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ABSTRACT

H. Evaluation Abstract (Do not exceed the space provided! .

The PL~480 evaluation consisted of two camponents: 1) an evaluation of the general functioning of the
PL~480 Executive Secretariat (ES) and its programs, 2) analysis of the wheat marketing mechanism for PL
480 wheat. The evaluation was conducted by New Mexico State University through its Technical Services
Contract to the Mission of Bolivia. The evaluation was oconducted through the review of previous
evaluation documents, project documents, and extensive interviews with USAID, Executive Secretariat and
mlstxylpexsormel and mmerous individuals and organizations in the wheat 1ndustry The major findings

conclusions are:

1. uheat Marketing
A Bolavian National Wheat Council should be established.
b. The imposition of sanctions on entities not fulfilling their payment responsibilities should be
considered 1n future agreements and the concept of assessing interest on late payments by the
Miller's Association should be considered.

c. Technical assistance should be provided to the Wheat Council and the producers in the improvement
of their marketing.

&

The credit program for flour millers purchasing national wheat should be reconsidered.
2. Tre PI480 Executive Secretariat

a. The Joint Camission for Rural Development should take a more active role 1n setting polacy and
goals for guidance of the ES in the use of PI~480 funds and the ES should take a more active role
in planning and the establishment of national rural dewelopment programs.

b. The ES should use objective criteria and procedures for reviewing and approving projects to
assure that the project meet set policies and goals.

The ES should institute a system of professional staff evaluation.

2 0

The UXCP could be replaced by an amually contracted private auditing firm.

ol

Credit programs - All existing lines of financing should be grouped into a small mamber of
aggregate lines. Evaluation of loans should be delegated to intermeditate credit institutions
(ICT). The ICTI should contimue to provide a greater percentage of credit in the form of inputs.

f. Enviromental and Natural Resources - Narrow the focus of PL-480 program activities but expand
geographic area of envirorment and resource management activities.

g. Infrastructure - BEwhasize projects that are locally focussed and use simple technology and
reduce PI~480 involvement in major road projects.

COSTS
. Evaluation Costs
1. Evaluation Team Contract Number OR |Contract Cost OR

Name Affiliation TDY Person Days TDY Cost (U.S. 3)| Source of Funds
2. Mission/Office Professional Staff 3. Borrower/Grantee Professional

Person-Days (Estimate) Staff Person-Days (Estimate)
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A.l.D. EVALUATION SUMMARY - PART i

SUMMARY

J. Summary of Evaluation Findings, Conclusions and Recommendations (Try not to exceed the three (3) pages provided)
Address the following Items:

e Purpose of evaluation and methodology used e Principal recommendations
e Purpose of actlvity(les) evaluated ® Lessons learned
e Findings and conclusions (relate to questions)

Misslon or Office: Date This Summary Prepared: Title And Date Of Full Evaluation Report:

a——— e

An important portion of the United States assistance program to Bolivia is the
PL-480 Title I and Title III shipments of wheat to Bolivia. This program has been in
operation since 1978. Shipments of wheat under these programs has supplied a signifi-
cant portion of Bolivia's demand for wheat and providing local currency for the U.S.
Food for Development Programs. The PL-480 program currently generates approximately
$20 million (U.S.) per year. These funds are administered with the advice and consent
of USAID/Bolivia by the PL-480 Executive Secretariat. The PL-480 Executive Secretariat
is an autonomous Bolivian public sector agency. The purpose of the evaluation was
twofold: 1) to evaluate the general functioning of the PL-480 Executive Secretariat
(ES) and its programs, and 2) analyze the wheat marketing system for PL-480 and the
development of a strategy for a new wheat marketing mechanism for PL-480 wheat. The
evaluation of the two components were conducted separately. The wheat component of
the PL-480 evaluation was conducted primarily through the review of existing documen-
tation and through extensive contacts in-country with individuals and organizations
involved with all aspects of wheat marketing, distribution, production and processing
in Bolivia. This included field trips to Santa Cruz and Cochabamba and their surround-
ing areas. Sixteen organizations and numerous individuals were contacted.

In conducting an evaluation of the PL-480 funding 307 project beneficiaries were
interviewed in six departments. In addition, previous evaluation and the Title I/III
agreements of 1985 and 1986. Lastly, interviews were also conducted with individuals
in the Executive Secretariat, the relevant Government of Bolivia Ministries and various
participating organizations.

I. Wheat Marketing

The wheat marketing system as currently structured in Bolivia is functioning
without significant problems. The wheat market is divided by geography and infrastruc-
ture into two markets. The market area containing the major commercial national
production of wheat receives little PL-480 wheat. As a consequence, the PL-480 wheat
has had little or no detrimental impacts on national production or the prices of
national wheat.

There is widespread support for the creation of a Wheat Marketing Council to
replace the current system. With proper planning and implementation the Council could
result in improved importation and marketing of PL-480 wheat. However, the current
system should not be abandoned until the new system is fully designed and all parties
involved understand and accept their role in the new structure.

In the area of wheat marketing, the following recommendations are made:

1. A Bolivian National Wheat Council should be established. The Executive
Secretariat should be represented in an ex-officio capacity on the Wheat
Council. .

2., Efforts should be made to shorten the process and time used in securing PL-480
imports.

3. The imposition of sanctions on entities not fulfilling their payment responsi-
bilities should be considered in future agreements and the concept of assessing
interest on late payments by the Millers' Association should be considered as
a measure for dealing with late payments.
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- S SUMMARY (Continued)

P

Technical assistance should be provided to the Wheat Council.

