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1.

Pedro Pfrez Gabino

Cooperative Training Advisor

Report Period - May, 1976 - April 30, 1978

Introduction

This report rcpresents the activities of the Cooperative Training Advisor
which reflects the achicvements in its specific functions within the Pro-
motion and Training Department, in addition to the activities realized
within the global program of the National Community Development Service.

Accomp’ishments

On arrival to the country on May 15, 1976 we found that there werc only
four months to implement CROFOC's Project and to initiate disbursements
to the Rural Organizativis which would be selected as beneficiaries. The
project was barely initiated as regards organization, regulations, amd
all documents required for its implementation. Moreover, in my opinion
the project's design was not feasitle for several reasons which will be
specified further on. Due to the effort mentioned, the Chief of the
Advisory Group and I, with the approval of SNDC decided that all our
offorts in the first stage of the program should be directed to offer the
necessary technical assistance to put CROFOC's Project in operation,
leaving in second level my work ac Cooperative Training Advisor.

A. PLANNING AND CROFOC'S IMPLEMENTATION

My efforts and technical assistznce were priacipally directed to the
following activities:

1) Draw up CROFOC's Credit Regulations;

2) Design and preparation of bookkeeping and control formats of
CROFOC activities;

3) Design and preparation of CROFOC's legal documents such as contract
drafts, notes, and other documents;

4) Design and preparation of basic bookkeeping and control formats
to be realized by rural cooperative and organizations recipients
of CROFOC’s credit system:

5) Teach the key personncl of SND('s Central Office and the Advisory
Group the way to use the bookkeeping formats to be utilized by
rural cooperatives and organizations rccipients of credit under
CROFOC's program. In addition I offered to teach the technical
personnel of SNDC Regional and Central Offices how to use tne pre-
pared bookkeeping and legal documents;
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§) Preparation of the bookkecping Manual for Agr1cultural Cooperatives
and the realization of qualifying courses for SHDC's technical
personnel on the implementation of same at CROFOC's cooperative
credit recipients level. Approximately 80 SNDC technicians par -
ticipated in the two qualifying coursas;

7) Preparation of the credit ruling draft for cooperatives and for
CROFNZ, tne latter a revision of the original.

REVISTON OF COOPERATIVES DEVELOPHENT POLICY CONTAINED IN THE GENEPAL
ACTIVITIES PLAN

After analvzing SNDC's General Activities Plan, I arrived to the con-
clusion that same was not feasible from an economic point of view
it had technical faults in the field of cooperatives dovelopment. 1
submitted the corresronding reasons and began a convincing campaing
within the 5S8DC and USAID's udvisors to revise the pollcy and make
tho nocessary changes. Also I promoted a three-day seminary with
personnel of the Service, USAID, and INALCO and the Advisory Group
in vaich the different alternatives were analyzed, establishing a
favorable oninion to introduce the necessary changes. Together with
USAID's RPural Davelopment Advisor, we plannad two trips of teaching
and study of the cooperative movement in some countries of Central and
South America, which contributed to the changes that later on were
introducad in the project's cooperative development policy. Nearly
similtaneously I attended to 2 two-weck seminary on cooperative deve-
lopment for the SNDC's principal officers. Later on, most of SNDC's
of ficers who attended the aforementioned activities took part in a
iaboratory work in vwhich it was discussed and changed the cocperatives
develonment policy, modifying the established General Activity Plan.
Vith my substantial and decisive participation, it was determined that
SMNC chould promote the organization and development of large basis
Cooperatives with a variety of services so that they may attain their
auto-financing in a relatively short period.

Then T prevared drafts of standard rules, administrative policy and
documents describing the new policy on cooperative development. All
this material helped to initiate the Integral Cooperatlves organization.
Besides, on basis of these documents I participated in several meet-
irge arplaining same to SNDC and INALCO personnel. I participated
actively wich SHDC Officers to explain and e=liminata all doubts and
differences of opinion which INALCO Officers had regarding Integral
Cooperatives,

Once it was decided the organization of the first three pilot Integral
Cooperatives, feasibility studies were realized and I had the oppor -
tunity of participating in the analysis and discussion of the studies
and to prunose my remarks and recommendations in this connection.
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SNDC AND COOPERATIVES BOOKKEEPING

