A P O  DECEMBER, 1992 PAGE 1 4  OF 26 
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I 

I 

I . Continuity in the rendering of senvices 
, . Planning fo r  rendering services 

, Availability of resources to render services 

I 

I Experience in the Administration of  Projects 
I 

- Execution of Projects 

I . Management of Projects . Resulting impact 
I 

i . Capacity to Compensate 

Econodc Pf nlrzlcial Capacity 

* S o l v ~ c y  

- Econamic results obtained 
- Assets 
- Liabilities 

. Experience with Finance Entities 

ANAPO is one of the PAO's that could be used as an -1e to , 

demonstrate that the execution of Projects such as the P r i v a t e  ' 

Agricultural Organizations, can be successful in reaching their 
gaals and objectives for which they were created, 

Santa m a  as a region will greatly benefit from s-las 
projects. The agricultural characteristics of the region, the 

I 

......................................................... 
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I 

way producers in the department have been associating for a long 
time, the way the inhabitants in Santa C r u z  identify themselves 1 
with their institutions, the nonexistence of conflicts between 

associations which are at the same time affiliated to a matrix 
entity the Agricultural Chaxber of the O r i e n t ,  in charge of . 

coordinating the agrarian activities of the sector and the 
existing agricultural potential, partially determining factors for 
the success of a similar project. 

The agricultural sector in Santa Cruz, requires and is ready to 
receive the support of new Projects which w o u l d  provide finnnc- 
and technical assistance to the producers, helping them grow and , 

reach a level of technical development which would give than i 
direct benefits though larger yields, and indirect ones by , 

improving the economic standard of the region, which will bring , 

about an improvement in the social and cultural level of all 
inhabitants of Santa  Cruz. 

The indicators to measure the impact of the PA0 Project, in our 
opinion, have been classified, under very good stadarCis, in two 
totally representative groups- The first  one that measures the r 
impact of the Project on the Institutiona3 Development of the 
PAOts that it is working with, and the second that measures its : 

impact on the sectorial Development of the Producers, 

DECEMBER, I992 PAGE 1 6  OF 26 



The system of collection, analysis and information is complete $nd 

consf stent , quantitative and qualitative aspects can be analyzed 
and the methodology applied is sufficiently flexible to conlbine : 
the reports f r a  the Institutions with the first hand appreciation 
made by the evaluators through direct contact with the m d b e r s  af a 

the Institutions which were e-valuated and f i e l d  visits which 

enlarge and sustain the criteria evaluated. 

Regarding the indicators used to measure the institutional 1 
development impact, they will be analyzed one by one in the ; 
specific case of ANAPO. 

! I 
I 

Xnstitutional Development I-act Indicatots. 

! 
1,- N-er of members , 

The verifications in the nulriber of menibers have been measured.snly 
I 

in a quantitative way, which does not necessarily reflect the 
progress of the Association in relation to its field of action, If , 

this criterion w e r e  replaced and the field of action of the 
I , organhation w e r e  measured in a quantitative qualitative my , 

it would provide better means to analyze and evaluate the impact 1 
of the Project. 

I 

2,- Increase in the income of the PA04s m-ers. 

I This indicator, other measuring the institutional development : 
impact, measures the sectorial development, but i f  we compare this 

, income to the contributions made to the Association by the 
I producers, a better indicator could be obtained of the 
I 
I recognition, by the producer, of the efforts mde by ANAPCf to : 
I improve his income. 
I 

I 

....................................................... 
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3 .  - Self management Capacity 

The first index, Capacity to Cover Operative Expenses, of the 
evaluation made by ANAPO, was measured w i t h  the index of liquidity , 

which evaluates the Association's capacity to meet its short tern 
ccmmitrnents and not the capacity to cover operative expenses. 
Instead, if an index, similar to the one detailed belaw, had been 
used: 

- w 
Administrative Expenses Operatian Costs 

- v83 

Operation Cost + Increase of Asraets 

I - 
Operation Cost + Increase of Assets + Cost of Projects 

We could have evaluated the evolution of the Institution to cover 
with own resources the maintenance af the post project cost 
structure. 

If we made an analysis of the budget in ANAPOS3s technical area 
for 1992 and 1993: 

Cost financed with own resources/ total budgeted costs 

W e  would have the following results: 
Term of 1992: 20,7% 

Tern of 1993: 22,7% * 

* Scheduled according to budget 

-PI--------LII--I-----------------&-&---------hd--------- 
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I 

I 
An analysis of this result would make it pssible to evaluate Xlow 

I the increasing tendency of the contributions fits ts the evolution 

of the funds required to cover the ever illcreasing commkm-ts of 

compensation of the projects executed by the Institution. 
I 
I 

I 

4 .  - Capacity to increase and div=sify finance sources. 

The indexes elaborated in point 3 of AETAPO~S evaluation should 
have been used far this indicator. 

I 

I 
I 

I Liquidity Index 
I Levels of indebtedness indexes, 
I " .  

i which complemented with the analysis of credit concentration 
I 

levels and sources, would have allowed an evaluation of' the 
I 

capital structure, showing the degree of dependence in external ., 

financing and sf the contributi~n of its own funds to cover the ' 

institutional risk. I 
I 

I 

I 

i 
5 , -  ~ncrease in the number of publications i 

i 
I 

, This indicator is contained as part of indicator NQ8, it would 
therefore be duplicated according to our opinion, it cmld be 

I replaced by the Instituit ionf s Capacity t c r  Gaerate Statistical . 

Infornation, measuring the quantity, quality, opportunity and 

I degree of reliability on the same, aspect which has been omitted 
io this evaluation. 

, . 

! 
! 

, 6.- Analysis of the budget for the purpose of expenses 
7,- Increase in the capacity to render services to its associates 

I 

I 

I 

1 ......................................................... 
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I 

programs, projects and activity glans. This indicator would I 

allow an evaluation of the efficiency in the assignment of its own 
resources to reach the long term goals set  by the Institution. 

I 

; Regarding the Development: indicators for the sector and the 

I Producers, there are no observations, they are sufficient and 

I consistent enough to make the right evaluation of: the Project's 
I impact. 

I 
t 

I 

I 
! 

I 1 .  CONCLUSIONS 
I 

c .  

j This chapter will answer the last part of question NQ 10: 

I 

1 U/hd Cmw cw\ k &&- UUdt p-m/& Ldkdvtd&WtA7, 
I 

I 

: The impact could be measured analyzing the degree to whzch tne 
i objectives and goals proposed in amendment N8 6, w e r e  reached 

I through ANAPO: 

I 1. - To increase income on farms and ranches through 

I Ancreased yields, expanded product ion and iacreased 
I 

, pparketable surpluses. f acludi~g exports. 
i 
I 

I 
Through the programs of transference of technology, t raining and 

, . 
I education, the Program has contributed to increase yields in : I " 

I crops such as soybean, wheat  and sunflower: 
I 

I . , 

I 
I 

I 

I 
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I 

BVOLUCPION W THE YIELD OF SOYBEAH, WHEAT AND SIlEJPU)PBE% 

I THE DEPARTMBWT OF SAWPA CRUZ 

( in MT/Hectare) 

YBARS 

1989 1990 1991 1992il) 

CROP 

soybe= 2.05 1.36 2-00 1.44+ 

W h e a t  0.81 1-61 1.32 1,51** 

1-16 1-36 1,20* Sunflower 

SOURCE: 1990 - 1991 Seasons report, ANAPO, 

* Partial information prepared by ANAPO 

** wheat Report - 1992. ANAPO 

(11 It must  be noted that  the summer seasons of 1991 -1992 and winter of 1992 ~ ' 

w e r e  affected by the climate conditions at harvest time, 

The expansion of the production can be appreciated by the 
evolution of the cultivated areas: 

EVOGUTXOZB OF CVfrTfVATKb AREAS WITH SOYBE-, m T  XZQb 

SUETBLOWER fl THE DEPARTMENT OF 8AMTA CRUZ 
I ,  

(in  hectare^) I 

YEARS < .  

I .  

1989 k990 1991 1992 
CROP 

140.000 172.334 195,000 190, OOO* Soy'bean 
Wheat 13.316 30.219 36.614 63.917** 

Sunflower 10.217 21.500 11.500 I 

: 

SOURCE: 1990 - 1991 Seasons report, AN?PO. 
I 

* Partial infomation prepared by AEJAPO 
I 

** Wheat Report - 1992. ANAPO 
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Likewise, the evolution of the marketable surplus can be measured 
f r o m  the soybean and wheat production data: 

EVQLUTIOR OF TRX SOYBEAN, WHEAT JhND SUaFPIOgQgR AND 

SWHFLOWER PRODUCTIO~ XW TBR DEPARTMENT OF SANTX CRUZ' 

(in WE) 

'HEAPS 

1989 1 9 9 0  1991 1 9 9 2  
CROP 

saybean 287.000 234.780 392.000 266,000 * I 

wheat SO, 164 46.800 77.000** 

Sunflower 11.870 29.500 13,800 * 

SOURCE: 1990 - 1991 seasons report, ANTIPO. 

* Partial information prepared by ANAPO 
** Wheat Report - 1992. ANAPO 

The evolution exports of soybean and its derivates is shown as 
follows: 

EVOLmIb# XN EXPORTS OF SOYBEAH AWD DERfVATES 

IN THE DEFARTME#T OF SAZOTA CRVZ 

( in 
1 

YEARS 

1989 1990 1991 1992 ( * I  " .  
PRODUCT , s 

Soybean Grain 78,157 67.744 112,835 45.174 

Soybean Flour 114.384 101,505 150 - 644 69.453 - 

Soybean Oil 395 9.891 14.433 4,311 I .  

