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&E TICN I 
INTRODUCTION
 

This progress report covers the period fron Decerber 1979 through June 
1980, thus marking the canpletion of one year of effort under the Chanonics 

contract. The report period isextended over seven mnicaWs so that future semi

amal reports will correspond to the calendar year. 

At the beginning of the report period, the team consisted of three " g

tenn technicians: 

o i,.r. Robert Sparks, Technician in Organization and Methods 

o Mr. James Wi]" -non, Land Clearing Technician 
o Dr. Preston Pattie, Chief of Party and Technician in Sector Planning.
 

On February 2, 1980, Mr. Les Rios joined the tean to fill the position of 

Heavy Equgipent Maintenance Technician in the Chaco. In June, Dr. Adriel 

Caray arrived in Bolivia to work in conjunction with the Seed Department of 
MACA; Dr. Garay is based in Santa Cruz. 

Efforts during the period included a nnber of short-term eperts begin

ning with r. David Frearan and Dr. Rafael Martinez who provided assistance 

to EES and IWA in establishing a Center of Data Processinx for the Apxicul

ture Sector, each working for one month. In the area of Marketing and Process

ing of Fruits and Vegetables, three short-term technicians provided assistance: 

Dr. Frank Masson and Mr. Manuel Silva assisted CODEEAR for a total of three 

months' effort. Dr. Waldo Heron worked with CCRDECH for about 6 w-es, and 

also for the University of Tarija for another 3 vvcks. 

Additionally, use of short-term support included the contracting of r. 

Lester Hook for two weeks to purchase too conbines for the Chaco. Just before 

the end of the report period, an expert in Sector Planning, Pr. David Zimet 

arrived to assist with the development of a linear programming model of the
 

agriculture sector. 

The nect section describing the Chcmonics contract in Bolivia gives the 
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backgrounx behind each of these programs, as well as providing an ecplanation 

of the omrall focus of technical and managerial responsibilities of Maionics. 

This section is considered to be of primary importance since its purpose is to 

provide continuity to Ch .-nics' efforts amog varied projects over time. It 

is hoped that our client, IAWCA and also USAID consider seriously the mmagerial 

difficulties con -ontedby the contractor as described herein.
 

Section III reports progress in t-txee technical areas of responsibility/
 

which relate to institution building. These are Sector Planning, Organization
 

and Methods and Data Processing. Section IV shows progress in field activi

ties oriented to lifting constraints in the epriliture sector. These techni

cal areas include land Clearing, Seed ITnrovenent, and Processinmx/1Trketing 

of Fruits and Vegetables, A final Section reporting progress relates to steps 

taken in Project I nagm t and Adinistration. For each technical area, an 

overview provides background information and states objectives for the report 

period. Secondly progress isreported and conpared with defined objectives. 

Then recamiendations are stated. 

Section VI sunnarizes recacmendations for each technical area and for 

overall project managenent and adninistration. Finally Section VII provides 

overall conclusions and forecasts regarding objectives for the next six 

months. 



PROJECT DESCRIPTION
 

A. 	 Introduction
 

The purpose of this section is twofold. The Principal objective is
 

to crystalize for MACA, USAI., and other interested parties, Chewnics' con

tractual role in service to the Bolivian Agricultural Sector. Secondarily, 

we wish to provide a historical perspective writhin which to vi-7 contract 

progress reported in later sections of this document. This definition and 

analysis, offered at the iidpoint inChenoics' two year contract, will pro

vide a useful reference docunent for our clients, MACA, DETLAP. and other 

agencies ixwolved in the project. 

The 	"Project Description" section is organized as follows: 

o 	 a general overview of the contract between Cheonics and MCA 

for the provision of technical assistance under the Agricultural
 

Sector II Project,
 

o 	 an amplanation and aralysis,frn the contractor's perspective, 

of the technical scope of work nmandated by the contract, 

o 	 a general description of contract managanet responsibilities, 

o 	 a discussion of Cheionics' philosophy concerning the nature and 

role of a host country contractor workIng in Bolivia. 

Appearing as an anmex to this section are two charts: one lindxn 

technical orl- areas to the clients served; and the other giving details of 

personnel and level of effort provided under the contract to (late. 

B. 	 Contract History and Structure
 

On May 10, 1978, Chanonlcs submitted to MACA its proposal to provide 

technical assistance urdr the MA-ID-fLnanced Aricultural Sector II Project. 

After receiving top rank anr the bidding firms, Unenonics xas invited by 

MCA to begin contract negotiations in July of 1978. The to a nostponent 

suggested by MA!A, negotiations camenced in late Aigught. After three weeks 

of negotiation, agreement had been reached between the contracting parties, 

Best Avafllbl Dc
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IA and Canonics, and a contract prepared for reiuired approvals and rig

natures. OWWn to budgetary concerns, however, USAID/B did not approve the 

contract. 

A second session of nagotiatiorns, held in late Ibveaber of 1978, yielded 

a significant reduction in the estimated two-year contract budget. Again 

agreement vms reached betveen MACA and r'hanonics. iSIlD gave preliminary 

approval of the contract, including, the revised budget. After several subse

quent revisicns in contract fonnat and language, the contract, in its final 

forri, irs fully signed and approved on May 4, 1979. Actual xxrk on the con

tract began shortly thereafter, follirri a one week prosect preparation trip 

to Bolivia by tCie Chief of Party. A contract orientation session was held in 

Wsington, D.C. in late Tlay amd the L itial Cnmnics' tean be.an x.xrk in 

Bolivia on Juna. !0, 1979. 

lth coantxact fo- technical. assistance under the Agricultural Sector II 

Project is a host cnrtry cotract, meaning that tte legal relatiomship is 

bet%&een the c czhecics, the Goverment of Bolivia (represented-actv, and 

by MWL-C) as client. It is a CPFF (cost reimbursable plus fixed fee) contract 

fiLnced hy both iok.rid grant funds fron USAI . Grant funds are used to 

finance the services of sc.vn lorg-term technicians, totaling 150 person 

mths, plu, hai:e office =_N-visory and procurment assistance, estimated at 

4 months ovor the t-,n year contract period. Ccneral project cperatirr costs 

are also fianced by the grant portion of the contract. Thirty person months 

of short-term tcchnic-", ascistance are also included in the contract and are 

financed by loan funs s. Of th estimated P 1. 5 million total contract value 

for tx ycars, pproLnately 12% is loan financed and 8M/, grant financed. 

The scope of w,2rk: stipulates that the contractor siall advise and 
assist ACA in t'.Ua i-lanecntation of the Agricultural Sector II Project 4Jch 
seds to increace mroitcti,ity and incanes in Bolivia's small farm sector, 
focussing priparily oa the central and southern intermountain vallevs, and to 

stimulate agricultural develcent in the eastern lowland valleys. "'hist-g 



and assisting M..CA' means tLat the contractor will provide the technical and 

management services of a field tean consisting, of both short- and long-term 

experts and various support services fram the contractor's'headmraters in 

Washington, D.C. The long-term servLes (7 experts) are designed to assist 

IWA in four substantive areas defir I in the contract: seed technology 

development, agricultural sector managemnt and coordination, land clearing 

operations and small fanmer credit expansion. 

In the Ieuest for Proposals, there was no provision for assigning 

contract management functions to a narticular technician nor v.s there alli

ance for additional level of effort to accaplish nanagemnent tasks. In 

Cheminics' proposal, thi,; issue vms raised. Our ar.inument, based on prior 

experience with large, camplex, rmulti-disciplinary projects, was that, 

ideally, a full-time, non-technical Chief of Party should be assipned to the 

contract to undertake the heavy management functions. 

TMACA and USA2. conceded that the managenent and logistics of a project 

inolving s('zi ,:eamn members, a raninn of four technical activities, three 

urk sites and ninerous clients would be considerable. Hatever, they were 

adverse to increasing the level of effort to accamodate a full-tme Chief 

of Party. Chemnoics reluctantly accepted this decision and the contract 

managemnent functions were assigned, on an implied part-time basis, to the 

Sectoral Planning Technician. Short-term services provided under the con

tract are not tied to specific technical areas, but rather, are to be used 

to supplenent the technical vrk of the long-term techni.cia ns and to respond 

to any other tecLical needs identified by MACA. It shc-uld be noted that this 

flexibility with respect to the utilization of short-term consultants under 

the contract was specifically requested by MkrA and agreed to, during nego

tiations, by both Chmonics and USAID. 

With this brief suntary of the contracting process and the structure of 

the contract as background, we turn now to a discussion of the project subs

tame. 
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C. 	 Analysis of Technical Ibrk 

Rather than presenting a detailed restatnent of the technical scope of 

work for each technician, this section provides an interpretation or analysis 

of the substantive work required by the contract. 

There have been two important changes in the original scope of WO. 

since fielding the team in June 1979. These are: 

* 	 The decision by USAID with agreEment on the part of MACA and Chmo

nics to delete responsibilities in small famrer credit from the 

contract, 

* 	 n . grement between MACA and Cbemonics that a full-time Chief of 

Party is needed for supervision of technical ork and also that a 

full-tire Aericultural Sector Planner is needed. Both of these 

responsibilities fell on one individual in the initial contract. 

Neither of those changes have been formally approved via a contract 

amendment. Nevertheless, on an informal basis Chanonics has been told to 

regard these decisions as final, by USAID in the first instance and by MACA 

in the second. The number of long-term technicians assigned to different 

technical areas before and after the changes are summarized in the follx.qin 

table. 

Njmber of Consultants 

Original Current
 
Contract Understan
 

Sectoral Plannin, 1/2 1
 

Org-nization and Mthods 1 	 1
 

1
Data Trocessing 1 

2
Land Clearing 2 

Seeds 1 1 

Credit 1 0 

Technical Supervision 1/2 1 

7 	 7Total iT technicians 
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In addition to the above, long-term technicians, Chenonics has responded 

to a x mber of requests by MIA to provide short-term consultants in marketing 

and processing of fruits and vegetables, vhich in effect creates another tech

nical area for wich Chamonics accepts responsibility.
 

An analysis of these technical areas will danonstrate the contractor's 

pxception of the project and clarify the substantive linkages in a project 

wi-h, on the surface, has many disparate elenents. 

Three of the long-tem technicians work the area of "sectoral managenent 

and coordination". In a broad sen-2, Clhnonics views the work of these techni

cians, based in La Paz, as an institution building effort. Pere Chemonics
 

provides advice and assistance in sectoral planning, data manageent and or

ganization and methods, all for the unified objective of upgrading.,MACA's 

institutional capability to perfomn these important functions in service to
 

the Bolivian agricultural sector. ChEmonics Chief of Party is also heavily
 

involved in the supervision of these activities and providing direct support
 

to : AMA. Specific tasks undertaken in this technical area include: designing 

and implenentin an agricultural sector linear program ng model for use in 

data c-mxpilation md analysis reauired for planing; assistance in organizing 

an agricultural data managaent department within MACA; and review and evalua

tion of adinistrative structures and procedures inorder to Improve MACA] s 

operational efficiency in the agricultural sector. Despite the extreme va

riety of tasks just mentioned, there is the cannon thread of institution 

building which guides Chemonics' work and gives direction to the overall 

substantive area.
 

