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PROFACTE

It’s not easy for me to leave such an interestinz
and challenring job as this when the nrospects of suc-
cess are just startine to look cood. Unfortunately
the fact that there is still much to du tends to color
a final renort like this vith an emphasis on what
needs to be done and the protlem involved therein,
rather than th: problems and obstacles already surnas-
sed. Thus, it is important here. at the cutset. to
note that the current team of rarional ‘echnicians.
and especially the Rerional Thief, have distinguished
themselver as enthusiastic and »encrallv efficient
colleacuces,

I would lik: to acknowlede2 the constant supnort
given me vhich facilitate? my efforts to help in the
successes and momentum achieved to date. Tirst. oy
counterpart, Jose Soto Fernandez. a MICNS official who
deserves more support and credit for our succ:ssas
than he has received. Second, Pichazd Griscom, who
nore than anyone recornizoed and aztempted to turn
about the isolation of Oruro hv the national office.
Finally, special thanks and acknowledeement PO to
Mrs. Ivonne Balldn de Chavarria, mv dedicated and
efficient Bilingual Fxecutive Sacretary, who seems
to have worked without a pause for these 29 months.

Finally, I am grateful for the opportunity to
have worked with the NCDS poorla. many of whom have
distinguished themselvus in their cooperative devel-
obment efforts. f“iven that often few realize which
field works arc outstandine, I am going to take
advantaee of this opportunity to cite tha pood work
of tho followineg:

SERAPIN RAMOS Zonal Chief Llica
EZENUIEL CHAMBI Coop Credit Arent Llica
CARLNS PERTZ 7Zonal Chief Uncia

- FELIPA AGUILAN Women's Specialist Uncia
SYLVIA HUAYLLANI Promotion Acent Uncia
GUILLEPMINA ACHICALLA Promotion Acent Uncia
FMILIA PEREZ Promotion Agent Challanata
RERNARDY NAVARRD Refrional Research Assistant

and worthy candidate for either
the position of Sociologist or
Project Analyst.



In summary, aware that T have learned much while
have taught and helped some, I am erateful for having
had the opportunity to participate in the first phase
of an important effort. I wish the NCDg, and especially
ny Oruro colleacues continued success in what will un-
doubhtedly an even more challenging future.

RET(O BRUNMM
ORURO-PECTOMAL ADYTISER
26 JULY/76 - 39 APRTL/TS

L —— A ———
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Before the reader reviews this Finnl Penort, it is necessary
first to set forth some points of reference to clarify the nrientation
of my efforts and job as a whole ~nd to 2gtablish menerally the en
vironment in wvhich this took place..

FIRST, there is nc deubt that Oruro has been, until these last
weeks, a resional mrre that ignored. forsetten. N~t only have suver
visory visits by hish rankine La 'az NCTS officials been less than
17 in these twenty menths, but there has 2lsn been 2 cartain re
gistance, albeit occasionally, tn consult with the Tegional Chief in
matters of coonerative develorment policv nnd even about the admin~
istration of the recicnal office, esnecially wvith renard to versonmnel
decisions. Fortunately this resistance reflects more the nersnnalities
nf the cfficials involved than the meanine inplicit in the cuidelines
and procedures established by the Natiocnal Nraect:r of the HNCNA.

. SUCOMB, tha fnnnerative Devel-rment Proaram in many of its
phases has been stimulated nrinarily by the availability ~f credit
funds, and the conseruent necessity of dishursine them. This frecuent
urrency has lad to a beliaf on the part of some that cooperative
promction is not very ir-ortant and that tha inclusion of the small
farmers in the elabrration of the procedures ~nd rulesg of a pregram
to benefit them is mnat necessary ai all. Conszauently the emphasis
asprecially at the zonal level has hecen on the estnblistment of small
farmer organizations te receive credit. 'hat has heen fergotten or
ignore’ is that crzanizine gmall farmers ~ucht t¢ be an instrumental
activitine facilitating the achievenent -f prals at least felt by
the tarcet ~rsup. The difference is that the 1atter is a nath while
the foyner is 2 gnal in itself.

My exverience, and that of mony wh~ have really warticicated
in this ;rocess in the field, is that 2 dynamic small farmer organi
zaticon nrincinally ariscs and develons fram tho identification ani
prowth of concrete activities of jmmediate benefit to the individual
members of the eroup. %hile it is ordinarily true that credit facili-
tate exactly this vrocess, the wealness af the actual nrogram lies
in its reluctance to trace out th: medium term zath, fiven the
added national level aversion to zonal and/rr recicnal iniciatives
to develny multicommunity SFOs, the consacuences are that zonal credit
acents and occasionally even whole zonal teans, restrict their activi

i



ties to the strict supervision of a credit rroject in a single com-
munity, rather than involvinz themselves in the more comvlex develop-
ment of SF)'s do not bear fruit precisely because the orcanization
‘has not received the attention piven to the notatoe crop, for example.
These orpanizations are then “dropped and Aucust witnesses a mad
franzy to find other SFO's willinc to receive credit. justifyinc the
nresence, if not the work, of the zcnal teams. Thus inevita®ly ruch
of ny work has been devoted to 'giving life to a few, selected SFOs,
as models, by helpinp them clarify and implcment their goals and
strategies.

THIRD, these offorts become difficult when the coon administration
and accounting systems developed by the MCNC for Intecral Coops are
not adequate for the mini-cocps dealt with in Oruro. Thus, when
not even small farmer leaders understand double entry accountinn
systems, the soal of the WCDS aprears to he to orcanize small farmers
under a system that only the NCDS can run.

In summary. the progran lacks not cnncertual kases but well -
defined procedures and esnecially stratery. The initial situation
has been well described, and the long term goal, the Integral Coop
as a model is clear. Unfortunately there is a fear at the national
level of rerional and/or zonal initiative, as demonstrated by their
reactions in Punata early in 1977 and lately in Llica. This has led
to an insistence hy the SFO Department of UUCDC in La Paz that they
are the only cnes capable of, and responsahle for, setting policy
and proprass guidelines, eventhough they have effectively shirked
that responsability.

POURTH. for the initial stages of the project in Oruro that
corresponded zenerally to my twenty months, emnhasis had to be placed
on strenstheninz the Oruro NCDE Regional Office as an instituticn
capable of adninisterinz the CROFOC credit propram and promctine
coop develooment. 1 believe that, especially in the first area.
progress has becen sinnificant. Now the principal task for the Oruro
office, and those who wish to help them, is to draw up and execute
a global ecooperative development program for each zonal office, and
later for the rezion as a whole. Since, this is about to be done in
Challapata, it is necessary to assure that thc repional and zonal
versonnel will he ahie to have continued ndvisory support.