! 

f * )  Partial information of exports made from Santa C m z  up to October of 

1992. 
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I 

I It must be mentioned that the 1992 production suffered a loss 
estimated at 40% due to the climate conditions. 

I 

2.- To strengthen and expand e capacity of private . 
agricultural producer organizations to provfde S @ W ~ C ~ S  

I 

I end increased iaconres to members. 
I 

I 

! 
I 

The Project has not only contributed to strengthen and increase , 

ANAPQ's capacity to provide services to its associates, but also, 
indirectly through the institutional strengthening, has made it ' 

possible for ANAPO to receive the support from other projects I 

whose f fnal objectives were ,  to increase productivity, extend' the , 

I agricultural borderlands in the Department, reduce the cost of , 

I production, preserve the land and the environment, and as a main 
I 
I goal, to increase the benefits for the producers, e c o n ~ c :  as well 
I 

as social t o  this way promote the development of the sector, the 
region and in synthesis of the country, 

I 

i 

I 3.- To strengthen the administrative, ffnancfal, technical , 

iurd marketing capacities of the producer aseociatfons. , ~ 

I 

I 

In this aspect the Project has made iwortant ackfievements,~ the 
I 

I adequacy of the Organic Statutes of the Association, the 

development of computerized syst- of : accounting and budget, 
control of the Seed Plant, registration of m-rs and technical : 
information. 

I 
I 

I 

I 

I 
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The provision of equipment to develop admicistrative as well as 
technical activities, the creeit granted which made possible the 
extension of the Seed Plant, the design of its headquarters which 
d possible to obtain financing for the construction and the 
training given at all levels within the ~nstitution, has made 'it 
possible to strengthen the Association t o  build an Institution 

which is -cure, solid, a leader in its area, in the region, 'in 

the department and at national level. 

In smmazy, the experience of the Project  with this PAC?, is 
worthwhile to duplicate for other projects, knowing that it is 

possible to successfully reach the goals and objectives. 

I 

I As i was mentioned in question NP 3 ANAPO still has two I 

wt.d3afesses which should be attended to, if possible, it is 

recommended to scmehow continue supporting this Institution, 
I these two weaknesses should be a priority: 

! 

1 1.- The C m i c a t i o r r  system as put forward in the original 
I 

! 

development strategy to irqprove the levels of participation, 

; commmication and identification of b e  menibers w i t h  their 
institution- 

I 

2 ,  - The requirement noted in the original strategy of assistance I 
I I in the design of alternative system to attract contrifxltbons by 
I 

, the members (if the industry stops being a retention agent) - 
I 

I 
I 
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i '   he Bolivian kssociation of Flower Growers, ASOBOFLGR started its 
. ,  

activities in 1983 with twenty five m d e r s  of which eighteen were ' 

considered producers and seven planning to produce in the future. 

The ASOBOFLOR Statutes contemplate rendering the following 
services : Lobbying. marketing. technical assistance, train-g and : 
supply of inputs. The Statutes recognize the mixing of not for 
profit trade activities, with c- activities or more 
specifically comnercial activities that are legitimate, to absofb , 

some of the expenses to support the entity and the rendering of 
services to its associates. 

In January of 1988 RONCO prepared a document "Diagn~sis and 
Organizational Development Strategy of the Bolivian Association of 
Flower G x m e r s ,  ASOBOFLOR", which conteurplates to implexkIent the , 

trade pxograms as well as the managerial activities. It 

Incorporates in its strategy a Marketing Department ,  whfch is also , 

to gather, transport locally, process. finish and ship the 
I 

product. I 

fn March of 1991 the "Work Program of the Bolivian Association of ~ 

Flower Growers, ASO&OFLORn was prepared for the 1991 - 1992. 

period. The activities w h i c h  the Association must have as a trade ; 
organization, are identified and reviewed, and realizing. altlioush 
a l i t t le  late, tha.t the rational mzrketing of flowers is a real 
necessity as well as a technology which requires Knowledge and 
experience, created SW'FIjOR . 
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I 

At present, SERVIFLOR is working as an independent arganization, 
but absorbing a great number of activities which ASOBOFLOR should 
have. This Association is limited to t.ry to salve the financial 
problems of six of its associates. 

I 

I In February of 1992, as a result of transferring the ASOBUFLOR 

activities package to the PA0 Project, a documgnt was crated I 

YRestnxcturbg of SERVIFLOR Work ProgramY which contains noany 

statements suggestions for the future activities of the I 

I 
I 
I 
I 

I 

fl. EVALUATION METHQbQLmY 

In order to obtain the i ~ a m t i o n  which would allm I 

evaluation, the folfowing program was developed: 
I 

. R-Ciing and analysis of documents, 
I 

- Interviews w i t h  officers of sponsoring institutions and I _  

exemtl.aes of, USAID, RmW ,uCP. 

. Interv%sws w i t h  representatives of PSQW-R an SERVI-R 

. Intexviews w i t h  participating as well as indep~adent producers. 

. V i s i t  tke facilities of beneffciaxy an private producers. 

111. PROJECT ACCQMPt1SHMENF 

To register the results of the evaluation ASOBOFU)R/SISMFLOR, we 
suggest the s@quace of guestions as established in the Scope of . 

Work, the answers to which are of interest to uSUD/B, 

--IC___L--I_-LL-C----_L-I--C-__--l----------------&d--------- I 
I 

DECEMBER, 1992 k?iNWEx 80 b@?iQ@%@IFLBR PAGE 3 OF 22 



Did the Private Agricultural Producer Organizatfons 
project accamplislr the purpose and objectiver atated abuvc , 

and reflected in Amendment N P  63 

"C. B-4 P b m ~  aed Puxp- ef 

. Fa Ancrease income on farms and xanches th~ough 
increased yf elas, expanded p~raductian and increased , 

marketable erurpluses, includieg assorts, 
I 

. To strengthen aad expand the capacity of pr2verte I 

agricul tuxel gtoducer ozganization~ to pmvi&e s k i c e s  , 

I and increased fncomts to nmabers. 

I 

I . To strengthen the rtddnist~rtfve, financial, technical 
I 

I md rrrketinp capacities of the producer a~~oc ir t i ensm" 
I 

I 
I 

I 

' Annex 1 FWewed -n sf the Prom, of Amendment Mg 6 GRANT AGREEMW I 

I BEfVVEEN THE REPUBLIC Q f  BWVIA AND THE UNITED STATES OF AMERTCA, PRtVAE 
I 
I AGRfGULTUFIAL OBGANUTIBNS PR(XIECT. : 
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There was an enthusiastic initial demand and at the present there 
is still an interest to receive training, technical assistance, 
marketing and lobbying. Fran the interviews w i t h  pmducers, it is 
sensed t ha t  they expected much more than w h a t  they got. HOWever,  

the performance of the entity in the execution of its awn work bas 
been poor, expecting in many instances the project t o  execute the 
association's specific activities. 

2.- rZLid t k  p@t i n t d  cmd & E q d G &  t k  @Uv& p#&Lcdkd 
Puziun€'~ mgm&d&m p w j d  b tk ~~~ in G uuzy thd ; 

~ ~ ~ t h c L i r n t h 6 , ~ 1 1 u n d L ~ ~ ~ ~  

P'Livd€ f a @ k & 4 d  9-q cM wd U & d  I 
%€qut%ui m tk pi& t$ thraE rn*? tU€&~tAE I '  

~ p & & ~ i n P ( P C L t t t h L c ~ ~ & ~ ~ d ~ n  
d-? 

The active meuibers of ASOBOFLOR have had a clear initial 
understanding of what the Project can offer, unfortunately, due to 
frequent changes in strategies, lack of genuine interest in the 
part sf the associates, diverging personal philosophies .and 

interpretations, a climate of confusion was created, In order to 
better explain this situation, we will make a brief chronological 
review of the mentioned changes* 

The Project was presented as an integral technical assistance : 

program, in trade aspects as much as in mmagerial ones, f raa , , 

lobbying, training, technical service up to marketing of products . 

and supply of inpts .  

-IC_I_-_-LI-l--l--l---l-l-----II--C-------C----Y---- 
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I 

In January of 1988 a &mat was prepared *Diagnosis and 
I Organizational Developnent Strategy of the Bolivian Association Of 

Flower Growers, ASOBOFLORM, as an instrument to guide the ~ 

: activities of the Project, to give the beneficiaries what they 

j expected. 

When the Project found a group of producers, rnders of the 

Association, with financial problems, the commercial activities , 

were given priority, w i t h  the understanding that this was the 
I 

I 

I 

weakest point and the most urgent to solve, the results w e r e  
I negative . 

Because of the pressure from other gmups of producers and af the 
results given in the evaluation of the Project which was made in 

I 

1990 and w h i c h  identified that -...& ~ ' L o ~ E &  Luaa &IQ t R b d d  b 

' I c- m ~ w  ~ ' L P U * . ,  the Project takes another turn and : 

puts more emphasis in rendering trade services. 

In March of 1991, the ASOBQFLOR Work Program for  the period 1991 - 
1992 is prepared strengthening the providing of trade-don t~ 

services - To satisfy the pernranent demand of assistance in . - 

marketing SERVIFLOR was created in 1989, assigning to it me 
responsibility of marketing flowers, and to import and supply agro 

J 
chemical inputs. 