Other coamponents of the Agricultural Sector II technical assistance 

contract are dasigned to assist 3olivia in overcaming specific resource cons

traints to agricultural productivity, and as a result, increase the , 

of small farmers. Chemcnics' seed technogist will be working to improve the 

production, quality control, and processi g and distribution c; certified
 

seed, while pranoting the collaboration of the public -ndprivate sectors in
 

these efforts. Increasing the availability of improved seed is essential to 
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improvirg yields in basic food grains, thus increasing productivity, incanes 

and the general quality of life among small farmers. Two Chemonics techni

cians working. in the Chaco nimedo region of soutbhecn Bolivia are dedicated to 

reducing another constraint to agricultural production: land availability. 

They are assisting various regional developmnt institutions (primarily 

CODETIR) in land clearing operations and 'eter resource develognent in ordcx 

to increase the availability of suitable land for crop and livestock rroduc

tion. 

Short-term assistance in fruit and vegetable processing and marketing, 

provided to CO JERL,C(7MEM-! and the University of Tarija, Mth con1.W's 

has been most active and indeed has became another major technicalcurrence, 


area of the contract. It should be stated that Chemonics vias the work in
 

fruit and vegetable processing/marketing as appropriate to overall contract
 

objectives, owing to its importance in Bolivian agricultural development.
 

It is also a priority teclmical area identified by our client, MACtI.
 

Again, uniderlying the seemingly unrelated tasks of Chaav~ics' effort 

in the field, is a guiding thane of vercomie. small farmer production cons

traints throu-h resoLrce development and provision of needed inputs. 

To swxarize, Chxnonics is lnvolved in a nmber of activities and 

serving a variety of clients in the agricultural sector. These are sunari

zed in Chrt No. I of the annex to this section. To guide our x.ork in this 

canplex project: we have adhered to certain basic objectives, institution 

buildirg and reduction of resource constraints anong small farrrxs. Despite 

areasthese guiding objectives, hever, suprvi.sion of several techmical 


involving many clients places an extremly heavy managanent burcln on the
 

The basic tasks involved in
contractor, in particular the Chief of Party. 


project management are discussed in the section that follas.
 

D. 	 Project 1l4Mngeent 

W4hile contract mamgenent is often overlooked by project designers or 

envisaged 	as a secondary concern reuirir' little or no level of effort, it 

technical assistance.is, realistically, the cornerstone of successful 
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There are two geographical locations where project management takes place. 

one is the field (Bolivia) where the Chief of Party is fully responsible for 

technical supervision of tean manbers and for general adninstration and logis

tics. The other location is the contractor's home office (Washington, D.C.) 

where the Project Supervisor and Procurement 1Mager have direct and constant 

responsibility for Ag. Sector II. The Project Supervisor backstops the pro

ject on a regular basis, makes supervisory trips to the field, confers with 

the Chief of Party regarding project probles -d keeps an eye on the contract 

budget and overall progress. The Procurement Manager malkes purchascs, and 

arranges for the shipping of project ccmmdities and, when requested, performs 

procurement functions in the field. It should be noted that haoe office 

project managenent functions, wen perforned in Washington, D.C., are gene
rally not a direct cost to the contract, but rather are covered by overhead. 

Only when hane office management personnel are working in Bolivia, at the 

request of ACA, are their services billable to the Ag. Sector II contract. 

There is daily telex ccmmunication between the tWo project managanent sites 
allowing for pranpt resolution of problems and cuick response to requests 

for information, camnodities, etc. 

The Chief of Party's management responsibili.ty falls into the two broad 
categories of rmanganent mnd supervision of technical areas and general pro

ject administration and logistics. Below we list the various tasks for which 

Choics' COP bears primary responsibility: 

1. 	 lbnagenent and Supervision of Technical Areas 

o 	 Assist host agencies initiate and plan project activities. 
o 	 Develop detailed work plans for advisors in conjunction w-ith their 

counterparts. 

o 	 Supervise, on a regular basis, technical progress of advisors 

according to work plan goals. 
o 	 Visit work sites to izientify and resolve operatioml problems. 

o 	 Provide technical backstopping by obtaining recRuested infornaion, 

short-term experts, etc. 
o 	 Develop job descriptions for needed -short-term personnel. 

http:responsibili.ty
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o 	 Elaborate work. plans for short-term personnel. 

o 	 Supervise the work of short-term personnel. 

o 	 Review the reports of all pacrscnnel and ensuring the reports are 

accurate, cmplete and consistent wih wxrk plan objectives. 

o 	 Serve as liaison and coordinator of project work amg, MACA, 

secondary client institutions and IM ID. 

o 	 Provide direct advice in technical activities where the COP posses

ses particular expertise, such as planning and data processing. 

o 	 Prepare seni-annual reports on project progress. 

o 	 Participate in project evaluations. 

2. 	 General Ad.inistration 

o 	 Hire, train and supervise local support staff. 

o 	 Supervise contract finances and accounting. 

o 	 Prepare all core.P,-ndence and docmentation required for appro

vals, etc. 
o 	 Supervise procurennt from the field. 

o 	 Establish and supervise schedules for the use of vehicles and all 

project canrdities. 

o 	 Negotiate, sign and oversee, on behalf of Chanonics, all legal 

arrangenents required for project operation, ensuring full com

pliance with Bolivian law. 

o 	 Cmnicate regularly with Chanonics' home office. 

It was hoped that, over time, the percentage of time allocated to contract 

management by the Sectoral Planning Tedhnician/Chief of Party would stabilize 

at apprcoimiately 5/ 0%leaving half of his time for substantive work in agricul

tural planning. Indeed as shown in the table below, time utili.ed in project 

administration has decreased dramatically fran the earlier periods which 

required establishm-wnt of offices, purchases of furniture, hiring staff, etc. 

Roughly another 10 percent of time is allocated to special non-contract requests 

of 	IWA for which the Chief of Party is responsible. This includes acquisitions 

arranging for office space and supervising acquisitions urer the T-059 project. 

The area of responsibility now occupying more time than any other is the manage

http:utili.ed


ment and supervision of technical areas which danands nearly half the time of 

the Chief of Party. Without this constant supervision, Chamonics feels that 

zne of its technicians wuld be provided with an cnviroxnnt in which substan

tive progress could reasonably be expected. FAie the Chief of Party has felt 

obligated to attend to technical supervision of various other projects before 

placing major emphasis on duties as technician in Sector Plannng. Hence the 

latter area has received less attention than isdesired.
 

1lIIZATION OF TME BY CHIEF OF PAMLY 

iy-Novanber Dec. 1979-
Activity 1979 June 1980 

Percent of Tinve 
Duties as Chief of Party: 

Project Adninistration 66 28 

Non-contract Support of MAC. 11 9 

Technical Supervision 14 44 

Duties as Sector Planning Technician: 9 19 

TOTAL: 100 100 

In February of 1980, ChennIcs' Project Supervisor frm Washngton,D.C. 

and the Chief of Party assessed this problan with a view toward resolving it,
 

in a realistic way. A paper, entitled 'Iotes for Discussion" was prepared 

and discussed with USAID and MCA. Briefly, this paper explained the situa

tion and suggested several alternatives for ccmplyig ith ChMe ics' con

tractual responsibility in sectoral planming while simultaneously respond

ing to the danands of contract miaganent. The paper was wcll received 

ax-d resulted in the eventual preparation of a proposed contract amendment
 

to eliminate the sectoral planning responsibilities fran the (ief of Party 

position (except on a supervisory basis) and contract a full-time agricultu

ral planer for the vacant seventh position. As of the date of this report, 
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this approval of this anerdet is still pending. 

Having described the history and content of Cbanonics' project managaeent 

role in *g. Sector II, we turn mw to a brief discussion of the nature of host 

country contracting x4ich has guided both our substantive and administrative 

work. 

E. Approach Lul Host-Country Contractin 

As a host-country contractor working in Bolivia, Chanonics' plilosophy 

has been to provide support to MAC, in on-going, priority programs within the 

agricultural sector. Our role is to advise, assist and support our client, 

KA,. It should be noted that Chaonics, as the contractor, does not control 

the idantification nor fuxding of technical programs in which our advisors 

participate. These decisions must lie with the ciennt. MACA, arnd are governed, 

to large extent, by the underlying project agreement with tiw financier, USA]). 

In our work in Bolivia and elsehere, Chemvnics encourages this "collaborative 

style" of project manageent vierein the host-country client assumes ultimate 

leadership responsibility and authority. 

On a theoretical level and fram interpretation of our contract, there can 

be little debate that the above described approach is the appropriate one for 

a host-country contractor. Further, we find that the approach is generally 

appreciated by UNCA and USAID. 1mver, at times, camitment to this approach 

on an operating level has caused delays in decision-making which, in turn, 

inhibit the implementation of our work. Political changes in Bolivia and con

sequent changes in counterpart personnel often leave the c ntractor without 

guidance and direction arid force the contractor to work in a vacuun. Chawnics' 

posture has been to accept this political reality and to operate, as consistently 

as possible, according to our basic host-country contractir philosophy. We 

ost urge, howev., that in the remaming, year of our contract, our client 

MWA, recognizes its responsibility with respect to Chaeonics and attempts, 

to the extent possible, to provide the leadership necessary to keep work on 

Ag. Sector II moving according to schedule. 

MACA's functions in project management include: 
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o 	 Definition of job descriptions of vacait positions. 
o 	 Assisgrment of technical counterparts to long-trm consultants. 

o 	 Review and approval of work plans. 

o 	 Constant review of counterpart relationships to ensure mmdmn 

utilization of consultants, especially in activities oriented 

tomrd trainirg. 

o 	 Elaboration of terms of reference for short-term technicians. 
o 	 Feedback on reports of short-term technicians. 
o 	 Coordination with Chaxmnics in acquisitions and other support 

activities not specified in the contract. 

o 	 Reiew of saniannmal progress reports and feedback to clarify 

objectives. 

In the next three sections u' provide a description of the progress rea
lized in each technical area. Se~cion III covers Sectoral Management/Plan

ning, Organization awd Methods, and Dta Processing. Section IV reports pro

gress in field work -- land Clearing, Seeds, and Fruits and Vegetable Market

irg. Section V addresses progress in Technical Supervision and project mana

gement. In erch technical area, objectives are defined in the general over

view, progress is reported, and finally a sumary is provided and suggestions 

for improvnent are made. 



aiart No.T GF CUR F. PP.A L'!ME CC!I'RAC' 

OF 72CICAL ASSISTANCE BETEZ YAm AND CHEnICS 

Actiyity 	 ~f-idze Instiutions 

Sectoral Plaxmizg Office of Scrtora! Planning, an Statistics 
Division, MACA/1a Paz. 

Organization and Meithods 	 Addnistrative Analysis, MWA/la Paz. 

Data Processing 	 Statistics Division, jr'A/Ia Paz and 
ERTS Profran. 

land 07learing, 	 r-MT'PYa-ui1,a and Villaotes 

Seeds Improvanent 	 Seeds Department, M.rA/la Paz and
 
Santa Cruz and CIAT in Santa Cruz.
 