',"//



FIFTH, as both advisory and field agent. methodolosically. I
have denended on informal discussions supported by vractical demon-
strations,

SIXTH, the lack of direction has heen bothersone to all of us
vho have had to work face to face with the Altinlano's small farmers.
It is easy for peo—le tied to a desk to measure nrogress, or evalu-
ate their activities, hy the movement of narars or the elaboration
of documents. Tor field agents, cn the other hand. in a cosperative
develnnment »rsrzram procress is felt via the enhanced enthusiasm and
particination ~f the beneficiaries, which is achieved facilitating
the attainment of their ~wm gnals throunh the immroved utilization
of the availahle resnurces and talents, themselves aupments with our
heln.

Thus, t2 nronerly evaluate my work, ~ne rmust focus on the
augmentaticn orocess sighted above with repard to NMCDS wersonnel,
small farmers and their leaders, and its effects, in lipht of the
little support and direction siven me and Orurc. To facilitate
this evaluation effort. I present this Finzl Report.

.l.//



COORDIIN™INY WITH TIE ADVISONY AROUD

As a member of the Advisory Graun, I was fortunate to receive
sunport from my colleapues, 1nd facilitate the availability of
the same to Nruro. TFurthermore, I —articinaced in many
informative and analytical meetincs. albeit snoradically held.
of the Advisory CGroup. FEventhouch the Adviscry Orrup reflected
different exveriences, expertises, and thus different values,
it should be noted that this differences were conscienciously
accommodatad within the ‘advice’ =iven to the NCDS. due princi-
tally to the overall coonerative s»irit within the Advisory
Group.

In licht of the fact that almost all of the efforts nf the XNCDS
National Office have been directed toward the nroanization

and develooment of Interral Cocps in other recions, the interest
33d suppert given by the rest of the Advisory Greun t» Oruro

has been commendable.

Given that there is interest in promotinc n Integral Coop in
Challanata, and piven that NCDS La Taz Dersnnnel are already
overburdened with past  due work responsghilities, I recommend
that a new regional advisor for the Altiplann based in Orurn

be hired immediately. Further, in the meantime, I rocommend
that someone frecm the Advisory Croup atter? the monthly meetings
of the Oruro Repional Technical Council.

ool
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II. ASISTEMCE 70 THD NCDS IN ADMINISTRATIVE MATTERS
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INITIAL SITUATION

At the national level in the beginning there were doubts
about the poals of the Coonerative Develcnment Prosram as
initinlly established in the 1nan document. Later., after .
establishing that the nrincipal noal ~f the -rogram would
be the establishment of Interral Cnc-s, there was still

no strateny, even broadly cutlined for those rarts cof the
ccuntry. commonly known as the rest »f the country. which
inclules all of the Orurs region and mnst of the country,
where there was to bc no nromotion of Integral Ccors until
1979.

At the bepinning of the period ~vered Ly this reneort, the
assistence and supervisory nlans of the Re-icnal and Zonal
Offices with resnect to the coors and SFO's were clearly
deficient in terms ~f work oreanization and enals., Further.
in some case regional and zenal -ersonmel werc not aware

of some vital areas cf coop traininz and nromotion: most
thousht that the purpose of the nropram was to disburse
COFOC funds, contral their use, and eventually assure their
repaymant. There were few meetines of naersonnel involved

in the CROFOC program, either at the rerional or znnal
iavel, to analize activities an¢ nrohlems encountered.
Yorse, work reports did nnt permit an evaluation of nersnn--
nel efforts since they mainly reflected monthly itineraries:
rarely did they specify eoals. proklems, needs, recomen-
dations. Consequently, the propram lacked directiom.

Conrdination between the Women's Propram (DPMC) and the
coop credit prorram aimed at rural men di<d not really occur.
At the zonal level. the common interrelationship was that
meetines of both tarpet nrours occurred on the same day

7
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~in the same community (splitting the family), or DPMC
nersoanel were usced to notify men of their SFO meetings.
At the rericnal level., cccasionally the Yomen's Specislist
traveled with the other rerional persnnnel.

Finally., initially the research team, eventhourh in frequent
contact with the regional csop development team, devoted
itself almost exclusively to vreparing villare socio-
econcmic studies of marginal functional worth teo ~voeram
implementation,

PROGRESS -~CIIEVED, PROELEMS TQ BE RESOLVEN, AND RECOMENPRATIONS

At the national level, recently ther:¢ has heen an altempt
to identify favoratle areas for the promotion of Intecral
Coops tc orovide sufficient lea?l time.

In Oruro, the preliminary selecticns were Turco. Challapata,
and Llica (Salinas de Garci Mendoza). RBased »n a preliminary
feasibility study done by the Recisnal 0Office, the Challa
pata area has been identified as the best in terms of
econcmic and democraphic petential. Now it is necessary
that at the national level a determination of annroval (or
disapproval) be reached, and the correspondine PERT te
elahorated for the buildin;: of this Intepral Coon. Further
more. eventhouch the formation of Intecral Cnons is not
contemnlated in the rest of the Oruro repion, it is still
necessary to develop some guidelines for pre-Integral coop
development to avoid some of the ~robloms alluded to in the
Introduction. Srecifically, in areas without multicrmmunity
coop experience; .t is necessary >roncte the GAB systen.
with credit for a single agricultural activity, as a prior
step to the establishment of a SFO nroviding rultinle
services like the Integral Coon. Unfortunately many lCDC
La Paz officials believe that it is the representatinn
system, that is the existence »f AABs. that makes a SFO an
Intesral Coop., when really it is the existence of a profes-
sional management component and a coorerative infrastructure
made possible by the orpganization's economic canacity
derived from the services provided.

ool
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At the repional level, there are nov twice monthly meetines
of the Regional Technical Council, cne of which is attended
by the Zonal Chiefs. This has helped clarify and remove
major intrarrgional differences in program implementation
procedures and goals, but the analysis of problems is still
somevhat superficial due to the feollowing:

A. In some instances, particularly Challapata and Patacama-
ya, the Zonal Chiefs are nct very knowledeeable about
the on goina detsils of the propram in their zcaes.

b. Priority is generally eciven in these meeting to HCDS
administrative pro“lens

c. These reunions are attended by some people who have
little to do with the coon development effort.

d. In snme instances, =iven the lack of Reginnal puide-
lines and coals. some Znnal Chiefs (Patacamava and Cha-
llap:at2) have no real interest in proeram progress or
evaluation and thus fail to assure the crmpletion cof
renorts and an adequate supervision of credit apents
or dishursed funds.