As of March sf 1992, SERVIFLOR is considered by the Project as an 
independent PAO, confusing the trade-union and managerial duties 
by assfgning it duties of technical and financial assistance to' 
the producers, besides its specific ones of marketing. Later it 
was decided that this enterprise would not provide any longer 
the services of gathering, local transportation, and packing. . ~ t  

would only receive the finished flower for its marketing in 

I_IC__-_______I_-------------_----------_-d---------_-- 
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I 

, foreign markets. However. the percentage that SERVIFLOR charges 
! for its services remains unchanged, 20% of the return. 

Up to the date of our visit to this institution, (November 27, , 

I 1992). only two producers had accepted the change, 
i 
I 

I Another masure taken by SER'VTE'LQR which has created confusion 
1 and resentment among the producers. is the binding contract to 
I 

camnercialize all of their production through SERVIFLQR, or to pay 
I a heavy fine if they do not abide the terms of the mentioned 
i 

contract - 
I . I  
I 

The changes in strategy. work systems and changes of duties as 
I i 
i I 

' mentioned above, ccmbined w i t h  the little experience, fake i I 

I expectations and lack of genuine interest in the part of the " 1 
producers, has resulted in confusion regarding the understanding 

I i <-I I 
of the Project . 

1 . I  
. i 

I 

; ~wcizr;ittwra? I 

Although the Project prepared the I n s t i t u t i o ~ l  Diagnosis and its 
I 

; 

' corresponding Strategy Development Plan, the activities that 

I ASOBOEZOR was able to carry out are very f e w .  On t h i s  subject, we 
I ! 

I must indicate that ASOBOFLOR is an orphan organization, without 

I an organizational and a functional structure. without a definite 
I 
, rol  and without any kind of resources or income that would allow 
I 

i it to. work. 1 
I 

I The PA0 Project has significatly contributed to the areas of 
i 

training arrd administration, it has provided equipment and it has t 

_ l l _ _ _ _ ~ ~ ~ ~ ~ ~ l ~ l ~ ~ ~ l ~ l _ l ~ - ~ _ ~ ~ _ I I ~ C _ _ ~ ~ ~ ~ ~ _ I I _ _  i 

DECEMBER, 1992 ANBIER B~I aso~oe~ow PAGE 7 OF 22 I . 
I 

I 
I_I_C__II-_C__I-IC-___---------------_------IICP-------l- I 



I 

I 

also given technical assistance to the production and marketing of 

i flowers. The efforts made have had no results in this organization 
; that gave priority to private problems and not to those of the 

I trade or of the sector as a whole. 
I 

I In this sense, the executing and coordinating entities of the 
: Project w e r e  forced to make some changes in the originally 

, proposed strategy, in order to make viable the objectives an goals 
I which were defined for th is  sector, 

I 

I 

4.- w w  P w W  ~ V E  tkr @UY& @ e h  

p & i n * m a q - ?  
I 

i 
1 Due to the constant changes and adjustments in the strategies, the 
I 

' creation of  IFLO LOR and the confusion regarding the objectives 
/ and duties of each of the two  organizations, there has been no 
' progress in the institutional consolidation and as a result, 
I 

; neither of the twd PAO'S has been able to reach their goals. 
I .  

I 

5.- 9n u h d  u q ? ~  ~ G A  t k  p ' ~ o j d ~ d  Long+'tm d M + w n  , . 

czuu&ma n u r l t u d  tk d € v & e  qf thr B' I 
I 

i &v-' W G Y  d- b &v- 4 W ~%U[€&'I 
! 

I pua*c=ff&? 

Although neither of the two beneficiarfes was able to reach the 
, 

I 

, goal of institutional strengthening, the courses and seminars 
I 

dictated by specialists hired by the Project and the train* 
I 

trips for producers, have been effective and much appreciated by 

I the flower growers, awakening their interest in the application of 
new techniques 0 production, indirectly benefiting the ! 

development of flower grow;ifig in Cochabmba, 

--L----------IIII---------d-h----d---d------------d--dddhd 
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Likewise, the training program for the administration and 

management personnel of mall businesses have also been useful. 

I 

I 

The participation of A~OBOF%OR/SERVIFLOR in the organization, of 
logistic support and recruiting of training program 

I 

benezieiaries , has been eff icisnt . 

ASBBOFZOR/SERVLFL~R have received donations of vehicles, 
telephones and cowuters which helped them improve their services 
as well as their administrative and information systems. 

Furthermore, the Project has financed the salaries fo r  the 
employees of bath entities , t 

As stated in the preceding paragraphs, what was invested in these 
institutions has not given the expected results. 

7.- W e  ~ E E U E Q ~  ~ V E  p j d  w m u t t x ~  h t z d q d k  b 

im#dmw& tlrr; -&- =*y (OQSI @= * 
to 9.E!L@ to widnu43 & oppatu\ity? y a  thr pwpct k w a  1 < 

~ ~ ~ ~ t o ~ t o ~ & o ~ n a t  

t e k a i x t t  in thr m@nd p w i d  daign? 

I 

-------------------------l------------------------------------ 
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1 

The resources, human as well as financial and material, that w e r e  
assigned to the Project, have not only been adequate for tihe 

hp~ementatian of the Institutional Development Strategy, but also * .  

additional funds w e r e  assigned to s~lve unforeseen situations that 

came up in the coarse of the Project. 
. I  

The success in the first the  that SERVIFLOR exported flowers, 

apparently created a feeling that it was easy to commercialize in 
a foreign market. The following experiences, such as the total 
loss of two shipments with an est-ted value of $us, 150.000.- 1 
caused by the lack of an established distribution chain, high 
percentage of refusals, late payments, problems of transport to 
v r t  markets, quality and quantity af available flowers, I 
obsolescence of varieties offered, etc. have demonstrated that 

the marketing of flowers is very complex and that it requires 
years of experience to handle unqected  problems, over which 
there is no control or power of decision, particularly when they 
have to do with such a delicate products as flowers, which nust , 

arrive to their destination in a matter of hours receivi~g a very 
special treatment during their transport, to be able to compete 
w i t h  experienced producers and merchants. 

I . , 

We consider that ASOBOFSOR's selection was not based in the 
eligibility criteria preestablishes by the Project, but t t  it , 

obeyed to  other objectives, to save an entity which was a pioneer 

I 

----LI-I-CCC-I---LIII----------------------------------------- 
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1 P A Q  P W O e O E G H  

i~ the f i e l d  of growin5 flowers, with a real. potential of being 
I an anchor, in particular for the ymgsters af Valle Alto ,in 
I 

C o c h a b a n i h ,  crating for them a permanent aed p r h c t  ive 
I activity, sparing them the exodus to the coca producing areas of 

the, T3Pbpfcal Chapare in particular, 

& qeir& fr@lcuitUd mixiuc€2. I 9.- g a  tk p w j d s &  acp~%imc~ 

w- I ~ c i t ~ ' t E c o p d ~ ~ a m o d d ~  

dqdmtbn? 

There is no doubt that the werience w i t h  ASOBOFLOR/SERVIFLOR 
I 

has been v e y  useful, but not precisely as a model to be 
duplicated, on the contrary, to avoid making the same &stakes 

w i t h  some Inst i tu t ion w i t h  a meager economy and w i t h  problems 
from the start. 

It has been clearly proved that a prodtr_cerfs Association has 

specific trade-union activities, such as lobbying, training, 
technical assistance, to dezend the interests of the sector and to 
look for a better productivity f r o m  its associates. 

O t h e r  areas such as resarch, coordination with differmt service 
I 

I entities, contacts w i t h  ONG", tending to obtain their I 

cooperat ion, informat ion market and prf ce conditions, etc , , could 
, be incorporated to its activities in the measure that its 

resources and experience would allow it. 

I 

In the case of ANAPO, marketing can only be a temporary activity, 
w h i c h  after reaching its i n i t i a l  objectives is transferred to 

other economic agents of limited activity, to rationalize prices, , 

I 

-----d--------------d---1111-dd-1_____--lll-.IcI--l---311- 
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s u e  as FEDRAGRO, which offers the producer an alternate marketing 

The indicators to measure the impact of the PA0 Project, i n  our 
opinion, have been classified e e r  very good standards in two 
totally repres-tative groups. The first one that measures the 
impact of the Project on the Institutional De~el-ent of the 
PAOJ s that it is working w i t h  and the second that measures its 
impact on the Sectorial Development of the Producers- I 

The system of collection, analysis and information is camplete and 
consistent, quantitative and qwlitative aspects can be analyzed 
and the methodology applied is sufficiently flexible to conibine 

the reports from the Institutions w i t h  the first hand appreciation 
made by the evaluators through direct contact with the m d e r s  of 
the Institutions which were analyzed and the field visits which 
enlarge and sustain the criteria given, 

Regarding the impact indicators we suggest to extend the one 
referring to "increase at c ~ i c a t i o n  and information exchange I 

 level^,.,^ in document uIndicatsrs to measure the Impact of the 
PAO Project on Beneficiary Institutionsm, prepared by ROHCO. Such 

extension would consist in the incorporation as an indicator, a 
w o r H r 3  information system of up-dated prices in the markets 
supplied by the product or prodtacts of the associates and regional 

......................................................... 
DECEMBER, 1992 ANNEX I! AsODObbOW PAGE 1 2  OF 22 



I 
I 

I 
! 
I 

producers, FIDEAGRO in particular, is a case which should h 
I 

I 

I 
emulated. 

