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TIle GOB established the NCDS in 1964. The organiza
tion ~'las dedicated to the principle of self-help commu
ni ty development. It has pursued t:-tis obj ective throug
the t~aining of leaders in self-help techniques, and th
provision of technical assistance and Quilding material
on a grant basis to commQ~itieB who were willing to
assume the major portion of the coat of a p,oject
desired by the members of the comnQ~ity.

USAID has assisted in the development of the NCDS
mostly thro~Gh our loan, grant and Title II programs.
The purpos~ of this ev~luation is to detennine what
lessons havE beEn learned from these joint experiences
\·:hich Tray be considered by the GOB and USAID in the
process of developing ana irr,pler:ienting a nevi assistance
OrOgran1 fO:2 cmall farmers =or 'Vihich the GOB has request d
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UfjAID br:::gan pr')viding the institution with technical assistance and
financial supp0rt through grants and local currency loans beginning in
1966. In July 1968, USAID authorized a loan for $1.7 million to the
organization (Community Development Loan 511-L-038), but for a
variety of reasons, mostly political, the loan agreement was not
signed until August 1970. In its final form, the loan provided
$915,000, most of which was designated to finance technical assist
ance and the acquisition of materials to be used in the construction
of projects :;'n rural communities. Disbursements began in July 1971,
and were nearly exhausted when funds from the second community dev
elopment loan, L-044, which is the subject of the present evaluation,
became available in September 1972.

Loan L-044 was for $3,000,000, most of which was for the purchase of
building materials to be used in the construction of self-help communi
ty projects. An additional $3,100,000 was to be contributed by the
local comml111ities whose projects were approved by the NCDS, and an
additional $1,200,000 was provided by the GOB to cover the cost of
the organization's salaries and some administrative expenses as well.
In most respectJ, L-044 represented a continuation of L-038. The
objectives of both loans, together with the means for achieving them,
,.;ere similar.

II. SUMMARY AND RECOMMENDATIONS

A. Summar:r

1. The projects completed with AID assistance have promoted
a growing ullderstanding and ~ceeptance of the NCDS self-help community
development concept vlhieh in turn has contributed in a positive way to
the integration of the campesinos tnto the nation"s development process.
The lack of hard (lata makes it impossible to determine the extent to
which this is tru~.

2. There is an increasing backlog of community requests for
projects and increasing vTillingness of the poor campesinos to contribute
time and money to community development projects. The number of project
requests from thE poor communities is greater than is HeDS's technical
and administrative ability to attend them. Using these data as
surrogate measures for the accepta~ce of the NCDS in the field would
suggest progress toward the NCDS objective of reinforcing the self-
help community development concept in rural areas.

3. The training of rural Bolivians in self-help community
development concepts continues u"1der the L-044 loan and the GOB's
regular budget. Specialized t~cl:1ical/administrativetraining for the
institutional development of til'" ;:CDS has tended to be somewhat overly
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centralized ~or the La Paz office.

4. There are indications tbat the NCDS system needs to
give stronger impetus to the decentralization of some of its functions
if it is to improve its ability to provide administrative and technical
support to the 1~000 pre-coop and/or cooperative organizations in remote
rural areas.

5. Low salaries and working conditions that are unattractive
to the great majority of Bolivia's professional workers have prevented
the NCDS from 8trengthening some of its administrative activitEs to
any significant degree outside the La Paz office.

6. A relatively large nu.."llber of small farmer cooperatives
created during the life of the project failed to prosper. The t
indications are that the causes for these farmer cooperative dropouts
differ from the periods prior to 1972 when one of the most common
causes was the mUlise of the cooperatives by ambitious local politicians
as stepping stones to political success. Causes of the recent failures
have been attributed to the lack of managerial capabilities in the co
operatives; the need for more coherent and comprehensive government
programs at the base level, and a lack of income producing activities.

7. Until the ~20, 000, 000 peso extraordinary a:ppropriation
to the NCDS by the Bolivian Treasury in 1975, USAID!Bolivia assumptions
concerning the willingness of the GOB to assume increasing financial
responsibility for the organization, had not been born out by experience.
It rray be still too early to ascertain whether or not this recent
development portends greater budget support in the future. There is
strong evidence, however, such as the more recent 250% increase in the
1976 budget over the 1975 budget and the GOB's willingness to restructure
the entire salary scale of the NC~~, which suggests that this is in
fact the case.