Fruits and Vegetables Processing
and Marketing 	 CXI)FrAR/Tarija, C(MDECT, University of 

Tarija, with pending reouests from 
C.EIA , CMUM(M and the Association 
of Citrus Producers in Tarija. 



(art Mo. 2 r-EAI C-MaIICS'ON 2~T PESMMNE. ATIP M, n CF M7rC1a 'JI)FR 

TMi CONM=~c OF TMAL ASSISTANCE WflH MACA 

Activity 


Sectoral Planning 


Organization andMthods 

Data Processing 

land Clearing 

Seeds Improvement 

Fruits and Vegetables 

Acquisition 

Technician 

- Dr.Preston S. Pattie 
- Pending amendk*mt for

lorn-term advisor 

- Dr. David Zimet 


- r. Robert Sparls 

- Vacant position for
long-term advisor 

- Dr. DavidFreenan 
- Dr. Rafael Martinez 

- Mr. Les Rios 
- Mr. James Wil'inson 

- Dr. Adriel Garay 

- Dr. Francis Masson 
- I. Manuel Silva 
- Dr. Waldo Heron 

- Mr. Lester Hook 

Contract Startim Tbrk 
Diation rate Site 

24 months 1/ i0 June 1979 La Paz 

18 months 
3 months 

-
22 June !.9 0 

La Paz 
La Paz 

24 months 16 Jm 1970 la Paz 

18,months 
! month 
I month 

-

14 Feb. 
A T.Tay 

19P0 
!gP0 

Ia Paz 
la Paz 
la Paz 

24 months 
24 months 

10 June 19792-/ 
10 June 1979 

Yacuiba, 
Yacuif, 

Palar 
Viilamontes 

I. months 15 Jne 190 Santa '!ru 

2 months 
1 month 
2 months 

25 arch I'80 
3.7 A-pril 19M)
22 April 1980 

Tarija 
Tarija 
Chumuisaca 

2 weeks Mrch 19P0 Santa Cruz 

l/ Ibst of this time the technician worked as (hmonics Chief of Party, leaving only 25%of time
for plaranl . 

2/ Mr. Pos started on February 3, 1980, replacing another technician *n began the project on 
June 10, 1979.
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SFCTIOP III 

PROGPEMSS II I ,STI'UTIOII BTILPING 

A. t4riculture Sector Planning 

1. 	 Overview 
'le objectives for the first six monte period of 198 were to help 

reorganize the econanic analysis and planni f funtions of MACA so as to 

strengthen these activities, and to initiate work on a linear Programning 

1bdel as a tool for data canpilation and analysis needed for a Five Year 

Plan. 

Prior to this period, little effort had been made in agriculture sec

tor planning due to two factors: 

o 	 The adnistrative wor-load remufred of the Chief of Party, who 

also has resporsibilities in planning, occupied a large amount of 

time. 

o 	 MACA lacked a coverent on-goixg progran for economic analysis 

aimed at planning and policy formulation. 

In an effort to overcome these difficulties, Chemonics attempted to 

redistribute the use of time of the Chdef of Party and place more emphasis 

on planning. A memo was suhmitted to the Mirector Ceneral of TWTA in 

Janary expressirr a desire to get moving in this important technical 

area. The memo presented four alternatives for fonmlating a planning. pro

gran in YACA involving the use of advisors. Purther, if none of these f'xr 

options was acreptablc, the memo suggested a fifth option remxrin the redi

rection of Chemonics' responsibilities to other technical areas. A recan

mndation uas made to form a ccmnittee that wuld study the means of , 
strengthening the planning and economic analysis functions and thus set in 

motion a process for developing the nect five-year plan. 

1b response was received to this proqosal. FHmver, in Feruw-y, MACA 

approached Chanonics about providing the services, full-time for three 

months, of an agricultural planner to assist in restructuring certain units 
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within MACA related to planning: OPS, Statistics, AdnTnistrative Analysis, 

Budget Programirng, and Econaoic Studies. Chemonics agreed, enthsiastic

aly, to undertake this work after the Agricultural Symosiun in March. 

Based on thie assumption that this restructuring would materialize, 

and thms create a favorable envirorment for agricultural sector planning, 

Chenonics decided to seek definition of its long-term role in this area. 

Therefore, on February 20, a second position paper was presented to I=\iA 

and USAID, again outlining alternatives regarding Chemonics' role in 

planning; but this time, initiating a change in contract resources dedica

ted to this activity. The most desirable alternative was based on the 

assunption that the restructuring of OPS and other offices would come 

about. It inv-Ived a redifinition of the seventh position, earlier speci

fied for work in wall farmer credit, to one enployir, a long-team agri

cultural sector planner. Tbis was agreed to by all parties, and a letter 

for the Minister's signature was prepared, asking USAID to maintain funding 

for this position until it could be formally redefined. 

The First ational Agricultural Synposiun, held in March 198C, set new
 

directions in agricultural planning. This Sy-,:sium led to the fonmulation
 

of two ccmmissio-s: one responsible for developnent of a general five year
 

plan and the other to devise a plan for institutional restructuring,in the
 

agricultural sector. Both commissions were to sufnit final reports within 

90 days of the appointment of their members. These reports would be taken 

up in Congress to develop necessary legislation for financing and restructur

ing of the sector. 

In an effort to aqsist the first commission, a work plan uas drawn up by 

CPS, Statistics and Chanonics involving three months of intensive work on 

the Linear Programming Model of the Agriculture Sector available in MACA.
 

This work plan assumed tlh provision of a short-term advisor from Chenonics 

to participate full-time in this effort. Accordingly, in early April, 

Chmxinics received a letter fran the Minister requesting three months of
 

full-time, short-term assistance 5in plaming. Powever, this letter failed 
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to give specific apprcvl for an additional tehmician. henmonics' Chief 

of Party made an effort to provide sane of the needed assistance until this 

issue was made clear but, due to project management duties, could not 

devote the required full-time assistance. On May 9, ChMnomics met with the 

Minister, the Subsecretary, and the Director rkener'l, as well as personnel 

fram OPS and Statistics to clarify our responsibilities in plann:g and 

other areas. After a brief review of the MACA/Chenonics contract, the 

Minister made the decision that the contract should be amended, redefining 

the seventh position to one for a full-time planne:, and that this advisor 

should be contracted as soon as possible. The arerenient was prepared, but 

despite considerable effort, had not reached the 1lister for his aproval 

by the end of the report period. 

Interpreting the various events in the report period, ituas reason

ab*y clear that Cheonics was expected to respond to an inmediate need to 

provide assistance, on short notice, to coincide with the carmission's 

work on the five year plan. Concurrently, in had moved (pending signature 

of the amendnent) to a redefinition of the contract's seventh position to 

one in the planning area on a long-term basis. Owing tJ the time lag 

involved in fielding a long-term technician, rhainics offered, as an 

interim solution to both requirements, a short-term specialist in agricul

tural planning. Approval for the technician was given on June 20th, he 

arrived in la Paz 3 days later. 

2. Profress 

In early larch, Chenonics' Chief of Party attended the "Prices
 

and Marketing Subccmission" of thie First National Agricultural Syposiun. 

Though in a non-participant status, sugestions were made to assist person

nel of MACA wo were active participants. A great deal of kmowledge vas 

attained concerning the problens and organization of the Agricultural Sec

tor. The Symposiun amas valuable experience for all that attended, and
 

set important goals for future work in the sector. 
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Largely as a result of the Symposim, I .rAbegan efforts in conjunction 

with C monics to bring the Linear Programminp lodel of the A-ricultural Sec

tor into operation. The relevant materials vere Pathered, and a plan of 

action was prepared, specifying that a th-ree-rman technical tean xiould head 

the project, one frcm OPS, one fran Statistics, and one fram Chemonics. An 

additional maeber fram OPS was to be incorporated into the teau later. Other 

necessary mnqnmox* needs were specified. Financing for canputer use Tas offer

ed by USAID in coordination w,;ith another individual interested in ,,or1d on 

the project, Dr. Joe rxodiin of the University of Florida. Dr. ('oodin had 

been worldng on demand equations to be used in the denand side of the moidel. 

A proposal outlining the above was presented to the Vinister on Aril 11, 

receiving 1.?- approval. This proposal was also presented to the ccmnission 

responsible for the Agricultural plan on April 16. At this time, serious work
 

on the model began.
 

The existir linear Programming Model that was to be made operational 

was developed by Dr. Allen LeBaron '4ile under contract to USAIF. Later, 

Dr. LeBaron extended the model while ,7rldig for CIP in Bolivia. The lack. 

of source data was, not surprisirply, the principal problem with the model, 

and unfortunately, few notes were left behind to describe the data sources 

used in the final tableau. Initially the technical team assumed that the 

1976 sector studies of 1A.A were the principal base of enterprise bi'pet in

formation. However, after deciphering the entire tableau corresponding, to 

the first of 14 zones in the country, it wias found that the data did not 

corn-spond to ary one h'n~n source. Without any documentation as to the 

methods of gathering data and che sources, the technical team had rather 

serious doubts conceiing the usefulness of the current model. After contact

ing Dr. leBaron and o&ers, the team reached a decision to begin fresh on a 

ne data base, starting with the l78 rational Agricultural Sector urvey. 

The data fran the 1978 survey had been entered onto magnetic tape 

oly a short time earlier, and was not yet available for general use, due to 

editing requiranents. However, approval xas given to use sane of the infor

mation for limited .ur~oses, nanely entry into a model that would serve for 
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denonstration purposes. Meetings were held with MAID, M:A - and INE to atta- an 
access to the tape and financing for a canputer program to pull out the rele

vant infonnation. 

A FORTRAI1 program was prepared by Chemonics to list the data by zone, 

crop and level of technology based on use of ca'mercial fertilizers, irripa

tion, and mechdzation. AlthoLgh the program xas ready by May 12, financing. 

was not available until the end of the month. It was run on CMIACO's digital 

equipment ith the assistance of personnel fram the ETS program. Results 

were turned over to I ACA the first week of June. 

In smmary, during the period covered in this report, a great deal of 

effort was made in initiating work on the linear Programning Tbdel, inclxding, 
use of about 30 percent of the Chief of Party's time over a three month pe

riod and the starting of a short-term technician just before the end of the 

period. The necessary steps were taken to organize a technical team in IMACA 
to carry out work in planning advocated in the Symposium, the existing L.P. 

model developed earlier was ccmpletely revi3,ed; new data sources were iden

tified and analyzed; and data fran recent survey Tmas processed by camputer 

for bul.1.i:g a new model. Little progress was made concerning the institu
tional reorganization of the Ministry with regard to the planning function. 

For Chenonics to participate actively in this activity requires a mandate 

fran MACA, i-ich has not been consistently present. 

3. Suggestions
 

As emnphasized in Chanonics' last progress report, we feel that 

advanccment in the technical area of plardr, reuires the reorganization 
and strengthening of MLA offices that deal ith econamic analysis and 

plarming. For a detailed suggestion of accamplishing this institutional 

strengthening, we refer the reader to our previos propress renort, dated 

January 24, 1980. Chenonics stands ready to assist in this effort, to the 

extent and in a capacity deemed appropriate by MACA.. 

