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P r AC. 

It's not easy for me to leave such an interestinq

and challenping Job as this when the nrosDects of suc.
 
cess are just startine to look Food. Unfortunately
 
the fact that there is still much to do tends to color
 
a final report like this tith an emphasis on what
 
needs to be done and the prohlem involved thcrein,

rather than th.± problems and obstacles already surpas.
sed. Thus, it is important here, at the t-utset, to
 
note that the current team of rarlonal I.echnicians.
 
and especially the Rerional 'hief, havo distinguished
 
themselves as enthusiastic and 'yencrAllv efficient
 
collea~ues.
 

I !.ould likc to scknowled!2 the constant supnort
given me which facilitate01 my efforts to help in the 
successes and momentum achievel to date. First. my
 
counterpart, Jose Soto Fernandez. 
a TC" official who
 
deserves nore support and credit for our succe-sses
 
than he has received. Secon!. Picbrd Griscom, who
 
rore than anyone recopnized and attempted to turn
 
about the isolation of Oruro by the national office.
 
inally, special thanks and acknowled'demct Po to
 

Hrs. Ivonne Ball6n de Chavarria, my dedicated and
 
efficient Bilingual Executive Secretiry, who seems
 
to hnve worked without a pause for these 29 months.
 

Finally, I am grateful for tl;e opportunity to
 
have worked wich tie 1CDS ;xotleo many of whom hAve
 
distinguished themselves in their cooperative devel
opnent efforts. 
riven that often few realize which
 
field works are outstandinq, I am goina to take
 
advantnae of thi3 opportunity to cite the Rood work
 
of the foll.owin,:
 

SERAPIO W'1013 Zonal Chief Llica 
EZEQUIEL CILASI Coo? Credit Agent Llici 
CARJOS PFRP. Zon-il Chief Uncia 
FELIPA Ar(!ILA, Women's Specialist Uncia 
SYLVIA HUAYLLANI Promotion Aoent Uncia 
GUILLERMINA ACHOCALTA Promotion Aqent Uncia 
F'ILIA PEREZ Promotion A'.cnt Challanata 
11FRNX'IU) NAVARRO Regional Research Assistant 

and worthy candidate for either
 
the position of Sociologist or
 
Project Analyst.
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In summary, awnre that T have learned much while 

have taught nnd helped some, I am grateful for having 

had the opportunity to participate in the first phase 

of -n important effort. I wish the NCDS, and especially 
ny Onruro colle.?ues continued success in what will un
doubtedly an even more challerina future. 

BwrO iBRUzwe 
ORURO-PEP-IONAL APVTSFP 

26 JULV/76 - 3 ,APIL/7' 



I~T 1Z 0 P U C r.. T 

this Fi,-tl Renort, it is necessaryBefore the reader reviews 
first to set forth sorie points of reference to clarify the orientation
 

of my efforts ind job as a whole and to establish Renerally the en
 

vironment in which this took place..
 

FIRST, there is nc doubt that Oruro has been, until these last 

weeks, a reRionil in-re that ignored, for ,ntten. N.-t only have suber 

visory visits by high rankin7 La 'az NC.S officials been less than 

also been i certainP) in these twenty ronths, but there hasi re

consult with the 7egional Chief insistance, albeit occasionally, to 
in! even about the adminmatters of coooerative develoment pclicv 

cially with reflard t-- personneloffice. esristration of the re-oicnal 
rortunately this resistance reflects nore the rersnnalities
decisions. 


i'plicit in the g.uidelines
of the cfficials involved than the 7.eanin-


and procedures established by the National .Pirect.rof the 
NCD7.
 

S-COTIh. tl,.e Cooerative Devell- ment Proctran in manv of its 

phases has been stimulated prinarily by the av.ilabilitVi of credit 

funds, and the conseruent necessity of dishursing them. This frecueut 

some that cooperative
urvency hqs i.ld to a belief on the nart of 

not very in-ortint ,nd that the inclusion of the sm'll
Promotion is 

ond rules of a prera 

farmers in the elabr-ation of the procedures 
a all. Cons .uently the emphasis

to benefit then is not necessary 

level keen on the establisirient of small


aspecially at the zonal has 
been forgotten or 

farrer organizations tc receive credit. "that has 
far.ers -uight t4- be an instrumental

i,,nore ' is that crgaeizinR s-mll 


activitin- f.cilitatinf the achievenent f goals at least felt by
 

the target arzup. The difference is that the litter is a nath while
 

the forner is n go . in itself.
 

ho have reallv "artici"--teiMy ex-erience, and that of mny 

that - dynamic small farmer organi
in this procesn in the field, is 

the identification ani 
zation orincipally arises and develops froe' 

Prowth of concrete activities of immediate benefit to 
the individual 

of the qroup. -Thi]e it is ordinarily true that credit facilimembers 
tate exactly this process, the .,enkness of the actual program lies
 

trice out th.. medium term !:th. riven the
 
in its reluctance to 


added national level aversion to zonal and/nr rei.ional 
iniciatives 

are th:-t zonal credit 
to deve],- riulticomiaunity SVOIs, the consa-cuences 

agents and occasionally even whole zonal teas, restrict 
their activi
 



ties to the strict supervision of a credit project in a single com.

nmity, rather than involvinq themselves in the more complex develop

ment of SMO's do not bear fruit precisely because the or-anization
 
has not received the attention piven to the notatoe cro*), for example.
 

These organizations are then dropied and Auust witnesses a mad
 

franzy to finA other SFO's willing to receive credit, justifyinf the
 
presence, if not the work, of the zonal teams. Thus inevitally ruch
 
of ny work has been devoted to 'giving,life" to -,few, selected SFOs.,
 
as models, by helpinR them clarify and itn.lement their goals and
 

strategies.
 

THIRD, these efforts become difficult when the coop administration
 
and accounting systems developed by the TIC)C for Integral Coos are 

not adequate for the mini-coops dealt with in Oruro. Thus, when 
not even small farmer leaders understand 0ouble entry accountin-! 

systems, the goal of the NCDS appears to 1-e to organize small farmers 

under a system that 'onlythe n,1'D can run. 

In summary, the program lacks not conceptual bases but well
 
defined procedures and es!)ecially strategy. 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 reional and/or zonal initiative, as demonstrated 1.y their
 
reactions in Punata early in 1977 and lately in Llica. This has led
 

to an insistence by the SFO Department of '7CDC in La Paz that they
 
are the only ones capable of, and resDonsable for, setting policy
 
and propress guidelines, eventhough they have effectively shirked
 
that responsability.
 

FOURTH. for the initial stages of the project in Oruro that 

corresponded generally to my twenty months, emphasis had to be placed 

on strengthening the Oruro NCD" Regionnl Office as an institution 

capable of administering the CROFOC credit program and promtinrv 

coop development. I believe that, especially in the first area. 
progress has been significant. -nowthe principal task for the Oruro
 

office, and those who wish to help them, is to draw up and execute
 

a global cooperative development program for each zonal office, and
 

later for the reion as a whole. Sktzce, this is about to be done in
 
Challanata, it is necessary to assure that the regiotkl and zonal
 
personnel will be a'/le to have continued advisory support.
 

