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I. INTRODUCTICN

The GOB established the NCDS in 1964. The organizad
tion was dedicated to the principie of seif-help commu-
nity development. It has pursued this objective through
the training of leaders in self-help techniques, and thg
provision of technical assistance and building materials
on a grant bagis to communities who were willing tc
agsure the major portion of the cost of a project
desired by the members of the community.

USAID has assisted in the development of the NCDS
mostly throvsh our loan, grant and Title II programs.
The purposc of this evaluation is to determine what
lessons have been learned from these joint experiences
vhich may be considered by the GOB and USAID in the .
I process of developing ana implementing a new assigtance
program for gmall farmers Tor which the GOB hag requestdd
AID support. (Continues on Page la)
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Int coonetion (Contined) Page 1la

UBATD began providing the institution with technical assistance and
finaneial support through grants and local currency loans beginning in
1966. 1In 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 in rural communities. Disbursements began in July 1971,
and were nearly exhausted when funds from the second community dev-
elopment loan, L-O4h, which is the subject of the present evaluation,
became available in September 1972.

Loan L-Ohkl 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 communities whose projects were approved by the NCDS, and an
additional $1,200,000 was provided by the GOB to cover the cost of

the organizaticn's salaries and some administrative expenses as well.
In most respects, L-OblL represented a continuation of L-038. The
objectives of both loans, together with the means for achieving them,
were similar.

II. SUMMARY AND RECOMMENDATICNS

A.  Summary

1. The projects completed with AID assistance have dromoted
a growing understanding and acceptance of the NCDS self-help community
development concept which in “urn has contributed in a positive way to
the integration of the campesinos into the nation's development process.
The lack of hard data makes it impossible to determine the extent to
which this is true.

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

3. The fraining of rural Bolivians in self-help community
evelopment concepts continues under the L-0Lk loan and the GOB's
regular budget. Specialized techiical/administrative training for the

institutional development of tin~ 1'CDS has tended to be somewhat overly
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certralized for the la Paz office.

4. There are indications that 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 mejority of Bolivia's professional workers have prevented
the NCDS from ctrengthening some of its administrative activites to
any significant, degree outside the La Paz office.

6. A relatively large number of small farmer cooperatives
created during the life of the project failed to prosper. The ¥ ;
indications are that the causes for these farmer cooperative dropouts ; i
differ from the pericds prior to 1972 when one of the most common
causes was the mimise 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 320,000,000 peso extraordinary appropriation
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 may 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 GCB's willingness to restructure

the entire salary scale of the NCDS, which suggests that this is in
fact the case.

8. Owiug 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 anc agro-industrial projects. Again, as a result of
inflation, and somewhat overambitious planning, fewer silos as well as
fewer dams and kilometers of roads were bullt than originally planned.
In compariscon with the organization's past performance, however, the
number of projects constructed with the funds available was far better
than the average ror the 1970-1972 period. (See Page 34).
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9. Installation of an evaluation capability within the
NCDSwas unavoidably delayed by the late arrival of the TA contracted
to design and install the system. Measures which were initiated
in mid-1974 to install an evaluation system were recently evaluated
by an AITEC consultant. In his debriefing at USAID, it was obvious
that the NCDS had significantly improved its ability to monitor inputs
and cutputs and to make improved benefit cost analyses, It still
lacks the system to make judgments about the impact or:the NCDS' v
efforts. For example, the NCDS is able to determine the number and
the cost of mary projects constructed through the self-help mechanisms
which they created. They are unable, however, to determine the impact ‘

farmer.

. !
B. Recommendations :

1. The NCDS should accelerate the decentralization of its
project approval procedures and technical assistance support activities
from the central office in La Paz to regional and local offices. g

2. The GOB should contract assistance to conduct a personnel
management audit of its personnel system ineluding salary ranges, which
are generally low, and make immediate arrangements to improve the level 3
of the agency's salary structurzs. It should insure that the NCDS employ i
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 the future, assistance programs to the NCDS should
concentrate more participant training including in-service training
in technical and administrative subjects at the regional and local
levels.

L. The NCDS should increase the promotion of income vroducing
activities among the rural comrunites.

5. The NCDS should foster new relationships between the
Ministries of Education and Health to encourage these Ministries'
participation in community self-help social development crejects.

6. The NCDS should consider providing credit to community
groups and small farmer organizations. This effort should be designed
to foster more relations between rural communities and the commercigd
financial system over the longer run. i

7. The NCDS should assist base level cooperative organizations
to develop lccal and regional federations capable of providing sssistance
to individual cooperatives. As these federations become effective communi-
ty development instruments in the rural areas, the NCDS should shift its
efforts to newer federations in unattended areas.