A monthly weeting of Zonal Chiafs with the rericnal coop
development team is recommended as well as an insistence
by the repional team in the fulfillment of their recom-
mendation by the correspondin~ zonal nerscnnel.

At the zonal level nn Nffice is really takin~ advantage of
the pctential of menthly in house meetinr. This is due to
nany factors., First, there is a certain resistance to
“"confess problems before cchorts and the Zonal Chief.
Second, some members of the zonal teams assisned to a com-
munity, frankly have no interest, and little need to be
interested, in the work of the nther 'team' members*® this
is especially true with raspect to the inter-relationship
between coop cradit agents and promotion of women. Third,
rarely do rerionnl perscnnel attend these nmeetings. It is
thus rccommended that at least one member of the resional
coop develonment team, including the Women's Specialist,
attend each monthly meeting in each zonal office. Further,
the analysis and recormendatinns that these meetings enpender

-~
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should be presented to the Rerional office in writing as
part of the Zonal Nffice’s monthly report* and it should
be used at the rorional leval as the bage feor meotings there.

At the zonal level there is now more communication, although
still insufficient, ~nd some coordination hetween male and
female persznnel.

New evaluative informative reportine €orms for use within
the Orur~ rarion, torether with o nore freauent and impreved
backur of regicnal personnel, has ;iven hetter direction

to the coop development progran and has particularly

broaden the vision of the credit asents as to areas of cnop
premotinon., Remainine tn be dere is the insistence on the
punctual ccmpletion of these reportinz forms pernitting
their timely use at the regioral level.

These forms and their evaluation werc deweloped jointly

by the resional coop development team, the regirnnl research
tean, and myself. This tyre of activity, combined with

an imprcved and cleser physical location of all regional
personnel, has lead to a rzsearch component more oriented
tovard aevaluation and thus mcre meaningful te the on-poinz
pro~ran efforts with 2 consequeatly more efficient ceoop
develcpment effort.

Further the broadened regional coop development team ncw
more systematically meets and plans. This effort would be
congiderably improved if field tranmsportation were mere
active. T recormend that two days at the beginning of
each month be used by this broadened rerinnal team to
evaluate zonal reports and meetinga as well as to plan
their own activities for the coming month.

o
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MRSTRUCTURING AND DECEMTRALIZING TER '10DS
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INITIAL SITUATION

If decentralization is to succedd, the followins three
conditions nust be nmet:

a. The Mational Nffice much provide ample scope within what
the Pegional Nffice can develop and execute its procrams
within Wational puidelines.

b. The rericnal ~nd zonal pers-nnel have to be professional
ly capable tn don this,

¢. The resionn)l and zonal personnel have te take the
initiative available to them.

Peferrin~ oxclusively to the coop development pronram
initially ncne of these three conditions held. Mational
quidelines were strict and daveloped with the narticivation
of the Repional Nffices: some WCNS cmployees were net
qualified for their positions: and Regional and 7eonal
nffices tended not to take the initiative in the few areas
available to thenm.

PROGRESS ACHIEVED, PROBLEMS TQ TE RESOLVED

National 7nals, but not procedures or strateny, are well
defined althoush not always timely disseminated. Consequent-
ly. the areas of possible initiative. althouch narrow are
well cstablished. The improved professional canability

nf the current primary members of the renional coop devel--
opment teanm relative to former rerional perscnnel is much
improved. There is thus a greater willingness tc take
initiative and a ~reater proLability of success in thase
activities. Unfortunately, the NCMS still maintains on
its payroll srme emplcoyees whose work is clearly unsatis-
factory,

vaull



One final obstacle to decentralized initiative is the
presence in fome national NCDS officials of a paternalistic
hostile attitude. Such cseems to be the case of the Head

of the SFO Department in La Paz who, for example. almost
routinely presznts surmaries of the Orurs late credit
payments without includine the nost recent informationm,
thus presenting Oruro in a 1lcss favoarabtle lipht. In addition,
this same cfficial, who has visited Orurc, and just the
Reginnal Nffice, thre: times in the twenty months I have
been there, recently criticized the Regional N2ffice. and
especially the Repiecnal Chief, for supervisine from his
desk.

RECOMMEN DATINNS

1. Include Rerional and Zonal Office renresentation in
the develorment of stratery and nrocedured suidelines
for the coonerative development proaram.

2. Hire and kz2ep within the MCNS only those emnloyees
qurlified for their positions.

3, TInsist on the formalization in writino of a tentative
Re~ional cocn development plan for the rest of 1978

4, Immrove the interchange. and relatinns, FMatween the
Rezional Chie® and the MNaticnal lead of the ST
Departoent.

5. Promote more visits by 'JCDS La Taz cfficiz2ls to the
zonal offices in Orurn,

-
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DNEONMNTION WOID FVALUMATION SYSTIMG

INITIAL SITUATIOM

There wera nc coor develonment work plans at the zcnal level
ruch lese an evaluation system for the activities carried
nut. Consequently, it was not ‘essible to determine the
natimal balance between number »f $¥)s, numboer of small
farmers, and the rartici-atien of rural vomen. The only
universally accerted evaluation criteria was the lons term
goal of affectin~ positively the createst number of rural
men and wonen.

Evaluntion was obvicusly im:nssible without somewhat clear
idea of what should be achicved in the short run covered
by this reprort. The lack of a nrorressive cocnerative
duvela-ment stratery combined with an administrative
or~hasis ~n the contrnl of credit funds tended tn distort
rernrts toward information relatin~ amounts and use of
dishursed funds relative to what had been nrocramed,
complenentaed bv statistical rererts on numhers ~f snall
farrers and hectares covered by the credit »roszran.
Consequently. evaluation served primarily te assure that
the rrogran in ceneral was ~2inz in 2 directicn in line
with the wishes nf the hirh rankin;: NCDS officials, USAID,
and the Advisory Groun.