•..//
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FIFTH1, as both eadvisory and field agent. methodoloqically. I
 
have denended on informal discussions supported by practical demon.
 
strations.
 

SIXTH, the lack of direction haq been bothersome to all of us
 
who have'had to work face to face vith the Altiplano's small farmers.
 
It is easy for peo-le tied to a desk to neasure -rogress, or evalu-o
 

ate their activitias by the novement of ;,apers or the elaboration
 
of documents. ror field agents, on the other hand. in a cooperative
 
develonent ,ro-7rnm progress is felt via the enhanced enthusiasm and
 
participation of the beneficiaries, which is achieved facilitatinq
 
the ittainment of their r'm gnals throu-h the innroved utilization
 
of the ivailahle resources and talents, themselves augments with our
 
help.
 

Thus, t.- -roperly evaluate my work, one must focus on the 
augmentation process sighted above with regard ti ?CDS ersoinel, 
small farmers and their leaders, and its effects, in light of the 
little support and direction !iven me and Oruro. To facilitate 
this evaluation effort. I present this Final Report. 

...//
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I COORDI' Y DVISTAW eOUP
.1 4IT71 TJr!, 


As a member of the Advisory ,r'un, I was fortunate to receive
 
sunport from my colleagues, and facilitate the availabilityof
 
the same to Oruro. Furthermore, I ,articinoaed in inany
 
informative and analytical meetings. albeit snoradically held.
 
of the Advisory Giour. EventhouFh the Adviscry Cruu reflected
 
different experiences, expertises, ind thus different values,
 
it should be noted that this differences were consc-ienciously
 
accommodated within the "advice' given to the NCDS, due orinci
nally to the overall cooperative s-irit within the Advisory
 
.roup.
 

In liqht of the fact that almost all of the efforts of the NCDS
 
National Office have bcen directed toward the or:nization
 
-and develooment of Intefgral Coops in other reions, the interest
 
Sid supr'ort given by the rest of the Advisory Grnun to'Oruro
 
has been commendable.
 

Given that there is interest in nronotin -in Integral Coo7, in
 
Challanata, and piven that ITCDS La P7-z personnel are already
 
overburdened with past due work responslbilities, I recommend
 
that a new regional advisor for the 'tltivlanobase in Oruro
 
be hired immediately. Further, in the meantime, I recommend 
that someone frm the Advisory Croup atter, the monthly meetinc'o 
of the Oruro RefIonal Technical Council. 

... //I
 



11 ASISTYICE TM T.1fl NCDS 1-T ADM'INISTRATIVEIn TTERS 

1.* 

IN'IAL SITTVL'TIO? 

At the national level in the beqinnin, there were doubts
 
about the goals of the CooTerative Develcnment Prorim as 
initially established in the loan document. 
Later. after
 
establishinp that the nrincipr-l -oal 
f the nro5ra. wuld
 
be the establishtient of Integral Cnr-v-s, there was still 
no.strate:y, even broadly cutlinec! for those -arts of the
 
country, commonly known as the rest of the c¢untry. which

inclules all of the Oruro recion and most of the country,
 
where there was to b-. no nromotion of Integral Cco-s until
 
1979.
 

At the beinnin- of the period 9'vered by this report, the
 
asuistence and supervisory nlins of the Re-,ional and Zonal
 
Offices with respect to the coops and SFO's were clearly
deficient in terms if work orcanization and goals. Further. 
in some case regional and zonal -ersonnel werc not aware 
of some vital areas of coop trainin. and promotion, most 
thcu ht that the purpose of the )reafram was to dishurse 
CqOFOC funds, contro;l their use, and eventually assure their
 
re.iyment. There were few meetin-!s of personnel involved
 
in the CROFOC pr)ram, either at the reIonal or zonal 
level, to analize activities ane prohlems encountered. 
Worse, work reports did. not permit an evaluation of persnn-
nel efforts since they mainly reflecte& monthly itineraries
rarely did they specify ,oals. problems, needs, recomen
dations. Consequently, the program lacked direction.
 

Coordination between the Women's Program (DPMC) and the 
coop credit prnr'ram aimed at rural men did not really occur. 
At the zonal level, the cormon interrelationship was that
 
meetings of both tarpet trouos occurred on the same day
 

..I
 



in the same comunity (splittin7 the family), or DPMC 
personnel were used to notify men of their SFO meetings. 
At the regional 'level, occasionally the 11omen's S-ecislist 
traveled with the other re"ional persnnnel.
 

Finnlly, initially the research team, evenrhouh in frequent
 

contact with the regional coop development team, devoted 
itself almost exclusively to preparing villa;-e socio
economic stu(dies of mqrginal Functionnl worth to ?ropran 
imlenentation.
 

PROGFSS i:MIlEVED, PPOBLEI-IS TO BE RESOLVE1, AND CECO!NTATIONS 

At the national level, recently theri. his been an atemt
 
to identify faivorale areas for the promotion of Integral
 
Coons to nrovide sufficient lea! tire.
 

In Oruro, the preliminary selections were Turco. Challapata, 

and Llica (Salinas de Garci !endoza). Based on a preliminary 
feasibility study done by the ?ecional Office, the Chlla. 
pata aren has been identified as the best in terms of 
economic and demoraphic potential. Now it is necessary 
that at the national level a determination of annroval (or 
disapproval) be reached, and the correspondin. PERT !,e 
elaborated for the buildin. of this Integral Coon. Further 
more. eventhough the formation of Intetral Coons is not 
contemlated in the rest of the Oruro region, it is still 

necessary to develop some 7uidelines for pre-1ntegral coop 
development to avoid some of the iroblens allude4 to in the 
Introduction. Srecifically, in areas without multicimmunity 
coop experience, .t is necessary ?romote the GAB system, 
with credit for a single agricultural activity., as a prior 
step to the establishment of a SF0 providing multiple 
services like the Integral Coon. Unfortunately many HCDC 
La Paz officials believe that it is the representation 
system, that is the existence of JABs; that mikes a SFO an 
Inteqral Coop, when really it is the existence of a profes. 
sional management component and a cooperative infrastructure 
made possible by the organization's economic canacity 
derived from the services provided. 



At the regional level, there are now twice monthly meetings
 
of the Regional Technical Council, ene of which is attended
 
by the Zonal Chiefs. This has helped clarify and remove
 
major intraregional differences in program implementation
 
procedures and goals, but the analysis of problems is still
 
somewhat superficial due to the following:
 

a. In some instances, pqtticulnrly Challapata and Patacama-
ya, the Zonal Chiefs are not very knowledgeable abott 
the on goiniz detail of the progra in their zones. 

b. Priority is generally Qiven in these meeting to 11DS 
administrative pro' leas 

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

d. In some instances, olven the lack of Regional guide
lines and 'zoals, some Znnl Chiefs (Patacamya and Cha
llap:ita) have no real interest in program progress or 
evaluation and thus fail to assure the cnmpletion of 
renorts and an adequate supervision of credit agents 
or disbursed funds. 