.
bl E N .

skt



Recommendatbns (Continued) Page 1d

8. To improve the NCDS's planning and evaluation capabilities,
it is recommendec that the newly formed evaluation unit undertake as
quickly as possible 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 projects; (d) the percentage of total project requests
denied, and so forth. For future reference, this material 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=tern
assistance to the NCDS to continue refining their nascent evaluation
systen.

10. It was to have been recommended that the BOB increase its budget

support of the NCDS. After completing the evaluation, the Ministry of
Agriculture and CONEPLAN recommended a 250% increase in the NCDS budget
for 1976 (as of 10/1/75).
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1. PERFORMANCE OF KEY INPUTS AND ACTION AGENTS
B. PERFORMANCE AGAINST PLAN C.MPORTANCE FOR ACHIEVRE-

A, INPUT OR ACTION AGENT —— — PROJECT PURPOSE (X)
CONTRACTOR, PARTICIPATING AGENCY OR VOLUNTARY FACTORY | SATISFACTORY |syvanDinG ffLow MEDIUM HIGH
AGENCY 1 2 3 a ] a 7 1 2 3 4 ¥

Naticenal Rural Elec. Coop. Assn.

Feasibility Study for Rural Tlec. X X

International Development Foundation

A. Training Improvements X X
# B. Feasibility Study Manuals for

Tncome Genéerating Projects. X X

XXX Mt X IR IR ek iR g eating
2.Carlos Chueca - Coop.Advisor for

NCD3 Coop. Division pid p:4
L. Arthur Young - Prepared 3 vol.

Manual on Suggested System of Oper. X ®
5.Development Aleternatives - Study of

Institutional Cmpacity b'e e

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

Continued on Page 2a)

7 .PARTICIPANT TRAINING

Comment on key factors determining roting

?arﬁicipant training uncer this project has been generally satisfactory, although in
it focussed largely upon training personnel in the NCDS central office in Ta Paz.

Q
e

SEX COMMODITIES

1 2 3 4 s (-] 7 1 2 3 4 5

X

Comment on key factors determing rating -~ The equipment planned to help in project implementation was

vgfy latelln arriving. In about 80% of the line items opened for bid, TJ.S5. coupanies
either failed in the first instance or were reluctant tc pregent of“ers. The subseguent
rebidding meant additional delays of up to 12-18 months so that mucr of the eguirment

gﬁg unavailable for the timely construction of the projects originally planned under the

9_ 1 2 3 4 5 6 7 1 2 3 4 $
a. PERSONNEL
XX COOFERATING < %
COUNTRY
b. OTHER
Comment on key factors determining rating - [n the ear‘ly stages of the ’QI‘GjeCt,

there were some notable
deficiencies on the part of the host country, especlally in termg of financlal support
and leadership continuity. The organization has had continuous leadership since 1972
and the GOBR has significantly increased the resources for the NCDS. Reeently, counter-
ing a government wide freeze on salaries and employment, the host country contracted a
complete study of the NCDS' personnel reguirements and salary structure for the purpose
of rationalizing its salary structure and employing new administrators and technicians
for their central, regional and loecal offices.

1€7
7. OTHER DONORS

Ma
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L (S Naxt Poge for Comments on Otber, Donors)




Cont

Loan

A
Technical Assistance. Only $71,000 remaini

inued Trom Page 2, Block A Page 2a

Ohh - 2217,882.9% June 1975. About 2/

()

-

f
g as of June 1975.

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

The action agents have made solid contributions to the development of
the NCDS. IDF and Michigan State (the latter under a regional contract)
are largely responsible for relevance of the training centers and their
operatiocns. Arthur Young prepared operations manuals and studies of
the HCDS which are currently being used as the basis for both the

administrative and technical improvements underway. Additionally, the
following studies were helpful in the development of this project:

1.

ON

-3

QO

« 7 - . . .
La FProduccion Agropecusria y las Organizaciones Campesinas, by Carlos

Chueca Sotomayor, former FAO Cooperative Credit Advisor, May 197L.

Creation of Pilot Loan for Economically Productive Projects, by
Charles Gwen, USAID/Peru Contract Community Development Advisor,
June 197k,

Diagnostico de los Proyectos Comunales Terminadeos durante el Ao 197&,
by NCDS Investigation Division, February 1975.

NCZE "Credit” Demand Study, conducted by 25 NCDO techniciang, June 1975.

Evaluacion de la Division de Blenestar Social de la Mujer Campesina, by
Hilda Marie de Arcllano, USAID/Boli ntract, June 1975,

Campesino Cooperative Project Suggested Fubture Strategy, b oty
CLUSA; Daniel Chaij, LA/DR, and Jorge Baanante, CUVYA, June

Evaluation of National Community Tevelcoomant Service, by John Yateh,
Development Alternatives Incorporated, /T

~r

Y

A Report on the lational Community Levelopment C C
ves Incorporated,

s P
1 ceérvice ¢i Bolivia,
1 i

" 1
John Hatch and Aquiles Lanao of Development Alternati
USAID/BOlivia Contract, June 1975.

