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I. 	INTRODUCTION
 

This is the second Annual Report prepayr the RRNA/DAI Advisory Group
'by 


pursuant toContract GOD/AID-511-97 be )n the Servicio Nacional de De
sarrollo de la Comunidad (SNDC) and Robert R. Nathan Associates, Inc.
 
(RRNA). It suiarizes the activities of the Group from May 15, 1977 
to
 
May 	15, 1978.
 

iI. METHODOLOGY P
MWM
 

The 	methodology employed by the Adviser Group during its second year has
 
stressed the following elements:
 

1) Coordination between the SNDC and other institutions, jd within the 
SNDC itselfz and integration of the assistance offerad by the Advi 
sory Group. It was recognized at the outset that CROFOC would not 
succeed without coordination between SNDC, Banco del Estado, INALCO 
and IBTA- between thevarious Departments in the SNDC National Office, 
between the National Office and the Regional Offices- between these 
and the Zonal Offices- and between the Zonal Offices and the Campesi
no Organizations. This need has been consitently emphasized in the 
Group's comunications with the SNDC. As an effort to help the SNDC 
in this regard, the aroup has had nMerous coordinatinR and integrat
ing meetings of its own - with frequent anI salutary involvement of
 
key SNDC staff members.
 

2) 	Respect for the SNDC's recently-implemented descentralization. When
ever appropriate during the year the Group has encouraged National
 
Office personnel. to involve Regional and Zonal Offices in the Droces
ses 	that lead to important decisions. The Croup's own heavy reliance
 
upon its Regional Advisers has served as asdel in this respect.
 

3) 	Sensitivity to the fact that the CROFOC Program reDresents the SNDC's
 
first experience in projects which require repayment by comunities of
 
the financial assistance provided. The changeover from a grant-pro 
viding comunity development agency to an organization involved in
 
large part in the provision of a revolving loan fund is not easy. The
 
CROFOC Proqram requires far more stringent monitoring and evaluation
 
than the community development activities previously undertaken by
 
the SNDC.
 

4) 	Flecibility in the use of the Group's resources, according to SNPC
 
priority needs at the time. 
During this second year, the highest SNDC
 
priority has been the initiation of the Integral Cooperatives, the
 
Group's resources have correspondingly been channelled in those direc
tions.
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5) 	Technical assistance to SNDC through working as a team 
with the
Group's SNDC and INALCO counterparts. The Counterpart-team approach
has maximized the opportunity 
for informal transfer of knowledge and
skill between the Group and SNMC, and has guaranteed coordination
 
between the two.
 

6) 	Involvement of RRNA/DAI/ACDI technicians as advisors, not as executives. 
By serving 9s catalysis, and by providing technical and moral
support to its counterparts, the Group has imparted its knowledge and
support to the SNDC and INALCO, without jeopardizing the role of
those institutions as decision-makers and implementers of those deci-sions. 
This is especially important to the long-range goal of strength
ening SNDC's and INALCO's institutional capability.
 

7) 	Documentation of recommendations. 
Infrequent written communications with
SNDC counternarts (including the SNDC Director), as well as 
in 0uar terly Reports presented to the SNDC ans USAID, the Grouto has documented
its analysis of existing problems and its recommendations for dealinR
 
with thm.
 

8) The need for evaluation and constructive criticism of the Group's work.
In an effort to tet 'feedback' on how the SNDC views the Group's per 
-formance - and to demonstrate to the SNDC the benefits that accrued
from an atmosphere that promotes such criticism 
--the Group has re quested ind received SNDC evaluation of its work. 

III. ACCO LISIDtENTS, PROBLEMS AND SUGGESTIONS
 

CROFOC PROGPAJ
 

1. 	InLegral Cooperatives
 

Goal Established in Joint Work Plan-
 Three Integral Cooperatives

with a total rienbershin of 1500.
 

By far the orincinal emphasis in this second year of technical assistance has been on the development of Integral Cooperatives. As of the
middle of the renortin  year (T)ec. 1977) two Int-2grals, Cochabamba

Ltda. and Tahuantinsuyo Ltda., were fully functionine* by the end of
the 	reportinR year their total membership was anproximately 1500.
They both showed a net nro fit 
as of Dec. 31, 1977, after only a few
months of operation. 
In assisting in this development, the Group's

Activities were focused on the following as!ccts

a) 	planning of the use of SNDC and Pdvisory Group resources in the
 
cooperative's dvelopment.
 

b) 	promotion of the idea of an Integril Coonerative among potential

members
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c) 	development of draft by-laws and internal regulations for use by

the Cooperatives;
 

d) 	establishing the Organizing-Committee, and subsequently, the Ad 
-
ministration, Credit and Training Committees and providing the
 
necessary training for Committee members'
 

e) setting up. providing training in, the Cooperative's accounting
 
system:


f) assisting the fledgling organizations in developing applications

for CROFOC credit, including tLe necessary Feasibility Studies,

and 	the all-important decisions as to what inputs to use

g) 	stressing the neud for adequate agricultural technical practices

on the part of members, through use of "packages of practices",

demonstration plots, etc.,
 

h)" 	Encouraging the involvement of other government and private agen
cies in all of the above activities.
 