A monthly neetin' of Zonal Chiefs with the reoional coop
 
development team is recommended as well as an insistence
 
by the regional team in the fulfillment of their recom.
 
mendation by the correspondin7 zonal personnel.
 

At the zonal level nc Office is really takin?-advantage of
 
the pctential of monthly in house meetin?. This is due to
 
many factors. First, there is a certain resistance to
 
"confess problems before cohorts and the Zonal Chief.
 
Second, some members of the zonal teams assigned to a com
munityfrankly iave no interest, and little need to be
 
interested, in the work of the other 'team' members- this
 
is especially true with respect to the inter-relationship
 
between coop credit agents and promotion of women. Third,
 
rarely do revional personnel attend these neetings. It is
 
thus recommended that at least one member of the reqional
 
coop development team, includinf the Women's Specialist,
 
attend each monthly meeting in each zonal office. Further,
 
the analysis and reconmendati-ns that these neetings engender
 



should be presented to the Reional office in writing as
 

part of the Zonal Office's monthly report- and it should
 

be used at the regional level as the base for mentings there.
 

At the zonal level there is now more communication, although
 

still :insufficient, nnd some coordination between male and
 

female personnel.
 

New evaluative informative reportino forms for use within
 

the Oruro reo ion, tonether with r more free'uent and improved 

backup of reqional personnel, has given better direction 

to the coop development proqrnm and has particularly 
broaden the vision of the credit agents as to areas of coop 
promotion. Remaininc' to be dcre is the insistence on the 

punctual completion of these reportinq forms permittin7 

their timely use at the relional level. 

These forms And their evaluation were developed jointly
 

by the revional coop development team, the regional research
 

team, and myself. This type of activity, combined with
 
an improved and closer physical location of all regional
 

personnel, has lead to a rasearch component more oriented
 

toward evaluation and thus me're meaningful to the on-moinqt 

pro,:ram efforts with a consequently more efficient coop 
development effort. 

Furt-her the broadened regional coop development team now
 

more systematically meets and plans. This effort would be 

considerably improved if field transportation were more 
active. 1 recommend that two days at the beginning of 
each month be used by this broadened repinnal team to
 

evaluate zonal reports and meetinga as well as to plan
 

their own activities for the coming month.
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T2. PS( U2UING A%/ DflCfl'! AIZIT THJE '.JDS 

INITIAL SITUATION 

If decentralization is to succedd, the following three
 
conditions must be met:
 

a. The Tlational Office much provide ample sCODe within what
 
the Regional Office can develop and execute its programs 
within Rational ,,uidelines. 

b. The reg'ional 
ind zonal pers-nnel have to be professional
 
ly capable to do 'this.
 

c. 
The regional and zonal personnel have to take the
 
initiative available to them.
 

Referrin.- exclusively to thg coop development pro-rim
 
initially none of these three conditions held. I.ational
 
guidelines were strict and developed with the participation
 
of the Regional Offices: sone 1,17S emoloyees were not 
qualified for their positions and Regional and Zo'nal 
offices tended not to tike the initiative in the few area3
 
available to them.
 

PaOGRESS ACHIEVED, PROBLEIS TO E RESOLVED 

National -.
,,als, but not procedures or strateqy, are well
 
defined although not always timely disseminated. Consequent
ly, the areas of possible initiative, althouch narrow are
 
well established. The improved professional canability
 
of the current primary members of the regional coop devel-.
 
opment team relative to former regional personnel is much
 
improved. There is thus a greater willingness tc take
 
initiative and a oreater probability of success in these
 
activities. Unfortunately, the NCnS still maintains on
 
its payrnll snme employees whose work is clearly unsatis
factory.
 

,...//
 



One 	 final obstacle to decentralized initiqtive is the 
presence in come national NCDS officials of a paternalistic.
 
hostile attitude. Such seems to be the case of the Nead
 
of the SFO Department in La Paz who, for example, almost
 
routinely precents summaries of the Oruro late credit
 
payments without includin, the most recent information, 
thus presentinv Oruro in a l.ss favorable lipht. In addition,
 
this same official, who has visited Oruro, and just the
 
Reeional Office, three times in the twenty months I haje
 
been there, recently criticized the Regional Office, and
 
especially the Regional Chief, for supervisino from his
 
desk.
 

'COMEN DATIONM 

1. 	Include Reional and Zonal Office representation in
 
the development of stratecy and nrocedured guidelines
 
for the coonerative development proaram.
 

2. 	Hire and kaep xithin the NCnS only those ernloyees 
quilified foe their positions. 

2, 	Insist on the formalization in writinq of a tentative
 
Rergional coop development plan for the rest of 1978
 

4. 	Inprove the interchange, and relations, 1-etween the
 
Reaional Chie' and the f1tienal Head of the S'O
 
Department.
 

5. 	Promote more visits by 7CDS La Paz officials to the 
zonal offices in Orurn. 



3.. NFP011?!TIOI "ONT) flV7lU7I'Y'I SYT3I 

INIMI SITUATION 

There were nc coon development work plans at ti zonal level
 

much lese un evaluation system for the activities cirried 

out. Consequently, it was not -ossihle to determine the 

o-tirnl balance between number of S7Os, number of small 

farmers, and the i-partici-ation of rural women. The )nly 
term
universally acce.,ted evaluation criteria was the lon 


woal of iffectin- positively the creitest number of rural 

men nnd worien.
 

Evaluation was obvicuslv irnwossible without somewhat clear 

idea of what should be achieved in the short run coveree
 

by this report. Th !act (f a -roiressive cooeerative 

development strateoy combined with an administrative 

ennhasis in the contrrl of credit funds tended to distort
 

re!,orts toward inforwation relatino amounts and use of 

disbursed funds relative to what had been nro'ram-ed, 
retcrts on numbers of smallcomrinkented bv statistical 


by the credit , rooran.
farriers and hectares covered 
ronsequently, evaluation served primarily to assure that 

the rropran in ceneral was -oina in a direction in line 

with the wishes of the high rankin, NCDS officials, USAID, 

and the fdvisiry Crou?. 

PROGRESS A'MI;VED AD PROBLEMS TO BE RESOLVED 

system which
At the national level the NCDS still has no 

permits an adequate pro'ram plannin- and evaluation. At 

the regicnal level a quarterly coop development plan by
 

organization has been insisted on, rernittina a more ef
 

fective evaluation. Nevertheless this system has not been
 

extended to the totality of zonal activities which would
 

force a more logical productive interrelation of activities 

,ithin each zone attended by the ICPS. Lackina this. the 

reoioi,l cooperative development efforts seen as a whole 

still have no consistency.
 



RECOOMIDATIONS 

1. 	Develop at- the national level a com,,rohensive system 

of coop development roram 1,lanninp and eviluation.
 
2. 	Improve the utility of the socio-econoric studies for
 

project execution and program improvement.
 
3. 	At the regianal level, broaden th. nlannin7 evaluQtion 

system to include the totality of zonl and refional 
activities. 