The mini-cooperatives participating in CROFOC credits had no bookkeep-
ing records to reflect their operations. To amend this condition I
designed and prepared the corrxesponding formats which served to keep
the accounting operations in arder and vhich they also served as a
proof before proceeding to the preparation of the Rural Cooperatives
Bookkeering Manual which then I designed and drafted. I trivelled

to two Regional Cffices to zive a three day seminary in which the

SNDC Regicnal and Zonal Offices personnel were trained and directed

on the aforementioned formats. It was supposed that these officers
h..d a basical knowledge un bookkeeping matters, however I noticed

that this was the first time in their lives that they worked with
bookkeeping. For this reason I promoted the realization of two book-
keeping coursec of three weeks each one, which were realized with the
participation of approximately 80 SNDC's technicians. Mini-Coopera -
tives personnel were not included since they did not have paid person-
nel who may do this kind of work.

I also participated in the revision of the bookkeeping system which
SNDC had regarding CROFOC and their additional operations. After
several visits to some Zonal Offices and to the four Regional Offices
I gave the necessary rccommendations to improve said system.

TRAINING

In another section of this report I mentioned that I could not work

as Training Advisor in the way stipulated by contract and my functions
description: this 0.K.'d by USAID znd SHDC's approval. The lack

of an advisor in the organization, development, administration, and

rural cooperative credit field, and having these aspects priority

with SNDC, forced me to cover said activity fields, taking SNDC ad -
vantage of my experience and preparation in said upecificatioms. 90%
of my time was dedicated to this kind of work and only 10% to my con~-
tractual duties. Another factor which contributed to my not partici-
pating in training activities was the lack of economic support and the
importance which SNDC Officers gave to these activities.

Not withstanding said reasons, I participated in several training
activities. In short, I attended the following activities and ope -
rations:

1) I helped the Zromotion and Training Department in drafting the
annual activities plan, including the drafting of their corres -
ponding budgat.,

2) I participated in the preparation, and in some cases, in the im-
plementaiion of 131 training courses which took place during the



3)

4)

5)

6)

7)

8)

9)
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project's first year: princiﬁélgy in those which were given to
SNDC personnel: likewise I paxticipated in most of the activities
realized during the project’s second year. 1 participated direct-
ly in several training courses given at level of Base Associated
Group of Integral Cooperatives.

I tried to help expedite the equipment purchase system of the
Training and Promotion Department to be acquired with fuands of
loan 955, but my participation was usaless. USAID's and the Boli-
vian Government's belabored purciasing.system vere the negative
factors to thwart my efforts in this connect ion. During the pe -
riod of my stay in the program (2 years) only part of the required
list was obtained, .
I submitted a proposal to change the curriculum which was being
used at different levels of the rural trainine program. Most of

my proposal served 2c a basis to make the recent curriculum changes.

I participated in the revision and realization of the coordination
system of the promotion =2nd training work vhich this Department
realizes.

I prepared the draft of vicual materinl which is being used in the
promotion and organization of Integral Cooperatives.

I outlined the control and budget formats which are being used in
the implementation of the training activities, including settle -
ment of accounts,

I took spacial participation in the following training activities:

a. Coursc on orpganization, development, and administration of
Integral Cooperatives given to SNDC Zonal ond Regional toch -
nicians,

b. Course on Integral Cooperatives bookkeeping given to techni-
cians of SNDC Central, Zonal, and Ragional Offices.

c¢. Laboratory work on large base cooperatives and change of poli-
Cy on cooperdive development with the participation of SNDC
high leval officers.

d. Evaluation Sominary and Planification Round Table for SNDC
Promotion and Training Department porsonnel.

I preparad the contents of courses at levels I and II regarding
cooperatives organization and administration given to rural men.



10) I participated ir the planning and implementation of the training

11)

12)

course on administrative aspects of SNDC given to personmel of
SNDC adminitration department.

I participated in the mmeting which took place with USAID and
SNDC techniciane to organize thc SNDC scholarship Committee and
proposed the general outlines which sama should contain.

I participated actively in the preparation of the 1978 Operative
Plan of the Promotion and Training Department.

I may conclude that on terms of numbar of course, the Promotion
and Training Department superseded the planned achievement during
two years (1976-1977) but not in terms of funds as most of the
courses realized werc at community level and these do not require
large disbursements.