I 

I We also suggest to generalize the indicator n&sorption' of labor 
I 

I working on coca leaf planting a d  harvestingm, to all other crops. 

Regardimg the impact due to Ule interventions sf the Project i n  

I ASOBQFU4R/SERVSR,  it is evident in the following matters: 
I 

I - Training of Personnel 
I 
I 

I 

I 

1 

W e  have been informed that flower related PAWS have dictated 12 
I 

courses in the areas of soil handling, p l a t  handling, post- I 

harvest, use and handling oE pesticides (integrated control of , 
I 

pests) , handling of flower nurseries, accounting of costs, handling , 

I of green-houses. The average attendance was of 30 participants 
I 

I per course which shows the permanent interest to t ra in  technicians 
I 
I as well as producers. I 

t 

I 

- Increase in cultivated areas and diversification of non ; 
I 

traditional crops. 
I 

I Regarding the evolution of the cultivated areas from the start of 
I 
I the Project, a quantitative opinion cannot be given, because 

neither ASOBOFLOR nor SERVIFLOR provided statistical information ' 

i on this matter, we only know that some of the promcers who' are : 
I 
I associated, have decided to increase the area cultivated, trying : 

to find a solution to the financial problem. However, it I s  I 
I 

estimated that in C o c h a b a d a  30 hectares of flowers are being I 

, cultivated of which 19 correspond to producers who are associated - 
I to ASOBOPLOR (most of them passive) . 
! 
I 

I 

I 

I 
I 

I 
I ___-__II--CI-------__------d----&-----------II 
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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, chrysanthenzums and others in a smaller scale. Likewise,  
the administrators informed about the acquisition of 94 hectares 
to develop open ceiliug plantations as part of a project that: 

intents to involve local peasants, 

The other company w k i c h  was recently created, (July of 1992). is 
cultivating seven hectares sf staticias, and they have just I 

started their f i r s t  picking for mrt, likewise, they are , 

providing to the paasant of the area, seeds of the same species 
which they coimercialize under the system of consignment, It is 
necessary to underline on t h i s  subject, that the second company 
has been formed by a Bolivian businessman as capital gartner' and ' 

t w o  acperts who were initially contracted by the PA0 P r o j e c t ,  

{agronomtst and marketing expert) . 

IV. CONCLUSIONS 

This chapter will answer the last part of question Ng 10, 

The development of the PA0 Project, in the flower growing sector 
in Csc'fidbaniba, presents diverging xesults . I 

Among the results that can be mentioned as positive we have: 

1, - The valleys in Coehabanib have been consolidated as an ! 

adequate area for the production of flowers in an ample range of 

------------d-----h--h-hd--&--------------------------- 
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species and varieties- We consider this as important since this 
Department has lost its position and maybe even its capacity to be 
the seed center of the country, as well as to produce fruits and 
vegetables, which was complicated by the atensive subdivision of 
the land in small parcels, which canes to be an e c o n q  of 
furrow states*,, aggravated by the long lasting drought of  the last 
few years, 

The flower growing in Bolivia has been established as an activity 
intense in the use of labor and capital. 

2 .  - The training at different levels, through courses and seminars 
dictated by experts, consultants; trips, local help and 

( 

scholarships, has had good results, particularly in the areas of I 

production and administration. We had the o~portunity to talk to 

some producers, f ran a small one in Ptmatta, to one of the most 
sophisticated ones, noticing that they use technical language with 

I 

confidence as evidence of an adequate foxmation in aeir  fZeld. 
I 

3 ,  - The administrative and institutional training, cdined w i t h  I 

the prov5sfan of equipment, has also been effective. 

4,-  Another ~ s i t i v e  aspect is the creation of new jobs, absorbing 
labor in a l l  the activities related to flower growing, being 
outstanding the participation of women, In addition, other 
activities of service to the production of flowers are also : 

generated, such as: manufacture of packing for transport, printing 
I 

of labels, transport, gathering and marketing of the flower 
production, etc. 

Among the negative aspects, we can mention the follauing: 

------------------------------------------------------ 
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I 

I 1 .- The institutional strengtfiening of the PAQ ASOBOFLOR has not 

been a reality, on the date of the evaluation it had lost its 
identity, and its activities were limited to try to find a 

solution to the financial problems of six of its members. 
I 

I 
I , SERVIFLOR is an institution without the necessary experience in. 

the field of x~rke t i ng  w h i c h  added to the limited persome1 of the 
company, the almost nonexistence of d a d  of services, the close 

! t o  null income and the budget prepared out of the af r, presmts 
I a very deteriorated image, 
I 
I 

2,- The marketing service has been poorly conceived and poorly put I 1 
I 
I into practice- Frm the analysis of the documents, it is noted 

I 
that as the Project w a t  on, it was taken for granted that the _ i  
marketing was easy, perhaps automatic, there was no @onsciousxless I 

< I  
that to produce is one thinly and to sell is another entirely 

different, 

Evaluation of the competition, to identify who and how many are 
serving the market which interests us, their organization, 
distribution systems, terns of sale Ifredit, cash, consignments, 
etc.) . 

I 

In concept, a reasonable marketing program has three stages: I 

a) Study and/or analysis of the market. 
I 

To d e t e d n e  the size and volume, and its future growth, (present 
and potential market) and the location of the market, (local, 
regional, expart, continental, etc. ) , 

I 
Distribution channels, brokers, wholesalers, chains, retailers, I 

etc - I 

I 
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I 

I 
I 

Peak and law demand. Time to negotiate, sale and delivery of 
, products . Profile of the profacts on demand, s ize ,  shape, 
, variety, etc . Prices at different levels or scales of the 
I 
I distribution chain, 

I 

I R q i r e m e x z t s  to export, sanitary, packing, labeling, etc, 
I 

The Technical, Economic and Financial Feasibility study, to crate 
I 

a C w  to market the PrmWcts of and Service the Flower Growing 
Industry, which was prepared by RONCO in October of 1989, contains 
a market study, Armex I, which could have served as the basis to 
up-date and prepare the analyses and to c-lete the necessary 

elements for a detailed stu* of the market to guide the future 05 

the business. 

b) Production 

The following points were decided upn, based on the results of 
the market study: locat ion, capacity# presentation, varieties, 
etc .  regarding production, cultivation, storage center anq/or 
processing for delivery or shipping. 

c) Marketing or Camnercialization Plan 
I 

This is one of the most delicate areas to handle since the value 
of the crop t o  be harvested depends on the investment and efforts 
made on the production of a good or a service. 

I 

A marketing plan generally contains the following elements: 

_II__C---------I------I---------d----------------------------- 
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I 
I - Budget af sales and expenses, amount of preteslted sales and at 
1 what level of iavestment, 

- Distribution strategy, to use brokers, wholesalers, retailers, 
I e tc . ,  or to organize and use a self distribution channel. How much 

of an investment does this last option require. 
I 

I 

I - Coverage, the portion of the market which is intended to be , 
I 

covered, local, regional, continental, etc, 

I 
I - Price levels, per volume, per variety, per season, etc. 

i 
- ~ronsbtion and advertisement program, mediums  to be used, 

1; personal sales, mass media, brochures, telephone messages, etc. 

I 

I - Timetable of activities, set dates and responsibilities 'for I ~ 

promotion seasons, sale and delivery of merchandise. 
I 

I 
I - Evaluation of results. Were the sales goals met in the, 

i 
I conditions that were planned? Have the economic results been as 
I expected? Were there any mistakes to be corrected in the future? 
I 
I 

I These plans are dynamic and flexible, subject t o  adjustments 
pending on changing market conditions or pressures and on the 

I 

competition. 

I 

I 
I 

The mrketiag plans can be prepared annually, but the most 
I I 

hpurtarlt ones for  each season, to satisfy the peaks in the demand 
I and to regain or increase the market participation, 

i 
I 

I 

I 
--------------------------------------------------*- 
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The documents that were reviewed did not reveal any plan to market 
or camercialize the products handled by ASOBOF~X)R/SERVIFLOR. 

Except for the previously mationed, 1989 market study, according 
to which, the United States imported in 1985: $us. 164.000.000.- 

from C o l d i a ,  $us- 55 .000 ,000- -  from Holland, $us, 5.000-000.0 

fr0n-t Peru, $us. 4,000,000.- from Mexico, $us. 2.000.000.- from 
Costa R i c a .  These amounts show the importance of the United 
States market, 

! 
3 . -  Inadequate focus of the duties of the original PAO, ASOBOELOR. I 

I 

I 

A hybrid organization with conflictive duties, trade versus 

administration, production versus sales, was being structured. It 
has created confusion and caused frequent changes of priorities to 

disadvantage of the efficient development of the Project. The . , 
I 

I 

i creation of SERVIFLOR as a marketing entity has not solved the 
problem either. 

I 4. - The def initfon of goals and purposes of the Project, has been 
I interpreted in different ways: 

I 

I Same understood that the purpose of institutional strengthening 

(focus on the trade) was above the goal of obtaining a betcer 
! 
I income (focus an the company), others that the purpose is the way 
I 

to reach the goal of obtaining a better income for the producers. . I . 
I 

Said goal will be reached through an adequate marketing of 
existing volumes, but nor through a trade association which has 

1 duties of support to reach the goal. 

