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I. Feasibility studie" for Future Integl-sl Cooperatives. 

The studies were c(.mplet~ in J\1J.y 1979.) Eight "t.eehniciana were 
contracted to Rerve 8S counterpart. for eight National Community 
Development Service (NCDS) employees. These sixteen people 
formed eight teams; each team completed two pre-feasibility 
studies anc one feasibility study. The sites for future Inte­
gral Cooperatives selected in these stUdies will not be promoted 
until 1981. Funds are available under the Title III program fo~ 
the formation of new cooperatives. 

II. Formation of a National Organization for Integral Coopl'!ratives. 

A. A feasibility study for a federetion of Integral Coope:~ti­
veE! was received from Hecto:' Acevedo in July 1979. The study 
is inconclusive in that it wonders from the suggested scope 
of work and does not compl~tely address the pos8ibLlity of 
a federation. It is generally held that the Integral Coope­
ratives Are too weak and have too many administrative defi­
ciencies to part1.cipate in their own federation fit the pre­
sent time. One to two years would be a refl80nable time 
freme for the formation of a federation. 

B. The Bolivian AgriculttU-al Btmk (BAB) has bp.en chosen by 
USAID, Robert R. Nathan Associates '(ERNA) and NCDS 8S the 
most appropriate credit channel for thp. Small Farmer Organi­
zations (SFO) program. The NCOO hal performed adequately 
in the management of CROFOC in the initis1 stage. of the 
program. The program has progreaaed to the point that a 
more formal arrangement 11 neeel.ar,y. Converaationl will 
begin in September 1979 to formally paas the CROFOC tund to 
the BAB. It ir.s expeeted that the new credit mechaniBm will 
be operable by January I, 1980. 

C. The formation of a federation ot Integral Cooperati~e. haa 
not been undertaken becauae auch an organization i. not 
~~emed feslible at thi. point. 

Seve~ other a1ternatiTea tor a .econd leYel orsaDi&at10D 
are being e0ll81dered. The .trona apha.t. au tbe pabl,ie 
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.ector 1n Bolivia make. the exelua10n at the coopent1'Y.' 
trom that ,ector pdrt1cularly d1fflcult. Howe'Yer, to be tru.l.7 
.ucce.sf'ul .. and to avol'l the problema ot Bolivian p.lbl1c 
.dm1nll~retion, the hoat agen~ for the !ntegral Cooperative. 
must be private an1 not public. The po •• ibil1ty that the 
progrern eould be brought to a ~ueeelsfUl eoncluaion ~nder the 
8uspices t)f the NCDS 18 remote. The complexity orth~ under­
taking demands sufficient autonomy to pennU tlex1blli ty in 
reacting to and in solving the problema of the Integral Coo­
peratives. It is extremely unlikely that needed autonomy 
and speed in decision maki~g may be found in a Bolivian 
public institution. Recent inJtabllity in the NCDS has 
exacerb~ted the anomalies encountered in working through sn 
agency of the Bolivifln government. 

FENACRE, of all the existing private sector cooperative insti­
tutions, presents the greatest potential for forming a suc­
cessful relationship with the Integral Cooperatives. The 
mos+' likely mutually acceptable alternative would be that of 
tl semi-autonomous office exclusively for thl! Integral Coope­
ratives, but attached to FENACRE. After a period of strengthen­
ing the Integral Cooperatives, 8. decision would be made to 
either seek full affiliation with FENACRE or to form a sepa­
rate federation of Integral Cooperatives. 

Another alternative could be an independent office establishe~ 
to service the Integral Cooperati yes and operated by Boli visnl 
with the aid of a technical assistance teem. An independent 
office could provide e bridge to a future ~ederation 8nd it 
could be linked to an existing public or private institution. 

other institutions which exist in the private sector have 
been examined either by Acevedo, RRNA or AID personnel, and 
have been judged inappropriate for the SFO program at this 
time. These include the Japanese colonies, FENACOAB, INALCO, 
COPAS, Menonite8, DESEC, ASAR, La Merced, and ACLO. 

III. Nens Organizational structure. 

The NCDS is basic~ a soclal action organization deligned to 
prov1de counterpart alliatance for .mall infrastructure project •• 
The NCDS il organized to work through zonal, ~nd relional ottice. 
with a central office in La Paz. At the time the project was 
begun, the NCDS val the only organization with the institutional 
capacity to implement e project that envi,ion4d working with 8 

large number of scattered commun1ti... When the project Val modi­
tied, the structure of the NeIS ".. no l0Q8er aa adequate to 
achieve the new goals. The regiooal 7',aOO zonll ottic •• do not 
have the technical abilIty to t.plement the project. fUrther, 
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the BCD) IM1al. phila.opb;y ela.h •• witb the econam.c foeu. of the 
projeet. Tbi. conceptual conflict baa been tHnd.ted into a 
serie. of lo«1Itie probleM. For in8tence, beea\W. of the nature 
of the NCOO lelf-help project. no partieular follow-up 11 required 
once e work is completed. Obvi0U8ly, an ongoing econo.1e in.titu­
tion l1ke a coop4rative mu.t bave adequate toLluw-up. 