Our second suggestion is larpely contingent upon the first. Provided
 

,iWCA increases its resources for planning, we would reccmmend stronger 
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allocation of tedmical advisory resources to this effort. The procedure for 

obtaining additional tec/mical assistance is Ministerial approval of the pro

posed contract anendment which wuld redefine the vacant seventh contract po

sition to that of a full-time agricultural planner. As currently proposed, 

this person would focus most of his/her time on the develorment of a new 

linear programing model for utilization in data compilation Erd analysis 

required for the five-year plan, 1981 throu=h 1985. 

The proposed amendnent simultaneously creates a position for a full
time planner while deleting specific planning functions from the Chief of 
Party's job description, though he would maintain supervisory/advisory res

ponsibilities over this technical area. The net effect of this aendnent 

would be to raise the contract level of effort assigned to sectoral planning 

from the current level of less taum half of one technician's time, to a level 
of one full-time technician plus supervision by the COP. Again, ve wish to 

stress that this increased effort in planning is only feasible if provided 

within an improved instituticnal context. 

B. Organization and Methods 

1. Overview
 

During the first few months of the (Chemiccs contract in Polivia, 

work in Organization ard Methods was of high priority and specifically 

oriented to cooperating with a comission assigned the task of restructuring 

of MACA. After the changes that occured in Novunber 1979, new directions 

for this effort were not imediately set by MACA. Memonics presented a 

wod plan before the start of this report period heavily oriented tmrd 

ct efforts in the restructuring of the lMinistry, but found that MACA 

was in a process of redefining its approach in anticipation of the upccming 

Agricultural Symposium. 

In an attenpt to better utilize resources, the Chemonics technician
 

and his counterpart presented an interim work plan to the Director General
 

of MACA in Jarmary. The stratgy was to define areas of work appropriate
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for an interim period that would lay the grourdrk for any future efforts 

in institutional restructuring or in upgrading of administrative systems. 

This attempt met with limited Ministerial support, so a new work plan vas 

developed placing a review of personnel as first priority. Action on this 

plan did not came until after the Agricultural Symposium held in March. 

Meanwhile, other inmediate demands wre placed on the Office of Adninistra

tive Analysis which required the support of Chamonics' techmician. 

The First National Agricultural Symposium gave a new impetus to 

efforts at institution building in the Sector. One of two camissions 

appointed after the Syqposium was assigned the task of developing a new 

plan 	for restructuring the Public Agricultural Sector. In conjunction with 

this 	work, a special group was fomed to conduct a study on current person

nel 	resources within the Sector and to make reccmmendations for improvement. 

Since this focus coincides with many of the ideas presented earlier by the 

Chenonics' technician and his counterpart, they were asked to organize the 

work group and design and conduct the study. 

Fram 	the above, it can be seen that objectives for the OF It. Techni

cian's work during this period wexre not clearly defined at the outset. 

Instead, MACA was preparing for the Agricultural Symposiun wfich woild 

establish new directions and help define Chenomics objectives for work with 

t.ie 	restrttirg effort. Hence, Chmonics supxorted MArA in preparing 

background infonmation for use in the Symposium. After the Symposium, t.e 

objective ums to gather information for use in a national study of person-

re-* eeds and current capabilities in the Apricultural Public Sector. 

2. 	 Progress 

Prior to the Agricultural Symposium in March, the Office of Admi

rdstrative Analysis focused on a series of immediate needs expressed by 

MACA for: background information. Chaionics' technician in Organization 

and Methods took a major responsibility in the following: 

* 	 Reporting on tl current situation and future needs of the Of"fice 

of Adn -nstrative Analysis. This ums done to insure the availa
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bility of resources to that Office, assmtzirg a future heavy ±nmvol

vement in institutional development. 
* Prepeing a ba&ground paper on the institutional organizatio4 of 

the AgricultLxal Sector for the Symposiun. This document vas 

utilized directly by camissions at the Symposiun to develop policy 

recommendations for the Sector. 

* 	 Reviewing and summarizing a series of reports presented to the Mi

nister from each decentralized agancy concerning the restructuring 

proposal prepared in October, 1979. It was found that most com

ments were oriented toward defending the current structure of de

centralization. 
* 	 I esenting a special report at the request of the Mnister on the 

current MAA structure, including the objectives and functions of 

each office. 

The technician attended the National Agricultural Sflosiun in Santa 

Cruz and assisted with the work of the legal/Institutional subccmission. 

A great deal of emphasis was placed on institutional develorrnent by most 

subccmmissions at the Symposiun, and the technician benefitted in large 

measure by witnessing the interaction amot- public authorities, individuals 

fran the private sector, and representatives of producer groups. A summary 

of reccmnendations stemming from the Symposium was prepared by the Chemonics 

Specialist. 

At the joint request of MACA and USAID, the technician participated 

in a t0o day seninar for plarning a regional extension project for three 

epartments in soutdern Bolivia. 21. sainar, held in Sucre, was very inten

sive, covering aspects of institutionil organization and extension methods 

related to working with campesino leaders. 

In late 1larch, a technical team was appointed in the Ministry and 

assigned the task of undertldige a complete reviw of personnel currently 

working in the Agricultural Public Sector. With the appointment of the 

Chemnics technician and his counterpart as tean leaders, effk.rt.: became 
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focussed on a major project directly correspndirg to the specialist's res

ponsibilities in institutional development. The idea of the study is to 

ecammia specific functions performed by offices of MACA and decentralized 

agencies, and canpare those functions with the quantity and quality of per

sornel responsible for carrying them out. The study includes personel.in 

La Paz and all departments. Contact was also maintained with the new can

mission appointed to develop a plan for restructuring. The idea was that 

this study will ccuplement the cmmission's activities, since suitable
 

personnel must be available for inplenentation.
 

After determining the general approach and methodology of the study, 

forms for collection of data from rersonnel files and for conducting inter

views 7ere designed. In May and June data was gathered in La Paz, and vi

sits uwre made to the departments. Specifically the aCmonics technician 

collaborated in gathering infomation fran the STC and fran all agencies 

in the Department of Chuquisaca. Procedures for analysis of the information 

designed.
 

Other activities of the Organizaticn m-! Methods technician included:
 

* 	 Helping draft a statement of ICA's doctrie for the my restruct

uring ccemission appointed in March. 
* 	 Assisting in a cost analysis study of local milk producers in 

Cknquisaca. This vork coincided with the trip taken for informa

tion gathering on the personnel study, and was requested by the 

Departmental Director of I{AA in Mi.iaca. 

In smmary, the lack of established objectives at ;he beinr_' of the 

report period hampered progress in Organization and Methods work until the 

Symposium held in March. Four work plans ire presented and considered by 

MAGA before arriving at a definition of responsibilities for an interim 

period. The Organization and Methods technician vas able to help in prepa

ration foi the Symposium, but was not utilized to his full capability. The 

Organization and Methods technician, who also serves as deputy CDP placed 

considerable effort in contract administration at times whe Chemxiics' 
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COP ums occupied in Sector Plannire, including data processingr activities. 

The objective of gathering data for an in-depth national study of personnel 

Vas mt. 

3. Suggestions 

It is probably in :tabi that IACA will go through periods in 

which new directions are being established for institutional reorganization. 

To best utilize the capacities of experts, wc recamend formal approval of 

the long-term work plan presented in February which involves studies that 

are basic to any restructuring effort to be considered in the future. 

We also recommend relocating- the Office of Administrative Analysis 

in the 4ACA building to permit closer contact with MACA officials. 

Strergthenig of this office with additional qualified personnel is also 

required. 

C. Data Processing 

1. Overview
 

Just before the first of December 1979, the job description for 

the long-tem data processing technician was approved by TAIA. The goal was 

to fill this position as soon as possible. W1ith a normal three-month recruit

ment period (initial contact thru field placement), it vas our intention to 

fill this position by the end of March. IMe propran objectives fran /pril 

through June were to establish a data processing unit in the Statistics e.

partment of 1ACA, and initiate the procurement of camputer hardware for this 

unit.
 

Under the T-O59 loan agreerent, USAIM funds were allocated for the 

purchase of computer hardware to satisfy the specific data processing needs 

of MACA. By the end of 1979, a series of consultants' reports on 1!ACA's data 

processing requiranents had been written, but no plan of action for the hard

ware/software procuranent had been developed. 

In January 1980, the 1,Iinister of Agriculture siged an arenent with 

the Director of the EMRS program in Bolivia to vrovide $130,000 in IAID loan 
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funds for the purchase of campater har.mre for digital display and analysis 

of satellite images of F,07). The rationale behind the agreement was that 

outputs of EMrS could be useful to WMA and other institutions of the Sector 

especially for agricultural sector plamning. People at the technical level 

of I4,C were czrwrned that if this emount oas utilized for the FIT program 

funds might not be left in the loan fran USAID to satisfy MCA's own internal 

reeds for canputer har&raro and software. This concern was formally expressed 

to the MiLnister. 

2. Progress 

Recruitment for the long-term ccmputer processing technician began 

in December, and two stroa, candidates were presented to TWA on the 29th of 

February, 1980. Unfortunately, one of these candidates decided to accept a 

position in the United States and withdr' a fa'7 days after presentation. 

MACA then reauested Chenonics to reactivate the search for candidates. 

After continued efforts, another field of candidates was presented at the 

end of June 193,0. 

mkile, in an effort to move the project forward, two short-term 

experts were contracted. Dr. David Freenan was ciployed for one month to 

coordf'nate with -S, UMAID, and M.CA in detenminngr needs for digital 

display ecluipment for the =75 program in Boliv.ia. In the ccmpany of the 

Director of Statistics, M.CA, Director of ERS/Polivia, and personnel fram 

USAID/Bolivia, Mr. Freeman visited the Laboratory for Application of PRnote 

Sensing, (LAPS) at Purdue University, and the IM Scientific Center in 

kxico City before caning to la Paz in mid February. Pfter a review of the 

ERTS/Bolivia program, Mr. Freeman prepared a camparative evaluation of the 

capabilities of these three institutions based on current harkare, software 

and personnel. From this evaluation, hardwre needs of EP-/Bolivia ware 

developed to increase capacity in digital display and analysis of remote 

sensing data. In addition, a mini caputer was suggested to operate and 

control the different periferal equipment and connect to a mainframe canpu

ter. The latter would not be purchased by EFTS, instead, space would be 

http:Boliv.ia
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rented on an existing machine in La Paz. Ir. Freeman visited IFB and C£M= 

where space on mainframe capaters is available, and after scime analysis of 

the-ir capacities, recomiended connection to the I r computer at YPFB. 

During the course of this work, itbecame apparent that both MAC's
 

needs for a mini computer coincide with those of EMS. Thouh a 'mni"I 

this machine is high speed, and has as much capability as full size campu

tes of a few y_7-!s ao,and thus can satisfy most of IAA's reeuirenents. 

The mini required for the EMIS p~ogram would be utilized less than half time, 

pointing to obvious cost advantages from joining efforts of the two institu

tions. 

Freeman contacted vendors and made recamendations on specific hard

ware configurations. Results of this work were presented to MAA, EMES and 

USAID, including an analysis of the usefulness of improving EITS' data in

formation systens and cost estimates of periferals and the mini computer. 

Results of Dr. reeamm's work x.xre published and distributed on April 17. 