I 
I I 

-------------.------------------------------------------- I 
DECEMBER, 1992 AMWEX 00 &i$OB@PLOR PAGE 1 2  OF 22 i 



A P R O J E C T  F U W A L  E V A B U A T B O N  

5.- Financial prcrbl~m 

The financial situation of producers who are late in their 
payments without the possibility of bringing them up to date, 
cambined with the feeling that they were forced into these 
obligations, has created a negative image of ASOI38FAR and 
SrnVIFZOR, 

6. - Producerst attitude 

- Lack of solidary participation, colaboration and coordination of 
all flower producers, to strengtken their sector, their trade 
o?-ganization and their administrative organization, ASOBOFLOR 'and . , . 

SERVXFLOR respectively, 

- Disloyal commercialization practices, such as: lowering of the 
previously agreed upon prices, surreptitious deliveries, a d  in 
general, l i t t l e  or no respect for corrimercial ethics. 

- Low technical level of production, post hasvest , a d  

camnecialization. Obsolete and low d varieties are still 
I 

being prduced. 
I 

I 

V. RECOMMENDATIONS 
I 

1,- The PL-480 must abandon the commercialization, To sell 

SERVIFLOR to one of the five cmmercializers who, as we have 
be= infowmed, are working in the area. No matter what, the 
buyer must be a company with experience in marketing flowers, firm 
contacts in the export markets, solid economy, preferably a 
producer - 

I 

---------------Id--d------------------------------------- 

DECEMBER, 1992 ANNEX 00 &&$@B@!f%@H PAGE 2 0 OF 22 

L l l l - - l - - l l - C 1 - 3 - - - - - - - - - - - - - - - - - - - - - - - - I ~  

, ' '\ 
! %< " 



2. - Reinforce ASOBOFLOR, clearly def ihling its trade duties such 
as, lobbying, training, technical service, handling af soils arrd 

I plants, contacts and cmrdination with other proj ecls a& programs I 

of research and h@rovement of flower growing, etc. 

I 

3 - - Obtain financing f rom a fund which will genergte suff icibt 
income to cover the operations adget of ASOI30FLOR. 

I 

I 

I 4, -  Future activities s t  have the participation of marketing I 

experts, nut only in commercialization, but a in 
I commercial investment projects which require managerial focus. 

I 

, 5 , -  One thing to look for  is the participation or coordination 
I 

w i t h  other projects cP uSAID/B, of other Om0 s and of other 
government inst i t u t f  ons , such as : COWEP I A l t e m a t  ive Development ! 

I 

Project, Cochabxtiba - USAID/%) which, has the same goals as the 
I PaO, f-r,~r the fanners of Valle Alto in Cochabaniba. c2WWA 
I Promotion of Exparts and Investments Project, would be the 
I indicted to cooperate with the cmmercializer~ sf flowers, they 
I 

I 
I have acquired experience on th i s  f i e ld  in Costa Riea. 9se the I 

resources of institutions such as INPEX, Chamber of Expr ters ,  
I 

Comnercial Attache' s and ConsuZs, etc. . I 

j 
6. - Extend activities t o  the creation of srall industries, such, as 
f lmer export box factories,. label printing shops, etc., as . , 

I permanent work sources to keep the youngsters in. particular in 

their places of origin a& stop the exodus to the coca growing , .  
I areas - 

7 .- MOBOFLOR could eventually install and manage an experimental 
farm an a surface no smaller than three Pactares t o  finance itself 

I 

----------hd-------------------mv-------------------------- 
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I 
I 

I 

I The Federation of Agricultural Producers of the Hemando S i l e s ,  

Luis Calvo and T d n a  Provinces, Chuquisaca, FEREAGRO, bas a5 its 
I main objective, the real and effective solidarity among its 
I 

associations, allowing for the opt imclm benefit front training, 
, production, cmercializat ion and other activities, and improving 
I the living conditions for the associated agricultural producer- 

I e ?A0 Projectf s assistance to this Federation began in 1990, 
Before the Federation was such- Prior to that, the producers had ' 

I tried to group together the activities of the associations, 

creating the -Association Caters, one for the Hernando S i l e s  

Province and one for the Luis Calvo Province. 
! 

I 

I In fact, the Project's first activity was to c-ine the efforts 

I of a series of Associations and Organfzed Groups of Producers 
f rsm different areas in the mentioned one, into a Federation, to 

I obtain camon objectives. This way, w i t h  the creation of FEDEAERO 
I 

on -gust of 1990, the first step was taken towards ' the 

Sulf  illment of one of the main objectives of the Project, . the 

strengthening of Private Agricultural Organizations. 
I 

I 

I 

I As of that moment the Project began to assist the Federation t o  
strengthen it as an institution so it could provide efficient 

I 

1 

services which will make it possible, to reach the objectives of 
I the Project and obtain a better level of income for the producers. 

I 

I 
I 

I 

I 

I 
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The evaluation of F E D ~ R O  pretends to provide the necessary 
elements to visualize the results of the experience obtained by 

the Project in the assistance given to an institution which 

contrary to the other PAO's, that were evaluated to see if they 
m e t  the necessary conditions and requirements to be beneficiaries 
of the Project, was particularly designed and created for this 
puspose, 

Although the Federation is a relatively new organization and the ' 

period of assistance given by the Project relatively short, we 

believe that the results to be obtained from the participation of 
the Project, w i l l  greatly corrtribute to the global evaluation of 
the PAC) Praj  ect - 

I II. EVALUATION METHODOLOGY 
I 

I In order to gather the information which would allow an 
evaluation, the following methodology was used: 

- Detailed analysis of the Project's goals and objectives 
I 

I - Detailed analysis of FEDEAGRO's goals and objectives 
I - Revision of the Project' s documents 

- Analysis of FEDEAGR08s doaments 
I 

I 

- Field visits 
I 
I - Personal interviews 
I 

I A detail of documents which were analyzed and of the personal , 
! i n t e ~ e w s  is included in  ANNEX IV. 
I 

! 

I 
I 

I 

I 
I 

I 

I 

I .-------------------------------------------------------- 
I 
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111. PROJECT ACL 3: WPLISHMENT 
I 

I The results of the evaluation of E'EDEZGRO, are v s e d  according 

I' to the order established in scope sf work which instructs that the 
information requested must answer a series of questions to respond 

I a main question which is of interest to uSAID/BOLIVIA. 

Bid the Pxivate Agricultural Producer Organizations 
project accomplish the purpose and objectives etated above 
and reflected An Amembent #* 63 

-C- Reyfewed-and-efm- 

. To increase income oa farm and ranelms through 

- f =creased yf elds, expanded production and increased 
rmarke table surpluses, inclu4ing expa;‘"-s , 

. To strengthem and expand the capacity of private , 

agricultural producer organizations to provide services 

and increased incomes to meabbess .  
I 

I . To strengthen the adh%nistrative, financial, technfcal 
and marketing capacities of the producer associationsff' 

I 

I 

I 

I 
Annex 1 Reviewed Description of the Project, of Amendment N O  6 GRANT AGREEMENT 

I BETWEEN THE REPUBLIC OF BOLIVIA AND THE UNITED STATES OFAMERfCA, PRIVATE 
AGRfCULWRAL OffiANDTIONS PROJECT. 

........................................................ 
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As an organization of recent formation, this Fed-ation and the 
Associations which are part of it, required for their development 
and strengthening, all of the services and products that the 

Project could offer . 

With very good criteria, the Project selected the most important 
and most strategic areas to provide its support and assistance. 
It made a great effort to establish an information system and a 
camercializaticn service for agricultural products which w o u l d  
allow, in the short run, to show the producers, tangible results, 
to be able to demonstrate that, through FEDEAGRO, the Project was 

trying to benefit the mer&ers of the Federation. 

The senrice given by the  Federation supplying inputs, allows the 

producer to have a variety of materials at the right time and at 
convenient prices. Up to this moment ,  lower prices a v e  been 
obtained for inputs in the zone, not only in the products sold by 
the Federations, but the competition has also lawered them, 

however they can still be lowered through contacts which were made . 

witn important input supplying firms. 

The interest in the part of the producers to receive training and 
tecbnical assistance, was also developed by the Project, w i t h  the 
selection of practical courses which allow the rapid application, 
by the producer, of the techniques taught, 

~ - - - - C - - - - - L I I I I I - I _ _ - - I I - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - d - - - -  
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The results w e r e  very good and the producer's necessity to receive : 

technical assistance and training, increased- 

Regarding the administrative management of FEDEAGRO, the Project 
contributed with the design and implementation of computerized 

systems of accounting, invatoxy control, members' register. Very 

interesting courses have been offered on farm management and the 
Peace Corps has been requested to t rain the producers to keep farm 
registers. There are at least fine volunteers, one of which is 
assigned to FED5DGR.O. 

The Project bas also contributed to maintain and finance the 
eXe~Uti~e and teclmical personnel, of the Federation. 

Up to the moment,  the chief support: of the Federation is the , 

Adviser assigned to FEDEAGRO by the PAC> Project, the 
professionalism, the capacity and the dedication of this 
professional, added to the desires and efforts of the directors 
has xrade it possible for tbe Federation to have In a short. time a 
very important and coordinated develapment in its growing stage, I 

making FEDEAGRO, which was in a very incipieat State of 
development, an already structured organization, 

According to w h a t  was expressed by the same producers that w e r e  ' 

interviewed, FEDEAGRO is a recently born organization and the 
' q tzpzn ,  the PAO Prof ect, should not abandon its son due to a lack 
of experience and of resources. ZSlze base of the Federation has 
still to be consolidated, particularly those association w h i c h  
w e r e  abandoned in 1992 and where no action was taken for their , 

strengthening, their institutional. accounting, f inancia1 

management, etc, 

................................................... 
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In summary, F H ) ~ R o  still has to ckingge froan a structured 
organization to a mature and self sufficient Institution. 