The Chief of the NCOO department of cooperative. is unable to 
exceraize the ~uthor1ty 01' hi. po.ition. Selection and di.m1llal 
of subordinate perlonnu is beyond hiB control. Budget8ry re.traintl 
are an additional problem. Puite often money i. not available for 
travel to solve the crisis proportion difficulties which confront 
the cooperatives. An adequate travel budget could go tar in pre­
venting problems from reaching extreme level.. The rapid turnover 
in NCDS directors has adversely affected the projeet. During the 
palt eight months the NCDS has had four directors. 

Within the NCDS, the Department of Cooperntive Development and 
the cooperative project is not well accepted. This situation is 
attributable to many causes, including personality conflicts. AI 
mentioned, the project does not fit particularly well within the 
structure or philosophy of NeDS and the requirements of the project 
are not clearly understood. 

B. The relationship of CROFCC to any new structure is one of the 
key elements in moving the program forward. An adequate 
syatem of agricultural credit with favorable interest rates 
is essential. Presumably, the to be defined relationship 
with BAB will provide these services. 

IV. Integral Cooperative Administration. 

A. The USAID audit report which was expected in November 1978 
was not released until Al~gust 1979. Thus efforts to meet 
audit recommendations will not fall within this contract. 

1. Integral Cooperative accounting procedures Rnd their prompt 
execution have improved over the last year. However, many 
problems still exi.t in th1a vi tal area and much work. 
remains to be done. The cooperative. continue to be 
plagued with weak intemal controls; monthly and arnual 
financial statement. are often tardy and inadequate. 
Part of the problem may be laid ott lID the rapid turnoftr 
in cooperative penonnel which uk .. train1na ftJT diffi­
cult. However, the leek of prosraa dueipline and the 
inadequacy of the NCIS,/RHfA effort are refl.eted in the 
migriad admini8trative problema of the cooperative •• 

2. 'lbe purcb •• e of aecount1nc _chin .... zoe pro~ected uo4er 
the re-d.ealcn of the SJ'O proJect; the, WN to haft Mea 
purcba.ed w.lth grant tun4a provided ~ UMID. 'fwo aDd. 
ODe halt Jeen later the _ChiD .. haft 110t JWt ... 
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purehued. The mo.t recent J.el.q re'lOlYU .!'OWl~ the 
tact that mechanical account1~ uehinee h.A't'O beeoM ob.o­
lete in the modem ru.,ine •• world. Jf1n1-cCMplten otter 
'uny more advantage. tor the .ame or le.. con. To elate, 
it hDs been impollible to identify 2 mini-eoaputer outlet 
in Bolivia nith adequate .ervic. espabi11ty 1n the rural 
area. The purchue of thele machine. mu.t be pur.ued: 
a program de.1gned 'With me~nicsl accountiD& ucpabil1tiea 
a. a key featur~ cannot function at tull ett1cien~ 
without them. 

Input procurement for the coming agricultural cycle hal 
been completed. A waiver was recently granted by USAID/ 
W8Ihington to pennit the purcha.e ot Japane.e origin 
urea from the BAB. The fertilizer was donated to BAB 
for its capitalization. 

7~e inventoriea of the Integral Cooperative. are in normal 
condition. 

Control procedure, for sub-loan disbursement. are being 
modified to coincide with the recommendations ot the 
USAID audit report. It :remain. to be Been whether or not 
the new controls will be adequate as the loan disbursement 
Kycle is just getting undezwsy. 

B. The three year projections of financial operating results 
made by the three functioning cooperatives were reviewed in 
May. The two milk marketing cooperatives, Cochabamba and 
Santa Cruz, we?e behind the Tehuantinsuyo cooperative in their 
projections to self sufticiency. A team of economilts has 
been contracted to elaborate agro-indultrial projects which 
would supplement the income ot the milk cooperatives and the 
serviees that they provide. Results ot the.e activities eould 
be available in Oe-tober, end the project. could be implemented 
prior to Januar,y 1, 1980. 

v. GFO Project Impleme~tation. 

A. !UlNA Advisory Group. 

1. Contractor relation .. vi th the IBNA advi.ory group have 
been exeellent. The .ueee.. ot tbe advi.oJ'l and tiua 
the program, 1n reaeh1l'.8 their scala hal been nried and 
require. _ntion. '!'he adviaory «roup eon.lIt. ot nine 
member.. Fou.r an a.ligned to each ot the Intesral. Coope· 
ratin.. i"1ye are .tatiooed in La Pas, illcludiD& the 
Chiet ot Part7, .Agricultural Credit, AdJIiniltrat1Ye, 
Train1ag aDd A&r1cultural l!!xtnl1Oll adrl.on. The original 
project ... d .. 1gned tor the .drllora to ••• i.t .ens in 
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deTeloping amall cooperative orpn!aaUona. There •• a 
con.idenlble lag in re-orienting the effort. ot the advi-
101')" tew toward the new toCUI ot the PJ'OIl"a1ll.. '!'be adrl­
lor. curreoty i[l.-country are qualified tor their job •• 
However, the group 11 '0 large and the individual. are ot 
luch diver.e baCkground. that it hal not been po •• ible to 
develop a unif1ed concept among the team. There ex1lt. 
a certain rigidity among certai~ advisor.; they under.tand, 
cooperat.ives, but they have been unable to adapt to the 
Bocial realities of Bolivia. others have had the opposite 
difficulty. 