E. OTHER ACTIVITIES

1)

2)

3)

4)

3)

6)

I participated, in a special way, in the preapration of the docu-
ment "Recommendations for the Furtherance of Rural Cooperatives
and Judgement of Cooperative Function" which the Advisory Group

submitted to the National Service of Community Development in

December 1976 and which contributed as a3 basis and instruction for
the present development and functioning of Integral Cooperatives.

During the two years of my stay in the program. I replaced the
GroupChief in his absence ren11z1ng all the work peculiar to said
function.

1 part1c1pated in Regional and Central Credit Committee meectings
giving recommendations and remarks which were always acceptad by
gsame.

I attended to all Technical Council meetings, participating actual-
ly at Central, Regional, and Zonal levels, specially in the rural
cooperative and credit development field.

I accomplished, after several and constant efforts, to obtain a
larger support for the Promotion and Training Department from
SNDC's manager in relation to channeling of funds for training
activities.

~1 participated in the collection of information necessary for pre-
‘selection of a zone as possible organization of an integral Coop -
erative. On basis of the investigation and information collected,

we recommended to perform the social-economic study in the Tarija

Zone,



¥ethodoloey Used

The methodologv I used in the realization of my functions include the fol-
lowing principral elements:

1) I acted as Advisor in the majority of the cases and not as executor,
though in some activities I was asked to be more executive and that
my intervention may serve as an example to the Promotion and Training
Department personnel.

2) I nromoted the group and team work with my counterparts as wvell as wvith
the members of the Advisory fGroun. This facilitated the coordination
work,

1) I encourased the coordination hetween SNNC officers and other institu-~
tions which had sirned working contracts with the Service.

4) The oroblems and faults found in SMDC develonment activities, and
specially in the cooverative and trainine fields, I snecified in writ-
ine and with the necessary recommendations to solve them.

5) I encouraged the institution s high level officers and the rest of the
personnel to taka notice of thke renercussion whick may have the donations
or grants svstem in front of the self helop svstem developed by SNDC

in all its activities with the rural nonulation,

6) I cooperated in vhole and particinated in nll the fields of mv gpecial.-
ization and experience when it was necessary without waitine to be
asked to,

7) T promoted the Promotion and Trainina Department personncl to use the
auto-critic svstem so as to imorove the activities.

8) T cncouraged the use of periodical evaluations of the vork done so as
to look for a solution of the problems and be moro efficient.

8) With a high daerec of human relations T obtainod the improvement of the
vorking attitude and devotion to the Institution of the technical per-
sonnel of the Promotion and Training Department and of other SNDC do -
nartments.

Problems Found and “ccommended Solutions

Problem

(1) The Audio-visual ~quipment planned to be purchasad with loan funds has

has not yet hoen acquired, affectine the technical and mothodological good

work of the Department. This is larpely due to the purchasine svstem usnd

by USAIN and SNDC

Solution

To correct this situation, SNDC should ask USAID to establish an advance of
funds which should function as a retating fund. On realizing the eguipment
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purchase, the bills would be submitted to USAID br its reimbursement and
reolace the funds to its original amount.

Problen

(2) The number of suhects in trainine courses are too numerous. affecting
the degree of the narticipants understanding or absorption and the quality

of activity.

Solution

In the courses to be nroerammed in future, thes numboer of suhiects should
be limited using as 2 bagis the participints deerce of education, the
activity and methodology to be used.

Problem

(3) The asnect of administrative support of say the provisicn of funds by
the La Paz Administrative Office, is still dafficient. The fumds for the
courszs, in spite of having been requested in amnle time hafore the acti -
vity realization. are provided after the coursas sra initiated,

Solution

The solution may be improved if the Tunds, quartorly anpropriated: for
training activities, are remitted in its totnl ity to the corresponding
Regional Offices so that they may be apnlied according to the courses pro-
eress. Another possibility would be to establish a rotative fund which mav
be advanced by U'SAID and according to tha courscs' proeress they would be
reimbursed with Servicé’s funds.

Problem

(4) There is no specinlized personnel at leve! of ths Training Department
nor Training Centers in oriority subjects within the nresent Service's
activities program, viz.: Administration. cooner=tivism. Marketine - who
could narticipate in the operation of training courses.