~ ~ ~ i R ~ d t A E c ~ ~ ~ p ' t r ~ ~ d ~  
wad-? 

In the specific case of FETEAGRO, the project did not require to 
be introduced to the organization. In this case the orgaxtizatfon 
was created so it could be introduced to the Project. 

However ,  a different type of work was required, introduce the 
Project and make it known among the different Instftutions that 
work in the area. Institutions such as CORDEM, CARE: an OIT, had 
an important participation and gave the PAO Project their 

I 

effective support in organizing the Federation, to group together 
the 'Prodtxer's Associations, many of which Aave been formed to be 
able to receive the credit or loaas graxlted by said entities. 

I 

During its first working stage, the Federation, stayed too close 
to the PAO Project and did not look for other options of financing . 

I 

and tedhnical assistance, Currently, the necessary contacts have 
been established ta receive support from the Dutch Cooperation and 
frum the of for institutional development < a d  I 

technical assistance in c rcialization and productian. 

-IIII-CI-C-------------------.-------------------------- 
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I 

I 

I 

I It was also FEDEAGROrs emox not to have contacted the 
I 

Institutions which originally cooperated in its organizations such 
I 
I as CARE, CARITAS and OIT. 

I 

I 3.- WGA thr ppt cibLr b &t#mw& thc 0- 

I In the 1991 - 1992 work progrant for FEDEIGR~, three fundamental 

I areas to which the Project would give assistance were rightfully 

11 identified, 

I 

I 
I a) Financial strengthening, by giving advise for the execution of , 

its investment program. 

To generate and put into effect the information service for  the 
c ~ r c i a l i z a t i o n  of agricultural products was one af the columns , 

of the Project, it allowed on one hand, to integrate the 

Associations which farmed part of the Federation, and the other , 
this service, which consists of a radio network that connects . 

FEDEA(;?RO w i t h  the Associations and w i t h  the most hportant 
markets, made it possible for the producers a£ this region, which , 

I 

has precarious roads and insufficient cannmurication means;  to be 
able to surpass one of the main diff icufties in ' the 
cannrrercialization, the lack of knowledge of demand and prices for ; 

1 thef r proact s in the main markets. 

I 
I The price and market information system, has not only resulted in , 

I 
I a significant increase in the income of the producers because of 
I 

! the increase in the price they receive when selling their main , 
I 

! produce, corn, but it has also contributed to an increase in the ' 
I cultivated area. 
I 
I 

--C-------L---I-I--__--------&d----d----III---C----l-------- I 
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On the other hand,the corn comnercialization service offered by 
F E D W R O  to its associates, which is offered in three different 
ways, as intem&ary, on a cammission and as a buyer, has been of 
benefit for the producers as well as for  the Federation itself 
which this way has a source of income ta cover part of its 
operational expenses. 

In the hcg c ~ e r c i a l i z a t i o n  service, the Federation is working 
w i t h  the most reutute associations under the internediary system, 
because those Associations are not familiar with the market. The 

bigger ones connnercialize the hogs on their own, using the currbnt , < 

market price system, but not FEDEAGRO~ s cmercializatian system. I 

b) Organizational Development of the Federation technj-cal 
assistance and institutional organization and performatzce. 

The training scheduled and offered at the level of Directive qnd 
Organization as well as the courses at the level of technicians 
a d  Producers, have been a vexy valuable contributian of the 

Project for the development of the Federation and the updating of 
the technicians and producers in the region. Nevertheless, in the' 
f ie ld  interviews, we felt that the training given to the producers 
has increased the demaad for training and technical assistance. 
The produces s proved that through training he can increase ! 

productivity and reduce costs and to provide the conditions under 
which to produce, 

In this sense, F'EDKAGR.0, has reproduced the courses dictated by 
the experts who were contracted by PAO and given them in various 
geographical zones, with wrticular success, the course on pests 
and pest control. 

I _-------l-.-CI--------L-II---------111--.-ll-IC-----C--3-- 
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c) Development of the sector and of the producers, through 

technical assistance, training and special course. ! 

In relatian to this area, the importance of the development 
reached is not as much in what  was done to improve the production 
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, I 

because they had some bad experiences w i t h  the certified seeds 
they used, FH)EAGRO could face a certified seed production program ' 
starting w i t h  basics seed, and w i t h  the help of local producers. 

All these aspects lead to the conclusion that FEOKA13RO needs more I 

technical personnel to cover the demand made by the producers of , 

more assistance and technical training, 

In reference to special studies regarding corn gathering, 

processing, storage and conservation, and to the possibility of 
implementing a battery of silos in Moateagudo, only a profile was 
made of the project to commercialize corn w i t h  an infrastructure 
of silos, this project is of gxeat importance to the Federation , 

"and the technical and econdc feasibility of putting it into 

practice should be analyzed. 

I  in^&^^? 

I 
I 

As it was previously mentioned, m E A G R 0  can be classified as an 
I 

, structured organization which still is not mature and self 
I 
I sufficient ensugh to reach its goals as an organization without 

the assistance of the Project. 
I 

I 

i 
----------11-11--1-------------------11--1111-1--.--1111 

I 
I 
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The advances made up to now are very important, because in the 
first place it was possible to organize a l l  dif f erat  Producer's 
Associations under one Federation to r a c h  ob j ectives whf ch are 
common to all of them. In second place, the services which are 
most frequently requested by the member associations, were 
oxganized efficiently, F i n a l l y ,  it has received the credibility 
and representation at local level and which i s  required, to  
attract new mders and to be considered as an organization 
potentially eligible, together with athex Internat ion& , 

Organizations as the beneficiary of new projects, which will help 
in its consolidation process. 

5.- 9n u&d -?I h ~ A E  pwidh bag+- and M + s ~  1 

I 
I 

The technical assistace given to ~ ~ R O  in the design and 
I implantation of the price information system and market for farm , 

I , products, helps increase the income of producers improving the 

prices whicb the producer receives and increasing cultivated areas ; 
, as a result of better prices. At  the same the, this assistance 
I directly strengthens the marketing capacity of the Federation and 
I 

indirectly the financial capacity of the Institution because of 
I 

I 

I the income received for rendering its services. 
! 

I 

I Through the training and technical assistance offered' to 

directors, executives, and technicians at FEDEAGRO, the Praj ect was 
I able t o  strengthen and extend the organization's cawcity to . ' 
I 

I provide services and to increase the income of its associates. 

I 

I 

I 

i __-I1-I-I---IICC---------------------d-------------------- 
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Tbxough technical assistance and training directly given to 
producers they were able to imprave production levels, and 

decrease pro&ctfon cast for their crops. 

6.- #+A tk p w i d  u.d imd yw\t wrd cudit p - m  in 

FEDEAGRO has received as a donation from the Project, a vehicle, 
office equipment and radio equipment. 

The furnishing of the office with the corresponding technical 
assistance has made it possible to put into effect administrative 
systems of bookkeeping, the register of the producers and a system 
of control of inventories in the Federation. 

I 

The radio equipment received made it possible to put into action 
the price information system and market for  farm prices- On this I 

subject, it is important to underline the efficiency of the 

Project in the application of resources, which was able to 
I 

increase in a significant manner the income of producers at a 
relatively low cost for the Project. 

Regarding the donated vehicle, the station wagon received by 
FEDEAGRO resulted to be too elegant for the needs of the I ~ 

Federation, maybe because of the obligation to buy from the United 
States the goods assigned to the Project, Vehicles more adequate 
to the work requirements of the Federation, could have been bought 
w i t h  the sane resources. This error has been rectified with the 
Projectf s authorization to sell the stat ion wagon and buy another 
vehicle or vehicles. , 

I_I---_IIII-IC_--------------------------d---------------- 
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I 

i 
I 

I 

, In 1992, FEOEAERO received a loan f r m  PL-480 via the UCP (Project . 

1 .  Coordination Unit) for $us 108,000, for the acquisition of corn ' 

and its posterior cortrmerclialization, The idea was ' to ,take 

advantage of the season prices far this product in the national , 

market. This concept is right, however, unexpected. situations 
I 
I arose, such as massive corn imports and the national wheat 
I production of bad quality which was purchased by the animal ' f w d  

I industry to replace corn, this caused an unexpected behavior i n  
I 
I the price of this grain, reason for which the Federation decided 
I 

J 
I not to commercialize the product and to wait Eor better prices- 
I We consider that this temporary situation will not have an effect I 

i on a long term program and that the mechanism of s u ~ p o r t  shoul$ be : 

I 
I 

continued and that it will be of benefit f o r  the producers as well ; 
as for the Institution. 

I 

7.- W a  g m - ,  &WE p'~ojed h a r t  t z d q p t e  b . 

-#--t * -&- x-9 I-sl PLM QL 

ta  up^& b t a i d o u ~  0-7 qta t k  p'trDje.ct :bren 

~ ~ ~ ~ t o ~ t o ~ * o p p a t t u * t y r d  ; , ~  
$maex in tfir wtnd p i &  dhtgn? I 

In general, it can be stated that F.he  resources assigned ,for 
FEDEAGRO were properly amlied based on the entity's developmeat 

plan, However, the PAO Project decided to work w i t h  the area in ' . 

the second phase of the execution, in practice everything was to 

be done, from its own internal organization,, (Constitution, 

structure, statutes, hiring of personnel, etc. ) , the rehtionship . 

w i t h  its own associations, with other prsducerrs oqanizatians, 
with local entities and with other cooperating institutions; 

besides developing its own specific objectives. 