Meetings between MACA, FIZIS, USAID and hmsics continued during 

April resulting in a calendar of activities to coordinate efforts for the
 

procuranent of computer hardmre. Folloing MACA approval, Chanonics enploy

ed Dr. Rafael Martinez for three wees beginning. May 4 to assist MAA in iden

tifying its needs for data processing and to write exact specifications for 

hardware, software and method of purchase. For the purchase to be accomplish

ed, MA and-BUS must reach an agreexnet regardir funding, location of the 

equipment, access to computer services, and operation of the computer. Dr.
 

Martinez also had strong responsibilities inhelpinp define this relationship.
 

Upon arrival of Dr. Trtinez, a -rk plan was developed in coordina

tion with the Statistics Departnent of IAA. Earlier reports done under the 

CID contract were reviewed and a series of sessions were scheduled with ins

titutions in the Agricultural Public Sector considered to be major potential 

users. These included departnents of the I=FCA as well as decentralized ins

titutions such as grarian Reform and the Agriculture Bank. This step was 
essential in defining the final con-finuration of harcare and software, as 
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well as personne. , needs for the neq data processing imit. 

Guidelines for the MAEA/FRTS agreement were drawn up and discussed in 

detail with both institutions. Special emphasis was placed on needs for 

highly qualified personnel to operate and maintin the computer equipment and 

develop needed saftware and data management systems. The issues regarding 

computer purchase, installation and location were includd. Throuhout the 

month of Mrch, Et. Martinez participated in a series of meetings aimed at 

defining the relationship betven MACA and EMUS as well as cbordinating with 

lUAfD on fullng issues. 

Vendors of eauipment were contacted to obtain cost aprcocimations 

which accompanied the specificatikas for the equipment purchase. Reccmmda

tions regarding the organization of the data processing, unit were developed, 

includirg specific personnel needs and suggestions for training prograns. 

At the request of the Director General of MACA, Chemonics assisted in coordi

nating a meeting of all interested Parties on U4& 23, at which time the 

final recanmendations were discussed in detail. A report containing these 

recannendations was completed and distributed on 29. 

The first draft of the M&CEUS agreenent (completed late reh) 

proposed that the data processing unit not be placed in the Statistics De

partment of MACA, but instead that a separate processing center be esta

blished. The nm7 center would provide ckta processing services to public 

institutions of the Agriculture Sector for a fee. By charging for services 

provided, use of the center would be regulated, and funds would be raised to 

meet salary demands of more higly qualified personnel necessary for the 

task. By the end of June, a second draft of this agreement was in process. 

Action must be taken to formally establish this center before the purchase 

of hardware and software can proceed. 1 ea;hile, hoever, work in data sys

tems management is needed in various institutions of the sector to prepare 

for future utilization of mechanized data processing. 

In sumary, during the sevem months of the project covered by this 

report, to short-term consultants worked seven weeks, both focusing on 
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steps leadirg towrd canputer purchase and establishment of a data processing 
capability for the Agricultural Public Sector. This resulted in definition 
of canputer hardware and software needs of MACA and EM.S, specifications for 
equipment purchase, and a process to legally establish a data processing 
center. Many of the original assunptions and conditions of the basic propran 
changed during the period due to the linip of MAA and FRIES, but the main 
objectives remain the sane. Significant progres vas made by MCA with 
Chonics' support in the tw objectives stated earlier: establishing the 
data processing unit or center and initiatir hrdmre/softre procurement. 

3. Suggestions 
The rapid advancement of this project hinges on the establishment 

of a data processing cmnter. Hence we hope that the final agreement beetween 

IA and ERTS be formulated and action taken as soon as possible. 

A decision is needed on Chenonics' long-term technician in data pro
cesslng. This technician should be in country well ahead of ccmputer pur
chase to focus on: 1) data systems management in various institutions which 
will be future users of the cxmputer, 2) recruitment of perzorrnel for the 
center, 3) trainin, in data mTwnagenent and automated data processing, and 
4) preparation of the facility for reception of the hardware. 

Chanonics is available tc assist in the ftture with the details of 
the procurement in any mamer desired by the Inistry. 
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SECTION IV
 

PROC*RESS IF FIFLD ACTIVIT'-ES 

A. Land Clearing 

1. Overview
 

Tw Camonics' technicians assist (-ETAR in the Ipplerentation of 

its land clearing program in the Chaco area. of southern Bolivia. One Lechni

cian is assigned to land clearing, onerations and the other wrks in heavy 

equipamt repair and maintenance. Durin. the first part of the report period 

the CCDEAR repair facility in Panar Chico received relatively little atten

tion on the parts of Chemonics and C FT!\R because of lach of tools and mate

rials to adequately operate a maintenance propran. Few spare parts were kept 

on hand to mae needed repairs and perfom routine maintenance. Consemuntly 

the principal objective of Chemonies' adviser in heavy ecuipment repair durin 

the early part of 19P0 was to set up an operating shop including the installa

tion ot the various pieces of eouipment, establishmnt of maintenance sche

dules for field medhnics and systems of control for tools and materials. In 

terms of shop managerent, systems vxre devised to set up a spark parts stock, 

cotrol the inventory and distribute parts to shor personnel. These activities 

imply .9gnifficant on-the-job training of local personel in planning systems 

and desi n of facilities. Since this report period covers harvest in the Chaco, 

the heavy equipment technician assisted with the preparation and maintenance 

of eqipment used in CCDETAR's fan machinery pool. 

During the period two peanut ha -vesters were retired fran custmnis, two 

soybean harvesters were puachased for CCDf1t7 , and another two soybeam harvest

ers were borraqed from CWF. "Me n, equimnent reuired assembly, testing and 

adjustment, while the tvo older CBF machines required major overhauls t1us 

resulting in a major effort on the part of Chanics' technician to prepare 

the equipmett for opefttion. 

Gbjectives for Chemonics'land Clearing. Technician focussed first on eco

namic analysis of land clearing operations and later planning for the 1980 

Best Avcailale Document
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lag clearing season, which began in June. The. former activity Ixlies a 

compilation of data from previous years operations, data analysis and a pre

sentation of the analysis to COEETAR. In his presentation the land clearing 

technician recammended ways to improve efficiency and thereby reduce costs. 

Plannir field activities included reccmmendaticns on uKde of operations 

and visits to the field to idcntify clients and develop strategies on move

ment of equipment and support personnel. During this period new methods of 

land clearing were to be identified and demonstrated. A final objective for 

tds techrician was to support CODETMR's agric- tural activities euring the 

harvest seasoz. 

2. Progress in Maintenance of Heavy Equipment 

After his arrival in Bolivia, the Heavy Equipment Technician met 

with administrators of CODETAR and shop personnel to establish functions for 

each person and systes to be used in management of the shop. Chemonics' 

adviser began %ork on the design of shop facilities and a plan of operations 

to establish a workable maintenance progran. Specific pieces of equipment 

were inspected and lists of needed parts were drawnu and presented to 

CODErAR. This equipment included: 

1. International tractor-trailors. 

2. Peanut harvesters and diggers. 

3. IrFAj soybean harvesters borrowed from CBF. 

4. T7G Caterpillar tractors. 

An office was established in the shop to accamodate the Chemonics' tech

nician and his counterpart, Ing. Carlos Urdininea. 

Based on the shop design, materials were reiuested for construction of 

work tables and warehouse facilities for parts. The lathe and vertical drill 

were set up, although is still not operational due to a lad of parts and tool 

attachments. A wlding area was set up apart fran other shop activities and 

functions with the use of a portable welder. 

Assistance was given in constxucting, a fence around the two hectare 
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area of the shp. The grounds and interior of stop buildirgs were cleaned 

and organized, to establish a routine of maitainirg quipment, tools and fa

cilities In neat order. A new schedule was established for workers. 

Heavy welding equipment cannot be used until the shop's generator is 

installed. Plans were made for the installation of two grease units, a 

peranent one for the service ramp at the shop, and another to be mounted on 

a truck for field servicing, of tractors. Unfortunately, the second unit had 

to be removed fran the truck due to other general uses for which the truck, 

was needed. 

Routine maintenance on Caterpillar tractors including replacing faulty 

fittings to stop oil leaks in the hydraulic Systems. Air filters were clean

ed along with the magnetic and hydraulic oil filters. Cutboard bearings on 

final drives were retihtened to prevent oil leaks. Special wruezdes and 

seals will be needed to accomplish a more complete job on final drives in 

the future. The CATS were given routine maintenance checks, including oil 

chnges, putting seven of than in operable corition since March 1980. 

Other routine maintenance work included rehabilitating two IDEAL com

bines after necessary parts were received, and assawblizv the new peanut
 

and soybean harvesters purchased for CCDETAR by (ainonics.
 

The tw new peanut diggers both lacked several major canpnents, but 

one caplete digger was assembled by taking parts from the other. The 

bottan panel of an IDEAL combine was repaired after presenting difficulties 

in the field and one FIAT tractor was assenbled and tested for field wxrk. 

In the important ara of parts supply and inventory control the Memo

uics' technician played a special role. A parts warehouse was organized in 

a separate building close to the main shop and kardck systems were set up 

to control the use of parts and inventory, with minfnun and mm,m limUits 

set. To help manage fuel inventory, two diesel tmais of 20,000 liters 

each and one tank for gasoline were installed at the shop. 

The heavy equipment technician assisted in the purchase of clutch parts 
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for the FIAT tractors, parts for International tractor trailors, hydraulic 
hoses vhich had fittings inoted In Tartagal, Argentina, filters for CATS, 
ard other minor items. 

A large stock of oil and Prease was purchased by MEW for lon.-tem 
needs of the progran. Meari~le, it vas learned that the stock of spare and 
repair parts for the Caterpillar tractors (financed by the USNID T-050 loan) 
had been off-loaded in Buenos Aires early in the year. To date these parts 
have not been re-shipped to Polivia. 

The Heavy Equipment lbintenance Techniciar spent a good deal of time on 
training activities during this reporting period. The training dealt prin
cipally with a study of the desipn and organization of the shop, including a 
welding area, a service rm and grease racks, a tool roan, a lath and drill 
press area, a parts archouse, an office, etc. Shop organization and main
tenance system were fully covered. Howver, the initial lack of tools hap
pered this aspect of work, and, of course, the amount of actual training that 
could be carried out. The Bolivian counterpart was given training to improve 
his knowledge of the use of tools and management of personnel. 

Guidance in the area of repair and maintenance included changing the 
practice of disassenbling machinery to discover problems. Instead, emphasis 
was placed on the need to have parts and tools on hand before initial disas
sembly is begum. Regarding field operations, it was recammnded that opera
tors work consistently with the sane machine; this practice will minfmiz 
maintenance difficulties and maximize the useful life of machines. 

Other specific training included teaching mechanics the proper clutch 
adjustments on CAS to prevent burnt out bearnings, and explaining n~wer divi
ders to drivers of Internationals. ?Maintenance books were lent to drivers 
and operators, and specific points were discussed in detail. 

In summary, equipment maintenance objectives vxre met with the exception 
of a ccmpletely imtalled shop. This has been delayed due to lack of tools and 
equipmnt, a problem that is becaning crucial as time goes by. Indeed, vithout 
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electric pc*er and a fully equipped lathe, much of the repair work that will be 
needed in future montha Ail have to be sent out to private shops in Yacuiba or 
Santa Cruz.
 