INITI!L SITUATION 

The zonal credit anents generilly hid n , :4 w,
 

for credit evaluation or coo'-) Icc-Untin-. a -47t 

as well is zonal women's s)ecialists and -t <
 
know how to strengthen SFOs. At the re:ini lc-el
 
evaluation and plannin- were suPerficiil. Finilly rh
 
coordination with the Pillaii .Traininr Center "Is terrible.
 

PROGPISS ACHf WED )JID PPOBLFiS TO BE 'TSOLVED 

The first step has been taken in the traininp of the credit
 
a!ents through short courses, one on the preparation of
 
feasibility studies, the other nn thl use of a Snecial
 
coop accountint' system. A larc'e nart of my activities
 
have been devoted to nrovidin7 follow up for this traininp.
 

less, ,:rovide adecuate 
iCCountiat services to the SPOs. The nrincipal areas of 
problems are-

Now 	 the credit agents can- more o-jr 

a. 	 Dividin', (member) sub loan payments bet,,cen the two 
interest accounts.
 

b. 	Timely annotation of accounting4 entries.
 
c. 	Coaletion of auxiliary accountin, books, especially
 

general expenses.
 
d. 	Adequate use of member boolets.
 
e. 	SiO official reluctance to finance the system.
 
f. 	Lateness in the preparation of accounting reports.
 
g. 	Difficulties in explaining the system to SFO members
 

and leaders, much less in convincing them of its need.
 
h. 	Traininr< SFO leaders to use the system.
 

../!
 



i. Preparation of end-of year balances.
 

j- Timely and correct review at the regional level of
 

accountin reports.
 

As far as the ereynration of feasibility studies is concerned
 

the problems revolved around the credit acents underesti-

mation of the time and difficulties invnlved. This is
 

complicated by some requirene its in study ,reseantation which
 

nre not realistic such ns the nre-,ration of i marketin7
 

study.
 

Zonal women's s-ecialists and -romotion agents, and recently
 

men's promotion apents, have been trained in strennthin-


SFOs by means of short courses and discussion Qrouns.
 

Further, in Oruro a joint infornation-avaluation system
 

for the zonal team has been implemented which has helped
 

to integrate in a better and more lor ic form the work in
 

each villaae. However, often the nrincipal interest of
 

the zonal team still reniins the supervision of the credit
 

project narrowly seam, rather than a broad develonment of
 

the SFO.
 

Finally durin, these twenty months. the Director of The
 
once a;,pirently
Pillari Traininp Center visited us twice 


to join us for lunch and a second time to help oive some
 

the basic short courses to small farmers in a couple of
 

We are still awaiting the evaluations of those
villac:es. 

short courses and the follow-up recnumendations. Luckily
 

the interest and assistance Riven -as by the current Head
 

of the Training Department and the corresponding Advisor
 

have been very valuable.
 

,../
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1 ECrOM. DATIONS
 

A erardin- the c-nerative accountin- systemn 

1. 	Adat it for the mini.-coo,-eratives, reducinp the
 
size of the papes, usin- only one 1double-purpose
 
sheet for basic accounting anotations, and makin'
 
anotations in the Librr Mayor General quarterly.
 
(This simplified method has been imwlemented suc
cessfully in Turco).
 

2. 	Promote a more frequent supervision of the credit
 
a(,,ents.
 

3. 	Improve SMO member and leaAer awareness of the
 
value 3nd sinplicity of this (modified) system by

including them in its imp)lementation.
 

4. 	Include in the second quarter 1978 Reional -lans,
 
assistance in the pre?',ration of 1977 balances
 
and follow u, in iccountinF trainin( for the credit
 
agent.
 

5. 	The Te-ionai SFO De7irtment should routinely meet
 
monthly to evaluate zonal re-orts and elaborate
 
their own monthly plans includin necessary and
 
timely follow-up in traininR.
 

B. 	 Rerardin' the imnrovement of feasibility studies. 
their prel#arntion should be anticipated and the -or
respondinF rerional nersonnel should provide mo'-, 
timely assistance to the credit aoents. (see IV.4)
 

C. 	To broaden the perspective of the zonal Pers-nnel,
 
the zonal teams should be made more functional, at
 
the level of both program implementation and proram
 
supervision.
 

D. 	To improve the support of the Training Department, the
 
Pillapi Director should visit Oruro more and should
 
especially rarticipate in the prearation of the
 
quarterly repional plan.
 

../
 



INITIAL SITUATION 

Traininr concentrated on the theoretical presentation of
 
Little effort was devoted to
what is cooperativism. 


trainin, SF leaders in the administratinn and development
 

of the organization: rather credit agents were generally
 

the big chief of the SFO, directing the meetings, keeping
 

the minutes of the meetings, ofteu controlinp.the SFO's
 

purchases. 

PRO I£SS ACHIEVED AN!) PROBLEMS TO BE RESOLVED 

Pormtl TraininR is still very deficient, the Pillapi 
Training instructors have not even been able to tell us
 
what ve should expect from saill farmers and their organ
izations after having rezeived Pillapi-sponsored short
 
courses. Unfortunately, even if these courses provided
 

som benefit they were not piven in all villa'es with SFOs 
Further often the instructorsreceivinF NCYS zonal support. 


did not sp~eak aymara and/or made little use of visual aids
 
or teachin.- methods other than a speech.
 

Informal traininq hari been variable depending on the
 
the time available.
capabilities of the 1. redit agent and 

have manqed to train SF0 leaders to make initialOften we 
accounting entries. Now almost universally the SFO
 
secretary keeps the minutes. Generally credit agents
 

the pertinent parts of meetingr'. Stillparticipate only in 
to be done is to teach the SFO members the benefits of 
increasing imebrship and reducing Initial membership 

""aymmts. Also, the superior value of the new farm inputs 
to make thti

/i.iliatorily included in the credit projects 
proiftable(. ., thdi acceptable) has not alvays been 
cauvini~*-1y dewastrated. 



1. 	Make fo-.nal training more meaningful and effective,
 
utilizing methodologies more apgropriate for the: iural
 
setinrg aid with more concrete objectives. 

2. 	 )!ake more renningful the Virilance aicd Cr(.eiit Conu:it. 
tei.s,s :hiis hroadening rimober Dmaticipatiou. 

3, 	 Emphasize in the S"1O traiain -,rerams . benefit 
of increased ;oierbershin and alternatives for TLOfit 
distribution. 

4. 	To the eatent po3sible, nd--it the SFO adn-5nistratin 
,And accounting 3ystei.is, inpcsel by the MCrS to the 
capabilities of the swill firorzrs themselve5, avoidi:x 
in thi3 nanner the mystificatioa of the 1uremauc:cy. 