Especially noteworthy have been the efforts of the Tahuantinsuyo and

Cochabamba Advisers to provide capitalization for their cooperatives

through such economically-sound mechanism as direct importation of
fertilizer, and obtaining distributorships for insecticides, bottled
 gas, kerosene,cement, etc. 
These activities should provide the
Tahuantinsuvo Cooperative with a margin of almost $ 150,000 this year.
 

Also of tremendous importance for the Tohbuantinsuyo Cooperative hav?
been the information and contacts provided by the Adviser there that
will eventually enable members to divarsifytheir production, making
them more efficient and less vulnerable to climatic and market vagaries.
 

The 	Joint 'lork Plan called for the establishment of 3 Integral Cooneratives, the third being in Los Yuneas. 
The RRNA/DAI Regional Adviser in La Faz spent many weeks on this acti,,ity, ilong with his SNDC
counterparts. Unfortunately, the project has not borne fruit, due to
 
the fact that

a) 	the existing Cooperative Central in the Area is bankrupt, has
outstanding debts to the Banco Agricol-. 
and 	has lost the confi-
dence of its niber cooperatives- and
 

b) 
the SNDC and INALCO have not developed a strategy to deal with

this difficult situation, although the decision is apparently

still to develop an Integral Cooperative in the area.
 

The 	Advisory Group is now heavily involved in the selection of new
 areas for Integral Cooperatives, having particip~ted in each of 
 the
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four Study teams formed for tis purpose in April, and the four
 
follow-up teams established in May.
 

The Minister of Agriculture has ordered that two new Integrals be

inaugurated by July 24. 
 If this instruction had come in January,

rather than April, it would have been entirely feasible. It must
 
be remembered that the steps listed at the beginning of this sec
tion for the development of Integral Cooperatives are very time
consuming. 
During most of list yecar the SNDCmade the mistake of
dragging its feet on th2 Tahuantinsuyo Cooperative development, then
 
rushing at 
the last minute to meet an arbitrarily - established inaugu
ration date (November). This proved very damaging to the new Coope
rative. Circumstances are developing to provida a repeat of that un
fortunate 
experience in the cnse of the two new Cooperatives to be
formed by July 24. 
 The SNDC and USAID must do everything possible to
avoid these situations through better and earlier planning.
 

There is a current dangar that domestic and/or international politi 
cal considerations will determine the location of the two new Integral

Cooperatives to be forned: 
the SNDC and USAID should resist these
 
pressures to the utmost.
 

2. Mini-Cooperatives
 

Goal established in Joint Work Plan: 
 Assist in the development of

approximataly 60 Agricv'.cural Cooperatives (total membership, approx
imately 1900).
 

During the year in question the SNDC granted CROFOC Credit to 33 agri
cultural mini-cooperatives. with a total membership of approximately

1200. In addition, the SHDC and the Advisory Group continued to work
 
with appro:imately 21 other organizations (with a total membership of

approximately 700) thit received credit the first CROFOC year 
 and
 
were still paying it off.
 

The Group's nctivities in this regard consisted primarily of assisting

these Cooperatives with their administration (especially accounting)

and in devepuing their applications for CROFOC credit. the
However,

Group's - and SNDC's 
--resources are not sufficient to solve the ad 
ministrative and t'-hnicil problems of all these cooperatives. There
fore, the objecti. if this activity must be to develop the mini
cooperatives so that they may eventually form part of Integral Coope
ratives.
 

What is lacking, however, are 
the criteria to determine which groups

and areas have the potential to become Integral Cooperatives.
 



Since SNDC staff rqsources are limited, the above-mentioned criteria
must be established , to avoid technic~ine working with organiations
in areas 
that will not in the long run form part of Integral Cooperativew. 
 The development of these criterin should tnke highest priority.
 