PROGRESS ACHILVED AND PRORLEMS TO 3E RESOLVED

At the naticnal level. the WCDS still has no system which
permits an adequate program planninr and evaluation. At
the repicnal level. a quarterly coop development nlan by
organization has been insisted on, pernittinn a more ef
fective evaluation. Nevertheless, this system has not been
extended t~ the totality of zonal activities which would
force a more logical productive interrelation of activities
vithin each zone attended by the "ICPS. Lacking this. the
re~ionnl cooperative development efforts seem as a whole
still have no comnsistency.

i
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RECOMMEMDATIONS

1. Develop at' the natinnal level a com:rehensive system
of conp development ~rocram rlanning and evaluation.

2. Improve the utility of the socio-ecomnmic studies for
project execution and program improvement.

3. At the resional level. broaden thz nlannin~ evaluation
systen to include the totality of zonal and rerional
activities.

ool
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III. TRAINING

1. ucns5 PENEO'INEL

INITI/L CITUATION

)
The zonal crodit azents penertlly hid me 7 - 4 w0 ae

for credit evaluation or coon acemmtin~. - awr’ = they

as well 18 zonal women's snecialists and ~i3=ct~y: Jid o -
know how to strensthen SFOs. At the re~iontl leved
evaluation and planninz were superficial. Finolly the
cocrdination with the Pilla~i .Trainine Conter s=s terrible.

PROGPESS ACHIFVED MID PEOBLEMS TO BF “ESOLVED

The first step has been taken in the training of the credit
acents through short courses, one ou the preparation of
feasibility studies, the other nn the use of a srecial

conp accountiny system. A larce nart of my activities
have been devoted to nroviding follow up for this training.

Now the credit asrents can, nore or less, rrovide adecuate
accounting services tc the SF0s. The nrincipal areas nf

problems are:

a. DPividine (member) sub loan payments betwcen the two
interest accounts.

b. Timely annotation of accountin> entries.

c¢. Comnletion of auxiliary accountin~ books, esnmecially
‘'peneral expenses .

d. Adequate use of member bocklets.

e. 5S¢0 official rcluctance to finance the system.

f. Lateness in the preparation of accountinn reports.

g. Difficulties in expluininc the system to SFO members
and leaders, nmuch less in convincinz thenm of its need.

h. Trainin: SF0 leaders to use the systen.

.
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i. Prenaration of end-of year balances.
j. Timely and correct review at the regmional level of
accountine reports.

As far as the rreparation of feasibility studies is concerned
the problems revolved around the credit agents underesti-
mation of the time and difficulties invnlved. This is
complicated by some requireme.its in study rresentation which

are not realistic such as the nre~aration of n marketine
study.

Zonal women's srecialists and nromotinn apents, and recently
men's promotion apents, have been trained in strencthinn
SFOs by means of short coursee and discussion crouns.
Further, in Orurn a joint information- avaluation system

for the zonal team has been implemented which has helnoed

to interrate in a better and more loric form the work in
each villace. However, cften the nrincinal interest of

the zonal team still remains the surervision of the credit
nroject narrowly seam, rather than a broad develonment of
the SFO,

Finally durine these twenty months. the Director ~f The
Pillari Traininpg Center visited us twicc once apparently
to join us for lunch and 2 seccnd time tn heln rive some
the basic short courses to small farmers in » counle of
villaces. We are still awaitin~ the evaluations ~f those
gshort courses and the fellow-ur recommendations. Luckily
the interest and assistance ziven us by the current Head
of the Traininc Department and the correspondine Advisor
have been very valuable.

-y
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RECOMMENDATINNS

lecardin~ the cronerative accountine systemn

1. Adart it for the mini-cnoneratives, reducine the
size of the rares, usinc only one double-purpnse
sheet for basic accountin~t anotations, and making
anotations in the Libre Mayor General quarterly.
(This simplified methnd has been implemented suce
cessfully in Turcc).

2, TPromote a more frequent surervision of the credit
anents.

3. Improve STO member and leader awareness nf the
value 3nd simplicity of this (modified) system by
includin® them in its im)lementation.

4., Include in thc second quarter 1978 Renional plans,
assistance in the prenaration of 1977 balances
and follow up in accountine traininc for the credit
arent.

5. The Lerional SFO Department should routinely meat
monthly to evaluate zonal renorts and elaborate
their own monthly plans includine necessary and
timely follow-ur in trainins.

Remardine the imnrovement of feasibility studies.
their preraration should be anticipated and the ror-
resrondine recional rersonnel should provide mo» ¢
timely assistance to the crelit arents. (sece IV.4)

To broaden the perspective of the zonal personnel,
the zonal teams should be made more functional, at
the level of both proeram implementation and proeram
sunervision.

To improve the support of the Training Department, the'
Pillapi Director should visit Oruro more and should
especially rarticipate in the preraration of the
quarterly rerinnal plan.

.7
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SMALL  FARMERS MWD THEIR ORGANIEATIONS

INITIAL SITUATION

Training concentrated on the thecrctical preseantation of
what is cooperativism. Little effort was devoted to
trainine SFO lcaders in the administration and development
of the organization: rather credit asents were renerally
the big chief of the SFO, directiag the meetinas, kcenins
the minutes of the meetines, often controling the SF)'s
purchases. '

PROGRESS ACHIEVED AMD PROBLEMS TO BE RESOLVED

{ Pormrl Training is still very deficient: the Pillapi
Trainin: instructors have not even been able to tell us
what we should expect from sm~1l farmers and their orran-
izations after having rezeived Pillapi-sponsored short
courses. Unfortunately, even if these courses provided
some benefit they were not piven in 2ll villaces with SF0s
receiving NCNM8 zonal support. Further oftan the instructors
did not speak aymara ant/or made little use of visual aids
or teachinr methods other than a speech.

- Informal traininc hasg been variable dzpending on the
capabilities of the/hredit arent and the time avaiisble.
Often we have manszied to train SFO leaders to make initial
accounting entries.. Now almost universally the SFO
secretary keeps the minutes. Generally credit agents
participate only in the pertinent parts of meetinpfu. Still
“to be done is to teach the SPO members the benefits of
incressing membership and reducing initial membership
~aypants. Also, the superior value of the new farm inputs
/.«dligatorily included in the credit projects to make thc i
- -protitable fs7] thus acceptable} has not always been
_'qouviqggggiy‘dalaastrated. ‘ . ‘
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Yake formal training more meenineful and effective,
utilizing methodologics more aporopriate for the rural
geir-ing 2ad with more concreve objectivas.

HMake more meaningful the Vipilance nd Credit Comals
teag, thus hroadening member pacticipatiou.

Emphasize in the STQ tiaiaing programs Che benefitn

of incrvaased membershin and alternatives for profil
distribution,

To the axtent poasible, adavt the §#0 administratica
and accounting systeus, impesedl by the MCTS ro the
apabilitics of the srall farmors themselver, avordi:e
in this manoer the mystificntiosa of the bureavaracy.