'F 

http:3ystei.is


IV. T7I COOPERATIVE D MELOPMR2NT PTZO7\.Z
 

1. 	COORDINATION 74ITH OrT'E.. 1,MCIT A11D TH, !V7IONAL
 
CROFOC CflfDIT CO?91ImT/-


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

In -eneral at first there was barely (,ood cormunication,
 
much less coordinaticn, with IBTA. The establishment of
 
CICMAO, an inter institution-il comnittee attempting to
 
coordinate development efforts in Oruro, has :Lmproved
 
measurably the hope for an effective inter-inwtitutiontl
 
coordination. Unfortunately the frequent personnel chlinges
 
in the position of Reqional Agronomist, the MTCS representa
tive to CIMAO, has make it difficult co translate this
 
hope into reality. In the field, coordination between
 
IBTA and the NCDS has varied, principally depending on
 
the human relations between the two field aPnts.
 

Regional coordination with INALCO ha_- tended to be
 
oriented toward accornodating IALCO r3.-her than a mutual 
pooling of efforte. Thus the primar7! interest of IVA/ I 
9e-us to be the presentation of balances, with ICPS as 
sistence, without really Rettinq their hands dirty fixirp
 
up the SFO bookkeeping. 

Coordination with t&e State Bank has been most variable
 
given that the Bank official in charge of CROFOC matters
 
has been changed four times. Each official has his own
 
style and interpretation of CROFqt. rules.
 

Finally, the Regional CROFOC Credit Committee meets only
 
to consider credit applications, and thus effectively there
 
are meetings during only two or three month period each
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year. During the rest of the year, no evaluative or
 
descriptive information on proran prosress is provided to
 
these organizations in i systematic way.
 

RECOWNDATIONS
 

1. 	Hold a short course at the r2'-ional level for IBTA
 
personnel to inform them of what the program is all
 
about and why their collaboration is necessary.
 

2. 	Try to get included in CICAO's Coordinated Rurnl
 
Development Plan the development of Integral Coops.
 

3. 	Present monthly reports, preferably more evaluative
 
than descriptive, to te institutions preferably in
 
a meetinc- of the Credit Committee.
 

4. 	Vake a formal presentation to the regional heads of
 
these institutions of the tentative quarterly regional
 
coop development Flan.
 

5. 	Try to include representatives cf these institutions
 
in regional field trips each quarter.
 

CREDIT RULES 

INITMIL SITUATION, PROGRESS ACHI/FD AN) PROBLMS TO BE 
RESOLVED/
 

The Credit Rules were adequate for the first year when
 
projects were principally restricted to a single aRri
cultural activity. Two aspects of the Rules bother me,
 
firat, they are drawn up without the participation of the
 
neople responsable for implementing then- and second.
 
they are very restrictive eventhough much of the available
 
funds are unused. For example, medium term projects are
 
restricted and purely cormercialization projects tend to
 
be frowned upon. On the other hand, in some instances,
 
credit agents do not believe it is necessary to comply
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with the rules, and thus delay projects until reauirementa
 

are 	fulfilled.
 

RECOMNENDATIONS
 

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

2. Based on this evaluation. submit the Credit ules and
 
recommendations for amendments to the National Technical.
 
Council including Resional Chiefs for considcration
 
and 	approval.
 

3. 	Continue to insist on compliance with the aules.
 

OTHER FOPJM
 

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

Initially the only form used at the regional level was th-

CROFOC purchase order.
 

The 	first year I prepared and implemented forms to contrM
 
disbursements and fScilitate the evaluation of requested
 
disbursements in light of what had been approved. These
 
were not utilized during the crop year 1977 78 since he
 
National office provided similar forms. Additionally 1
 
simplified some accounting forms for SFOs now being used
 
principally in Turco. And, I was the extra official scurc.
 
of accounting forms for the SFOs 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. We have
 
seen that an annual evaluation based on information
 

... / /
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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 beginning.
 

The 	forms for the elaboration of goals are worth while
 
but 	the regional personnel must learn to use them better.
 
The 	zonal credit agents have been more consistent in using
 
the 	forms to goee advantage.
 

RECOOERDAT IOIS 

1. 	Continue to use the simplied accounting forms for
 
mini.coops.
 

2. 	Establish an official source for SF0 accountinp forms
 
within the Regional Office.
 

3. 	Make more uniform criteria and procedurcs for the
 
annual coon development program evaluation.
 

4. 	Base Pr,-gram supervision and evaluation on feasible
 
comparisons between established quarterly Poals and
 
the corresponding real situation.
 

5. Improve the capacity nf Regional nersonnel to use to
 
qood alvantage nericdic evaluation forms. 

4. 	 TH SYSTEM 

A. 	FEASIBILITY STUDIES
 

The 	majority of the feasibility studies are prepared
 
in 	the following manner:
 
1. 	The credit aaent determines what are the principnl
 

cro:'s to be subject to credit applications.
 
2. 	If some nev crr inpmits appear to the credit agent
 

to be proFitable, he nrbitrarily includes them.
 

... /!, 
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3. 	If the CROFOC Credit lules require an auxiliari
 
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. 	renerally the repaynant schedule has no relation
 
to the narketinR plan, but rather reflects t'hq
 
SFO's and credit aqents; desires to pay in lumps
 
related to components, such as 507 of the Potares 
credit in each of two payments. And there is a 
preference of almost all SWIs to request the 
naxiun repayment period (and pay as soon as possi 
ble). 

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

At the regional level, nroject evluition concentr-tc', 

on assuring that all the complementary docuents are 
included and that the calculations are replica1;lu and 
correct. Additionally, for coops the previous years' 
balance is praared for ITIAL0. ne consequence of 
the missing documents, bad arithmetic, and time to 
nrepare balcnces is that Regional credit approval 
generally occurs very much ifter the first program. . 
disbursement date.
 

The 	evaluation of projects at the national !evel
 
concentrated on the three occasions we experienced it 
this year, on the marketinR-repnyment relationship, 
on shortening the re2payment period regardless of the 
results of the feasibility study, and analyzing esti
 
mated harvest figures in the light of experinent 
station results. This year the experience was faster
 
and better organized.
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RECOMMNDATION
 

A. .eaomended Procedure for Project Preparation 

1. 	Credit agents must meet with SFO leaders two
 
months prior to nroject execution to flesh
 
out proposed credit activities and determine
 
initial cro budqets.
 

2. 	The Regicnal conp development team should then 
go to the community to review 
a. 	the calculations and insut- output relation

shi's. 
b. 	the relatic.nship between the oroject and 

credit rules, 
c. 	the marketing anrl repayment plans, anc 
d. 	 the narrative part of the vroject. 

3. 	In a meeting of the SFO the feasible project
 
components, members should be presented.
 
discussed, and revised if necessary.
 

4. 	Based on the approved project components,
 
members should make their individual credit
 
applications.
 

5. 	Finally the credit agent, preferably with the
 
SFO leaders should1 prepare the project for
 
formal presentation and res.icnal consideration.
 
at least one month prior to the first planned
 
disbursement.
 

The keys to this procedure are, anticipation,
 
greater member participation, and more timely
 
rigional assistance which incidentally provides
 
training follow-up.
 