3. 	 Progress in land Clearing 

At the request of CMEW., rhemonics' land clea:r technician prepared 
an econanic analysis of the land clearing operation along with cost projections 
for 1980, based on alternative amounts of land to be cleared -- 400, 800, and 
1200 hectares. Effects of the devaluation of the Bolivian peso and increases 
in the real cost of diesel fuel were especially noted. A sumary of expenses 
ws included shoing operation costs and amortization of ecuipment. Naturally, 
costs per hectare reduce drastically as nunber of hectares increases closer to 
the full capacity of the equipment. This study and the resulting recomenda
tions were presented and discussed fully with 0ODEAP, personnel in February. 
After this meeting, a series of monthly reports were prepared by Chunonics'
 
technician for the benefit of the client.
 

Other cost analysis were done to help determine appropriate prices for
 
work by CATS, farm impJments and peanut and soybean harvesters. Another cost
 
analysis completed at the request of the Integral Coperative in Yacuiba ws
 
presented to USAID. At the Cooperatives request the technician reviemd a
 
feasibility study on the acquisition of three soybean harvesters.
 

Recommendations were made to CODETMR regardirn collection of data in the 
field in order to determine what crops were planted and other information re
levant to the 1979-80 agricultural season. Pain puaes were purchased by 
Chemonics and a plan for their utilization developed in conjunction with TM. 

Planning for field activities included organizing clients by zone to 
assure the rational use of machinery du-ing the harvest. 'Detailed recmenda
tions were made on the organization of initiating harvest operations regardin 
the 	use of personnel, tools, control of equirmnt and method of contracting 
with clients. A form was developed for daily control of harvesters. In 
April, two logistics maps were prepared to delineate the areas to be harvested, 
ne 	for Yaculba-Sachapera, and one for Villanontes. 
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At the beginning of the land clearing season, clients were located and 

assistance was given in planning the movement of machinery to wrk areas. It 
was suggested to CCDEUTR that machines be concentrated in one or tw areas at 

the same time, rather than dispersing them to four or five areas, in order to 
facilitate support and supervision. This suggestion was well received, and 

the decision was made to schedule services within set dates for given areas 

so as to assure all clients eual treatment. 

The technician assisted in the assanbly of a planter and cultivator and 
calibrated the planter in the field. Three harrm were also assembled. Trial 

runs vxre made with new cultivators and operators were instructed as to correct 
uteel width, and distances and depths of blades. Assistance was provided in 
preventative maintenance and manuzils prepared givingj special precautions for 

the conditions of the Chaco. A list of parts was made up for International 

trucks. 

Few nca practices in land clearing were tried during the report period. 

laterials and labor requirements to build a tree pusher were developed and 

discussed with the client. Also, Chemonics was requested to contract a short

term technician to demonstrate the use of cbin lard clearing in the Chaco. 

However, final approval was delayed until the chain was cleared fran customs 

and transported to Yacuiba, .hich had not occured before the end of the report 

period. 

Training activities included dcvelomnt of courses on preventative main

tenance and operation of L-wd clearing equipment. Operators were trained on 

use of the Fame Pl7c, cmphasizing field adjustment. (Cuidancewas provided to 

operators concerning, parameters of the Txrk to be performed, i.e., in what 
condition land should be left to satisfy the farmer/client, taing cost into 

consideration. Field instruction was provided on the operation and preventa

tive maintenance for cmbines. 

Finally, rechanics wre instructed on correct valve clearance adjustments 

for Fiat tractors, and a practice session was held. 

Other general inds of support in the Chaco provided by the Land Clearing 



34.
 

Technician included inspection of a dramage canal north of Yacuiba and recan

mendations to tractor operators on method of improvement. tn air compressor 

was inspected, problens identified and assistance provided with repairs. 

Also, a special 'fishing" tool was built to recover a ruxlp lost at the bottan 

of a water well in Pocitos. This effort resulted not only in saving an expen

sive num=, but also the well itself. 

In June of 19(CICTAR decided to change the land Clering Technician's 

base to Villanontes to provide assistance to the field supervisor responsible 

for that area, Ing. Oscar Paz. A work plan was prepared and preparations 

were made to ccnply w,7ith this request. 

In summary, a great deal of effort was made during the report period in 

economic analysis and planning of future operations both in agricultural ac

tivities and land clearing. Field activities outside of soybean harvesting 

were at a minimun; however, the land clearing technician helped with several 

special activities described above and in the next section' 

4. Progress in Other Areas Related to Land Clearing 

In Mrch 1980, Chemonics was requested by MYA, and UMrAI to proceed 

with an emergency procurement of tvm soybean cambines for the Chaco. Since 

the capacity of existing harvesters in the Chaco was not nearly adequate for 

the number of hectares planted to soybeans, and harvest ims to begin in 

April, Chnics faced a preat deal of pressure to ensure that the machines 

be delivered quickly to CODP.. Chanonics' Land Clearing Technician and 

Chief of Party began visitir: suppliers in Santa Cruz during early Mrch to 

ascertain equipment availability before the arrival of our acquisitions 

expert from Was ixnton, Mr. Les Hook. Available machines in Santa Cruz did 

not meet specifications; hamver, with the kind assistance of Mr. Juan Steer, 

former LSAID employee, arrangements Txre made to purchase one unit from 

CIACMO N-iich ould later be replaced fran the factory. AMother smaller 

machine was provided by Masainv. Thanks to the fine cooperation of Mr. Carlos 

Ferro of USAID, "tr~nites" were cut to a mininum and both harvesters yere in 

Yacuiba by the end of March, My wxeks before the beginning of harvest. 
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Other support included helping obtain cuotes for purchase of 18 radios 
for CC]DEZAR, assistance in the trasport of vehicles and equipment from La Paz 
to Yacuiba, and providing liaison among CODETAR, MACA and USAD regarding 
acquisitions and custons liberations. Other smaller acquisitions were under
taken and relnbursed directly by CCDETAR. Assistance ms provided by 
Chemonics' adinistrator on the use of Kardex systems in the Yacuiba office 
of CODEEAR. 

In Tarija, Chewnics' land Clearing TecImican prepared a cost analysis 
of equipment used for road construction. New costs were shown after the peso 
devaluation to establish hourly rates to be used for work for in the private 
sector. Services %re provided to the Tarija feed plant and recaimendations 
,re made rearding equipment maintenance and modification. 

5. Suggestions 
The purchase of tools and equipment for the Palmar shop should be 

the highest priority of =A and COXFTAR to ensure that major investments 
already made are fully utilized. For Chemonics' technician in heavy equip
meit maintenance to fullfil his responsibilities adeauately, it is crucial 
to have the proper tools available for the training of counterparts and other 

personnel involved in the project. 

We also recommend terminating the land Clearing Technician at the end 
of the 1980 land clearing season and replacing him with a soils expert for 
a one to three month period begindn in January. There is a pressing need 
to analyze the effects of erosion in the Chaco, including the Chaco lknedo, 
where cultivation is being intensified due to the construction of water 
reservoirs, coupled with clearing of small parcels of land for pasture Improve
ment. The latter activity will very likely reduce erosion problems by permit
ting a more even dispersion of livestock over the regitu, thus reducing inten
sive grazing aroundxl cisting water holes, which are limited in r=ber. 
However, expert advise is needed to ensure a rational utilization of natural 
resources, particvarly land. 
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B. Seed t 

i. Overview
 

Te=Us of reference for the long-term seed position were agreed upon 

with MACA prior to the b-ginming of the report period. MACA also requested 

that the position not be filled until July 1980, thus making it possible for 

the teelmician to cover two agricultural seasons during his 18 month contract. 

Candidates were presented to MACA and Dr. Adriel Garay was chosen for the 

position. He began work in Bolivia in mid June. 

The initial objective was for Dr. Garay to visit various seed installa

tions inBolivia and assess the current status of the seed program. 

2. Progress
 

After making initial contacts Dr. Garay and Cioxmnics' Chief of 

Party accanpanied Ig. Anibal Guzmn, Director of MACA's Seed Departmnt, to 

Santa Cruz. Meetins were held with public and private groups in which prin

cipal problems regarding seed quality were di ssed. By mutual cms , 

iiwas decided that C2anics' advisor should place priority emphasis on 

soybeans, corn, rice, wheat and potatoes. GeCgraphical areas of concentra

tion for the three lowland crops should be Santa Cruz and the Cuaco. 

During late June and early July visits were made to the Seed facilities 

in Santa Cruz, the Chaco, Tarija, Potosi, Sucre, and Cochabamba. Specific

ally, the centers visited include the seed processing plant in Wrnes, fields 

production of winter crops in Santa Cruz, Abap6-Izozog Project in the Chaco, 

acperimental Station "Gran Chaco" near Yacuiba, Seed Department of MACA in 

Yacuiba, Seed Processing Plant inTarija, seed production areas near Tarija 

and San Juan del Oro, Seed Plant in Betanzos, Experimental Station 'Thinli" 

inPotosi, seed facilities in Sudafiez, IMTA offices in -ucre, the Seed Proces

sing Plant in Coc1amba, and the Toralapa and San Benito Experinental Stations 

in Cochabwta. Exkcllent cooperation was received by MACA and other persormnl 

inall areas, which helped the Chenonics' advisor develop a brief report 

inluding guidelines for a work plan. 



3. Suggestions 
Coordination with the Seed Department of M= has been very positive. 

Developmezt of a work plan and assigriwet of specific counterparts for the 
many facets of work in seed iprovement should be the nect step, in which 
Chamonics hopes MLA will be heavily involved. 

Additionally, installation of processing machinery in the plant at 
Warnes appears to be a critical element in developirg a caprdiensive seed 
Impraevment progran. Hence in order to insure efficient use of resources 
dedicated to this progran, me recomend prompt action. 
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C. Processing and Marketing of Fruits and VEetables 

1. Overview 
Thi-.s technical ar.La is not defined in the MA/Cemonics contract, 

but instead has developed due to requests for short-term technical assist

ance from several institutions. In January, 1920, CCWEA and CORDFX each 

made requests to 14XA for help in designing marketing, systars and. elaborat

irg specifications for equipment needed for fruit and vegetable handling, and 

processing. In the case of Tarija, enphasis vas placed on fresh fruit and 

vegetable marketing and peach drying on a smell scale. CCDETAR's plan is to 

expand processir capacity in stages and increase fruit production at the 
saw time. In Chuquisaca, a pre-feasibility study had been elaborated for 

a complete line of processing facilities. Fere, technical input was request

ed regarding the specific equipment required, imcluding cost estimates, as 

an input into a final feasibility study. Emphasis was placed on organization 

of the plant and coordination with growers. Fresh fruit handling and market

ing ,was included later as a necessary element in this project. 

After consideration of these recuests, TA authorized Chenonics to 

provide the needed assistance. The TWA/Chemonics contract contains 30 

man-months of time for short-term consultants financed with T-059 loan funds 

of USAID. In designing the contract, MACA expressly maintained flexibility 

over the use of this assistance to facilitate meeting requests such as these. 