’
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IV. ‘THE COOPERATIVE DEVELOPMENT NROGRAM

b~ e

1. COORDINATION WITH OTERR J\GEICIEE AND THE RICIONAL
CROFOC CREDIT CO'MITTEE

INITIAL SITUATION, PROGRESS ACHIZVED, AND PROBLEMS TO BE
RESOLVED/

In ceneral at first there was barely cood comunication,
much less coordinaticon, with IBTA. The cstablishment of
CICAN, an inter institutional committee attempting to
coordinate develooment cfforts in Oruro, has :mproved
neasurably the hope for an affactive inter-institutional
coordination. TIInfortunately the frequent personnel chanpes
in the position of Reecional Agronomist, the MCDS representa-
tive to CICA9D, has make it difficult co translate this
hope inte reality. In the field, coordination between
IBTA and the NCDS has variad, nrincipnally depending on

the human relations between the twn field acents,

Regional coordination with INALCO ha: tended to be
oriented toward accormodating INALCO ra.her taan a mutual
pooling of efforte. Thus the primurv interest of TNALTY
seems to be the presentation of balances, with NCNS as-
sistence, without really gettins their hands dirty fixine
up the SFN bockkeeping.

Coordination with tke State Bank has been most variable
ziven that the Bank official in charge of CROFOC matters
has been chanped four times. Each official has his own
style and interpretation of CROFN rules.

Finally, the Regional CROFOC Credit Committee meets nnly
to consider credit applications, and thus effectively there
are meetings during only .= two or three month period each

5
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year. Nuring the rest of the year, no cvaluative or
descriptive information on prosram prorress is provided te
these organizations in 2 systematic way.

RECOMMRRDATIONS

1. Hold a short course at the raz~ional level for IBTA
personnel to inform them of what the program is all
about and why their collabonration is necessary.

2. Try to get included in CICAO s Conrdinated Rural
Development Plan the development of Integral Coops.

3. Present monthly reports, preferably more evaluative
than descriptive, to the instituticns preferably in
1 meetine of the Credit Committee,

4, Make a formal presentatinn to the resional heads nf
these institutions of the tentative quarterly regional
coop development plan.

5. Try te include representatives cf these institutions
in regional field trips cach quarter.

CREDIT RULES

INITIAL SITUATION, PROGRESS ACHIEVED AND PROBLEMS TO BE
RESOLVED/

The Credit Rules were adequate for the first year when
projects were principally restriczted to a single aari-
cultural activity. Two aspects of the Rules hother me:
first, they are drawmn up without the participativa of the
naople responsable for implementins them: and second.
they are very restrictive eventhourh much of the available
funds are unused. For example, medium term projects are
restricted and purely commercialization nrojects tend to
be frowmed upon. On the other hand, in some instances,
credit agents do not believe it is necessary tc comply

.



with the rules, and thus delay prnjects until requirements
are fulfilled,

RECOMMENDATIONS

1. Request an evaluation of the Credit Rules by the
Rerional Offices.

2. Bascd on this evaluation. subnit the Cradit Pules and
recnmmendations for amendments to the National Technical
Council including Rerional Chiefs for consideration
and anproval.,

3. Continue to insist on compliance with the Rules.

OTHER FORMS

INITIAL SITUATION, PROGRESS ACHIEVED, AND PROBLXMS TO PE
RESOLVED/

Initially the only fornm used at the veg’'onal level wzs th-
CROFOC purchase order.

The first year I prepared and implemented forms to contrc?
disbhursements and facilitate the evaluation of requested
digbursements in lipght of what had been approved. These
were not utilized during the crop yezr 1877 78 since iha
Yational Nffice provided similar €~rms. Additionally 1
simplified some accounting forms for SFNs now being used
principally in Turco. dAnd, I was the extra official acurae
of accounting forms for the SFis since no official source
existed. Finally, with my help, forms have been developed
for the annual CROFOC evaluation, the establishment of
quarterly goals, and monthly zonal team reports. e have
seen that an annual evaluation based on information

eadl!
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collected at only one point in tine is not very valuable

due

partially to the problem of determining retroactively

aspirations and partially to the lack of goals established
in the beginring.

The
hut
The

forms for the elaboration of goals are worth while
the repional personnel nust learn tc use them better.
zonal credit agents have been more consistent in using

the forms to 20nd advantage.

RECOMMENDATIONS

1. Continue to use the simplied accounting forms for
nini- coops.

2. BEstublish an official source for SFO accounting forms
within the Repional Office.

3. Make morc uniform criteria and procedurcs for the
annual coop development program evaluation.,

4, Base pregram supervisinn and evaluation on feasible
comparisons between a2stablished quarterly nonls and
the ccrresponding real situation.

5. Improve the capacity nf Regional nersonnel to use to
aood advantage nericdic evaluation forms.

THE SYSTEM

A.

FEASIBILITY STUDIES

The majority of the feasibility studies are prepared

in the fcollcwing nanner:

1. The credit asent deteruines what are the principal
croas to be subject to cradit applications.

2. If some new crc' incuts apnear to the credit acgent
to be rrofitable. he arbitrarily includes them.

veod/



3. If the CROFCC Credit ules require an auxiliarvy
support credit activity. such as crops to justify
the purchase of oxen, it is included.

4, A feasibility study is prepared and reworked until
each component is profitable.

5. Generally the repaymant schedule has no relation
to the nmarketine plan. hut rather reflects thn
SFO's and credit asents’ desires to pay in lumps
related to components, such as 507 of the potatoe
credit in each of two payments. And there is a
preference of almost 211 SP’s to request the
naxinum rzpayment period (end pay as soon as possi
ble).

6. The narration of thz project is very weak and
superficial.

At the reginnal level, nroject 2valuation concentrates
on assuring that all the complementary docuncnts are
included and that the calculations are replicable and
correct. Additionally, for cccps the previous years'
talance is prenared for IALZO. The consecuence of
the missing documents, bad arithmetic, and time to
orepare balances is that Rezicnal credit approval
generally occurs very much after the first program. :d
disbursement datec.

The evaluation of projects ot the national level
concentrated on the thres ¢ccasicne we experienced it
this year, on the marketine- remaymenc relatiouship,
on shortening the ropayment veriod regardless of the
results of the feasibility study, and analyzing esti
mated harvest figures in the lisht of experimernt
station results. This year the experience was faster
and better crganized.

-~
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RECOMMENDATION

A.

“wromaended Procedure for Project Preparation

1.

Credit agents nust meet with SFD leaders twn

months nrior to sroject execution to flesh

out prorosed credit activities and determine

initial cron budaets.

The Negicnal coop development team should then

go to thc community to review

a. the calculavions and intut- outrut relation-
shins,

b. the relaticnshir betwecen the project and
credit rules,

¢. the marketing an renayment plans, and

d. the narrative nart of the project.