____--LIII---I-C---_1----------------------------------------- 
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In this sense, it is considered that in the short time that 

FED-RO has been active, the resources were p r o ~ e r l y  distributed 
I 
I giving priority to those which required the most attention, not 
I 

, entering in the stage of diversification af crops, soil 
I management, specif f c export pro j ect , creation of marketing 
I 

companies, although the corn gathering performed could be the I 
I 

enibryo for the formation of a company of that nature. 
I 
I 

I : 
I 

If an assistance program that tends to consolidate the efforts 
made, is  not continued, the investment which has already been 
made, would be in danger of being lost. 

I L 

I 8.- Ywr th€ cmkW UA& in 4dt€&ng ';Pun&€ f?gjucc&ud 

c ; P ~ *  *cznkdmA i ~ y r V M  &uL ~~ 4 UE P w i d ~  1 
! 

pg%ic&ud v*'t th.gtz&Gt&a'& &my tu #awddLv* * ; 

t k ~ ~ ~ t h r p ~ t o # d r * ~ t o p ~ i c k ?  
I I 

I 

I The criteria of selection introduces with Psnendment Ns 6 of the , - 
I 

Project were mainly c o n t e l a t e d  i n  the selection of FEDEAGRO, As i 
I 

i 
I 

a mtter of fact, it would not have been possible to agiply the i 

I originally defined criteria for the selection of the P A O f s  

beneficiaries of the Project, since it did not even meet ,the 
minimum requirements needed to satisfy the criteria for it t~ be 

I 

I 
I 

included. 

I The new criteria of selection mentioned i n  Amendment NQ 6 are: 
I 

a) That the organization would be a producers1 asscciatfon or .a 
I cooperative. , 

I i 
I .......................................................... 
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P A @  P R O 3 E G T  F N N A L  E W A Q U A T ~ O M  
.......................................................... 

I 

I 

I On this matter, the criteria of selection was not interpreted 
literally, the reason is very simple: 

There was not a producers' association i n  the region w i t h  enough 
I 

representation fo r  the Project t o  be able to reach its goals and 
objectives, there w e r e  however, many dispersed associations and 
groups of producers, who had the same activities anG the same 

I objectives, but were not able to work together. 

I 

, Xt was necessary then, for the Project to help these groups 

organize a Federation w h i c h  would represent most of the producer's 
groups and associations, in order to be able to consider it as a 

I beneficiary organf zation . 

b) That it be an active producer in a particular f ie ld,  with a 
defined commercial gote~tial, whether it be for the internal or 
the internat2 0-1 market, 

The selected region has good natural resources and is an active 
producer in two fields mainly: corn and hogs, both of which have a 
defined comanercial potential i n  the internal market, and w i t h  the 
possibility for corn t o  penetrate the foreign market. 

c) That it be located i n  a strategic region, with access to  
transport and other infrastructure, which would facilitate 
production and carrrmercialization, 

At present, the communication means and the basic s e ~ c e s  are 
deficient in this region, this is in part an obstacle, but does 
not hinder the development of production nor the commercializatian 

___3_-____hd1--1111------------------------d-------------- 
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of the products. On tbe other hand, there axe many institutions 
and integral development projects, that are working in the area to 
improve these services. 

I 

9.- + z ~  tk p m j d ' ~  EXJZE- lurtlr Cpaivd~ f l g U d Z z ~ d  4Qwd~~~ ' t  

The experience with FEDEAGRO, based on the results related to 
direct benefits for the preducers, with m i n i m  investment and the 

I 

short time in which the activities took place, leads us to think 
I t h a C  it is a model feasible to be repeated in other areas. 
I 

We consider however that some basic criteria mst be established 

t o  have a similar acperience: 

/ - The zone must have aggn-opriate conditions to prmuce at least , .  

I' one comercia1 crop whether it be for the domestic or for the 
foreign market. 1 
- The producers must feel the need to group together or to 
associate in to  a relatively representative group, that would allow 
them to obtain favorable conditions to negotiate prices for their 
products and production inputs , 

- The experience with FEDEAGRO shows at the same time, that to 
I 

have an organization which has complied with a l l  legal 
I requirements fox its constitution, is not a necessary condition, - 

these details can be worked out later on, since in many cases, the 
peasants do not Pave the economic or technical resources to do it. 

I 
I 

I 

I 
I 

_--C---_LII-II--------d----------------------------------- 
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- Any experience similar to the one with FEDEAGRO, must consider 
that the assistance given must tend to be discontinued once the 
mechanisms have been created for the self sustairrment of .the 

entity. It should not be assumed that the contributions made by 

the peasants who are associated will support the organization, 
because of the low level of incame they have, the smallest 
contribution is significant to them. Therefore, the creation of 
other sources of income must be considered t o  support the 

organization, which can generally be obtained providing services. 

On this point, it is necessary t o  pinpoint the irripact inaicators 
which were identified in order to measure the success of the I 

Project, they w e r e  designed for the P A W S  that w e r e  already active 
when they were selected as beneficiaries of the Project. FEDE&GRO 

is the only exception, and due to the importance it has as a new 

experience in the assistance given by the Project, mare 
appropriate impact indictors had to be identified to measure the 
success of the Project. 

I 

In effect, the increase in the rimer of menibers is not a relevant 
fact in the structuring of a campany, it is during this stage when 

the efforts of the members are most required though. Some of them 
who are not ready to give without receiving a lot in return, leave 
the organxzar;lon- 

_CC_-------_hL_-CII__I----------I-------------------------------- 
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Another aspect to consider is that the organization dues not c ~ u x ~ t  

yet w i t h  the necessary xesources to establish contact with the 

, menibers nor to carry out a campaign to recruit new associates. 

As far as measuring the capacity of self management, although the 
Federation has obtained valuable results i n  a short time which is 
the increase, in favor 0% the producer, in the price of corn, 
these benefits are not passed on to the incme of the organization 
at the same rate, and since the rendering of services was just 
being started, there are no figures against which to coqpare to 
decide if the ProjectRs contribution was valuable or not. 

In general, almost all of the quantitative figures w h i c h  were 

considered as impact indicators, did not have previous comparative 
figures that could show a change of behavior in the indimtar, 
positive or negative, as a result of the Projecty s participation. 

1 TO establish institutional development impact indicators in newly 
created entities, it is recommended to add same qualitative ones, 
as for example: 

. Evolution of directive capacity, trying to measure the level of 

leadership reached by the directors of the Institution as it 

dwelops . - 

Evolution of executive capacity, particularly in the General 
Managerrs O f f i c e  as a result of the technical assistance and 
training provided by the Proj  ect . 
- Evolvtion of technical capacity, of personnel in charge of 

1 provi-9 services directly to the meaibers that form the I 

organization. I 
_---_---L_---I-C-------IIIII-II--I.-.l-..ll.l--C------------- 
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- Bvolution of administrative capacity, measured  by the level of 
dependance that the Institution has with the Project, in the 
handling of administrative, accounting and other systems which 
w e r e  developed. t 

. hrolution of planning capacity, follow up and control of its own 
activities. 

I . Evolution of menibersl capacity in the process of taking 
decisions, 

. ITvolution of capacity to transmit the Institution's inrage to its 
associates 6 to other regional, departmental and national 
organizations - 

Likewise, for the indicators which measure the producer's 
I 

sectorial development impact, it is recamended to include some 

1: qualitative ones : - 

. Improvement of the practices used by producers m-ess of the 
organization, who have received technical assistance and training 
in consemtion and recuperation of soils, to adopt and put into 
effect the technical rec~endations given. 1 
. Degree of adoption of technology transferred through courses and I 

I 

direct or indirect technical assistance, such as the use of better 
quality seeds, rational handling of agro chemicals, etc. 

The incorporation of this type of indicators will make possible to 
evaluate or determine if the increase in the productivity of an 

I 

agricultural canpaign is due only to climate elements or to the 

adoption of new crop techniques. 

I 
I 
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1V. CONCLUSIONS 

This chapter will anmex the last part of question N O  10: 

The impact could be measured through an analysis of the degree to 
which the objectives and goals w s e d  in Amendment NP 6, were 
reached through FEDEA(3RO: 

I 

1. - Iacrease the bncoam of ag~icultural faxma anB ranches 
through an increase in their yield, f'he expaasion of 
their production and an increase fa thefr marketable 
surplusee including exports. I 
In reality, there are no reliable statistical facts to assure 
that there has been a substantial increase in tae yield, < of 
production areas and of marketable surpluses, What can be assure 
is that the income of the producers bas increased via price of the 
products, the infomation system and the comercialization sy&em 
put into effect in F'EDEAGRO. 

W h a t  can also be stated is that by obtaining this first result, 
the producers are willing to increase the cultivated areas and 
that because of training courses and technical assistance which 
they have received, and which has demonstrated tbat they can. 
obtain greater yields and reduce their production costs, there is 
an increasing demand for these services. 

__----_I-AC--_-LI-III113C--------------------------------------- 
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2.- Strengthen and extend the capacfty of private 
agricultural probucsrs' organizations to provide servSces 
and to increase the Sacom of  thaiz associates. 

This point is where the Project fias obtained more ad~a~lceme~lt, it 
has created a new organization. it has strengthen it 

institutionally and it has made of it an ~nstitution which is able : 
to provide senrices to its members, in what has to do w i t h  the 
supplying of inputs, training, technical assistance, as well as 
the marketing of their farm products, and through these services 
increase the income of its associates. 