8. Owi:'lg in part to inflation, the late arrival of equipment
purchased under the loan and a significant increase in the interest of
communities in income producing projects, the NCDS was required to
replan and construct fewer projects than anticipated in the Capital
Assistance Paper. As a result, the NCDS markedly reduced its partici
pation in the construction of rural schools, while simultaneously
increasing investments in broader and more costly income generating
engineering an~ ag~o-industrialprojects. Again, as a result of
inflation, and somewhat overambitious planning, fewer silos as well as
fewer dams and kilometers of roads were built than originally planned.
In comparison with the organization's past performance, however, the
number of project3 constructed with the funds available was far better
than the average :t',Jr the 1970-1972 period. (See Page 3A).
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9. Install.ation of an evaluation capability within the
NCDS~s unavoidably delayed by the late arrival of the TA contracted
to design and install the system. Measures which were initiated
in mid-l974 to :nstall an evaluation system were recently evaluated
by an AITEC commltant. In his debriefing at USAID, it was obvious
that the NCDS had significantly impro~ed its ability to monitor inputs
and outputs and to make improved benefit cost analyses. It still
lacks the system to make jUdgments about the impact or;the NCDS'
efforts. For example, the NCrS is able to determine the number and
the cost of ma~y projects constructed through the self-help mechanisms
which they created. They are unable, however, to determine the impact
of these projects on the economic or social well-being of the small
farmer.

B. Recommendations

1. The ~CDS should accelerate the decentralization of its
project approval procedures and technical assistance s~pport activities
from the central office in La Paz to regional and local offices.

2. The GOB should contract assistance to conduct a perso~~el

management audi":. of its personnel system ~nelliditqg salary ranges, which
are generally low, and make immedia.te arrangements to improve the level
of the agency's s~lary structur2. It should insure that the NCDS employ
stricter criteria in qualifying prospEctive employees. (The Ministry of
Planning has agreed to this recommendation and it is being implemented
as of 10/1/75).

3. In tIle future, assistanc~programs to t,he NCDS should
concentl~te more participant training including in-servlce traini~g

in technical and aQministrative subjects at the regional and local
levels.

4. The ~CDS should increase the promotion of income producing
activities amonq: the rural com:::~]_~it:es.

5. The NCDS should foster new relationships between the
Ministries of Education 9.nd Health to encourage these l,:inistt'ies 1

participation in cormnunity self-help social development projects.

v
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6. The NCDS should consider providing credit to community
groups and small farmer organizations. 'rhis effort should be designed
to foster more relations between rural cormnunities and the commerci~,i.~:·'<

financial system over the longer run.

7. The NCDS should-assist base level cooperative organizations
to develop local and regional federations capable of providing assistance
to individual cooperatives. As these fe~erations become effective communi
ty development instruments in the rural areas, the NCDS should shift its
efforts to newer federations in unattended areas.
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8. To improve the NCDSTs planning and evaluation capabilities,
it is recommenJ.ec. that the newly formed evaluation u..'1it undertake as
quickly as pos8ible a survey of project files in order to gather base
line data that will permit the determination of such basic matters as:
(a) how many communities the NCDS has operated in; (b) what their
populations were; (c) how many communities have succeeded in obtaining
two or more proj~cts; (d) the percentage of total project requests
denied, and so f~'l·th. For future reference, this ma.terial could easily
be stored on computer cards or tape. Keeping such a system current
would also require a minimum of manpower if stored in this fashion.

9. It is recommended also that USAID fund continued short~term

assistance to the NCDS to continue refi.ning their nascent evaluation
system.