Chanonics' COP visited Tarija and Sucre to define more specifically the. 

tasks to be perfomed. TEo consultants vre first recruited for the work 

with CODETAR; a third person was brought in later to assist CC1DECH. 

in May, arother request was received by MCA fran the University of 

Tarija for a similar kind of assistance in designing, a laboratory for teach

ing methods of fruit processing. Since the needs for trained persomel will 

becane acute once the commercial scale projects of C(DETAR and (XI1Pfr. begin 

operations, the University's training program is complmentary to the other 

projects. MACA authorized the use of two consultants for this work, for a 

total of one man-month of effort. 



Before the end of the report period, additional requests vxve received 

from CODEMAR for work in ve~etable processirg, from OCDECH for marketirg 

studies at the national level, and fran the Association of Citrus Crowers 

of Tarija, also for marketing studies. These requests are currently pending. 

The objectives for dtis reporting period, developed upon receipt of 

the requests, were to initiate studies that woruld result in: (1) recommen

dations for a fresh fruit and vegetable marketirn, project in Tarija and 

specifications on equipment needed; (2) dimensions for a fruit processing 

facility in Curuisaca, suggestions on the organization and managm!ent of 

this facility, &adequiamnnt specifications for it; and (3) specifications 

for a fruit processi4- laboratory for training purposes for the University 

of Tarija, plus sugestions on a training, progran. later in the period, 

the time frame changed with regard to the Tarija x.ork and Cheerics was 

requested to ccr-plete the report in Tay, if possible. Also, during the 

course of the work in Chuquisaca, fresh fruit pacling was included. 

2. Progress 

Dr. Francis Masson arrived !I-arch 25 to begin v.nic on fresh fruit 

and vegetable marketing in Tarija. Rains that had washed out a bridge en 

route to Tarija, and changes in IAB flights, delayed his arrival to Tatija. 

Upon arrival, a detailed worl plan was developed in coordination with 

00=, inmvnlving field visits and the gathering and analysis of market 

data from Tarija, Sucre and La Paz. The time frame of the uvrk plan over

lapped with a second technician who would be responsible for equipment spe

cifications. 

Field visits were conducted to explore aspects of product availability 

and quality, production and handling methods, as well as the growers interest 

in cooperating with a cntralized marketing organization. Existing local 

producer cooperatives were assessed in terms of organizational strenCth and 

economic viability. In Tariia, contact was maintained vth the central 

cooperative, CEPfAT, the association of fruit and vegetable producers, and 

with German volunteers involved in cooperatives and improvement of fruit 
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4dichproduction. In Sucre, contacts were made with Acci6n Loyalista (ACLO) 

farmer market, and with the Marketing Department ofoperates a 	 with (ORDEfl, 

gathered in La Paz, Sucre ind Tarija for analysisMACA. Marketing data vas 

leading to recamiendations on the mode of operation of a fresh fruit packing 

plant. 

r. Manuel Silva arrived on the 16th of April for a two week assigrnent 

in Tarija. His input was 	vital in deterinix the dimensions of the packing 

plant and providing guidelines on fruit drying. Once the overall strategy 

was defined, specifications were written for recammended equijient. Cata

logues and cost estimates uxre gathered in the USA for inclusion in the 

final report, Ohich vns presented in draft form to CODETAP. in June. Before 

leaving Bolivia, the consultants also prepared a special report for (U)ETYR 

and MACA on the feasibility of tonato processir, in Tarija,advising that 

careful study is needed before investirr heavily in this project. Alterna

tive means for initiating 	a modest program were outlined. 

The xork in Chuquisaca began on April 22 with the arrival of Dr. Waldo 

Heron. A trip was scheduled to the Valley of Cinti, the principal fruit 

producing area of the department. Fran there, Dr. Heron and two CCJMWH 

held with CC1ETARcounterparts visited Tarija where a general meeting was 

and all three Chemonics' technicians, plus the (oP, to campare progress made 

on both projects. Rerammendations being formulated for Tarija were discussed 

arply with the participation of the CODFC. representatives. It is felt that 

this l-iid of coordination can help prevent duplication of efforts anorg de

partnents that could cause an oversupply of sane products in limited national 

markets. 

After completing observations on the agriculture of the area and updat

ing estimates of raw mater:il availability, Dr. Heron made reccamerdations 

concerning methods of cultivation. Then a plan of operations for the process

ing plant was elaborated, and notes provided regarding ergineerirn aspects of 

jams and nectars. Diprocessing fruit, including canning, drying and makin 


mnsions of the plant were then determined, which led to reccamendations on
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specific process lines and equipment. Catalogues and cost estimates were ob

tained in the United States. These are to be included In the final report, 

hiich is expected to be available by August, 1980. 

Dr. Heron also accepted the assignment of writing specifications for 

the University of Trija's traiing leboratory. Approval of rils work was 

received at the end of June, hence no progress can be reported. 

In sumary, work in the area of fruit and vegetable marketing and pro

cessirg has became a technical area of concentration for Chonics during 

this report period. It is felt by Chemoics to be an appropriate work area, 

in substantive terms, for sereral reasons: 
- focus on small farmer productivity, 

- located in a geographical area associated with Apricultural 

Sector II, 
- a prcy,m priority previously suggested by USA=D Project Manager, 

and 
- a request issuirn, from a secondary client specified in the 

Chewonics contract (CCDE]AR). 

Perhaps the overriding rationale for Chemonics' collaboration stems 

fra the fact that our primary client, ICA, eqpressed interest in utilizig 

unassigned contract resources to thiq technical area. Concentrating a good 

deal of short-term time in one specific technical area enables the contractor 

to have a more meaningful and consistent role in defining the development 

priorities of the agricultural sector. 

In total three tech:icians rked on this program for a total of 19 

weeks between March and June. All of the original cbjectives involving ini

tiation of three separate studies uxwe met. The first of these was delivered 

in draft form to CODEAR during June. 
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3. Suggestions 

Chmwnics feels that fruit and vegetable marketing and processing 
shiould be viewed as a contirning program. Certainly the principal responsi

bility over ChEaonics' involvment in this technical areas lies with MACA, 

and we feel their continued leadership is beneficial to all parties. Each 

of thie three pending requests mentioned earlier should be considered prcmptly. 

In addition, increased coordination anorg, the regional development cor

porations of Tarija, Chuquisaca and also Cochabnba, as well as other insti
tutions, is needed to prevent overinvestment in production processing facili

ties. Hopefully, an overall plan guiding the activities in each department 

could be elaborated in function of Tra&Ket limitations. Cheonics has helped 

initiate sane interaction, but leaderb-.p by MACA is required to establish 

a more formal process of coordination. 
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SECTION V 

PRLESS IN PROJ SUPERVISION AM AI1INS'IATMION' 

A. Overvie.w 
Project supervision and adninistration involves t.o basic functions, 

one the management and supervision of technical areas described earlier, and 

the other administration of the project as a Aiole, including supervision of 

a local staff. Both functions are primarily the responsibility of Chhmonics' 

Chief of Party in Bolivia, who has also been active in Agricultural Sector 

Planning. However, the Organization and lethods Technician, who also acts 

as Deputy Chief of Party, assisted with project administration dump the 

reporting period. For the future w are workinp under the asstmption tat 

a long.-tenn specialist will be aprmved to assume contractual responsibili

ties in planning. This assumption is based on a decision reached bythe 

Minister of Agriculture. 

Objectives in supervision of technical areas for the report period 

include the initiation of work plans for the second year of activities, and 

d.fining. and filling of vacant positions in seed I'mrovement, data process

irg, and planifrg. (the seventh position of the contract originally sneeified 

for small farmer credit). Other objectives were to imrove our reporting 

mechanism so as to make it more efficient in term of time occupied and use

fulness to our clients, and to continue cultivating a relationship with 

MA whereby Chemonics can provide rore needed support in policy decisions. 

That is, a goal was M-A. hw to best utilize the technicalto demonstrate to o 

assistance resources of the contract. On the contract administration side, 

the major goal was to turn more responsibilities over to local employees, 

thus permitting the CCP to be more effective in the supervision of technical 

areas. 

B. Progress in Supervision of Technical Areas 

The previous sections of this report dealing with progress in each 

technical area reflect much of the work accompllshed in the supervision of 
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those programs. Hence, the highlights are sumarized here by listir major 

activities. 

1. 	 Sectoral Planning 

* 	 Assisted the Office of Sectoral Planning and the Departmnt of 

Statistics in developing a proposal to work on a linear progran

mixr model. Participated in elaborating a detailed ,,turk plan 

for this model. 
* 	 Prepared a job description for a short-term technician in sec

tor planning and linear programting. en this consultant 

arrived in la Paz, helped develop a detailed work plan. 
* 	 Reached an agreemet with the 11inistry on a contract ameninent 

to place a long-term technician in the Office of Sector Plannin.. 

2. 	 Organization and Methods 

* Presented a vxrk plan to the Ministry for forial approval. 

3. 	 Data Processing 

* 	 Supervised a short-term technician who identified hardkxre/soft

ware needs of FRTS. 
* 	 Arrarred a series of met= _ngs with 1ArA, F"TES, and USAID to 

further explke the possibilities of caobining efforts to esta

blish a data processlng unit for t~ agricultural public sector. 
* 	 Edited the draft of technician's final report and presented it 

to IT,=. 
* 	 Developed a calendar of activities to guide efforts tcmard 

reachidg,an agreement between MACA and FTSd\. 
* 	 Together with the Director ci the Department of Statistics of 

1,=CA, wrote a job description ar selected a short-term special

ist to define IACA's needs for caputer hardmre mid softmare, 

and write specifications for purchase of equinMent. 
* 	 Helped cordinate meetings betw-ee MACA., FF!S, and tSAID to 

establish the methxol of purchase and orpanize a data processing 
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center. 
* 	 Presented carylidates for the position of lorg-tm technician 

in data processing. 

4. 	 Seed Imrovement 

* Participated in orientatir the now long-term technician in 

seed improvement. Reached agreenent x.iith WA as to work assign

ment and priorities. 

5. 	 Land Clearin. 

* 	 Established a systen of monthly reporting and formal recauneda

tions to CO(ETAR. 
* 	 Helped orient the ns Heavy Euimlmnt Maintenance Srecialist who 

began work in February. 
* 	 Edited a special report submitted to CC[EAR by the land Clearing 

Technician. 
* 	 Participated in meetings in La Paz, Tarija and Yacuiba concerning 

plans for the 1980 land clearing progran. 

* 	 Reached important decisions with CC'TAR rearditg the best means 

of coordination on the part of Chenonics. 

* 	 Prepared a vnrk plan for the Heavy Equipment Maintenanca Special

ist and presented the plan to MACA. 

* 	 Assisted in the acctisition, of wo canbines and 18 radios for 

O(I=EJAR. lso assisted with a series of smaller purchases. 
* 	 Established a nw7 work plan for the land clearing technician 

involv'.g a change in work site fran Yacuiba to Villamontes. 

Conducted an evaluation of work prpgress of hennics in this 

area.
 