3. CROFOC Program Management
 

Due in part to the efforts of the Advisory Team, CROFC program m',-gempt has improved. 
At the National level, the Team proposed, and
the SNDC accepted, a system whereby the Funds' 
"cash-flow" situation
canbe readily ascertained. 
 The SNDC has also implemented the Tcim'S
proposal for an improved accounting.-statistical system for the ?urnd.
Other proposals by the Team - such as that to establish :1Marketing
Information Service, presented to 
th SNDC in August, 1977-still hawlv
not boan implemoented. At the Rteginail lcvzl, the Group his played rleading role in carrying out evalurtions of the results of the CROFOCprogram. 
These evaluations must be done periodically and at the 'Ntional, as weli as th, Regional levels. E3pecially to be isrecommendedcnevaluation of exactly why some loini wer. 
not paid off on schedule.
 

A problem at the Regional and Zonal level continues to be the relativo
lack of mobility of S.DC technicians- they are still not visiting thefield with sufficient frequency. (For a more dctailed discussion of
this subject, ind of Technical Asistance problems in general, 
 see
the Group's First Annual Report).
 

B. SNDC Adinistration 

1. Commuications
 

Internti communications have improved. -klthouvh still dIeficient inmany aspects. Due in parti prodding from tho Advisory Group,
more frequent, mc-etings between the National Chief of Operations,on thc one hand, and Department Chiefs. Pegional Chiefs and Zon'ilChiefs, on the other hand, 
are achcluled, due to his key position,
the National Chivf of Opcrrtions must attend these meetings without fail. Minutes of the Conse-o Tcnico mc,tings are now typed -nddistributed, but the decisions taken are 
still not clear enough,
nor are the designntions of persons res!onsible and time-limits.(The Grour also drew up cormunicaticns guidelines for the Trainin. 
Department). 

Examples of problems remaining are the following: 

1) Many meetings in the National Office take place in an atmos -plure of extreme reticence, with subordinates 'beingafraid to
speak up to their superiors. Meetingsshould be conducted in
 



a manner calculated to promote, not discourage discussion.
The Advisory Group would welcome the opportunity to assist
 
SNDC on this problem.
 

2) Inter-personal relations in the National Office, alhough superficially good, are often undermined by the tendency of 
some
to spread malicious rumors about thcir colleagues. 
To overcome this problem, the Group recommends more meetings of key
personnel in "'retreat-type' settings, where, through candidoften personal-discussions, mutual trust and respect can be
 
established.
 

2. Internal and External Coordination
 

Coordination within the SNDC continues to be a problem. 
For
example, one of the factors impeding the development of the coffee
cooperativw 
in Los Yungas was that for several months early in 1973
the National Office waited for the La Paz Regional Office to take
the initiative, whereas the latter felt it had been instructed
(at aast implicitly) to do nothing on the matter for the time being.
Coordination between the National Office and other 
Regional

Office is 
no better.
 

Within Lhe National Office improvement is also necessary. 
From
the poiat of ',iew of CROFOC. the key Department of the SNDC 
 is
the Department of Campesino Organizations. 
 For the program to be
effective, this Department must coordinate its work closely with
the Departments of Training and Promotion, and Rural Infrastructure.
This coordination is not occurring. 
 It is recommended that weekly
meetings between these Departments be held.
 

Periodic Work Plans at all levels of the SNDC would help. 
If
developed jointly between Departments, thesa would meximize the
efficient use of shared resources (eg. vehicles) and minimize the
possibilities of duplication. 
The Work Plans developed jointly by
the RRNA/DAI Team and its counterparts have been helpful in this
 
respect.
 

External coordination continues weak. 
The SNDC National Office
has the attitude that its sister agencies are not effective and
that, consequently, it must work alonc. 
 W en the Advisory Group
attempted to promote in-service training courses for SNDC personnel in 1) Administration, and 2) Agricultural Practiceswith the
Public Administration Institute (ISAP) and the Consortium for
International Development (with IETA), respectively, one of the
most predominant reactions in the National Office was that the
SNDC did not need the help of these other institutions.
unfortunate This
attitude is not so strong at the Regional and Zonal
levels, where personal relationships between technicians of different agencies often lead to good work coordination. 
 In both
 



-7-


Cochabamba and the Pampas de Lequezana, the RRNA/DAI Advisorl
 
have been instrumentrl in involving agencies like INTA in the
 
development of the Integral Cooperatives, to the definite advantage

of the Cooperatives.
 

3. 	Other SNDC Administrative Natters
 

The 	SNDC administration is improving, but many problems remain.
 
The 	Advisory Group provided a Short-Term Specialist in Administra-"
 
tion to recommend modifications in the Berthin Manuals. 
Unfortu
nately, his recommendations of October, 1977 have not yet been
 
implemented. The Group also recommended some changes in the

SNDC's system of accounting for CROFOC, which changes are in the
 
process of being implemented.
 