10. It was to have been recommended that the GOB increase its budget
support of the NCDS. After completing the evaluation, the Minist~J of
Agriculture and CONEPLAN recommended a 250% increase in the NCDS budget
for 1976 (as of 10/1/75).
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L-Cu:,,; 36L .3 TO 6/30/75 :Bolivia
II. PERFORMANCE OF KEY INPUTS AND ACTION AGENTS

A. INPUT OR ACTION AGENT 8. PERFORMANCE AGAINST PLAN C.IMPORTANCE FOR ACHlEV
PROJECT PURPOSE (X)

I
UNSATIS-

SATISFACTORV
ouT·

CONTRACTOR, PARTICIPATING AGENCY OR VOLUNTARY FACTORY STANDING 1..0W MEDIUM HIGW
AGENCY

I 2. " 4 5 tI 7 1 a s .. IS

Net tic,na 1 Rural Elec. CC'(1l' . ~\ssn.
1.

Fea.sibility ~)tudy for Rural Elec. x x
Interna tiona1 nl2velopment Foundation

2.
A. Training Improv~nents I x x

~ B. Feasibility Study ManLmls for
Income Generating Pro~ects. x :x
1:~~

3.Carlos Chueca - Coop.Advisor for
NCDS Coop. Division

4.Arthur Young - Prepared 3 vol.
Manual on Suggested System of Opel'.

5.Development Aleternatives - Study of
Institutional C~pacity

6.Michigan State University - Assess
ment of Training Centers' Conditions
and Capability.

(Continued on Page 2a)

7. PARTICIPANT TRAINING

Comment on key factors determining rali ng

x

x

x

x

x

x

x

x

5

x

Participant training unc:.er this project has been generally satisfactory, although in
it focussed largely upon training personnel in the NCDS central office in La Paz.

8.
~COMMODlTIES

------
Comment on key factors determing rating - 'i'he equipment 91anned to heJp in project implementation was
very late in arriving. In about 8Cf'6 of the line items opened for hid, TJ.S. c:)'rmanies
either failed in the first instance or were reluctant to present of:~rs. Yne s~bseauent
rebid_ding meant additional delays of up to 12-18 months so that roUe"'. of the eouiDIDent
Has unavailable for the timcl;y- cons'cruction of the projects originally plam1e~ ~lder theCAP.
9· I ! 2 3 4 5 Cl 7 , 2 3 4 5

a. PERSONN EL
, COOPERATING ; :{ x

COUNTRY

Ib. OTHER

i
Comment on key factors deler",ining rating - Ln the early stages of the pro.J eeL;, there were so!ne notable
deficiencies on the part of' -che host country) especially in te~-'-:s of financial support

a nd leadership continuity. The organization has bad continuous leadership since 1972
and the GOB has significantly increased the resources for the NCDS. Recently, counter
ing a government wide freeze on salaries and employment, the host country contracted a
complete study of the NCDS' personnel requirements and salary structure for the purpose
of rationalizing its salary structure and employing new administrators and technicians
for their central, regiona: and local offices.
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Lc.a:: r·,LL - 2217,8~2 .. }1~ t7~me 1975. _~bO:1t 2/~ of 27'2C,'==-·=:" grant used for
Tecb~'1ical Assistance. Only $71,000 re!T'aining as of June 1975.

$400,000 T.A.
100,000 Participant Training
200,000 Comil1odities

The action agents have wade solid contributions to the development of
the NODS. IDF and Michigan State (the latter under a regionai contract)
are largely responsible for relevance of the training centers and their
o'peffi t 1.01"18. Arthur Young lJre-pared operations tranua ls and studies of
the HCDS which are c~rrently being used as the basis for both the
administrative and technical improvements undeTIlay. Addition~y, the
following studies ,vere helpful in the development of this project:

1.

2.

..).

La Produccion :'\gropecuaria y las Organizaciones Campesinas, by Carlos
Chueca Sotomayor, fonner FAO Cooperative Credit Advisor, May 1974.

Creation of Pilot Loan for Economically Productive Projects, by
Charles Owen, USAID!Peru Contract Commlli'1ity Development Advisor,
June 1974.

Diagnostico de l_OS Proyectos Comunales Terminados durante el Ano 1974,
by NeDS Investigation Division, February 1975.

4. NC2S "Credit" Demand St"Jdy, conducted by 25 nCD:=: technicians, !UJle 1975.

5. Evaluacion de la Division cie E~enestar Social de la I,lujer Campesina, by
Hilda jvI8,rie de A:;:-cllano, lTSJUD/Bolivia Contract, J 1--U1e 1.-975.