B. 	WORK ORIENNfATION
 

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

...
/
 



27.-

narrowly on the supervisicn of t~e COFOC credit 
projects. Thure is little interest in increasing 

member numbers or part' i-,)ntion, training SFO 

leaders, and involvin- women more fully, or 

extending the geographic jurisdiction nf the SF.
 

Zonal worien's specialists and -ronoti'n agents
 
are concerned principally :with knitting or
 
similar handicraft -rojects for hone use. There
 
is little dialogue smcn; cohorts. Finally, the 
supervision by 2onal Chiefs is sporadic and badly
 
planned, similarly ts regi'lal supervision. 

C. CU1DIT CON1TROLS 

I recommend that disbursenent nrocedures be
 
modified to permit cash disbursement when a Regional 
Office determines that it is necessary.
 

. 7ONAL OFFICES 

A. PATACAMAYA 

The first year, the Zonal Office of Patacamaya
 
uresented the worst example of credit proqramminz
 
confusinn number of credits with successful coo,
 

n
development. In additirn there was irarely 

relationship between the coon credit and %rnnen~s
 
progr-ns. For the second year. the selection of
 
SFO and the peographicil distribution of zonal 
personnel was very r!oo4. Unfortunately the 

consequent honee for a substantial nrozrm succes 
were reduced considerably ,'jt. thc ar.Iocintment
 
of zonal chiefs not really qualified or interested
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in supervisinfl a coo-erative 4.eve'o,.nment --rogra..
 
Additional negative factors include a new drawing
 
of zonl boundnrios dividina. the area of coon
 
ictivity with the nei'hboring Challa!,ta zonal
 
rff ice and th, subseauent geofrahical disersion 
of zonal nersonnel. 

REDOMENDATIONS
 

1. 	 Include Quelcata (not' nart of the Challarata 
zone) in the Patacamaya zone.
 

2. 	Include in the zcnal's ccop develorment profran 
inter-SFO crntacts anO eventually inte .ration. 

3. 	 Fvaluate the w'ork -erformance of Hunl-,erti 
Sanchz (Zonal Chief), Cristina de Luaue 
(Women's S-ecialist) and Victor Wayta (Credit 
Acent). 

B. 	LLICA
 

The 	7cnal Office of Llia, in snite of the rare 
technical assistance receive frmv the ?e'ionnl 
Office or its Advisor, has devclc1cd ST" basad in 
Plorida that could easily exr-and int- an Intevral 
Coop. "'rerver, this ,'fficc has distinuished 
itself by nresentinto on time and tell -re-,arcd its 
nonthly renort. They really wocrk in teams. thus 
women tc: a rtreater extent than in any other zone 
narticirpte in the SPOs. 

ECOMMENDATIONS 

i. 	 To feed the enthusiasm of the SF0 menbers in 
Florida and surroundinc ccm'unities, an effort 
shculd be made to look fnr and develop projects
 
with greater profits for this SFO.
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2. 	-iven that the surrort of a qualifie4 Zonal
 
Chief is necessary to orpanize a successful
 
cooperative develo .ment procram especially in
 
this almost alandcned Zone, anJ in the li~ht
 
of the fact that, the N1CDS is about to nine as
 

an emnlovee whose nerforrnance
new Zonal Chi& 

as credit agent has been unsatisfactory:
 
complete evaluation of the work of this verson
 
as Zonal Chief shoule be done after three
 
months and the a,7ronriate decision should be 
made. 

3. 	Technical assistance tc Llici by the Renional
 
Office should be Wm e more frequent.
 

C. 	UNCIA 

This zonal office s~ent the first year in coonerative
 

promotion" only for the second year was it allowed
 

to participate in the ccoerative credit prolram.
 
For this two -. selections fnr the first credits
ooe 

were made reflectir7 in interest to use credit
 

to expand the organization. A zonal team has been 
ansi~ned to each of these two communities. But the 

male and female members couldcoordination amonRz 
be improved, considering the very capable and
 
enthusiastic femile personnel in Uncia" this woul

clearly led to more sinificant success in
 
involvine women in the coop movement. 

7eferin, snecifically to the two communities,
 
Banduriri a very isolated community, some 10 hours 
to the northeast, -eds more support. Also the
 
credit am'ent assi.-ned to Cala-Cala, very close to
 

Uncla, should spend such more time in Calas-Cila, 
and be seen less in Uncia. qevertheless, I am 

convery happy to report thpt there has been a 

siderable increase in me bers in Cala-Cala, but 
only fro this crmmunity. There is clearly a 
potenti.l to dral. in members from surroundinp 
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cor-munities, thus avoiding the mistake, common on
 
the 	Alti'lano, of erroneously tivin- the imnression
 
that 	each c.rn-unity should have its own coors. 
That -,otential should clearly 'e exloited. 

Finally, it needs to le noted that the Uncia :'lains, 
much lifke the Lequezana :'lains, present ood 
7rosiects for forminr' a large, multiconnunitv coop,
and 	 later an Inteoral Coop, but Uncia docs 
not 	have the personnel to take advantage of this
 
situation. 

TZECOM. MATIONS 

1. 	 Imrove the team nature of the zonal work teams. 
2. 	In view of tho fact that the credit stent 

assirned tc distant and often inaccessible 
'nnduriri has quit, and given that zonal suoer
vision of Banduriri is difficult, the credit
 
anent currently assigned to Cala-Cali should
 
be transFerred to Banduriri.
 

3. 	A third credit a!ent should be assig'ned to
 
Uncia to hel: them in coor promotion and de
velo-.ment in the nlains of 'Tncia. 

D. 	 CMULLAPATA 

Challapata has never had a Znal C?,ief really
 
com'etent to supervise a coonerative development
 
program. Thus Chall-ra-tn's 'ro ram cana easily 
be characterized as the mnst disorganized. Ad
ditionally two credit anents were clearly deficient.
 
Luckily one has been fired, but it appears that,

due 	pxrincipally to his lon-evity the other will
 
be promoted to Zonal Chief in Llica.
 

..//
 



The Turco SFO deserves snecial attention. and com

ment here, because it hae the only handicraft
 

credit in the country, an" because it is to be
 

the site of a ne-, Zonal Office. In s:-ite of a
 

well throup'ht out credit nrnject actually develop
 

ed with, rather thnn for, the nembers, this SWO
 

is now behind in its credit payments Iue to roor
 

project supervision. Interestinc' a beneficial
 
side effect of the desinterest of the (now fired)
 

credit nqent, has been that the SFO president and 

the NCDS promotion a-,ent have learned to use the
 

accounting system- simplified for them. (see IV.4).
 

Currently the organization has to make a more
 
recover the value of mattresses
concerted effort to 

sold on credit (mere than US $ 2.000 and half 

their outstqndin;- COFOC credit ohli ;atiun). 