Evaluation of the Training Component of the Servicic Macicnal de Desarrollo
de la Comunidad, prepared by Mel Buschman and Manfred Thullen of Michigan

State University, June 1975.
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il. 7. Centinved: Comment on key factors dotwrmining roting of Other Donors .. The Interamerican Develoopment Bank, FAO

: ‘ne TGevernrment nave provided limited (aporoximately 1.5 million) funding

eredit rrosravs, It is estimated that these Tuands provide
4+

26k

for cocperabive

N

- the wctal manber of cooperatives. These were imrortant
otheless, because they provided the only credit oxperience cocrerative
EoliVlaw

cnﬁy about

iH. KEY QUTPUT INDICATORS AND TARGETS
TARGETS (Percentage /Rate /Amount) i

A. QUANTITATIVE INDICATORS

FOR MAJOR OUTPUTS CATIVE cummreNT EY 7D Y Py ERGIECT
PRIOR FY TO DATE TO END — -

- NOTS ;

L. NSES PLANNED 58 58
2. ive, train- -
and support staff trained |ASEEAL.. 08

. y pAS
on the jcb. ANCE

REPLANNED

. Iicld COperatiors PLANNED 17 17
Offices cpened ACTUAL J
PERFORM- s
ANCE
REPLANNE : ’ .
D _1
i
. noos o o P NNE 4
c. Field Offices Staffed,. |TWANNED 68 :
ACTUAL :
PEE - Erd
RReET | slo | w1
R ANNET .
EPLANNED 21—?“
. PLANNE - Q0
2. Comrunity LANNED 5,80
a, Community ACTUAL
s PERFORM-
rragined - ANCE
REPLANNED AL 795
i
COMMENT‘
TCDS has been wauls to hire and keep a fuil stalt of
i qualifieq guaitors The early audits were nct guality
Audit Syster ablished reports, althouch thore have besn rocent improvements,
2. COMMENT
Program Planning and There are indications that the NCLS has tended to "over"
Budgeting rogram (wi 'SATT gupport). Recently, however, the
Fal . N q S sz
3 prepare Lcur year olan which would realisticall
disengage the NCDS central office from number of functions
& strengthen the syg tem at the base.
3. COMMENT:
Personnel Management Bystem| Salaries are low and the turnover of personnel is
& fr

high., The system has not emploved adeguate gelection
criteria. (See Summary).
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. 7. Continwed: Comment on kay foctors detormining roting of Other Uoners

11, KEY QUTPUT INDICATORS AND TARGETS

TARGETS (Percentage /Rate /Amount)
A. QUAHTITATIVE INDICATORS =
FOR MAJOR OUTPUTS SEVE CURRENT FY [ v . SRS 28
PRIGR FY | TO DATE | TO END FY Yo
PLA { atate)
- LANNED 10,000 1C, 000
ACTUAL : V
ERFORM- iy
ANCE 73 352
RE iINE
REPLANNEG : l, OOO
c. Cooperatives Organized |PLANNED 278
ACTUAL - . .
PERFORM- 202 _31
ANCE
b e 7
REPLANNED ; & 279
d. Thyslcal Projects E"LAN”EC‘ -
1,-028 5
L-lz0 §ACTLIALV
PERFORM- s
;QSCE 220
~
[REPLARNED ~
z 30U
e. FPhysical Projects PLANKED 1% €15
m4 + 7 Y =S I =
Title II, 15962-1973 ACTUAL
PERFORM-
ANCE
RESLANNED | i ! 1,
2 i L= =
H i o
B, QUALITATIVE INDICATORS i COMMENT!
FOR MAJGR OQUTPUTS
1.
2, COMMENT:
3. COMMENT:
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A. QUANYITATIVE INDICATORS perpreYy
; - END OF
FOR MAJOR QUTPUTS LATIVE CURRENT FY 75 3 al
PRIOR FY | 70 DATE | 10 END FY_' 72 FY____ | PROJECT
. PLANNED 1 21
Included in h Above (Cont'd) 3 >
ACTUAL
} ) PERFORM-
2. Diversionary Dems ANCE
REPLANKED
3. Bridges PLANNED
ACTUAL
PERFORM-
ANCE
REPLANNED
. L'L. Silos PLANNED
ACTUAL
PERFORM-
'ANCE
¥
REPLANNED
5. Roads PLANNED
ACTUAL
PERFORM-
ANCE
{Continues on Page 3 "@") REPLANNED
B QUALITATIVE INDICATORS COMMENT:
OR MAJOR OUTPUTS
1.
2. COMMENT:
3. COMMENT:
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Y. PROJECT PURPOSE

A, V. Stctement of purpose os currently envisaged,

o st*wu?a+e gelf-help activities and leadership qualities in Belivia's rural

communities
of

for the purpose of

egtablishing ccormunity organizations capable

solving their local problems on a continuing basis.