Among the realitiee of Bolivie that have been difficult 
for the national level advisors to accept i8 the problem 
of travel in Bolivia. The pr0ject was designed with the 
notion that the national level advisors would bsckatop 
the local advisors. Thi~ has not happened, largely 
because many of the nb.;"ional advisors have been unwilling 
to spend much time outside of La Paz. 

One of the most serious difficulties for the advisory 
group hoa been co~ing to grasp with a definition of the 
advisory role. The group has fallen heir to a great deal 
.... f responsibility for implementing the project, but with 
little Authority to ensure proper implementation. NCDS, 
on the other hand, has all of the authority, but little 
implementation capacity. When problema are elevated to 
the NCro, advisors tire q'.lslified by the cooperatives a~ 
agents of the NCDS, thus damaging their credibility with 
the Integral Cooperatives. It is most likely that advisors 
are not looked 1.lpon as educators, but as 8 source of in­
terference. The combination of all of these factors has 
limited the impact of the advisory group. 

There ias !!lome doub't; as to the efficacy of providing full 
time local advisor8 to the Integral Cooperatives. Manftge­
ment is the key to the administrative .ucess of the Inte­
gral Cooperative.. Experience has demonstrated that an 
advisor working with a poer menager can eccompli.h very 
little. On the other hand, a good manager doe. not need 
the constant supervision at a full time local advi.or. 
A traveling team ot national advi.ora seem. more appropriate 
tor the manager who .how. potential. 

National traveling adv1.or., to ~e effective, muat be in 
the field at les.t .eventy-five percent ot the time. 
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lor the ~ate nHtt. at the proP'61l, the adriaon 
lll'Ut toeua on .olving probl .. at the cooperathe lAvel. 
U.S, advllol'1 or third country nationau awt be tu1..lJ' 
aware of the vagane. of tran.portation and «:OiImIlic:a~ 
tion in Bolivia before they are contrect~. Approximate 
travel requirement. should be atipul.:i-o\;ed in tutu~ con­
tracts tor technical assistance. 

If local advisors are eliminated, then the edviaor,y 
group would be reduced to national level adviaor.. Tne 
skills of the advisors should be tailored to the needs 
rf the cooperativea and would be limilar in the case at 
varyicg institutional atru~~ures. A restructured advi­
sory team would require a Chief of Party with a coopera­
tive b~ckground to coordinate and discipline team acti"/i­
ties. Rother than utilizing separate credit and adminis­
trative adviaors, these functions could be combined. An 
education advisor would be essential. Inteb~l Coopera­
tive requirements for commercialize.tion~nd fo~ purchase 
of inputs could be handled by the team and would not 
require separate technicians. This group would have to 
be complemented by a strong group of well-trained, well­
paid Boli vianI!! • 

2. Radbs for the program are out of customs; they have not 
been distributed pending definition of their ownership. 
That is, the questions of whether the radios should be 
donated to the cooperatives directly or held for ownership 
by a host agency have yet to be anBWered. 

3. The Yacaiba Cooperative is being granted legal statuI by 
the Government of Bolivia. The coope~tive is engaged 
in hiring an administrative staff and in preparing credit 
proposals. Credit will be required for planting in 
November and for the acquisition of farm machinery. 

B. Integral Cooperative Training. 

1. The greatest deficien-:~y that has existed in the SFO project 
has been in educnting and training at all levels. Advi­
sors' particularly at the national level, have not worked 
closely with cooperative personnel to prepare them for 
their re8pon~ibilitieB 8nd to Rssist end assure that edu­
cation programs are carried out and are effective. It 
the advi.ory team were restructured, then the educational 
advisor should focus on l1!.!tlber training via the Integral. 
Cooperative exten.ion agent.. The credit/admini.trative 
adviaor. would train coope:.'1ltive management penonne1. 

2. Work continue. on NCOO training c~ntera. 
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3. Paraea78 eooperatlve ada1Di.tfttiOil COUH. MUYi_ 
c~eted.. 

!be sro procram, to b~ aucc .. a:tul, mat either be placed in 
a hoat ageney in the private .ector, or be • .t up a. aD ind.e­
pendent office tiElked to a. public ineti tutioo. 'l'he a4Y1aol7 
group muat be reduced to an -alle national team that 18 rilllna 
tp travel conatantly. further, 8 maad ve tnin1nc ettort .a.t 
·b~'J.Ii)4~D. Theae atepa will not a .. ure th~ auccell ot the 
project. lather, they will take t"he progrUl to a pc:ilt that • 
• tructure vHl exist to begin Bolving the probl ... ot the In­
te~ Cooperatives. 