5. A database must be established which will allow the evaluation of the Wheat
Council's performance.

6. Technical assistance should be provided to the producers in the improvement of
their marketing alternatives.

7. The credit program for flour millers purchasing national wheat as proposed in

the Kansas State University study should be reconsidered.

II. The PL-480 Executive Secretariat and its Programs

The professionalism of the staff of the ES is to be commended. They have made
much progress since the last evaluation. The ES has complied fully with 17 of the
recommendations of the last evaluation, made partial progress on 5, and has failed to
make progress on 8 of the recommendations. The areas of no progress were in areas
which involved national policy and national policy is not in the role of the ES.

The ES continues to function as an organization which reacts to requests rather
than providing overall program guidance. The ES currently functions as an implement-
ing rather than a planning and programming organization. This results in the duplica-
tion of work which is carried out by the intermediate credit institutions (ICI's)
which manage credit programs and institutions which receive donations.

Beneficiaries of the funds dispersed by the ES are satisfied with the program.

The ICI's and cooperatives feel they could disperse more funds if they were available.
As part of their program benefits, many of the farmers feel that they would like to
receive technical assistance in addition to credit. The major criticism noted by
participants in the PL-480 programs was the late arrival of funds. This is an adminis-
trative problem which is currently beyond the control of the ES.

The PL-480 Program has made good progress in achieving the goals established in
the original agreement and subsequent amendments. Its efforts would be enhanced by
national environmental and resource laws and policies, by focussing its efforts on
certain aspects of environmental defense and rehabilitation, and exploitation of
natural resources, and by developing data and procedures for evaluating and monitoring
project activities. Small-, rather than large-scale infrastructure projects are most
appropriate for the Program. Projects that use local materials and labor, and are of
direct, perceptible value to local beneficiaries are most effective. Many Alternative
Development activities are beyond the scope and control of the PL-480 Program. It is
recommended that the PL-480 Program restrict its efforts to positive activities such
as alternative crops and infrastructure development.

The Govermment of Bolivia (GOB) has made good progress relative to the policy
commitments contained in the Title I/III Agreements of 1985 and 1986 (as amended).
However, at this time, the GOB is behind in the deposits which would allow the closing
out of the Title III, 1978 and Title I, 1985 programs.

With respect to the ES and function of the PL-480 programs the follow1ng global
recommendations are made:

General

1. The Joint Commission for Rural Development should take a more active role in
setting policy and goals for guidance of the ES in the use of PL-480 funds.

2. The ES should take a more active role in planning and the establishment of national
rural development programs.

3. The ES should use criteria and procedures for reviewing and approving projects to
assure that the projects met policies and goals set by the Joint Commission for
Rural Development and the programs developed by the Secretariat.

4, The ES should initiate procedures to assure that impacts and benefits of programs
which it supports can be quantifiably measured.

5. The ES should institute a system of professional staff evaluation which will
include job descriptions, written performance criteria, and regularly scheduled
evaluation interviews.
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- . SUMM A RY (Continued)

6. The UCCP could be replaced by an annually contracted private auditing firm which
would produce an audit under the direction 'of the Joint Commission for Rural
Development.

7. There should be continuity in the external evaluation process for the ES and the

PL-480 programs.

Future donation projects should include projections and plans for self financing.

9. Future infrastructure projects should include projections and plans for capital
structure maintenance.

oo

Credit Programs

1. All existing lines of financing with the PL-480 program should be grouped into a
small number of aggregate lines.

2. Evaluation of loans should be delegated to ICI's with the ES undertaking regular
evaluations of the ICI's performance.

3. The ICI's should continue to provide a greater percentage of credit in the form of
inputs.

4. A portion of the funds allocated for credit programs should be used for increasing
technical assistance for:

a. lenders - analysis, monitoring, and servicing of loans, and
b. borrowers - how to apply for loans, efficient use of credit.

Environmental and Natural Resources

Support policy formulation of environmental and natural resource laws.

Narrow the focus of PL-480 program activities.

Expand geographic area of environmental and resource management activities.
Monitor all program activities for environmental and resource management elements.
Support CUMAT's survey and analytical capabilities.

Establish data standards and procedures for cost/benefits of projects.

DO

Infrastructure

Establish directions and priorities for infrastructure projects.
Emphasize projects that are locally focussed and use simple technology.
Reduce PL-480 involvement in major road projects.

Develop local and regional development plans to integrate infrastructure
activities.

W N

Alternative Development

1. Limit PL-480 participation to long-term rural development activities.
2. Continue search for alternative crops.
3. Develop an integrated rural development plan for the Chapare district.
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ATTACHMENTS

K. Attachments (List attachments submitied with this Evaluation Summary; always attach copy of full evaluation report, even If one was submitted
earlier; attach studies, surveys, etc., from "on-going” evaluation, if relevant to the evaluation report.)

COMMENTS

L. Comments By Misslon, AID/W Office and Borrower/Grantee On Full Report

1. Personnel at the ES and AID Mission require training in techniques for collecting
baseline data in order to carryout effective evaluations. This evaluation, as

with others carried out on the PL 480 program, are extremely subjective since
data are not available upon which to base an anaylsis.

2. In future evaluations more time may be required to better analyze and evaluate

the program. Also, some repetition in team members may be required to flatten
the learning curve involved when the program is evaluated.
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