3.- Strengthen the admfnistsative, financial, technfcel 
and comercfalization capacity of producersr associations. 

The Project has totally structured and strengthened F E D W R O  in , 

its administrative capacity, putting into effect, accounting, 
inventory control and other camputerized systems, 

! Regarding the strengthening of the capacity to commercialize, it 
has obtained important results in spite of the short time that : 

I 
, FEDEAI;RO has been wsrkicg, With the implementation of a market 
I 
I 
I price information system, the producers as well as the Federation , 

have been able to substantially advance in their capacity to 
I 

negotiate prices and to identify nerkets, 
I 

I 

I 

I With the participation of FEDEAGRO, new channels have been opened 
I 
, to camnercialize the fami products t h a t  benefit the whole region, 
I 

I 
I I 

I 

Something that the Project was not able t o  do is to strengthen . 

FEDEAGROfs financial capacity. I 

I 
--_----------_IIC-----d----------------------------------- 
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However, what was obtained at institutional level, has made it 

possible to consider this organization as potentially eligible to 
execute the projects of other organizations that  want to work in 

tbe agricultural developnent of the region. , 

As it can be appreciated through the evaluated points, FEDEAI;RU is 
at a degree of development, maturity and self support which make 

it possible to assure that all efforts made for the Project wifl . 

still be of advantage if the assistance given to thls PAO, is 
discontinued suddenly. Therefore, it is reconmended to continue ; 

supporting FZDEAGRO for  at least one more yar. 

During this period the following areas sl~ould be supported as a ' 
prioxity ; 

I 

, Furtherance of FEDEA13RO 
" : 

. Training and formation of leaders to strengthen the negotiating : 
capacity of F'EUEAGRO'S directors with the producers and the 
associations which form part of it, as well as wick other i 

producers, cooperat ion, and government institutions. 

, Training at managerial, technical and administrative level, ; 

applied to the requirements of the activities to be carried out by 
the Federation, 
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. Training and technical assistance program geared to strengthen 
I 

the base of the association. 
I 
I 

. Provide the most distant associations with radio equipment to 
, have an opthum market price information system, 

. Repose the diversification of crops 
I 

I . Training in rational soi l  management and protection to avoid 

erosion which could cause changes in the ecosystem of the region, 
, mostly due to the irrational clearing which is practiced .on 
I hillsides in order to obtain cleared areas for amml crops. I 

. EWaluation of the technic81 and economic feasibility to install 
, a plant to treat and preseme grains in Monteagudo. 

I 

Comnercialization of corn and other agricultural praducts, in I ,  

volumes limited to its administrative capacity, not trying to 
monopolize the market nor to eliminate the middleman, but to sen- 

as a price regulator, 

I 

I 

I 

...................................................... 
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I 

I 1.- D o m e n t o  del, Proyecto Organfzaciones ~gricolas Privadas. 
Enmienda NQ 1. Agosto 1990. 

I 

I 
I 2 , -  Enmienda Ns 6 Convenio de ~onaci6n Proyecto Qrganizaciones 
I ~grfcolas Privadas, Agosto 1990. 

I 
I 1 

, 3 , -  Criterios se selecci6n de OAPs beneficiarias del Prcryecto, 
I 

I 4.- ~iagn6stico y Estrategia de Desarrollo de ANAPO. mera 1988. , 
I 

i 
! 5.- Convenio de Asistencia y FortaTecMento ~nstitucional atre 
I el Prayecto OAP y P-NAPO. N o v i e r e  1988. 
I 

I 

6 , -  Diagndstico y Estrategia de DeSarrOllo de ASUBOFLOR. Enero 
1988, , 

7.- Estudio de Factibilidad ~6cnica ~ c o n h i c a  y Financiers. 
Empress de camercializaci6n y Semicias a la Florimltura,  
Octubre 1989. 

8 . -  Prorpuestas de politicas y mecanisms para ampliar el 6rea 
soyera en el Departamento de S w t a  Cruz. W, Nuiiez ANAPO 1989. 

9,-  Plan para el desarrollo de la producci6n de trig0 en el 
Departamento de Santa Cmz. J. G. Justiniano, J. MWoz Reyes, 
3. Velasco. 2WAPO 1990. 

10.- Diagnbstico y -sib del cultivo del girasol en el 
Departamento de Santa Cruz. H. Ordoilez, R. C o l l  y C. F e d r f ,  
A N .  1990, 

11,- Evaluaci6n "Private Agricultural Pxaducer Organization 
I 

Proj ect" USAID/Bolivia. Gordon Appl&y, J Phil ip  Easoa, Uril 
1990, 

I 
I --------------------------------------------------------- 
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14.- Programa de trabajo de FEDEAGRO. 1991/1992, Marzo 1991. 

I 

15. - M e m o r i a  1990. ANAPCT, Marzo -1991. 

16.- d l i s i s  de las operaciones realizadas hasta el 31 de 
D i c i d r e  de 1990 por SERVIFMR. vE.RNA, Auditores Asociados. 
Abril 1991. 

17.- Estatutos de FEDEAGRO. 

18.- Reglamento Interno de FEDEAGRO. -xi1 1991. 

19,- Informe final primera fase del programa de afiliacibn- B. de 
Kreidler. ANAPCl Maya 1991. 

2 0 . -  Infonne de las campailas 1990/1991. Cultivo de soya. ANAPO, 
1991. 

: .  

21.- Infonne de las campafks 1990 y 1991, Cultivo de t x i g o .  ANAPO, , 
1991. 

22.- Informe de la campaEa 1991. Cultivo de girasol. XNAPO, 1991. 

2 3 . -  Indicadores para la medici6n del irnpacto del Proyecto OAP 
sobre instituciones beneficiarias. RONCO- 

24.- Programa de trdbajo 1992. FEDE?GRO. D i c i d r e  1991. 

2 5 . -  PLARM;, Plan integral ae desarrollo subxegibn f V  Provincia' 
Hemando Siles, primera faae (199211996) . CORDECH.Dicienbre ; 

1991. 
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I 

26.- Plan Quinquenal para la prduccibn de girasol en el 
I 

I Departmento de Santa C m z  1992/1936, A.Kreidler, J- Mufioz 
R e y e s ,  E. Rivera. 22-??O, mero 1992. 

I , 

2 7 , -  Informe final segunda fase deP programa de afiliaci6n. B. de 
I Kreidler, ANAPO. Enero 1992. 
I 

I 

28,- ~eestnzcturaci6n de SERVIFSOR. Programa de trabajo. Febrero 
I 
i 1992, 

I 
I 

29, - 1 nf onne S&I valenth 1992, SERVIFLOR. Febrero 1992. 

30.- Memoria de la ~6mara Agropecuasia del. Oriente 1991/1992. -0. 
I Junio 1992. t 

I 







Jorge Calvo C ,  Project Manager, Agricultural and - 

R u r a l  Development ~SAI~/~olivia.. 

I Gast6n Martinic R. Director UCP/ MACA. 
I 

Marcelo I4irand.a Economist RONCQ , 

Diego Montenegro ~conomist UCP/ MACA. 

Carlos Hino j osa President, MOBOFLOR* 
I 

, Alicia Vargas de Asin V i c e  President, ASOBOFLOR. 

Eric Ponce G e n e r a l  Manager A4;OBOFI;OR. 

Juan D i b o s  Flower Grower. 

vitaliano Gonzales Flower Grower, 
4 

Gonzalo Saavedra Flower Grower and E x p x t e r .  

Gonzalo ~um&rez G e n e r a l  Marager, SESVTFLOR. 

PQZO Accountant, CIS ~unata. 

Gonzalo Diez de Medim General Manager, Flor de Empresa,  
> 

Carlos Tadic Copartner, Flor de Bzlpresa. , 

Carlos Vargas Technical Manager, 
Flolres Samy huasy. 

Carnil0 Molina Marketing Manager, 
Flores Samay huasy. 

Ricardo Frerking President, MXAPO. 

Carlos R o j a s  Director, ANAPO, 

G u i l l e r n a o  R i b e r a  General Manager, ANAPO. 

Eciuardo Nostas Technical Manager, ANAPO, 
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Rolando Zavala Seed Manager, ANAPO. 

H e m a n  Salvatierra Project Manager, ANAEO. 

Au~usto Saravia 

Alex Ngjexa  

Cristina Salazar de Camacho 

Rosendo Rojas 

Humberto Garcfa 

Gonzalo Salame 

General Manager, CQMEX S .A. 

President, FEDEZGRO, 

Director, F E D W R O  , 

Director, FEDEA13RO and President af 
~aperas/~ipudha Associaticin- 

Treasurer, FEDEAGRO. 

President, Itapenti Association. 

Proj ect Assessor, FEDEAGRO , 

Plantel de Vitaliano Gonzbles. funata - Cochabaniba- 

Flores MSA, Carcaje - Cochabaniba. 

Plantel de Alicia Vargas de .Asin. Carcaje - Cochabamba= 

Plor Wresa. Tiquipaya - Cochabamb, 

Flores Samayhuasi. Colcapirhua - Cochabmlh s o  

Planta de Sentillas ANAPO. Santa Cmz. 

Asociaci6n Itapenti, Chuquisaca. Associates meeting, 11 out of 12 
associates participated. 

~sociaci6n Tapera/Tipudha, Associates meeting, 31 associates 
participated, (22 women y 9 m e n ) .  
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