Recently a credit s'ent: just hired by the NCDs, 

has been assigned t,' Turco. Since this SFO will 

want another credit in June to take a-antaee of 
(al:laca,the semi-annual fair where netly sheared 

wool is sold, it is vitallyllama, and sheen) 

imnortant that this net and inexntirienced credit 
atent receive helV in the elabcration of the
 

?roject and its feasibility study so that it can
 
be considered in a timely manner by both the
 
Pleional and National Offices of the NCDS. Also,
 

since this SFO is hased on attemrts to convert l:cal
 

wool to handicraft products, and since a.v-roximate
 
ly 30% of the members are women, it is high time
 
that the Zonal Wmen's Srecialist mahe Turco her 
center of activities- unfortunately she has not
 
yet visited Turco in the four months she has been
 
with the Challapata office.
 

Finally, the SFO faces problems in this, the last
 
phase of its current credit project, the prepa
 
ration of alpaca fabrica to be sold to those who
 

would make men's suits out of them. irst, ac

cordicg to the calculations ,sade when designin 
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the 	project, this ,)hase is nrofitable only if
 
machines are used to s-pin the wool and if the NCDS 
expert in handicrafts hel:'s supervise the nroject.
Both conditions en not now hol. Further, the 
?oor initial project su'ervision alluded to earlier 
has meant that the SFO does not now have the 
qualntity of wool necessary to produce the amount 
of fabric progrnmmed. This puts in some doubt 
their ability to pay off completely their credit 
.uch less show a nrofit atthe end of the project. 

RECOMMNDATIONS
 

1. 	The new Zonal Chief (formerly in Llica) should
 
establish better criteria for SFOslecton and
 
coon eevclooment ";rorarmino. 

2. 	The work of Carlos Leon should be evaluated.
 
3. 	The Zonal Chief especially, and th Regional

office, should su-nervise closely the new credit 
agent assigned to Turco. 

4. 	 The new credit agent in Turco should focus of 
the recuperation of drits t-, the coo-, thus 
"rovidino the means to normalize C"OFOC 
payments. 

5. 	The Advisor in Coos Credit, Mr. Juan Alvarez. 
together !7ith the "Oa;ional Project Analyst, 
should -o to Turco hefore the end of Anril to 
train the new credit av'ent there in the prena-
ration of feasibility studies. 

6. 	The Zonal Women's S;)ecialist should move to 
Turco as soon as -ossible. 

7. 	The assistance of the NCDS handicraft expert

frr Turco shoulV Ie requested by the Recional
 
Office as soon as nossible.
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. HI-1DICR2FTS
 

In spite of its ircrtance in the economic life of 

the Bnlivian rural families, hindicrafts have 

received little attention as a nrofitable economic 

activity within the CMOFOC 17CDS Dropram. For a
 

while, I tried to find '-uyers for Oruro handicrifts
 

in the US durina my vacation. I realized from
 

that exrerience that foreipn arketin, of Bolivian
 

handicrafts is not easily dnne for several reasons!
 

1. 	it talres time to establish contacts

2. 	very few buyers would ray even part in advance.
 

3. 	winter clothers (alnaca products) need to be
 

shown in Harch for the followinp'winter

4. 	the volumen of products necessary to break into
 

the forei,-n wholesale merkets requires a
 

considerable storag'e and waiting' capacity for
 

the 	SFOs involved, and
 
5. 	product quality and apearance, especially
 

evenness in the stretchiw, is very important.
 

The Turco SFO has decided to -roduce for the national
 

market fabric and mattresses precisely because
 

foreign marketing is difficult. Nevertheless, if
 

they could market their wool abroad in handicrafts
 

products, I believe the Turco SFO would be more
 

profitable than any other SFO or Intepral Coon.
 

RECOMMUMATIOS
 

1. 	Contacts should be established with international
 
non-profit organizations concerned with handi
craft marketing.
 

2. 	The YCDS handicraft expert should be better
 

utilized.
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V. TME !iO'HM' 'S 

."--!TIAL SITIIAC'IO.
 

The idea of women as members with equal status within formal 
SFOs was never an accented traditional idea. The women's 
specialists and promotion a-Ynt's ca:,acity to bel' rural women 
to ijarticiPate in these SPPS was deficient nartially because 
they did not know how and partially because they accepted an
 
isolated position in the villipes relative to the credit
 
agents. Finally the value of acce'ting women in formal
 
or-anizations was not clear to,the men.
 

PROGRESS ACHIEVED AND PROBLVIS TO BE ?ESOLVED 

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

In some SFOs, due to princi-ally to some excepri-nal efforts
 
by these field parsonnel, si-nificant number of members are
 
women. Unfortunately this is not wides-nread- the opposite,
 
ie. almost no ,roress,is the -eneral case. This seers to
 
be due toa lack of much coordination anonq male and female 
NCDS nersonnel at the zonal level and the inability of the
 
Regional TYomen's Srecialist to orpanize and supervise ef
fectively her -people. Rinally. there ir little interchange 
of exoeriences a.np,field personnel. 
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RCOMD MATIONS 

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 SFs as a part of
 

program and village evaluation.
 
4. 	Include as a routine women's group activity a3sistance at
 

the SFO meetinps.
 
5. Transfer the Regional Women's Specialist to a position not
 

involvinp supervisory duties.
 
6. Have bi-monthly meetings of Zonal Women's Specialists with
 

the Regional Women's Specialist and Coop Specialist.

7. 	 As a money making (or saving) project encourage wholesale 

purchase of consumer articles for immediate distribution.
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VI. SUMIMARY OF MR'COT1Mfl.DATIO7S 

I. COORDINATION WITH TIM! ADVISORY G7OUP 

1. 	 Hire the Re-ional Advisor for the Alti--lno as soon 
an 1 ossible andl make his bise Oruro. 

2. 	 Until this (1) is done. at least have a member of the 
Advisory Croup attend the monthly meetinp of the 
2egional Technical Council with the Zonal Chiefs. 

II. 29S.IST..4CE TO THM '1CD'I " )MI'iISTM1TIVE YlTTPRS 

1. 	 PT"1'14I. 

1. 	 Have monthly mocdgs rith Zonal Chiefs and the 
hrea~oned ',.e,-ional coo-: development team. 

2. 	Pave the Regional tea insist of compliance with
 
their racomrendations ane instructions.
 

3. 	 Have a member of the PIe-icnal team attend each 
monthly mretin- of each zonal office.
 

4. 	 Have the sut~ary anl ce-,nclusions of the zonal 
.monthly meetin's inclu(,.!, as a formal required 

nart of the monthly zonal re-ort to the Re:ional 
Office. 

5. 	 Have the flepional tear. srenO at least two days 
at the bercinnin. of each mcnth evaluatibg znnal 
reports and :)reparing their own monthly work nlan.
 

2. 	 RESTRUCTING AND DECENTRALIZING THE NCDS 

1. 	 Include Regional and Zonal re:lresentation in the 
fonmulation of propram guidelines and - rocedures. 

2. 	Hire and keep in the NCDS only qualified personnel.
 

../
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3. Have the 'e'ional office present shortly their 
coop develonnent yl-in for the rest of 1978. 

4. Improve the ties, anrd relations, between the 
Oruro llegicnal Chief an1 the National Ilead of the 
SFO Department. 

3. 	 INFOMIATION AND EVALUATION SYSTEMS 

1. 	 Develo-, at the naticnnl level a p)lannin, evaluation 
systen.

2. Ifrrrove the utility of villae socio-economic
 
studies for proc'ram execution.
 