Old 	problems - mentioned in more depth in the Group's Quarterly

Reports - continue to plague the SNDC:
 

a) 	the fact that the Treasury generally provide only 3 quarters

of funding for 4 quarters of activitiest and that the first
 
quarter's funds invariably arrive 3-5 months latel
 

b) 	the lack of adequate transportation for technicians at all
 
levels; it now appears that the new vehicles will be avwdable

in June, a full two years after the ordering process bugan;
 

c) 
the 	tendency on thepart of National Office decision-makers to

take personnel decisions in an arbitrary manner, without
 
adequately consulting intermediate - level supervisors, esp'
cially Regional Chiefs, to whom the SNDCs Personnel Manual
 
gives the responsibility for personnel docisions in their
 
Regions- and
 

d) deficiencies in the art of supervision in the SNDC; training

is needed in such supervisory skills as goal-setting, syste-
matic and periodic follow-up on established goals, positive

reinforcement for subordinates when qarranted, etc.
 

A new potential problem  created by current political circumstances.
 
is the danrer of SNDC vehicles, per diem'n 
funds plus other resources

being diverted to political purposes. Since USAID is providing so
much support for the SNDC, it should insist to the GOB that these
 
diversions not take place.
 

The 	new USAID loan for Rural Infrastructure will create many new

problems for the SNDC. 
 In the first place, it was planned for
 
approximately $ 10 million, buta the last minute  apparently
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because of international political considerations - it was increased 	to $ 15 million, with no change in the planning. The SNDC top
staff is simply too .hin 
to be able to handle adequately all the

problems attendant to 
a program of that magnitude, coming, as it
does so soon, 
on 	top of the CROFOC and German Irrigation Programs.
As 	a minimum first step 
o deal with this, a competent Deputy for

the National Chid of Operations should be hired.
 

The 	Department of Training ani Promotion, with the significant help
of 	the RRNA Rurlil Promotion Advisor, has recently made great strides
in planning the future use of the SNDC's promotors, and in training
them, to meet the demands of the new loan. 
This activity should now
be 	strengthened with systematic follow-up on th, courses of ered.
 

The Advisory Group also suggests the following steps in preparation
 
for the new lonn:
 

a) 	that the Advisory Group's proposed Global Operations System presented in September, 1977, but never adequately considered
 
by the Consejo Thcnico --
be 	resurrected -nd implemented, in
whole 
 or 	in part, as a part of the new Rural Infrastructure
 
Program: and
 

b) 	that USAID disbursements be tied to equipment arrivals, to
avoid the situation in CROFOC, where the equipment is arriving
 
two years after the program's start,
 

C. 	Training and Promotion
 

Goal established in Joint Work Plani 
 22 	in-service training courses
benefitting 522 employees: and 50 courses for campesino leaders, bene
fitting approximately 8500 people.
 

During the period in question, 18 in-.service training 
courses and 21
campesino leader courses were held, affecting 631 and 1310 persons

respectively.
 

The 	Advisory Group participated actively in the following courses:
 

1) 	Feasibility Study Preparation.
 

2) Cooperative Accounting (2 courses), for which a comprehensive
 
manual was prepared.
 

3) Aouinistrative Seminar.
 

4) 
Four courses for Women's Program personnel.
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5) 
Courses for GAB leaders in both Cochabamba and Tahuantinsuyo.
 

6) 	Cooperative Auditting.
 

7) 	Four courses for promotors, both male and female.
 

All of these courses require follow--up. Especially critical is the
 
follow-up to the Feasibility Study and Cooperative Accounting courses.
 
Before this is attempted, however, the criteria for selecting possible

future Integral Cooperative areas should be defined (See Section III.
 
A.2. of this report).
 

Hany additional courses are required:
 

1) 	Audio-visual aides and non-formal education, for Training Center
 
personnel.
 

2) 	Refresher coursesorn agricultural technical packages, for Regional
 
and Zonal personnel.
 

3) 	Cooperative Development, for Regional and Zonal personnel where it
 
is anticipated that Integral Cooperatives will be formed.
 

4) 	Administrative theory and practice, perh~aps with the help of ISAP,
 
for SNDC administrators.
 

The 	Advisory Group offers 
its 	help on all of these courses.
 
Other long-standing training problems, mentioned in earlier reports of
 
the Group, are as follows:
 

1) The need for personnel changes in the Training Department and in thz
 
Training Centers, to obtain people with experic.nce more relevant
 
to the CROFOC Program.
 

2) 	The need for better utilization of the existing Training Centers
 
before new ones 
(for example, Saavedra and Challapata) are formed.
 