2. fvidsnes to dute of progress toward these conditiéns. .

w. %, Conditions whichiwill exist when
above purpuse is uchieved.

1. 4 pevmanently established GOB
commmity development agency made
up of wel Z trained comrmunity dev-
elopment specialists.
2. Accepltance and support at
the community level of the
Community Development prcgram.

1.1
Y

FifSe

The GOB Community Developmeatf was °S+ab71shed bv
Supreme Decree and exightg as an integral part of the
Min v of Agriculture. It has grewn bevend ﬁhe
xpecnatlon> at the outset of the project inte an
crganization which hag develeped four major regional
offlces and over a half dozen field operatlons of'f

4
istr

ral com
(a) further decentralize a mag

?bil Ej'bO operate more effectively ameng ru
the need to:

including their salary scales in order to
hold higher guality administraters and

opment concept among Laﬂp931nos. The IC DS has
been receiving a constantly inereasing number of
requests for self-help assistance frem rural cemmuni
tieg. As of 6/30/75 there was a backlog of 500

requests on hand from the rural communities.

inabiiity to process and support many of
partially

these
e
ie

may endanger the organlzau*onq

>

Statement of Prograomming Gesl

: L aq ,
7o integrate the rural sector

into the nation's

peobiem? Cite avidence.

Grant Project 364.3 was intended to fund t
activities occurring under Loan L-Okl, mh¢cr
activities uncertaken under Loan L-038.
purpose level were closely related.

and the logical framework ma
activities within Belivia's

institutional capabilities of

matrix
rural
the NCIS.

Will the achisvement of the project purpose maks o significaont contribution io the programming goal, given the mxgnitedé of the nofienal

eciinical assglistance support for the

was essentially a continuation of the

The objectives of these projects at the
Capital Assistance Papers for the loans

for the grant emphasized the promotion of self-help

communities and the strengthening of the

The grant, at the same time, stressed the

F‘TAQ
&5

"establishment of democrat lc community crganizations capable of directing groug=

energieg to solving their
the basic cbjective was to
nation's development procesg'.

local problems on a continuing basis”.
increags

In both projects,
"participation of the rural sector in the

cne

the

(Continues on Page La)

ices
Sd:ll

functions, and (b) te improve its person—'

ning has been useful in diffusing the commaﬂ;“y

The NCDS'
requests
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The TICIE sought to accomplish these cbjectives through the use of twe
different, but complementary approaches. Fach had grown out of and had -
been reinforced by the organization's past experience. Finding that

rural communities were more receptive tc the NCDS program when one or

more of their local leaders or leading citizens understood the concept

of commnity development, the first approach was essentially educative

in nature. It consisted of a broad-based training program designed to
continue the NCDS efforts to accuaint local leaders within rural communi-
ties with the principles and advantages of self-help community development.

fris

W

The second approach was based upon the organization's experience which
had clearly demonstrated that results of community development projects
were Jar more successful when rural communities had made a significant :
contribution to projects in the form of money, and/or labor and materials. f
The second approach thus consisted of a program designed to provide materials
and technical expertise to communities 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 contemplated the completicn of 2,000 such projects
between 1973 and 1975.

Although Loan L-Chl in most respects simply continued NCDS funding of

the types 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 Cutput Indicatovrs). It was not that there was anything wrong with the

social infrastructurs type projects per se, but simply that they were not
directly productive--they did not put very much ready cash in the campesino's
pocket. Given the limited resocurces of the NCDS and the needs and desires .
cf Bolivia's rural communities, the organization decided to begin shifting
its investment priorities toward engineering and agricultural projects
that would result in a direct and more or less immediste economic return
to the camper.no. The new emphasis was reflected in the allocation of
approximately $2,000,000 (including 50+% contributed by local communities)
or 30% of wotal project funding, to engineering projects--dams, bridges,
feeder rcads, etc.--and approximat:zly $300.000 to directly productive
agricultural activities--principally silos for potato storage, ete. It
was at this time that NCDS/USAID adjusted downward to 1,000 its initial
plan to complete 2,000 projects and these were self-help type projects,
in% nded to increase the participation of the rural poor in the nation's
economic life.

b4

Baseline data on the extent to which the self-help concept has been ‘
instillied throughout rural Bolivia as a result of these efforts do not ' :
exist. However, one indication of success in the promotion of the community ‘
development concept would be the reception that NCDS agents receive in the