In a meeting of the SFO the feasible rroject

corponents, menbers should be presented,

discussed, and ravisad if necessary.

Based on the approved project components.

nembers shculd make their individual credit

arnlications.

Finally the cradit agent, preferably with the

SF0 leaders should prepare the project for

formal presentation and regicnal consideration.

at least one month prior to the first planned

disbursement.

The keys to this procedure are: anticipation,
pgreater member participation, and more timely
r:zional assistance which incidentally provides
training follow-up.

WORK ORIENTATION

As has been noted in many occasions in this
report, the work of the credit apents is focused

oo/
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narrowly on the supervisicn of the CNOTOC credit
projects. There is little interest in increasing
member rambers or nart’ ivation, training SFO
leaders, and involvinn weren more fully, or
extending the gecnraphic jurisdiction of the SF?.

Zonal wemen's srecialists an? nrometinn agents
are concerned principally :with knitting or
gsimilar handicraft nrrjects for home use. There
is little dialogue ameng cohorts. Timally, the
supervision by Zonal Chiofs is sporadic and baily
nlanned, similarly t- resicual supervision.

C. CUREDIT CONTROLS

I recommend that disbursement nrocedures be
motified to permit cash disbursement when a Rerional
Office determines that it is necessary.

- B, ZONAL OFFICES

A. PATACAMAYA

The first year, the Zonal Office of Patacamaya
vresented the worst excrinle of credit proprammins
confusin" number of credits with successful cnnn
Aevelopment. In additirn there was harely =
rclationship between the coon credit and urmen’ s
programs. TFor the second year. the selection of
SPD and the peographical distribution of zonal
parsomnel was very ~ool. 'nfortunately the
consequent honee for a substantial nronram succass
were reduced considerablv with tho ar;ciatment

of zcnal chiefs not really qualified or interested

eodll
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in sunervising a cno-erative develooment progranm,
Additional nepative factors include a new drawing
of zondl boundarics dividine the area of coon
activity with the meisnhoring Challanata zonal
c:£fice and th: subsequent genvranhical disnersion
of zonal =ersonnel.

RENOMMENDATIONS

1. Include Quelcata (nouv part of the Challarata
zone) in the Patacamaya zonz2.

2. Include in the zenal's ccop develorment propram
inter-SF) crntacts and 2ventually intesrration.

3. TFvaluate the work ~erformance of Huntertn
Sanchoz (Z2onal Chief), Cristina de Luque
(Women's Snecialist) and Vietor Wayta (Credit
Acent).

LLICA

tt———

The Zcnal 0ffice nf Llica, in snite of the rare
technical assistance received from the Penional
Office or its Adviscr, has develcred SF) hagad in
Florida that could casily axrand int~ an Intenral
Coon, Moreover, this «ffice has dietincuished
itself by nresentinc on time and well orenarcd its

“monthly recert, Thev really verk in teams, thus

women te a areater oxtent than in any other zone
narticinate in the SFns,

RECOMMENDATIONS

1. T~ feed the enthusiasm of the SF0O members in

"~ Tlerida and surroundine cemmunities, an effort
ghculd he made to 1lonk for and develon nrojects
with greater prefits for this SFOQ,

eooll
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" 2. eriven that the surrort of a quelified Zonal

Chief is necessary t~ orpanize a successful
cooperative develcnment nrosram especially in
this almost atandcned Zone, an! in the lirht
of the fact that, the }ICNS is about to nane 28
new 7onal Chie’ an emnlovee whose nerforrmance
as credit agent has becen unsatisfactory.
complete evaluation »f the werk of this nerson
as Zonal Chief should be done after three
montha and the an~ronriate decision should be
made.

3. Technical assistance tc Llica by the Re~ional
office should be rmade more frenuent.

UNCIA

This zenal office snent the first year in coonerative
promotion only for the second year was it allowed
to purticinate in the coonerative credit »rooran.
For this two rood selections for the first credits
wvera made reflectin~ 2n interest to use credit

to expand the orgamization. A zonal team hasg been
assitned to each of these two communities. But the
coordination amonn male and female members could
be improved, considering tha very carable and
enthusiastic female personnel in Uncia this woull
clearly led to more sirnificant success in
invelving women in the coop movenent.

neferinc snecificnlly tc the two communities,
Banduriri a very isolated community, some 10 hours
te the northeast, =c2dg mcre support. Also the
credit avent assicned to Cala Cala, very close to
Uncfa, should svend much more time in Cala- Cala,
and be scen less in Uncia. ‘levertheless, I am
very happy to repert that there has been a con-
siderable increase in meéubers in Cala- Cala, but
only from this comunity. There is clearly a
notential to drav in members from surroundine

ool



cormunities, thus avoidin~ the mistake, common on
the Altinlanc, ~f erroneously civine the impression
that each c¢ommunity should have its own cann,

That potential sheuld clearly be exnloited.

Finally, it needs tc te ncted that the Uneia ~lains,
much lile the Lequezana -lains, nresent mood
nroshects for formine a larce, multicommunity ccop,
and later an Interral Coop, but Uncia dece

not have the nersonnel to take advantape of this
situatien.

RECOMMENDATIONS

fo—
.

Imzrave the team nature of the zonal work teams.
2. In view of the fact that the credit a~ent
~ssirned tc distant and often inaccessible
Panduriri has quit, and civen that zonal suner-
vision of Banduriri is difficult. the credit
avent currently assisned to Cila- Cala should
be transferred to Randuriri.
3. A third credit arent should be asgsisned tc
Uncia to belp them in coor promotion and de-
velotment in the =lains of 'Incia.

CRALLAPATA

Challapata has never had a 7-nal Chief really
comvetent tc supervise a coorerative develonment
propram. Thus Challanata's nrosram caan easily

be characterized as the most disorranized. Ad-
ditionally two credit acents were clearly deficient.
Luckily one has been fired, but it anpears that,

due principally to his longevity the nther will

be promoted to Zonal Chief in Llica. :
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The Turco SFO deserves snccial attention. and com
ment here. because it hae the only handicraft
credit in the country, and because it is tn he

the site of a new 7onal Office. In s»ite of a

well throurht out cradit nroject actuallv davelop-
ed with, rather than for. the nembers, this SF?

is now tehind in its credit ~ayments due to poor
project supervision. Interestine a tceneficial
gide - effect of the desinterest of the (now fired)
credit acent, has heen that the SFO president and
the NCDS promotion ament have learned to use the
accountine systen. simplificd for them. (sce IV.4).
furrently the or~anization has to make a more
concerted effort to recover the value of mattresses
sold on credit (morz than US § 2.000 and half

their outstandine CIOFOC credit oblicaticn).