6. 	 Marketing and Processing. of Fruits and Veetables 
* 	 Prepared Job descriptions in coordination with COCAR, CCRDEMR, 

and the University of Tarija for three separate, but related, 

pieces of work. 
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* 	 After fieldin two technicians in Tarija, develoned wrk plans 

and provided backstopping by maintaining contacts with various 

institutions and by gathring market data. 
* 	 Edited a special report on tomato processing and presented it 

to I C. 
* 	 When a third position was fielded for Chuquisaca, initiated a 

meeting 	of the two departmental development corrorations 

(CODETR and CCXDECP) to miprove efforts at coordination of 

their programs. 
* 	 Edited a suatuary of reccvmendations made to MPrFIH. 

* 	 Participated in the elaboration of infomation for final reports. 

* 	 Helped select two specialists for the work requested by the 

University of Tarija. 

In summary, work plans were completed for 0 &M, Heavy Fkxipment Main

tenanc. and Land Clearing and another is being developed for Seeds Improve

ment. The seed position was filled; candidates were presented for the Data 

Processing vacancy. A job description ,as developed for a full time planner. 
All short-tem consultants in data processing, fruits and vegetables, and 

planning have had work plans developed fron their job descriptions, and have 

prepared final reports. 

C. 	 Progress in Contract Adinistration and Logistics 
Administration includes activities related to accounting, local staff 

supervision, vehicles, support to expatriate personnel, contract procurenent 

and customs clearances, reportirp, coordination with M4A and iJSAI and in

ternal firm management. A fe7 of the principal activities from January 

through Jure are outlined below. 

1. 	 Local Staff Administration 
* 	 Prepared bi-wekly work schedules for office staff. 

* 	 Utilized efforts of the local administrator in procurenents. 

* 	 Increased capacity for translatiw reports throug contracting 

outside persons. 
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* 	 Defined nev position for bookkeeper/secretary and recruited a 

qualified individual. 
* 	 Planned methois for evaluation of local personnel. 

* 	 Maintained control over utilization of time of local employees. 

* 	 Took steps to adjust per-diem rates of local aeployees. 

2. Reports and Evaluations 
* 	 Established a system of report preparation and distribution. 

* 	 Signed contract anendnent with MhM, and TJSAID to change fre

quency of regular reports to smianumml rather than Qarterly. 

* 	 Distributed quarterly report for period frcm August through 

13ovaber, 1979. 
* Participated in an infonmal evaluation of the project with 

USA.. 

3. Logistics 
* 	 Worked out details of office rangements in La Paz, Yacuiba, 

and Santa Cruz. 
* evied insurance policies of Chewnics with respect to vehi

cles, office and household furniture, and liability, and 

brought insurance up. to date. 
* 	 Received project vehicles and returned three Jeeps to MWA. 

* 	 Received last shipments of household furnitre. 

The general objectives in contract admdstration have been met by 

better utilizig local staff and thus all'ixr the CM to focus much of 

his attention on techiical supervision. 

D. Suggestions_ 

1. Technical Suervision 

Chawnics fully accepts the responsibility for manakement and su

pervision of the technical assistance input into programs specilied in our 

contract and others identified by !W9A. Hadever, the continued involveMMt 



of MACA is essential to guide the consultant's activities in ways most bene

ficial frn the perspective of Bolivian institutions. All nroprams in whicb. 

Chanonics collaborates need constant review and guidance, which can only be 

given by persons Imving the authority to make decisions for the Polivian Co

vertment. Chanonics' role in the provision of technical assistance is to 

res: md to these decisions pranptly and effectively in order to provide 

maximum support to our client. Hence, the success of Chemonics' efforts 

hinges, in large neasure, on coordination with MCA and other client insti

tutions. Therefore we strongly recarmend regular weekly meetings with the 

Director General of MPCA and othars frcn the sector for the purpose of 

reviewing our contract, work plans, progress and problams, and rkakir deci

sions on crucial substantive and administrative matters. 

2. Contract Adinistration 

Since August 1979, Chermnics has occupied a rented office outside 

the Ministry, financed by T-059 loan funds of USAID. This funding was 

arranged by MACA, who bears responsibility unkr our contract for providing 

office space. Authorization for rental payments was originally given until 

December 1979, then extended to Septenber 198, at which time IACA would 

either mahe space available elsewhere or assune responsibility for the rent 

pyments. Though the space currently occupied is adequate, Chawnics be

lieves there are overriding advanages to havhM office space in the MACA 

buildir itself be substantial. The principal advantage wld be the 

increased 	daily contact witl the client occasimwd by close physical prox

mity. 



SECTION VI
 

SUHM*ARY OF RECCW1EUDATIONS 

In each of the technical areas for which progress is reported, and in the 
area of project manamcnt and administration, sug.estions are made with the 

intent of improving efficiency of the contractor's efforts. The more important 
suggestions are restated here for reference: 

1. 	 Offices in CA having functions in econanic analysis, sector planing 
and statistics should be reorganized and strengthened. 

2. 	 Contingent upon the realization of recammendation mnber 1, technical 
assistance in the area of plarming should be increased. 

3. 	 Approval is needed cn the Work Plan of Chcronics' Organization and 
Methods Technician and support should be provided for the personnel 

stbit currently undenny. 

4. 	 Additional qualified personnel are needed for the office of Acinis

trative Analysis. 

5. 	 The Data Processing Center should be fonmed and steps taken to proceed 

with acquisition of cf'uter hardware. 

6. 	 The equipmnt and machinery needed fcx the shop at PaImar Chico should 
be acquired imnediately. 

7. 	 An evaluation of soils characteristics in the CIaco Huwedo and Chaco 
Seco is essential to insure that projected land uses in the area are 
appropriate. 

8. Machinery for the Seed Processing Plant in Warnes needs to be instal

led. 

9. 	 CIonics should be authorized to proceed with a national marketing 
study of processed and fresh fruits and vegetables. 

10. 	 Regular wekly meetings between 1MWCA authorities and Chawnics' Cief 
of Party should be held to review urk plans, progress and problems. 
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11. 	 armonics'office in La Paz should be incorporated into the central 

MMC building. 

The realization of many of the suggestions stated above require concerted 

efforts on the parts of MICA, USAID and Cheoonics. Because of de camplkx 
nature of project managaent, Ch-ionics nlaces special anphasis on recammen

dation number 10 above, which suggests weekly meetirns between MACA and 

hemonics. I4my of the corcerns c pressed earlier -cw~ld disa near if more 

continuity could be provided on the part of our client rcarding project mana
gonent. Until this basic requisite is fulfilled, the client and contractor 

.ill not be able to fozimilate consistent objectives, nor will nrmoress accom

plished under the cont2 act be satisfactory to all concerned. 
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SECTION VII
 

CONCLUSIONS AND FORECAST
 

A. Conclusions
 
Tis report marks the ccupletion of one year of work under contract
 

OGt/AID 511-111. Progress in sane technical areas such as land clearing and
 
marketing, of fruits and vegetables has proceeded despite political distur
bances, Other areas such as Sector Planning and Organization and Methods, 
which are highly geared to directions set by MACA authorities have at times 
suffered due to lack of continuity. 

As stated earlier the major problem faced by Chenonics regarding project 
management is the lack of continuity on the part of our client. Because of 
the great variety of activities in which our firm is involved, it is essen
tial that MACA provides coordination through a single authority who is rami
liar with the specific terms of the WICA/hanonics contract. Since the res
ponsibilities of the Director General of Agriculture cover a wide nmber of 
projects and programs of MA he is usually most infomed about the techni
cal role Chinonics can perform and about the resources available under our 
contract. Hence the Director General is specifically naned in the 

hmnonics contract as Project Manager. uckily, changes in T rsonnel in this 
position during the past year have not greatly affected coordination of 
hemonics efforts in any on-going projects. Unfortunately, however, a major 

prcblem arises when differemt MACA authorities make direct remists of Cheno
nics which are not first approved by the Project anager. In sane instances, 
Chemonics has been asked to perform tasks for which personnel are not avail
able, and in others, technicians are required to suspend efforts on on-going 
projects for which they are responsiblc and change directions to other acti
vities for wldch their responsibil..y is not clear. The first of these situa
tions occured when Chemonics was asked t, give full-time support to the Office 
of Sector Planning, but no authorization was given to provide a full-time 
planner, either long-term or short-term. The second situation came about in 
relation to work in Organization and Methods adviser who has responsibilities 
in institutional restructuring. Only after the Agricultural Symposium was 
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action taken on the third work plan which provided the needed supnort to un
dertake a sectoral personnel study. In addition, the Lunterpart to 4iich 
this 	adviser was assigned became isolated fran the malnstreln of inistry 
activities, thus creating- further ambiguities in the role of the adviser at 
decision madng levels. lacking any fim guidance fran a single authority 
in IA, the technician was asked to assist with a number of technical and. 
administrative activities, many of which do nt contribute directly to the 
primary objectives stated in the contract. 

By assigning one individual as Project Mnager to represent IWACA in 
matters concvnlng Chnics, these detrimental situations can be avoided. 
It is essntial it do so in order that contract resotces be utilized to best 
advantage. Providing continuity in this manner would naturally be of benefit 
to MAC. and Choenics, and would also benefit individual Chaaonics Technicians 
and their counterparts. 

B. 	 Foreca-t 
Forecasting future progress is difficult especially in relation to the 

advisers woring in institutional development in la Paz. Naturally Chemonics 
will make every effort to adjust to nw-. priorities and directions set by our 
client, nevertheless, e feel strongly that work that was begtn during the 
current report period should be continued to its completion. In Sector Plan
ning this includes the development of a linear programming model of the agri
culture sector. After completion of this trial model, it is our desire to 
participate in a reorganization of the Plaming and Statistics Offices. In 
Organization and Methods our first intention is to complete the pervonmel 
study including analysis and r tions. This report is scheduled to be 
presented in November. The implmentation fase will depend upon actions 
taken by MCA. Chenonics' work in data processing depends on the formation of 
a data processing center, the acquisition of coauter hardware, and selection 
of a long-term technician. Chmoncs hopes all three actions can be taken 
within the nect report period and that the center can begin operation in the 
first quarter of 1981. 
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An increase in land clearing activities including construction of water 
reservoirs in the Chaco Seco is projected. Hence, Chawnics expects that 
both its technicians in Yacuiba will be fully utilized frcm June through 
Ncvunbcx in operational efforts. It is hoped that their activities can be 
oriented to great extent toward on-the-job training rather than simply accom
plishing routine work tasks. The extent to which training occurs will depend 
upon the counterparts assigned to work with the technicians. In relation to 
Seed Ihprovement, it is expected that a work plan will be prepared and approved 
to which future activities can be geared. One essential elaent of the plan 
will be the installation of machinery in the Warnes Plant which should be 
started before the end of 1980. In the area of Processingbiarkotlng of Fruits 
and Vegetables, Chmonics hopes to proceed with the national marketing study 
which will form the basis of plannirg and coordinating fruit production and 
processing projects among departments. 

Finally with reference to project managment, (axics hopes to formalize 
the two agreements reached earlier with MACA and MSAID which will enable C1exx
nics to dedicate an adequate amount of time to technical supervision and coor
dination, while also rawvine anbiguities over responsibilities of the Chief 
of Party in Sector Planning. It is also hoped that the difficulties rarding 
project management on the part of 1A will be overc e. 