3. 	Broaden the usa-e of the in.
-house Reionnil
 
inforimtion evaluation system to include the
 
totality of 
zonal and revional nctivities.
 

1. 	NCDS PERSONNEL 

A. 	Regardin? the coop accounting system
 

1. Adapt it to the nini-cooperatives (see text
 
for details).
 
Supervise the credit aqents more often and
 
closely. 

3. 	Train SFO leaders anr! members in its use and
 
utility.


4. 	Include in the Regional second quarter 78
 
work plans help in the nreparation of 1977
 
balances.
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B. 	Regarding other points
 

1. 	T- improve feasibility studies, start earlier
 
and involve 7eeional, nersonnel earlier.
 

2. 	To inprove tesmn work at the villace level. 
treat personnel as a team both in terms of 
worh and su-)ervision. 

3. 	Include the Pilla-i Trainin Pirector in the
 
formulation nf quarterly work plans.
 

2. 	 SMALL FAMERS AND THEIR ORC!VNIZATIONS 

1. Make formal trainino more functional for rural
 
Bolivil.
 

2. 	 Use the 'F3) Vir:ilance an! Crer'it Corittees to 
increase naml:er invnlvement. 

3. 	Finhasize in trainin.- eforts the 	benefits of
 
increisin mebers. 

4. 	Adap t SFn accountin -inl ad'inistraticn systmi 
to member c.-'ailities. 

5. 	Increase inter SFO contacts.
 

HE 	COOrPMATIV E LO P-C-IM. 

1. 	INTE.-INSTIJTIONAL CT)I[ATI1 1'TA^.1 
 THE REGIONAL 
CR016.C C,"EDIT CO0flITTEE/ 

1. 	 T-ked a short co,-rse at the reszional level to 
orient and inf:rm IBTA personnel. 

2. 	Try to include in the state's Coordinated Rural 
Development Plan the develo:nment of Integral 
Coops. 

3. 	Present monthly evaluative reports to these
 
institutions.
 

4. 	Formally .resent the .erional quarterly coop

development work nlan to these institutions.
 



5. 	Try to include renresentatives of these institutions
 
on fie ld trins each quarter. 

6. 	Try rK5 involve INALCI more in the actual reso 
1utf~n of SFO bookkeein-. problems. 

7. 	 Ro'd an information..orientation meetin, with 
eich new representative of the State Bank. 

2. 	 CREDIT RULES AND REGULATIONS 

1. 	Have th Petional Offices evaluate the CROFN"
 
rules.
 

2. 	Present the C"ROFOC rules and rroT)osed anenimer.tc 
to the National Technical Council with Pegional 
Chiefs for their consideration.
 

3. 	Continue to insist on field compliance with the 
CP/'FCC rules ane re-gulations. 

3. THER FORMS 

1. 	 Continueusinc- sinPlified acco,irin' forns for 
mini-coons. 

2. 	Establish an official source to nrovide accounting:
 
forms to SPns within the Pegicnal O'f ice. 

3. Set at the national level criteria 3nd procedures
 
for 	rrogr=m evaluation. 

4. 	 Base supevisory and evaluation activities an
 
feasible cot.,slrisons of ,oals clearly stated
 
beforehand and the-corresrondinr, real-world
 
situation.
 

5. 	Improve the abilities of Reg7ional personnel to
 
use 	periodic evaluation forms. 

http:anenimer.tc
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4. THE SYSTEM
 

A. 	Pecomended nrocedure for SF project elaboration
 

A. 	 Have the credit arrent flesh out with SF? 
leaders Irojects rre selected 1y members, 
to take nlace it leist two months before
 
project implement-tion. 

B. 	 Have the T:erional Te- meet iith the credit 
aaent and SF leaders in the community to 
check crop budgets, recornmended innuts, and 
compliance with Cn.FOC rules.
 

C. 	Present the cemonents -:reliminarily ac
centable tn a me~etin- of the SF for members 
revision. 

P. 	 Memers should apply for credit accordin
to their individual needs.
 

E. 	The credit aaent 7,remares, 7referably with 
the SY1 leaders, the project for *-resentation 
one 	month prior to the first planned dis 
!,ursement.
 

5. 	 ZONAL OFFICES 

1. 	 Patacnaya 

A. Inclu'e Quelcata (now in Challapata Zone)
 
in the Patacamttyn Zone. 

P. 	 Include in the zonal con. develoDment rro~ram 
inter SF0 activities and eventual SF 
inteoration. 

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

A. 	Look for and develop more profitable nrojects
 
for the Flo:ida -based SFn
 

B. 	Evaluate completely after three nonths the
 
work of the new zonal chief.
 

C. 	Have the Regional Iffice "nrovidemore frequent 
technical assistance and supoort to the 
LlicA office. 

3. 	Uncia
 

A. 	Improve the 'team comxnonent of the zonal 
.r-rk effort. 

B. 	Transfer the credit agent now in Cala-Cala
 
to Banduriri.
 

C. 	Mlake a concerted effort to expand the com 
munitv base of the Cala.Cala vrour.
 

T). Assign a third credit ac-ent to Uncia.
 

4. 	Challanata 

A. 	The new zonal chief should set more clear
 
and effective cquilelines for SFO selection
 
and program implementation.
 

B. 	 Evaluate the wnrk of Carlos Let-n. 
C. 	Provide close and frequent suptport to the
 

new credit at~ent assioned to Turco.
 
D. 	Focus the Turco SFM's efforts on recuperation
 

of debts owed it.
 

E. 	Have the Ccoop Credt Advisor, to-ether with
 
the Regional Project Analyst, help the new
 
credit agent in the nreparation of the new
 
credit project for June 1979.
 

F. 	Have the Zonal Women's Secialist start
 
workinp in Turco as soon as possible.
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G. 
Have the National handicraft exnert go to
 
Turco as soon as possihle.
 

6. RumICnAFTS
 

1. ',Lke contacts with non )r.Dfit internaticnal 
handicraft mirketinr orqanizations.

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

V. THE T,.O7QN S 

1. 	Improve the team" nature of zonal and 
re ional work.

2. 	 Focus on money-nakin.: (or 	s-vinp) nroiacts fror all 

women;s roups.

3. 	Include 7rogress in women's activities as a Tart
 

of overall SF 
 ane 	coon develonment evaluation.
 
4. 	Make a routine womenbs oroun activity attendance
 

at SFO meetinps.

5. 	Transfer the "eqional Wcven s Specialist tn a 

oesition not involvin- suTpervisory responsabilities.

6. 17ave bimonthly meetings of 7onal Women's Snecialists
 

with the Pegional Women's Srecialist an,] Co- Special
ist. 

7. 	Irlement, as a money nakinf- (or savin?) -roject
wholesale !)urchisin; of constrr.ticn goods for 
inniediate distribution. 

: NA/DAI BB-ibc
 