Recently a credit a~ent. just hired by the NCDs,
has been assigaed to Turco. Since this SFO will
want another credit in Junc to take a_Jantare of
the semi- annual fair where nevly sheared (alpaca,
1lama, and sheen) wocl is sold. it is vitally
imnortant that this new and inexnorienced credit
atent receive hel- in the elahboration of the
aroject and its feasibility study so that it can
be considered in a timely manner by hoth the
nerional and Mational Offices of the NCDS. Also.
since this SFO is hascd cn attemots to convert lueal
wool to handicraft products, and since anproximate:
ly 30% of the memhers arc women, it is hirh time
that the Zonal YWomen'’s Srecialist make Turco her
center of activities: unfortunately she has not
yet visited Turco in the four months she has been
with the Challanata office.

Finally, the SFO faccs nroblems in this, the last
phase of its current credit project, the prapa-
ration of alpaca fahbrica to he sold to those who
would make men's suits out of then. Tirst, ac-
cordirg to the calculations made when desinning
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the project, this phasc is nrofitable only if
machines are used (o s»in thec wool and if the NCDS
expert in handicrafts hel:s supervise th= nroject.
Both conditions dn not now hold. Further, the

Joor initial project sunervision alluded to earlier
has meant that the SFO doas not now have the
quantity of wool necessary to produce the amount

of fabric prorrammed. This puts ir scme doubt
their ability to pay off completely their credit
nuch less show a nrofit at the end of the project.

RECOMMENDATIONS

1. The new Zonal Chief (formerly in Llica) should
cstablish bhatter criteria for SFOselcection and
coon develonment rosrarmmine.,

2. The work of Carlos Leon should bhe evaluated.

3. The Zonal Chicf escecially, and the Repional
office, shnuld surervise clcsely the new credit
agzent assicned to Turen,

4. The new credit asent in Turcn should focus of
the recureration of detts ¢ the coo, thus
nrovidine the means to normalize CROFOC
payments.

5. The Advisor in Cno> Credit, Mr. Juan Alvarez.
torether vith the erional Projeet Analyst.
should 20 to Turco hefore the end of April to
train the new credit arent there in the nrena-
ration of feasibility studies.

6. The Zonal Yomen's Specialist should move to
Turco as soon as nonssible.

7. The assistance of the NCDS handicraft expert
for Turco should he requested by the Revional
Office as soon as nossible,

ool



33.-

HANDICRAFTS

In spite of its impertance in the econonmic life of
the Bolivian rural families, handicrafts have
received little attention ns a nrofitable economic
activity within the C"OFCC MCDS oropram. For a
while, I tried to find Luyers for Oruro handicrafts
in the US durins my vacation. I realized from
that exrerience that foreiem rarketing of Bolivian
handicrafts is not easily dnne for several reasons?

1.
2.
3.

4.

5.

it takes time to estahlish centacts:®

very few buyers would ray even nart in advance:
winter clothers (alnaca products) need to he
gshowvn in March for the followinse winter:

the volumen of products necessary to break into
the foreirn wholesale merkets requires a
considerable storare and waiting ' capacity for
the SF0s involved: and

product quality and apvearance, especizlly
evenness in the stretchin~, is very important.

The Turco SFO has decided to nroduce for the national
market fabric and matfresses precisely because
foreipn marketing is difficult. Nevertheless, if
they could market their wool abroad in handicrafts
products, I believe the Turco SFO would be more
profitable than eny other SFO or Interral Coon.

RECOMMENDATIONS

1.

Contacts should be cstablished with intermatiomnal
non-nrofit organizations concerned with handi-

craft marketing.
The MCDS handicraft exrert should be better
utilized.

-
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THE TIOMEN’E TROGRAM

ITITIAL SITUACION

The idea of women as memters with equal status within formal
SFOs was never an accerted traditional idea. The women's
syecialists and promotion apent's caracity to help rural yomen
to jarticirate in these SFIS was deficient nartially because
they did not know how and partially hecause they accepted an
isolated position in the villares relative to the credit
acents. Finally. the value of accertinsg women in formal
orcanizations was not clear t¢ the men.

PROGRESS ACHIEVED AMD PROBLTMS T9 BE 2ESOLVED

The NCDS wonen field personnel have received some formal
training. The improved inforration evaluation systems both
at the regional and national level have helied orient them
more in their work.

In some SFOs, due to princinally to ssme excepticnal efforts
by these field personnel, sicnificant number of members are
women.  Unfortunately this is not widesnread: the onposite,
ie. almost no rrorress, is the ~eneral case. This seems to
be due tc a lack of much conrdination amonn male and female
NCRS nrersonnel at the zonal level an? the inability of the
Renional Yomen's Specialist to oreanize and supervise ef-
fectively her people. Finally, there is little interchange
of exveriences amons field persounnel.
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RECOMMENDATIONS

1. Improve the ‘'team’ aspect of zonal teams.

2. Insist on money making projects for each women's group.

3. Include progress in involving women in SFOs as a nart of
program and village evaluation.

4. Include as a routine women's group activity assistance at
the SFD meetines. '

5. Transfer the Regional Women's Specialist to a position not
involving supervisory duties.

6. Have bi-monthly meetings of Zonal VWomen's Specialists with
the Rerional Women's Specialist and Coop Specialist.

7. As a money making (or saving) project encourase wholesale
purchase of consumer articles for immediate distribution.
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SUMMARY OF RECOMMPNDATIONS
b a1

I.

11,

COORDIIATION "JITH THE ADVISORY GROUP

1. Hire the Rerional Advisnr far the Altinlano as soon
as nnggible. and make his hage Orurc.

2. Until this (1) is donc. a2t least have a memher of the
Advisory Croup attend the monthly meetine of the
2enional Technical Council with the Zconal Chiefs.

ASSISTNHCE TO THER HCDS I ADIMINISTRATIVE MATTRRS

1. PLANNING

1. Have monthly moctings with Zonal Chiefs and the
breadened “e~icnal corm Jdevelopment team.

2. Pave the Regional tean insist of compliance with
their rcenmmendations and instructions.

3. Have a member of thc Ner~icnal team attend each
monthly meetinr of each zonal nffice.

4. Have the summary an! conclusions of the zonal
monthly meetinrs includ:? as 1 formal required
rart of the monthly zenal re-ort to the Rezional
Dffice.

5. Have the PRepional team gmend at least two days
at the berinnine of each month evaluatidg zenal
reports and oreparing their ovm monthly work nlan.