3) 	The need to develop a training evaluation system, perhaps using
 
some aspects of the Michigan State proposal as a base: and
 

4) 	The need to complete the revisions of the campesino leader training

curriculum proposed by the Advisory Group in 2arly 1977.
 

On the positive side, largely through the efforts of the RRNA Rural
 
Promotion Adviser, the Rural Promotion Program has achieved a much
 
clearer definition. 
Through Work Plans, Work Manuals, and Technical
 
Bulletins - and a comprehensive program evaluation  the Program now
 
has a focus, and its personnel know what is expected of them and, by
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and large, have the tools to meet their expectations.
 

D. INALCO
 

The INALCO Adviser has continued to work closely with the INALCO
 
Director as his counterpart, helping him with such difficult probloms
 
as relationships with the Cooperative Federations, etc. 
 In addition,

he continued training 
 INALCO's auditors (through courses, on - the
 
job training in tho office, and field visits) in the auditting syst,:in

which he devcloped and which INALCO accepted. Ile helped both the
 
Administrative and the Cooperative Auditting Short-Term Specialists

in their activities while in Bolivia. 
Most recently he has provided

accounting assistance to SNDC technicians in the La Paz Region.
 

The SNDC - INALCO apreement of August 1976 (0 condition precedent
 
to the AID CROFOC bon) cnlls for INALCO to provide administrative,
 
accounting and auditting assistance to CROFOC cooperatives. None of
 
this is happening. If the condition preced:-nt was meant as anything

other than a 'paper exercise", USAID (as w:l]. as the SNDC) should 
bring pressure to bear for INALCO to comply with those corr.itments. 

Another INALCO-Dlanned activity which is not being carried out due to
 
budgetary limitations is the coopcrative census. 
 The general low
 
level Of activity atsINALCO has made it impossible for the RRNA Adviser
 
to fulfill this and 
some csher aspects of his Job D-2scription.
 

E. RRNA/DAI ADMINISTRATION
 

Goals establishd in Joint Work Plan- 12 Long-Term Advisers and 3 
Short-Term Advisers.
 

Since early February, 1978, the Group has had 12 Long-Term Advisors
 
on board. 
 During the period in question 4 Short-Term Advisors have
 
been provided in Marketing, Administration, Cooperative Auditting,
 
and Coffee Production.
 

Washington bickstopping was provided by 1) a visit to the project Ly

the firm's founder and President, Robert R. Nathan. 2) tyo visits to
 
the project by the firm's Vice-President. Robert it.Johnson: and 3)
 
numerous substantive commentaries by the firm's personnel in
 
Washington regarding the evolution of the project in Bolivia.
 

All too much time was spent in the past year on drafting, negotiating

and processing 2 contract amendments required to add additional fundin
to the technical assistance contract. 
 In the future these funding in
crements will be hardled - % they should have been in the past - by an 
exchange of letters. 

Another time - consuming activity of questionable value has been report
 
- writing -- trip reports, quarterly reportn, meeting reports, etc.
 



These reports are potentially valuablc sources of information to
 
SNDC and USAID. However, judging by the amount of "feedback" and/or

action that results from tham, they apparently rc,:eive little conside
ration by these entities. It is recommended that after each Quarterly

Report and Group Meeting Report the SNDC and USAID meet with the
 
Chief of Party to discuss the recommendations contained therein.
 

The Group has continued to hold internal coordinating meetings 
frequently with the salutary participation of SNYDC counterparts.
 
Because the need in the second year was not so great, these metings
 
have been less frequent than the first year.
 

At the urging of the Group itself, SNDC and ITSAID carried out a formal, 
joint evaluation of the Group's work during th,: period in question. 

The administrative team in the RRNA/DAI La Paz Office has improved
 
markedly. The Administrative Assistant, Customs Assistant, two s 
-
cretari3s. messenger and driver are all performing their duties ef 
ficiently. The same is true of the 4 secretaries in the Regional
 
Offices.
 

Vehicles are still a problem. The Central Office vehicle spends almost
 
50% of its time in the repair shop. Despite clear wording in the SNDC-

RRNA contract to the contrary, the Oruro ind La Paz R12ionil Advisors
 
were effectively not provided with vehicles: the Cochabamba and Sucre
 
Advisors were Dartiallxvrovided vehicles. .If the projec is to e its
 
money-worth tr m the Advisorv 'roup. tnis situation must te remedies.
 
Finally, priority must be given to filling the following three vacan
cies:
 

1) Chief of Party.
 

2) Regional Adviser, Oruro-Sucre.
 

3) Integral Cooperative Advisor, Tahuantinsuyo.
 

RAG-CS
 