6. Carr.:"~-esirlo Cooperative Pro~ject S-J.ggested Future Strategy) ~O~y" G·enF:: :~t-s,

CTu~r\. ~a"'l'e" "hal'J' TA/n-s- a Y·; Jorrce B~anaV1t·e 1'11'.'1'0 '"''''21 07 =;1 .. 0r'''' J~ .u. L \./1 ,L ., _u.!t, dU G' ':1....... ,·....... ;,..11 ~ .... , t) <..l. ..... .-/ i J.

7. Evaluation of )'.fa tional ComlE~nity l:e-/elc9n'e:-,t ~;ervice, by ,johi'. ::atcl'l,
Development Alternatives Incorporated, 'l'_/I'A Contr'3.ct.

8. A Report on the Lational Community DevelopmeYlt :2ervice c:C Bclivia, by
John Hatch and Aquiles Lanao of Development Alternatives Incorporated,
USAID/Bolivia Contract, Jlli~e 1975.

9. Evaluation of the Training Component of -Ghe Servicio lIacional de Desarrollo
de la Comunidad, ~Yepared by Mel Buscr~an and Manfred ~~ullen of Michigan
State University, June 1975.
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I TARGETS (p",.centageIRote/AmOCP.1t)

c.

a. Ac1~::i.nistra.ti"ve,~

b. Field Operatiors
Offices ooened.

Audit System Established

B. QUALITATIVE INDICATORS
FOR MAJOR OUTPUTS

1.

A. QiJ,,"'T1TATI'/E INDICATORS

FeR MAJOR OUTPUTS

2. Corcnu.I1i ty DEvelolJmen.~

a, COrr'.muni ty Leaders
Trained - 1968 - 197G

jnf an~ support staff trained ~~~~~~M- 98
and on the .j 0'0 . ~A::.:N.::·C:::::.E•.---+_-_......._I---...__j~~~~.;.;:i;:,;;wF::...i~

2.

Program Plannin~ a::lcl
BUdgeting

COMMENT:

-Yt1cr:~· arE inc...icat.io~ls that the I\TCDS l1as te_':'1.ct~:::;d to no·verl!

program (With DSAID support). Recently, hcwever) the
HeDS prepared a fOUr year?lan ,;hich \·,ould realist.ically
d.isengage the NCDS centl~l of:ice :rcm n~~ber of func~ions

& strengthen the system at the base.
3. COMMENT:

Personnel Management :~ystem Salaries are 1m! and the turnover of personnel is
high. 'The system has not employed adeauate selection
criteria. (See Surnmary).
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develonment process.

1Tne Gem COll1.'1luni ty Deve10pmen.t'was estabJ_ished bv

Supreme Decree and exists as an integral part of the
Ministry of Agriculture. It nas grewn bey0nd the
expectations at the outset of the project int0 an

sector into the nation'sYe. te: the rural

I'o s+~imu.~ate self-help activities and leadership qualities in Bolivia's rural
conmlUIlities for the purpose of establishing community organizations capable
of solving their local problems on a continuing basis.

2. Iiccpptance and sup'port at
the COIT1l1CL11.i ty l.evel of the
Comrnunity D~velopment prcgram.

1. A permanent established GO
comrnuni develoD,r,ent qgency mad
up of ';'1e1J_ trained corrnunity dev
elo~ment specialists.

\?!. 1. Conditions wnichiwill exist when
'l:bev<l purptolie is achieved.
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organization vlhich has developed four major regional 1
offices and over a half dozen field onerations offices. l

'I'he LJ3.jor \veaknesses "'Ihich circumscribe the Agency' s ~l
ability to operate more effectively amG)ng rural corr.mu.YJ.i
ties are the need to: (a) further decentralize a maj'or,
part of its functions, and (b) t~ improve its per50n- '1
nel systems including their salary scales in order to 1
attract and hold h~gher quality administrators and J.
technicians.
2. Training has been useful in diffusing the conrrnur:li v I

development concept among campesinos. The HCDS has ~
been receiving a constantly increasing Dliffieer of 1
requests for self-help assistance frGm rural communi- 1
ties, As of 6/30/75 there was a backlog of 50°1
requests on r.and. from the rural cOrrL.'llunities. '1'11e NCDS't
inab~:;'ity to orocess and su::rport many 0: these requests!