Solution

This situation could be improved throuch the realization of a scholarship
program, abroad or locally, to train SNDC personnel on said subjects.

Also, the sclection of persommel for the vacancics which mav turn up should
be covered with speacialized personncl in the ~foremantioned subjacts.
Priority should be piven to this kind of activity so that in 3 two-year
period SNDC may have snsciaiized personnel in saveral subjects and not have
to ‘devend in foreign advisory.



Prob lem

(5) The selecction system of par ticipants for training courses is deficient
permitting a high grade of heterogeneity regarding aca'emic preparation and
experience level, affecting the courses' effectiveness.

Solution

A more adequate selection system should be studied to help solving said
problem and which at the same time would help to reduce the nusber of par-
ticipants to the courses. It should be emphasized in obtaining quality
in the training activities instead of quantity.

Prob lem

(6) There is no voluntary leaders team at community or cooperative level
duly trained who would assume training responsibilities at said levels.

Solution

This situation could be improved by estab lishing an adequate leaders selec-
tion system in the different coummunitizs and cooperatives, then put them
in an intensive and planned training program, establishing as far as pos-
sible specialization fields. These leaders should be given a special
identification and the ones surpassing in their activities should be encour-
aged with special prizes such as scholarships, study trips, and speciali-
zation diplomas, etc.

Problean

(7) The systen of following up the training activities is not the most
effective.

Solution

A follov up system should be established including, as part of the courscs
or activity, the establishment of specific purposas or projects to achieve,
once the activity is complcted and the participants rzturn to their corres—
ponding community or cooperative. A program of visis to the different
projects, cormunitiecs, and cooperatives should be prepared for officers of
the Training Centers and of the Promotion and Trainins Department so that
an adequate follow up could be given to the referred activities. Besides,
an encouraging systen could be established to reward the surpassing ones.

Problenm

(8) No training courses have been given to S.DC technicians regarding In-
tegral Cooperatives,



Solution

Ptibtity-nhoﬁl&'be giVen to training activities, in service, to this type
of subject. This should be cffected during the course of this first quarter
of 1978. SRR

Ptobian

(9) There is a lack of direction of the Promotion and Training Department
mesbers, at national level, on Informal Education techniques and systen.

Solution

Using the new Training Advisor's experience and preparation in this field,
a plan of activities during the whole year should be programmed where this
~‘'stbject may be developed. DMoreover, national technicians specialized in
the subject should be used, such as Professor Mrio Gzman to instruct in
this matter. The services of said professor could be engaged to partici-
pate in planning and development this kind of activity.

Problem

(10) The context of the training courses at different levels and programs
do not have ti? necessary number of subjects related to cooperative deve-
lopment and spocially to integral cooperatives in gpite of my having sub-
' mitted to the former Department Chief a scheme containing these sub jects.

_Sblution

~All the material in use should be r.vised as soon as possible to make the
corresponding changes and to incorporate a larger number of subjects on

. cooperativisn and specially on integral cooperatives, Also the different
Department Chiefs and other specialized technicians should be incorporated
to adapt technically the different subgcts and matters

Prob lem

(11) There are still deficiencies in the provision of 2dequate audio-visual
material to implement the promotion and training activities.

Solution

The need for said material should be established and planned as soon as
ppssible,_ahdvappoint»the corresponding technicians at Central Office level
as well as Training Centers to prepare the necessary matevial. Once said
work is received, a revisior. should be made to reproduce them in adequate
quantities.



Problem

(12) The training centers are still being multiphed without having the
corresponding necessary and adequate equipment. Likewise, the design and
construction of the centers are not functional (example: Totacoa's
Training Center). Mreover, the maintenance of sane is defficient.

Solution

To select one of the centers in operation and reconstruct same in an effi-
cient and functional form, furnishing same with all the necessary audio-
visual and other aquipment, furniture and all the other indispensable ser-
vices, 8o as to offer the training activities participants a minimum of
confort. This center would serve to develop the activities at national
level. To cover the necessities at local level each region would be fur~
nished with a mobile equipment with a minimum of materials and audio~visual
equipment. lMoreover, a rental item should be appropriated in the budget
for training and promotion so that in cases raquiring to realize activities
with boarding participants, premises could be rented to develop same.

PP G:CS