2, RESTRUCTING AND DECENTRALIZING THE NCDS

1. Include Rerional and Zonal rejpresentation in the
formulation of prorram guidelines and rrocedures.
2. Hire and keep in the NCDS only qualified personmnel.
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3. Have tne "ericnal office present shortly their
coop develornent =1 for the rest of 1078,

4. Improve the ties, and relations, betwaen the
Oruro Regicnal Chief and the National Head of the
SFO Department.

3. INFORMATION AND EVALUATION SYSTEMS

1. Develop at the naticnal level a »lannine avaluation
systen.

2. Improve the utility of villare socio-economic
studies for procran exccution.

3. Broaden the usace of the in--house Regicnal
infornation evaluation systen te include tha
totality of zonal and resional activities.

III. TRADNING

1. NCDS PERSONNFL

A. Repardiny the coon accounting system

1. Adapt it to the nini-cooreratives (sce text

‘ for details).

‘2. Supervise the credit azents more often and

: closely.

"3. Train SFO leaders and members in its use and
utility.

4. 1Include in the Rerional second quarter 78
work plans help in the oreparation nf 1977
balances.

.
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Repardine other points

1. 7~ improve feasibility studies, start earlier
ant involve lerional nersonnel earlier.

Z. To inprove 'team’ work at the villare level.
treat wersonnel as 2 team both in terms of
worl: and sunervision.

3. Include the Pilla-i Trainin~ Director in the
fornulation nf quarterly work ;lans.

2, SMALL FARMERS AND THEIR ORGANIZATINNS

Makoe formal trainine move functicnal for rural
Belivia.,

flse the S™ Virilance and Credit Committecs to
increase memter involverment.

Frmphasize in trainin- cf€rrts the henefits of
ircraeasine members.,

Adart STN accountine and administraticn systenm
tec nemher ca—atilities.

Increasc inter SFN contacts.

IV. THE COOPIRATIVE DEVELOPMDNT PROMILM

1. INTER~INSTITUTIONAL COYDIHATIOM A3N THE REGINNAL
CROECC CRFDIT COMIITTEE/

1.

Hold a2 short course 2t the resional level to
orient and inf>rm [3TA personnel.

Try to include in the state’s Coordinated Rural
Development Flan the develorment of Intecrral
Coons.

Present monthly evaluative renorts to these
institutions.

Formally »resent the lerional quarterly coop
development work nlan to these institutions.
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3.

Try to include renresentatives of these institutious
on field trins each quarter.

Try t5 invelve INALCOY mora in the actual reso
lution of SFD bookkeenins problems.

Ho’.d an information-orientation meetinc with

@.ich new representative of the State FPank.

CREDIT RULES AND REGULATIONS

1. Have tho Perional Nffices evaluate the CROFO
rules.

2. Present the CROFOC rules and prroposed anendments
to the National Technical Council with Repional
Chiefs for their coansideration.

3. Continue to insist on field comnliance with thc
CPAFIC rules and reculatinns,

OTHER FORMS

1. Continuewinr simplified accountine forms for
mini- coops.

2. Establish an official source to nrovide accountins
forms to SFNs within the Pemicaal Ncfice.

- 3. Set at the national lavel criteria and nrocedures
for rrogram evaluation.

4, Base supevisory and evaluation activities on

. feasible cot.;arisons of coals clearly stated
teforchand and the corresrondinc real-world
situation.

5. Improve the abilities of Re~ional rersonnel to

use periodic evaluation forms.

eoel/
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4. THE SYSTEM

1. RNecommended procedure fer SFA nroject elaboration

A. Have the credit arent flesh nut with 3F°

. leaders srojects rre selected hy members,

E to take nlace at least two months hefore
project implementntion.

B. Have the Terional Tean meet with the credit
agent and SN leaders in the cormunity to
check crop budpets, recormmended innuts, and
compliance with CRYFNC rules.

C. Present the comnonents ureliminarily ae-
centable to 2 meatine of the ST for members
revision.

N. Memhers should annly for credit accordinz
to their individual needs.

E. The credit acent nrerares, -~referahly with
the SF) learders, the rroject for nresentation
one month prior to the first nlanned dis-
hursement.

5. Z0NAL OFFICES

1. Egtacamaza

&,  Incluce Nuelcata (now in Challarata Zone)
in the Patacam:va Zone.

2. Include in the zonal conr development nrogram
inter SFN activities and eventual SF0
interration.

C. Evaluate the work of Humberto Sanchez (Zonal
Chief), Cristinz de Luque (Zonral Specialist),
and Victor Wayta (Credit Agent).
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Llica

A. Look for and develon more profitable nrojects
for the Florsida -based SFN

B. Evaluate comnletely after three months the
werk of the new zonal chief.

C. Have the Repiomnal Mffice nrovide more frequent
technical assistance arnd supnrort to the
Llica office.

Uncia

A. TImprove the 'team’ comncnent of the zonal
rcrk effort.

B. Transfer the credit arent now in Cala-Cala
tc Banduriri.

C. ™ake a concerted effort tc expand the com
nunity hase of the Cala- Cala erour.

N. Assien a third credit azent to Uncia.

Challapata

A. The new zonal chief shnuld set more clear
and effective cuidelines for SFN selectinn
and prooran implementation.

B. Ewvaluate the w~rk of Carlos Le-n.

C. Provide close and frequent suprort to the
new credit avent assicned tn Turco.

D. Focue the Turco SF)'s efforts on recuperation
of delits owed it.

E. Have the Ccon Credit Advisor, tncether with
the Reginnal Project Analyst, hel» the new
credit agent in the “renaration of the new
credit project for June 1978.

F. Have the Zonal Women's Snecialist start

workine in Turco as soon as possible.
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G. Have the WNz2ticnal handieraft ex-ert go to
Turco as soon as possihle.

HANDICRAFTS

1. Make contacts with non ~rofit internaticnal
handicraft marketine orsanizations.

2. Use more effectively the talents of the National
handicraft expert.

THE TJOMEN'S PDRNGRAM

N peen

Improve the "team” nature »f zonal and rerional work.
Focus on money-nakinz (or gavins nrojzcts far all
women's crouns.

Include rrogress in wemen's activities as a nart

nf overall SF” and coon develo ment evaluation.

Make a routine women's ecroun activity attendance

at SFI meetings.

Transfer the Recional Women'g Srecialist to a
=osition not involvin- sunervisory responsabilities.
Have bimonthly meetinms nf 7onal Women's Srecialists
with the Regional Women's Sraciallst and Coron Spacial-
ist.

Irplement, as a money makine (or savinr) ~roject
wholesale »urchasine of consumticn noods fer
immediate distribution.
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