L:' ,y.~' "0~r+ially enr'i'O>'g r T'h rgron'za-'--i ",' level .1"1..ca.y ,JCl._ u~ _ ~uc=lon e _ ._._e 0 .l . G~on~ .L,., ~- o~ .1
___________________. ~~;W-aApe aroonal; the rum 1 Bel :i.Xia.~§. ...j
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-;. Wi!! tho achievement o. the proiect purpose make c si9ni~cant cOl'tribution t~ the iKogramming9aal, \Jiven "- ~tvdiof tM;,II\lff~· •
pl"oblem? Cite evidenclt.

Grant Project 361+.3 was intended to fund technical assistance cupport for the
activities occurling under Loan L-044, which Vias essentially a continuation of the
activities lli~Qertaken lli~der Loan L-038. Yne objectives of these projects at the
purpose le'vel W2re closely re1ated. T:.'le Capital Assis:,ance Papers for the loans
and the logical framevlOrl~ m.::ttrix for the grant emphasized the promotion of self-hel-p
activities within BoJ.ivia's rural communities and the strengthening of the
institutional. capabilities of the NCDS. The grant) at the same time, stressed. the
"establ:Lshment of democratic cOnLrnunity organizations capable of directing grouf"'"
energies to solving their local problems on a continuing basis". In both projects,
the basic objecthe \Vas to increase the "participation of the rural sector in the
na tion r s develo'pment pl~ocess".

(Continues on Page 4a)
•



,..

Page 4a

G'1":: :Z':::::X:: sO·J.ght ,,0 accomplish these objectives throug:: tt:e use of two
iii'i'erent, but compJ..ementary- approaches. Each had grown out of and had
been reinforced by the organization's past experience. Finding that
rural communities ':'1ere more receptive to the NCDS -program when one or
more of their local leaders or leading citizens understood the concept
of community develo-pment, the first approach was essentially educative
in nature. It consisted of a broad-based training program designed to
continue the NCDS efforts to ac~uaint local leaders within rural communi
ties with the principles and advantages of self-help corr~unity development.

The second approach ~vas based u-pon the organization's experience which
had clearly demonstrated that results of COTIh'llunity development projects
were f'ar more successful when rural communities had made a significant
contri.bution to projects in the form of money, and/or labor and materials.
Tne second approacL thus consisted of a proe:ram designed to provide materials
and technical expertise to cOmITlunities that were willing to contribute
more than fifty percent of the total cost of a project desired by its
members. To accomplish the objectives set forth in the loan, officials of
the NCDS initially contem~lated the completion of 2,000 such projects
between 1973 and 1975.

Although Loan L-c44 in most respe~ts simply continued NCDS ~~ding of
the ty-pes of activities undertaken under L-038, there was an important
shift in emphasis in the new loan toward larger, more expensive engineer
ing projects of an income generating nature. (See page 1 , Summary
and Output Indicato~s). It was not that there was anything wrong with the
social infrastructure type projects per se, but simply that they were not
directly prod-..lctive--they did not put very much ready cash in the campesino's
pocket. Given the limited resources of the NCDS and the needs and desires
of Bolivia r s rural comnn.L."1i ties, the organ::'zation decided to begin shifting
its investment priorities toward engineering and agricultural projects
that would result in a direct and more or less immediate economic return
to the calnpep~no. The new emphasis was reflected in the allocation of
approxir~te~y $2,000,000 (including 50+% contributed by local cOTIh~unities),

or 30% cfcstaJ project funding, to engineering projects--dams, bridges,
feeder reads, etc.--and approxi1na-:~~~y $800,000 to directly productive
agricultural activities--~t1rincipallysilos for potato storage, etc. It
was at this time tl'..a.t NCDS/USAID adjusted d.01"n":ard to 1,000 its initial
plan to complete 2,CGO projects and these were self-help tYTe projects,
int'.nded to increase the participa. tion of the rural poor in the na. tion' s
economic life.

Baseline data. on the extent to which the self-help concept r~s been
instilled throughout rural Bolivia as a result of these efforts do not
exist. However, one indication of success in the promotion of the community
development con~ept would be the reception that NCDS agents receive in the
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